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Introduction

What is the mean reason to formulate values in the firms or 
organizations? The main answer is to facilitate the alignment of 
employees and organizational values to increase motivation and 
effectiveness with better outcomes in performance and invest-
ment alike. However, there are few efforts to design, implement 
and prove empirical models to analyze their results that conform 
an integral view of factors involved in a value-based manage-
ment model. The mentioned above, represents a great oppor-
tunity for the management sciences to show their abilities to 
propose a model able to determine and weight an inventory of 
values per industry/sector and select the values, according the 
division or department of the firm or corporate organization. 
Due to the values-based innovation is the main reason of this 
book and according as mentioned above, this is divided in:

Chapter 1 highlites the importance of values for manage-
ment sciences, showing, several values studies and models that 
describe them, and the main key performance indicators to as-
sess them, inspired on values-based management. Remarkable 
models are explained, such as Evaluation VAlue protocol (eva 
protocol), that is introduced as a tool of selecting values from a 
previous determined inventory. 

Chapter 2, describes the relationship between values and in-
novation and the recent and novelty models as the value-based 
innovation management model (Breuer, H. and Lüdeke-Freund 
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(2015), and its relationship with the open innovation model 
(Mejía-Trejo, 2017 b)

Chapter 3, describes the general conceptual model proposal, 
based on the models mentioned above, and describing the pro-
cess of eva protocol to be applied. The model proposal includes 
a broad scope to define specific values into specific areas, in-
terchangeables along horizontal or vertical structure of the firm 
or corporate organization, with certain characteristics such as: 
normative, strategic and/or instrumental/operational as man-
agement views. It is previewed, three innovation management 
associated with each one of the management views: the norma-
tive, the business model and the process-product-service inno-
vation views. A decision point is incorporated in order to change 
or not the actual values on operation. If the answer is no, the 
process continues in its own flow of feedback linkage to keep the 
supervision of the key performance indicators such as efficiency 
or effectiveness inspired in values-based management as a feed-
back linkage; if the answer is yes, then the eva protocol process 
is applied as a feedback linkage to review, modify, interchange, 
suppress or enter new values according to the division, the de-
partment within the firm or corporate organization.

Chapter 4, as a benchmarking research of the most innova-
tors firms at worldwide, no matter what industries or sectors are 
being, shows an empirically study case as a preliminary stage to 
determine an inventory of values with innovation view, based 
on Mejía-Trejo (2017c) research applied at Guadalajara’s Mexico 
software development firms with the hope to be implemented in 
Spain for future studies.

Finally,the conceptual model proposal is considered impor-
tant and ready to be applied in any sector of the industry inter-
ested in the values-based innovation management, due its flex-
ibility, simplicity and broad scope to measure the performance 
of the firm or corporate organization not only in the economic 
value, but in the general perception of value in all the involved 
parties.
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Chapter 1
The importance of values in 

management sciences

Although values in management have deserved attention for 
several decades, value concepts have not been specifically 
worked out for organizational settings (Stackman et al., 2000). 
Many personal aspects will interact to determine the actions of 
a person in its behavior. Attitudes, motivations, perceptions, 
skills, personality, knowledge, confidence, commitment and 
experience, amongst others, are a few of the variables which are 
important for understanding the behavior of people. They are 
no less important for understanding the behavior of people at 
work as a manager whether they are leaders or not in a small 
firm or corporate organization. 

1.1. Some studies of values in the management sciences

The study of values is not new in the social sciences; accord-
ing to Spranger (1928), an early and influential writer, values 
are defined as the constellation of likes, dislikes, viewpoints, the 
duties, inner inclinations, rational and irrational judgments, preju-
dices, and association patterns that determine a person’s view of the 
world. The importance of a value system is that once internalized 
it becomes, consciously or subconsciously, a standard or crite-
rion for guiding one’s action. Thus the study of managers values 
is extremely important to the uncover the values managers actu-
ally have. 
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The most influential theory is based upon the thinking of 
Spranger (1928) who defined several types of value orientation 
as shown in Table 1, and has been developed by Guth and Tagi-
uri (1965). They studied the expressed values of 653 American 
executives, using a closed instrument, of rank order type, de-
tecting that the executives in the sample in terms of group aver-
ages presented a predominance of economic, political and practical 
values. See Table 1.1.

Table 1.1
Types of value orientation

Value 
orientation

Description

The economic 
man

It is primarily oriented toward what is useful. He is interested in the 
practical aspects of the business world; in the manufacture, market-
ing, distribution and consumption of goods; in the use of economic 
resources; and in the accumulation of tangible wealth (protestant 
ethics). He is thoroughly practical and fits well the stereotype of 
the businessman. 

The theoretical 
man

It is primarily interested in the discovery of truth, in the system-
atic ordering of his knowledge. In pursuing this goal he typically 
takes a cognitive approach, looking for identities and differences, 
with relative disregard for the beauty or utility of objects, seeking 
only to observe and to reason. His interests are empirical, critical, 
and rational. 

The political man It is oriented toward power, not necessarily in politics, but in what-
ever area he works. Most leaders have a high power orientation. 
Competition play a large role during all his life. For some men, this 
value is uppermost, driving them to seek personal power, influ-
ence, and recognition in a continuous basis. 

The aesthetic 
man

It finds his main interest in the artistic aspects of life, although 
he need not be a creative artist. He values form and harmony. He 
views experience in terms of grace, symmetry, or harmony. Lives 
the here and now with enthusiasm. 

The social man It is primarily oriented toward the well-being of the people. His 
essential value is love of people (the altruistic or philanthropic 
aspect of love). The social man values people as ends, and tends to 
be kind, sympathetic, and unselfish. 

Source: Guth and Tagiuri (1965). 
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Additional support to these findings can be found in the studies 
of England (1967) involving a survey of 1,072 American manag-
ers. A follow-up study of England’s results some seven years later 
found that managers’ values had not shifted (Luck, 1974). The 
idea that managers as a group tend to emphasize the importance 
of economic, or practical, ends is intuitively appealing; after all, 
the theory and research of the managerial process suggests that 
persons with such values would be compatible with it. Another 
important facts hindering any change in the value system ori-
entation are: a) managers are selected by others having similar 
values, b) the job of managing reinforces the pragmatic orienta-
tion, and c) values are in the axiomatic core of the individuals, 
therefore they tend to be stable over time.

Other model under consideration, is aimed as organizational 
issue by Strickland and Vaughan (2008). The starting point of 
the model is Maslow’s hierarchy of needs and when translated 
to the organizational context, five sets of values in a sequential.
See Table 1.2.

Table 1.2
Organizational values base on Maslow hierarchy needs

Organizational values Description

Financial competence Wise asset management and maintaining solvency is a 
prerequisite for an organization to survive.

Accountability Transparent procedures, proper oversight, and external 
control. These values help an organization to protect itself 
from unethical behavior and prevent the expenditure of 
resources to investigate or mitigate the consequences of 
such behavior.

Reciprocity Maximizes acceptance and trust both inside and outside the 
organization and is achieved via a clear understanding of 
what the organization seeks to do, how and why.

Respect Relationship development, tolerance of differences of opin-
ion, cultural diversity, etc.

Integrity and self-
actualization of the 
organization

Completeness and commitment to ethical behavior, stew-
ardship, serving the public.

Source: Strickland and Vaughan (2008). 
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In the spirit of Maslow’s hierarchy of needs, this is the only 
concept where value sets are presented in hierarchical order. 
Of course, one has to be careful about the application of con-
cepts developed for the individual level to other levels (Peter-
son, 2004). The order of the value sets in Figure 1.1 rests on the 
values hierarchy suggested by Strickland and Vaughan (2008). 
The lower level value set deals with economic issues, the second 
level seeks counterparts for reciprocity and respect values, and 
the highest level contends with the fulfillment of organizational 
and individual goals. Figure 1.2 shows the emerging similarities 
in four approaches described. Three studies (Abbott et al., 2005; 
Dolan and Richley, 2006; Strickland and Vaughan, 2008) start 
with the value set that makes an organization sustainable – (sur-
vival values.). See Figure 1.1

Figure 1.1
Organizational values dimensions

Source: Jaakson (2010).

Survival values need not be explicitly articulated for the public, 
but are, nevertheless, implicitly important. Values in the middle 
dimension deal with ethics and behavioral norms and there is 
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an agreement in all studies that the task of these values is to 
enhance good relations inside and outside the organization. The 
final dimension of values defines the ultimate purpose of the 
organization and seeks an alignment of them with the goals of 
stakeholders relevant for the organization. They are called well-
being values in the current model. The argument is in favor of 
defining the core values, those that reflect attitudes and character. 
When put into the context of value dimensions, these relate to 
ethical values in the first place, because ethical values regulate the 
means, whereas well-being values and survival values are more con-
cerned about the ends. It has been demonstrated that ethical and 
well-being values drive positive workplace behaviors (Abbott et al., 
2005). Therefore, ethical values seem to be the best candidates 
for the values statement and well-being values should be stated in 
the manner of attitude or character. Survival values, if included in 
the values statements at all, should also refer to desired attitudes 
rather than organizational objectives (Jaakson, 2010).

Other study inspired in Maslow needs is the elements value 
(Almquist et al., 2016) based on the view of when customers 
evaluate a product or service, they hits perceived value against 
the asking price. Marketers have generally focused much of their 
time and energy on managing the price side of that equation, 
since raising prices can immediately boost profits. But that’s 
the easy part: Pricing usually consists of managing a relatively 
small set of numbers, and pricing analytics and tactics are highly 
evolved. What consumers truly value, however, can be difficult to 
pin down and psychologically complicated. How can leadership 
teams actively manage value or devise ways to deliver more of 
it, whether functional (saving time, reducing cost) or emotional 
(reducing anxiety, providing entertainment)? Discrete choice 
analysis, (which simulates demand for different combinations 
of product features, pricing, and other components) and similar 
research techniques are powerful and useful tools, but they are 
designed to test consumer reactions to preconceived concepts 
of value,the concepts that managers are accustomed to judging. 
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Coming up with new concepts requires anticipating what else 
people might consider valuable. Yet universal building blocks of 
value do exist, creating opportunities for companies to improve 
their performance in current markets or break into new ones. A 
rigorous model of consumer value allows a company to come up 
with new combinations of value that its products and services 
could deliver. The right combinations, its analysis shows, pay off 
in stronger customer loyalty, greater consumer willingness to 
try a particular brand, and sustained revenue growth. Almquist 
(et al., 2016) identified 30 elements of value or fundamental attri-
butes in their most essential and discrete forms (see the exhibit 
The Elements of Value Pyramid). These elements fall into four 
categories: functional, emotional, life changing, and social impact. 
See Figure 1.2

The use of Maslow’s thinking in the model considering, at 
the bottom of the pyramid the physiological and safety needs, 
and at the top are self-actualization and self-transcendence. The 
popular assumption has been that people cannot attain the needs 
at the top until they have met the ones below. Maslow himself 
took a more nuanced view, realizing that numerous patterns of 
fulfillment can exist. Similarly, the elements of value pyramid 
is a heuristic model (practical rather than theoretically perfect) 
in which the most powerful forms of value live at the top. To be 
able to deliver on those higher-order elements, a company must 
provide at least some of the functional elements required by a 
particular product category. But many combinations of elements 
exist in successful products and services today. Most of these 
elements have been around for centuries and probably longer, 
although their manifestations have changed over time.The rel-
evance of elements varies according to industry, culture, and 
demographics. 

The elements of value work best when a company’s leaders 
recognize them as a growth opportunity and make value a prior-
ity. It should be at least as important as cost management, pric-
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ing, and customer loyalty. Companies can establish a discipline 
around improving value in some key areas: 

New-product development. Our model can stimulate ideas 
for new products and for elements to add to existing products. 
Managers might ask, for ex- ample: Can we connect in a new 
way with consumers? Can our customers benefit from integra-
tion with other software applications? Can we add therapeutic 
value to our service? 

Figure 1.2
Value Pyramid

Source: Almquist (et al., 2016).
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Pricing. Managers commonly view pricing as one of the 
most important levers in demand management, because when 
demand is constant, higher prices accrue directly to profits. But 
higher prices also change the consumer value equation, so any 
discussion about raising prices should consider the addition of 
value elements. Recall how Amazon’s judicious increases in val-
ue helped justify higher prices over time. 

Customer segmentation. Most companies have a formal 
method of segmenting their customers into demographic or be-
havioral groups, which presents an opportunity to analyze what 
each of these groups values and then develop products and ser-
vices that deliver those elements. 

The concept of value remains rooted in psychology, but the 
elements of value can make it much less amorphous and myste-
rious. Abraham Maslow emphasized the bold, confident, posi-
tive potential of psychology. The elements can help managers 
creatively add value to their brands, products, and services and 
thereby gain an edge with consumers,the true arbiters of value. 
See Table 1.3.

1.2. Importance of the values

Values will affect not only the perceptions of appropriate ends, 
but also the perceptions of the appropriate means to those ends. 
From the concept and development of organization strategies, 
structures and processes, to the use of particular management 
styles and the evaluation of subordinate performance, value 
systems will be persuasive. Fiedler (1967) came up with a lead-
ership theory based upon the argument that managers cannot 
be expected to adopt a particular leadership style if it is contrary 
to their value orientations.An influential theory of leadership 
(Covey, 1990) is based upon four dimensions: personal, interper-
sonal, managerial, and organizational. Not by accident the personal 
dimension is considered the core dimension. Incidentally it encom-
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passes the value profile of the individual. Tannenbaum and 
Schmidt (1958) suggested that there are at least four internal 
forces that influence a manager’s leadership style: value system, 
confidence in employees, personal inclinations, and feelings of secu-
rity in an uncertain situation. Again value system plays an impor-

Table 1.3
Different values for different products

 Source: Almquist (et al., 2016).



20

Juan Mejía Trejo y Ángel Rodríguez Bravo

tant role. In short, people decide according to the value system 
they spouse, in other words values and attitudes are important 
because they may shape behavior, and behavior will influence 
people (Bruno, 2010). 

1.3. Managers and values

Employees will be the essential resources of twenty-first century 
organizations. These employees can be categorized into several 
generations, each with special motivation needs. Managers and 
leaders need to understand people, whatever their age. They 
need to find out their skills, strengths, and whatever motivates 
them. In short they have to recognize that everyone is different 
and deal with each employee as an individual (Bruno, 2010). 

On the other hand, there are some important considerations 
that the manager of tomorrow will be confronted with: a) the 
phenomenon of unemployment, as a consequence of the ex-
traordinary fast development of mechanization and automation, 
and the economic apparatus centered in the idea of currency 
stability, which instead of absorbing all the units of human en-
ergy creates a growing number of idle hands, and, even worse, 
brains; b) the phenomenon of research( who can say whither 
our combined knowledge of the atom, of hormones, of the cell 
and the laws of heredity will take us?); and c) the need for true 
union, that is to say full associations of human beings organically 
ordered, which will lead us to differentiation in terms of society; 
it should not be confounded with agglomeration which tends to 
stifle and neutralize the elements which compose it. Therefore, 
responsible influence, leadership centered in collective objec-
tives, coherence and fecundity, are the four criteria to be pur-
sued in developing the leaders of tomorrow. Organization’s man-
agers need to set directions and create a customer focus, clear 
and visible values, and high expectations, which should balance 
the needs of all stakeholders; ensuring the creation of strategies, 
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systems, and methods for achieving excellence, innovation, and 
building knowledge and capabilities, including the development 
of leadership (Nanus, 1995) 

1.4. The Values-based management

Value-Based Management is a company’s management approach 
to value creation, particularly by maximizing shareholder value 
(Robu and Ciora, 2008). In the context of competitiveness and 
increasing demands on performance, value creation should be 
subordinated to sustainable development as a bridge to the com-
munity, customers and employees. Value-Based Management 
includes: a. Creating Value (ways to maximize growth and future 
value). This includes defining strategies for companies both 
short and long term. b. Managing by value (governance, change 
management, organizational culture, communication, leader-
ship). c. Measuring value (assessment). These elements are very 
well outlined steps in the company’s objectives and especially in 
the management of the company. Management’s planned strate-
gies can have a major impact on future actions of stakeholders, 
so that management should take into account their interests in 
parallel with the interests of stakeholders. Items included in the 
value-based management. See Figure 1.3.

Economic objectives can be either economic (shareholders 
value) and may also cover the other parts (stakeholders value). 
The vision of the shareholders’ value over the value of stake-
holders’ value is discussed in the economic environment for a 
long time, concentrating to find the best options that a company 
should be centered to both perspectives. In market economies, 
there is an agreed idea that a company must follow economic 
profitability. Moreover, companies must search for a high level 
of social responsibility for their future development. Most times, 
profitability and responsibility are contradictory, resulting in 
management decisions directed toward one of the two concepts. 
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On the one hand, companies must be profitable to survive and 
big companies need to remunerate capital at a rate of return that 
exceeds its cost (Jaakson,2010) This rate of return should be 
higher than the interest obtained in the case of a bank deposit in 
order for business development to be justified. Improving prof-
itability, and consequently a higher income leads to increasing 
investor confidence, reflected by increasing the stock’s price, 
which makes it easier to achieve long-term business goals. Such 
profits are not just results, but a source for future competitiveness 
and prosperity (Robu and Ciora ,2008). See Figure 1.4.

On the other hand, companies are organizations where peo-
ple work together. By developing technologies and services, em-
ployees represent now most of the company’s value (intellectual 
capital). To motivate employees to work more closely to compa-
ny interests, a level of trust must be built with them. Same level 
of trust needs to be developed with the external environment 
with which the company interacts. Thus the company get daily 

Figure 1.3
Value-based management factors

Source: Robu and Ciora (2008).
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in contact customer, for whom it must design loyalty programs 
to keep old customers, and promotions to attract new clients. 
A direct relationship and based on the confidence of suppliers 
is a strength in business development. Starting from timely re-
ceipt of orders and payment methods, relationship with suppli-
ers can make a difference in a competitive economy, influenced 
by globalization. Finally, the company must follow closely the 
relationship with other categories of stakeholders (government, 
community and environment), so direct connection between 
the company and related parties will lead to increasing profit-
ability (Robu and Ciora, 2008; Jaakson,2010). 

All the concepts mentioned above, in a technical sense, can 
be difficult to express in terms of productivity, efficiency and 

Figure 1.4
The relationship between the company, 

shareholders and stakeholders

Source: Robu and Ciora (2008).
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effectiveness as indicators of values-based management (Jaak-
son,2010), but they are important for comprehending the pos-
sibilities of these measurement indicators, but we define them 
as follows:

1.4.1. Productivity 

According to Longman (2017) is: The rate of which goods are pro-
duced, and the amount produced, compared with the work, time, 
and money needed to produce them. It is often applied as an indi-
cator of innovation and development in an industry and is fre-
quently used in comparative analyses. It is generally described 
as a fraction of production outcome over input. Basically, it 
describes the value of goods or services of a production over 
a period of time in proportion to the contribution of produc-
tion factors. According to the KLEMS model (OECD, 2001) the 
production factors are: Capital (K), labor (L), energy (E), mate-
rials (M) and services (S) as elements of multifactor productivity 
(MFP) based on a value-added concept of output, or in the form 
of MFP (KLEMS), a concept of gross output. Productivity is dif-
ficult to measure because outputs and inputs are quite diverse 
and are hard to measure. The choice between the different pro-
ductivity measurements depends on the purpose and, in many 
instances, on the availability of data. Productivity only stresses 
the importance of producing with a minimum of resources and 
the capabilities of adding value to the product, whereby the price 
is as high as possible. The main lack, however, is that productivity 
does not take into consideration whether it is the right product we 
produce, and furthermore, no indications of who the buyer is . That 
is why productivity is inadequate to measure the full potential of 
values-based view, and, therefore, why we should use efficiency and 
effectiveness as indicators of innovation and development.(Wan-
dahl, 2004).
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1.4.2. Effectiveness and efficiency

According to Longman (2017) the effectiveness: is producing 
the result that was wanted or intended, and Efficiency: is quality 
of doing something well, without wasting time, money, or energy. 
A model of interested parties is used to explain the difference 
between efficiency and effectiveness. See Figure 1.5.

Figure 1.5 
Interested parties model to explain efficiency and effectiveness

Source: Bruzelius and Skärvad (1989).

Attention is drawn to the fact that the model not only addresses 
the construction client’s needs, but all the interested parties’ 
needs. The interested parties’ needs should be perceived widely. 
The Figure 1.2 shows the importance of comprehending the dif-
ference between efficiency and effectiveness. Effectiveness is an 
expression of the level of correspondence of the specifications 
with the interested parties’ needs. Efficiency has two dimen-
sions. Firstly, the achieved specifications are compared with the 
needed specifications, and secondly, the production of these 
specifications compared with the level of used resources. To put 
the efficiency / effectiveness differentiation into perspective, a 
model using a product / process viewpoint can be helpful. This 
is shown in Figure 1.6. 
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Figure 1.6
Efficiency and effectiveness through 

a product/process viewpoint 

 Source: Wandahl (2002).

Vertical movements can be perceived as change in efficiency, and 
horizontal movements could be characterized as effectiveness. A 
right answer should then be to produce the right product in the 
right manner, for instance, placed in top-left corner of the figure. 
At last in this exploration of the concepts, you may ask what the 
difference between efficiency and productivity is. In productivity 
the numerator is the gross output, described in money. Efficiency 
has instead, the specifications of the construction client and also 
of the other parties as numerator, this gives a more nuanced pic-
ture of the production. It is possible to achieve high productiv-
ity at the expense of efficiency by obviously avoiding fulfilling 
the specifications or making errors. The central element in both 
measurements is, therefore, the use of resources. 

Efficiency and effectiveness were defined through three ar-
eas, customer needs, product specifications, and use of resources 
(See Figure 1.2). Several theoretical connections between Val-
ue-based management an increase in efficiency and effective-
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ness are discovered, and they are best explained through some 
simple models. Efficiency and effectiveness should be applied as 
key indicators of innovation and development because they con-
tain the holistic ideas of modern project management concepts.
The contents of these concepts should be elements like holistic 
product development, fast adaptable structures and focus on hu-
man capabilities. 

1.5. Values vs. Value-based management

To understand value-based management it is important to be 
aware of the complexity and the differentiation of the value con-
cept. Value has always been used in one manner or another, but 
never consistently due to the lack of a common definition of the 
concept. Be aware that price and value are not identical. Value is 
connected to the product and the process, price is only an expres-
sion for how much the market is willing to pay for the value 
delivered (Wandahl,2004). In everyday life, the term value is 
often connected with human behavior. Human behavior is more 
or less consciously influenced by the individual’s values. This 
kind of value is called ethical/personal value and is very subjec-
tive. Ethical value could be explained as an individual for what 
you find good/bad and right/wrong. Covey (1989) explains it 
very nicely as the paradigm through which you see the world 
through human behavior as a main part of the process (trans-
forming a product from one state to another), and this kind of 
value is, therefore, called process value. We now have two groups 
of value. See Figure 1.7.
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Figure 1.7
The two sets of values used in value-Based Management

 Source: Wandahl and Bejder (2003). 

The two groups of value have some common characteristics 
(Wandahl, 2004): 
 · Value is subjective and, therefore, personal. Attributes of va-

lue can be objective, but the perception of these is always 
subjective. 

 · Value is essentially comparative. Goods do not have any value 
on their own, only in comparison with others; that is they 
are relative. 

 · Value can change over time, and they, thereby, have a time 
dependent and dynamic element. 

 · Value is certain forms of characteristics, not substantive quanti-
ties. To create value is to create products and processes with 
certain characteristics. 

There are several areas that influence human behavior, for exam-
ple: Values, goals, market framework, systems and structures. A 
model for this is shown in Figure 1.8.

Two kinds of value management can be extracte: manage-
ment of values primarily uses product values and seeks maxi-
mization of the value delivered to the construction client by in-
fluencing human behavior via systems and structures. One of 
them is known as management of values as seen in for instance, 
in lean construction. When it talks about values, it is in con-
nection with removing waste (non-value-adding activities) and 
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increasing the product value for the customer. The other one is 
management by values, commonly agreed (shared) values uses 
process values as a supplementary tool to manage human behav-
ior. This is what some prefer to call management by soft areas. 
Value-based management is a combination of them, but with the 
primary focus on the use of process values as means for creating 
higher product values (goals)(Wandhal. 2004). Management by 
values is defined in as a series of interconnected managerial activi-
ties to ensure the acceptance of relevant organizational values inside 
and outside the organization (Jaakson, 2010).

There are several elements which contribute to the positive 
effect that focusing and working with process values (soft val-
ues). A project organization has a short lifetime, and the way the 
organization is established (tendering on lowest price) makes it 
difficult for the participants to relate to each other on an inter-
personal level. In addition, the organization must almost imme-
diately show results. It is, therefore, important to quickly estab-
lish a common basis for making decisions. In our rational world 
this is presently done by rules, laws, contracts, etc. The problem 
in this respect, is that an outcome of a human action reflects the 
way you measure it. When the constructing managers success 

Figure 1.8
Behavior regulation in value-based management 

Source: Wandahl and Bejder (2003).
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and his future connection to his firm are measured by how much 
money he can save/earn on short time basis, he will naturally 
act accordingly, and this is exactly the earlier described sub-op-
timization. Instead of using laws, contracts, etc. as the common 
background for making decisions, Values-based management 
uses social rules, for instance, behavior regulations on a group 
level. The real barrier is then to get the firms involved to accept 
this change, and furthermore. Many of the companies have dif-
ficulties earning profit. They, therefore, focus a lot on liquid-
ity, which again creates a short-term focus on only the present 
project. Development and innovation have, therefore, very hard 
conditions (Wandahl , 2004).

1.6. Management by values

Organizational values, in technical terms, are qualities and 
standards that have a certain weighted which decision-makers 
in the organization attach to alternative goals when making a 
decision (Van der Wal and Huberts, 2007). According Roe and 
Ester (1999), organizational values is defined as: …latent con-
structs that refer to the way in which people evaluate activities or 
outcomes… This definition is chosen because it pinpoints the 
uniting features of several definitions of values; in addition, they 
explicitly mention that the definition is applicable at various 
levels (individual, group, such as organization, or nation). The 
definition also distinguishes means (activities) and ends (out-
comes), an important characteristic for management of values. 

The first important note to make about organizational val-
ues in the context of MBV is its latency. Management by values 
makes use of values that are clearly spelled out and aimed to be 
accepted by relevant organizational stakeholders, so these have 
to be explicit. Here, it is common for organizations to come up 
with a values statement, as specific set of publicly stated organi-
zational beliefs or concepts (Buchko, 2007).When values are es-
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poused they are typically stated in writing for all members of the or-
ganization, and are shared with other stakeholders, including the 
general public. It should be mentioned, though, that the values 
statement is only the tip of the iceberg when it comes to orga-
nizational values in operation (Jaakson, 2010). Specifically, the 
statements cover only those aspects that managers find useful to 
publish as an ideology or a focus for the organization (Schein, 
2004). It is highly problematic when values manifested in the 
statement are in conflict with actual values or basic underlying 
assumptions, but one should be aware that the pool of organiza-
tional values is probably much wider and complex than reflected 
by the statement (Jaakson, 2010).

There is quite an amount of confusion in the terminology 
about organizational values. The values in the values statement 
are called espoused values, principles orstated values (Argyris and 
Schön, 1978; Schein, 2004; Mowles, 2008), sometimes also core 
values (Edgeman and Scherer, 1999; Van der Wal and Huberts, 
2007). The uniting feature of those terms is that at least the 
members of the organization are well aware of them. In contrast 
to espoused and stated values, core values need not be explicitly 
stated in written documents, although they typically are a result 
of a dispute that has taken place in the organization about the 
relevant values. Core values have also been used to denote highly 
congruent values between organizational members as well as 
between the organization and its members (Jehn, 1994) and as 
such, these refer to at least some overlap between what is ac-
tually believed in and what is said to be believed in (Jaakson, 
2010). This need not be the case with espoused values or stated 
values. Consequently, the extent of acceptance of the values may 
be higher in the case of core values. See Figure 1.9. 
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Figure 1.9
Terms used to designate organizational values 

and values statements 

Source: Jaakson (2010).

Very often, the term shared values is used in organizational cul-
ture and management by values literature (Peters and Water-
man, 1982; Griseri, 1998; Schein, 2004). In contrast to espoused 
values, shared values do not have to be explicitly stated, and in 
contrast to core values they might be unconscious. Unconscious-
ness yet high acceptance is a defining feature of the terms basic 
assumptions, basic values, actual values or values in use (Argyris 
and Schön, 1978; Schein, 2004). These values are associated 
with organizational culture. But there is still more said about 
the terms for organizational values and there is no systematic 
approach, whether authors talk about conscious explicit values 
or unconscious implicit values. For instance, corporate values 
(Rubino, 1998; Thomsen, 2004), firm values (Pant and Lachman, 
1998) or organizational values (Finegan, 2000; Speculand and 
Chaudhary, 2008) may represent values on both ends depend-
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ing on the particular author. The question of acceptance is usu-
ally not discussed at all with these terms. Figure 1.5 presents a 
systematic framework to illustrate the differences in the terms 
used in the literature on organizational values and points out 
the main differences with respect to management by values.It 
is assumed that the values should be at least brought to the con-
scious level, preferably be explicit. However, the aim is that they 
reflect the values that are shared by the members of the orga-
nization and are actually in use, so espoused values on the right 
hand side of the Figure 1.6 or core values is in focus. 

1.7. The organizations and categories of values 

here is no organization without values (Schein, 2004), so they 
are always present and manifest themselves in organizational 
artifacts, behaviors, processes, structures etc. Thus, values have 
an expressive role, but when it comes to management by values, 
the role of values is first and foremost to regulate employee 
behavior to achieve superior performance. That means that the 
effectiveness of management by values partly depends on the 
effectiveness of the defined values in the values statements and 
in order to assess the effectiveness of these it is useful to analyze 
different value categories. The following sections aim to clarify 
the characteristics of the values that are deployed in manage-
ment by values. According to the definition, values regulate both 
means and ends. Some values are related to desired outcomes, 
whereas others are instrumental in making it possible to reach 
those end-states. A categorization, reflecting these functions 
in the organization, has been adopted by Dolan et al. (2003). 
They talk about basic or final values (where the organization is 
heading and why it exists) and operating or instrumental values 
(what are the organization’s ways of thinking and ways of doing 
in order to achieve basic values). Basic values are similar to 
ideals as suggested by Maccoby (1998) and referred to as aspira-
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tional values by Lencioni (2002). Similarly, the created values put 
forward by Wenstop and Myrmel (2006) resemble these values 
because they envisage tangible outcomes that different stake-
holders expect from an organization. Thus, there are different 
terms used by different authors to express the values that regu-
late the objectives of the organization. See Table 1.4.

Table 1.4
Organizational values regulating means and ends

Value 
as a:

Authors

Dolan et al. 
(2003)

Maccoby (1998), 
Griseri (1998)

Lencioni (2002) Wenstøp and 
Myrmel (2006)

Ends Basic values, final 
values

Values as ideals Aspirational 
values

Created values

Means Operating values, 
instrumental 
values

Values as behav-
ior

Permission-to- 
play values

Protected values

Values as char-
acter

Core values 
Accidental values 

Core values

Source: Jaakson (2010) with own adaptation.

Operating or instrumental values are more complex. They could 
be approached both, from a behavioral point of view or what one 
should/should not do and from an attitude or character point of 
view or what one should be like (Griseri, 1998; Maccoby,1998). 
For instance, a behavioral outcome of the value teamwork would 
be that thework in the organization is organized in teams rather 
than by individual assignments.A character outcome of the same 
value implies that employees share a strong beliefin-group 
synergy. It is assumed that attitude at least partly determines 
behavior, but the question is rather which one takes priority. 
Behavioral values often boil down to normative rules and stan-
dards; such values are referred to as permission-to-play values by 
Lencioni (2002) and protected values by Wenstøp and Myrmel 
(2006). The characteristics of these values are the absence of emo-
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tions and their inability to distinguish an organization from its 
competitors. By contrast, values as character reflect emotions and 
attitudes; they form the heart of an organization’s culture. Char-
acter is expressed via core values (Lencioni, 2002, Wenstøp and 
Myrmel, 2006). This function as a backdrop to all activities in 
the organization and are a source of the company’s distinctive-
ness. In addition, Lencioni (2002) talks about accidental values, 
which reflect employee interests (thus being an element of char-
acter), but have little to do with the organization’s actual aim, 
strategy and basis for success. Table 1.2 shows that authors label 
values with similar spheres of regulation dissimilarly, but the 
underlying categories are still the same.

The categories of values are relevant to distinguish because in 
trying to manage by values one should understand what types of 
values are more efficient for managerial purposes. It has been sug-
gested that values statements should be about how rather than 
what to do (Dolan and Richley, 2006). This is to say, that while 
values regulate both ends, and means, it is the latter realm, which 
deserves closer-scrutiny. The same idea is embedded even in 
some definitions of organizational values, for example: values are 
here-and-now beliefs about how things in the organization should 
be accomplished (Kouzes and Posner, 1991, p. 191). 

Instrumental values guide the process of working toward a 
desired state of affairs by regulating daily conduct of individual 
employees, yet they also have a merit of their own (Prillelten-
sky, 2000). Basic values are no less relevant, but ideals and as-
pirations have their place in the organizational vision and mis-
sion rather than values statements (Lencioni, 2002; Dolan and 
Richley, 2006). Burns (1978) established that transformational 
managers use transcendent (ifor instance, basic) values rather 
than modal (for instance, instrumental and operational) values 
to inspire people. 
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1.8. How to weight and determine a value?

Values affect the perception of the concept and development of 
organization structures, strategies, and processes, even the prac-
tice of certain leadership style and the evaluation of subordinate 
performance where managers cannot be expected to adopt a par-
ticular leadership style if it is contrary to their value orientations 
(Bruno, 2010). After all, since the early 1960s management the-
orists have discussed the origins of corporate culture, observing 
how organizations develop a personality based on shared beliefs 
and that these are shaped by the founder or leader. Again, value 
system plays an important role. In short, people decide accord-
ing to the value system they spouse, in other words values and 
attitudes are important because they may shape behavior, and 
behavior will influence people through the management prac-
tice. (Bruno, 2010), and they must be measured.

According Rodríguez-Bravo (et al., 2013): …the concept of 
value is extremely polysemic and therefore ambiguous. It is used 
in very different fields with different nuances: human value, energy 
value, biological value, adaptive value, planable value, declared va-
lue, value added, exchange value, average value, nominal value, etc. 
In addition, the concept of value is handled in a very daily and habit-
ual way, giving it a generic meaning of quality or positive quality...
Hence, to be more accurate, in this study we follow the defini-
tion of values-based innovation of Breuer, H. &  Lüdeke-Freund, 
(2015) as: principles involving attitudes of the organization and 
beliefs about innovation, enforcing an approach of the organization 
towards the innovation process and express what the organization 
perceives towards innovation; some organizations choose to for-
malise these values in written form or are embodied in their culture. 
It exists a special interest for fostering a culture of innovation 
in how it fits with their broader corporate values, for instance, 
when such values are clear about the level of permission that 
staff have to be innovative. The values-based innovation may 
refer to the philosophy, underlying beliefs, specific processes 
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relating to innovation in the organization or even specific ex-
pected attitudes and/or behaviours. For their meaningful and 
integration with the operations and culture of the organization, 
they will need to be supported by the expectations about per-
formance and behaviour, and reinforced by processes based on 
the leadership of the firm. In fact, values-based innovation vary 
amongst organizations, due: the different relationships and pri-
orities with clients and stakeholders, different points of view, 
traditions and contexts that will affect the organization’s aims 
and innovation methodology. (Jaakson, 2010; Breuer, H. and 
Lüdeke-Freund, 2015).

1.8.1. Evaluation of values protocol (eva)

eva protocol was designed by LAICOM (Laboratory of Instru-
mental Analysis of the Communication; Autonomus University 
of Barcelona, Spain) (Rodríguez-Bravo, et al., 2013). It is aimed 
to measure the load of values   transmitted in any communication 
(text, video, poster, radio program, TV program, etc.). The mea-
surement is carried out by applying tests to non-expert subjects, 
after being exposed to the messages to be evaluated.

eva protocol consists, firstable, in the creation of a list of 
appropriate values   to be applied in a given social, business en-
vironment or professional sector (such as; banking, tourism or 
food company, or an education organization, etc.). All these 
sectors share some common values   in a transversal sense. How-
ever, each professional environment also needs to develop a list 
of very specific values. The creation of lists of values   is devel-
oped by applying the methodology of content analysis to differ-
ent samples of documents having to be shared and accepted in 
a generalized way by the whole professional sector under study.
The follow step, is the design of a tool, that allow us to weight 
and identify the load of each one of the selected values. This tool 
is tested and validated by applying it into a group of specialists 
in audiovisual communication and corporate communication. 
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These experts are aimed to check, if the tool is able to measure 
their perception of values in a proper way. 

1.8.2. eva protocol. How to weight a value

The eva protocol uses semantic differential indicators (Osgood, Suci 
and Tannenbaum, 1957) with some adaptations due to the nature of 
pairs of opposite values , for adjectives or content substantives (such 
as: high-low, war-peace): however, this approach often becomes 
very difficult with the terms that express values (for example: what 
would be the antonyms of values   such as family or identity? To solve 
this problem, the following axiom was postulated: 

The content of any communicated message (value) is always 
favorable, unfavorable or indifferent to a set of predefined values...

This allowed to preserve in strictly positive way, the character of 
the values   and it structures the test, to aim the subject evaluators to 
judge the extent of any communicate of specific value (for example 
the value friendship), on an ordinal scale of 7 degrees. This scale is 
presented in the test in the following way. (See Table 1.5)

Table 1.5
eva protocol: Weighting of a value

Unfavorable

Friendship

FavorableX

-3 -2 -1 0 1 2 3

Source: Rodríguez-Bravo (et al., 2013).

 
Thereby, the subjects that assess the values can indicate with a 
cross, their opinions in what degree a value is favorable and stim-
ulating, or it goes against their beliefs analyzed. Other difficulty 
solved with eva protocol, was the coding and the management of 
the data that these tables produce, especially the degree of reli-
ability they have, the characteristics of the degree of coherence 
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or dispersion of the responses to each of the values. The solution 
was to weight the values   obtained according to the coherence of 
the answers. Thus, eva protocol reinforce with greater numeri-
cal power the data coming from answers with greater subjec-
tive coherence substracting power from the values   that received 
responses with more dispersion.

This weighting was done using the mode as a reference sta-
tistic and the parameters to calculate the global value load, ac-
cording to the Table 1.6.

Table 1.6
eva protocol parameters

Parameters Description

Intensity of 
Value

Figure that a subject assigns to each value. The range of the Intensity 
can be: -3, -2, -1, 0, 1, 2, 3 (see previous tables).

Mode sta-
tistic

Intensity that appears more frequently in the distribution of data of the 
respective values. The use of mode statistic is to adapt the scale to ordi-
nal values. It defines the intensity of value by selecting one of the values   
into the range.

Coherence Number of subjects that asses the same value in the same message, 
resulting an intensity of value coinciding with the mode statistic. A 
greater number of subjects, coinciding with the mode statistic the answer 
coherence with respect to that value shall be high and viceversa.

Reliability Coherence/ Total Number of Subjects
It may be at most = 1; this only occurs only when all the test subjects 
matching with the same intensity of value in a specific value. A smaller 
number of subjects coinciding in the answer, the reliability results in a pro-
portionally smaller number and further away from the unit.. Reliability<=1

Power of 
value

Mode statistic * Reliability
It is a factor that weights the analyzed value in terms of the intersub-
jective coherence between the answers, so whether more increasing the 
dispersion between the responses of the subjects under asessment, lower the 
reliability and, consequently, power of the value goes down too.

Global load 
of value / Number of Power of value

It is expressed as a single real number between -3 and 3 (the values 
within the range defined by the semantic differential); this means, 
in other words how unfavorable or favorable is the value analyzed at 
respect to the values inventoried. That is, it provides a continuous vari-
able that allows to measure the complex load of values able to accept the 
subject under study and compare it with the load of another.

Source: Rodríguez-Bravo (et al., 2013).
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The relationship between values 

and innovation

Innovation produces a new kind of value; it is a product of a 
dynamic process. Value is created within relationships between 
people, objects, and practices, and it can be defined in many 
ways. In other words, value depends on what is valued. We may 
speak of economic, social, ethical, moral, ecological, or politi-
cal value. However, this multitude of aspects or types of value 
should not discourage us from thinking systematically about 
value creation and key dimensions to which this array can be 
reduced. Innovation activities always require certain supporting 
mechanisms that make realization of the various dimensions of 
value possible and render their relationships visible and able to 
be assessed (Ruckenstein et al., 2011). For innovation practices, 
commitment only to assess the economic value of new insights 
and ideas, often referred to in day-to-day discussions as added 
value, may even be harmful to the enterprise in question.Value is 
created not by objects, or people but by activities aimed at promot-
ing the creation of meaningful relations (Graeber, 2001)

2.1. Values type in innovation management

Nowadays, the innovation managers are concerned with a big 
issue: the development and marketing of new human-centred prod-
ucts and services and the creation of competitive advantages based 
on strategic differentiation of their business models and offerings. 
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However, neither suffices to cater to the personal or corporate 
values underpinning attitudes and behaviours, such as an orienta-
tion towards sustainability or privacy; values that are both motivat-
ing and restricting managerial decisions while also reaching beyond 
single organizations (Breuer y Lüdeke-Freund, 2015). Our pro-
posal is a complementing based on the grasp of values as sub-
jective notions of the desirable (Schwartz, 2012) as fundamental 
criteria for individual and organizational decisions and evalua-
tions (Agle and Caldwell, 1999). Values must be understanding 
as what is being considered important, worth engaging, working 
or even fighting for by individuals or complex social actors such 
as corporations. If values are codified and reinforced (through 
management measures), they turn into obligatory normative ori-
entations. Corporate vision, mission and values statements are 
typical examples.

All the firms and companies are required to make profits 
and for that reason they work economically. However, this is 
never all they do , because each part of the firms since the all 
entire organization until the individual employee, pursues a va-
riety of values. There are several values in type and scope and 
may take the form of either, means (for instance, for an elec-
tronic manufacturer where cost reduction, healths, security 
values are critical) or ends (for instance, the time of delivery in 
service organizations). Some values are seemingly explicit (for 
instance, several brand values to communicate and differenti-
ate the identity),and others could be implicit (for instance, the 
design as a brand value, but as a means of communication and 
strategy it is seemingly rare that has a deep impact on innova-
tion) in the firm practices and their outcomes. Furthermore, 
some companies strive to reach very ambitious concepts such 
as justice, sustainability, process efficiency and risk reduction, 
or self-enhancement, auto-learning, new lifestyles based on fun, 
free-time or new forms to reach the healthiness against the pov-
erty or diseases. It is possible to say that all the companies that 
are focusing their efforts to cultivate their values tend to be the 
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ones most successful in economic terms, and leading in terms of 
innovation (Breuer and Lüdeke-Freund, 2015).

The normative orientations, the implicit and explicit values im-
plied in the firms or corporate organizations and their environ-
ment should be used to drive innovation. To do it, is necessary to 
consider different values across all the levels of the organization.
When such values are obligatory, codified, communicated, and 
reinforced through management measures, referring to them as 
normative statements and orientations. Corporate vision, mission, 
and purpose statements are typical examples. Companies like 
Intel, Coca-Cola or Toyota showcase how a participatory review 
and a redefinition of corporate values may boost and direct in-
novation. 

2.2. Innovation Management

Today, exist several kind of values created and applied into the 
firms and corporate organizations, but often they do not inform 
or direct innovation in their core businesses, oftentimes missing 
direction in the generation, selection, and specification or the 
searching of new dare ideas. Hence, we have for one hand the 
practitioners disregarding values and normative orientations as 
a source and lever to drive innovation, and by other hand the 
innovation management literature,that has neglected the norma-
tive management dimension. According to Breuer and Lüdeke-
Freund (2015) there are three areas in which the integration of 
values and normative orientations into innovation management 
leads to theoretically and practically relevant advancements. See 
Table 2.1.
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Table 2.1
Integration of values and normative orientations 

into innovation management

Area Description

Traditional approaches to 
process, product, service, 
and business model inno-
vation are often missing 
direction..

Values may provide not only a heuristic function but also 
a sense of direction. Focussing on values and normative 
orientations in the context of innovation management 
unlocks a source for ideation and turns ideas into innova-
tion throughout the decision gates and potential pivots of 
process stages.

The reflection on, specifi-
cation of, and dedication 
to values in the context of 
innovation…

They are a stronger alignment of innovation activities with 
organizational visions and missions increasing chances for 
innovation success in the long run. The normative orien-
tations underlying business activities extend innovation 
managers’ perspectives beyond day-to-day routines and 
enable an adequate consideration of long-term goals.

The values-based innova-
tion management can 
help to deal with or even 
overcome innovation bar-
riers…

Such as non-cooperative behaviour or seemingly insolu-
ble wicked problems (Rittel and Webber, 1973; Waddock, 
2013). On a higher level of abstraction, the integrative 
function of shared values may provide for a common 
ground among different stakeholders and interests within 
and outside an organization (Kotter and Heskett, 2011). 

Source: Breuer and Lüdeke-Freund (2015) with own adaptation.

Thereby, the innovation managers must be prepared for the 
values-based view on innovation management prerequisites due 
to the focus on the integration of organizational values with 
those held by affiliated individuals as well as the wider business 
environment, offering a new source, lever and orientation mark 
to drive innovation This approach is not to be confused with 
value-based management, which refers to maximizing a compa-
ny’s financial value as a consequence of the shareholder value 
paradigm (Koller et al., 2010). Instead, the values-based innova-
tion management refers to values as notions of the desirable that are 
reflected in personal motivations and evaluations, creative activity, 
and normative organizational orientations (Breuer and Lüdeke-
Freund, 2015).
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2.3. The utility of relating values with innovation

As the concept of innovation sweeps through society, it becomes 
devoid of meaning and, consequently, people see no value in inno-
vationitself. Our aim is to rethink the value of innovation. In 
order to do so,we aim to define value in a way that makes prac-
tical and analytical sense. At its core, innovation is creation of a 
new kind of value. Innovation produces value for a certain group 
of people, an enterprise, an organization, or the larger society. The 
most successful innovations are inclusive; they produce value 
for many parties simultaneously, although the factors associated 
with value creation and production are different for the vari-
ous parties involved in and affected by innovation. Value is pro-
duced in countless ways, but successful innovations are always 
based on social value and meaningful difference creation that, in 
the end, translates or converts into economic value. In practice, 
ways of defining value are mutually intertwined in ways specific 
to a particular environment consisting of a tightly interlinked 
network of actors. (Ruckenstein et al., 2011). In order to create 
additional economic value, innovations must produce social 
value and meaningful differentiation. Our general conceptual 
model proposal offers a new heuristic perspective to deal with 
phenomena ranging from new product-service development to 
open innovation. The elaboration of values in management, as 
first instance, in this section describes the theoretical basis of 
our values-based view. The following propositions were derived 
from values and management theories. See Table 2.2 
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Table 2.2
The utility of relating values with innovation

Statement Description

Every individual and 
complex social for-
mation holds values…

They occur on every level of social life: individual, organi-
zational, institutional, societal, and global levels (Agle and 
Caldwell, 1999). Stakeholder interests may be articulated based 
on more or less shared individual and organizational values. 

Values are motivating 
and attractive.…

This includes implicit and explicit values, non-financial and 
financial values, product-related customer values, brand 
values, values expressed in vision and mission statements 
(Waddockand Rasche, 2012), and stakeholder values being 
created, ignored, and destroyed (Bocken et al., 2013). A selec-
tion of these is contained in the cloud in Figure 2.1. 

Multiple notions of 
values need to be 
distinguished. 

This includes implicit and explicit values, non-financial and 
financial values, product-related customer values, brand 
values, values expressed in vision and mission statements 
(Waddock and Rasche, 2012), and stakeholder values being 
created, ignored, and destroyed (Bocken et al., 2013). A selec-
tion of these is contained in the cloud in Figure 3.1. 

Within organizations 
values demonstrate 
different functions. 

These can be described as generative (heuristic), directive 
(orientation), and integrative (affiliation) qualities .

Values can be 
implicit, shaping 
individual or group 
behaviour (especially 
at the lower man-
agement levels). 

Within the normative management dimension they tend to be 
codified and expressed through dedicated statements (such 
as vision, mission, purpose or values statements, corporate 
reports, and press releases). Kotter and Heskett (2011) distin-
guish between rather invisible shared values and rather visible 
group behaviour. 

Source: Breuer y Lüdeke-Freund, 2015 with own adaptation .

Hence, implicit and explicit values and normative orientations that 
exist within business organizations and their environment may 
and should be used to drive innovation (Breuer y Lüdeke-Freund, 
2015). Values can provide a medium for vertical, horizontal, and 
meta-integration (building on the Integrated Management Con-
cept (Bleicher, 1994 and 2011). See Table 2.3
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Table 2.3
The values   and their utility at normative, 

strategic and operational level

Statement Description

The values are the base 
for individuals and orga-
nizations for develop-
ment…

The values are necessary to be measured and classified 
according the cuture of the individual, the organization or 
the country where they will be applied

Values-based vertical 
integration aligns norma-
tive, strategic, and opera-
tional management.…

For instance, an orientation towards sustainability can be 
part of a corporate vision and mission; it can then be pur-
sued as a competitive strategy and instantiated through ser-
vices and customer communication. 

Values-based horizontal 
integration takes place 
among collaborators… 

Shared values facilitate collaboration and provide a potential 
basis for teaming up and pursuing a common, values-based 
goal. For instance, collaborators in an innovation project 
share an understanding of minimum requirements for sus-
tainability, or agree on and work towards a defined value 
proposition. 

Values-based meta-
integration within and 
beyond organizations…

Organizations need to align with changing institutional, 
societal, and global values. For example, a shift in govern-
mental energy policy or increasing public awareness of pri-
vacy issues can challenge established organizational values 
and may be included in the normative, strategic, and opera-
tional management dimensions. 

Values and integrated 
management are related 
to open innovation…

Open innovation is a paradigm that assumes that firms can 
and should use external ideas as well as internal ideas, and 
internal and external paths to market. It includes the knowl-
edge management, the open business model and innovation 
ecosystem

Source: Rodríguez-Bravo (et al., 2013); Mejía-Trejo, 2017b; Breuer y Lüdeke-
Freund (2015) with own adaptation

We consider, these propositions are transferred to innovation 
and its management. By doing so, the values-based view relates 
values and integrated management to open innovation (see sec-
tion 2.7). While each of these concepts represents a complex 
field on its own, it is the unique synthesis of values, manage-
ment, and innovation that makes up the values-based view on 
innovation management. It is an emerging field of research and 
discussion, helping us to better understand how values and their 
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classification (eva protocol by Rodríguez-Bravo et al., 2013) 
and normative orientations of them (Breuer y Lüdeke-Freund, 
2015) do, may, and should impact and direct innovation and its 
management, and how they do and may facilitate the creation 
of new products, services, business models, and networks with 
open innovation (Mejía-Trejo, 2017 a,b).

2.4. Values-based innovation as a platform of the strategy

We assume a normative turn in customer and labour markets as 
well as in innovation management, which implies a reframing of 
management frameworks and methods based on a review and 
codification of values. The values-based view focuses on notions 
of the desirable and deals with what we care about (Frankfurt, 
1988) at every level of the organization and its environment. 
Innovation literature has long focused on operational issues and 
the strategic search for competitive advantages. In both internally 
and externally motivated cases, establishing a new nor- mative 
orientation has the potential to generate and direct innovation 
beyond the competitive advantages and strategic market differ-
entiation that strategists and innovators are usually concerned 
with. However, in most cases, values and normative orientations 
have to be explored and developed through research, design, 
and manage- ment.Therefore, appropriate tools and methods are 
needed to do achieve this (Breuer y Lüdeke-Freund, 2015).

At the beginning of the XXI century, the attention has shifted 
towards services, business models, and networks and the profes-
sionals in innovation management, have leaved to concern only 
in new processes and products. Encouraged by new internet busi-
ness models since the 1990s, business model innovation attract-
ed entrepreneurs and academics alike. Not individual products 
or services, but whole configurations of business model compo-
nents were identified as a powerful source of innovation (Mejía-
Trejo 2017a). Innovation in this sense has often been declared 



48

Juan Mejía Trejo y Ángel Rodríguez Bravo

as, key to success to gain competitive advantage (OECD,2005). 
Many companies have mastered impressive learning curves 
to conform to pressures to innovate their processes, products, 
services, and business models. Innovation-driven companies 
such as Apple, Google,Microsoft, Coca Cola, Amazon, Samsung, 
Toyota, Facebook, Mercedes Benz, IBM, lead the list of the first 
ten top most valuable brands (Interbrand, 2017). Consultants, 
academics, and designers among others, have developed a broad 
variety of tools to boost the creative capacities of organizations. 
However, whether innovation is reduced merely to a strategic means 
to achieve competitive advantages and differentiation on market-
places, innovation misses its purpose, matter, and its full potential, 
(Breuer y Lüdeke-Freund, 2015). Accordingly, the values-based 
view on innovation proposed in our model, moves values and 
normative orientations from the periphery of business activities 
to the heart of value creation and innovation. Whereas values 
and normative orientations can be traced within every business 
activity, the idea of a normative turn and the concept of norma-
tive innovation build on the theoretical distinction between op-
erational, strategic, and normative management,as follows:
1. Normative management deals with the general purpose of 

an organization, based on non-economic values and ends. 
Normative mission statements, purpose, and vision state-
ments reach beyond the typically market-oriented, econo-
mic values that dominate the strategic management level. 

Even though values and normative orientations that exceed 
economic goals have been increasingly stated explicitly, for-
mulating and realizing such statements is still not a standard 
practice.

2. Strategic and operational management deal with the instan-
tiation and realization of core values through positioning 
an organization strategically within society and markets 
and ensuring its operational performance. Amazon’s for-
mer mission, since 1995: to be Earth’s most customer-centric 
company, where customers can find and discover anything they 
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might want to buy online, and endeavors to offer its customers 
the lowest possible prices (Amazon, 2017) is an example for 
normative goals that do reach beyond strategic positioning 
and economic success measures.

Numerous companies striving for increased market share, 
outstanding customer service, or leadership positions as their 
mission confuse strategic and normative goals. Few companies 
formulate and communicate such a dedicated normative vision 
or mission. Indeed, there are companies that use values and 
explicit normative orientations to drive innovation in processes, 
products, services, business models, and even networks. Even 
fewer companies apply the investigation and differentiation of 
values, purpose, mission, and vision continuously to innovation, 
such as Arvind Eye Care System (2018) even those that imply 
the point of view of social enterprises and social innovation 
(Buckland and Murillo, 2014 and Chilova et al., 2012) where the 
processes of products and services are renewed, and new busi-
ness models are established (for instance, based on subsidies 
generally where regular customers are charged and resources 
are reoriented to access lower income people).

It is noteworthy that the typical basic strategic concerns, 
that govern the differentiation of the competitive market are not 
taken into account, but genuine values   of contribution to society 
that allow serving the base of the pyramid (Prahalad, 2005).

2.5. Values-based innovation results due to its relationships

Some values such as an orientation towards security, risk reduc-
tion, sustainability, accessibility or privacy have been acknowl-
edged to both, restrict or motivate decision-making in business 
practice. However, the full potential of values and normative 
orientations in triggering and directing a new forms of inno-
vation (for instance, open innovation) within companies and 
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across networks is just being discovered, not only by business 
organizations but also by non-governmental organizations, pri-
vate foundations, and social enterprises.

According Breuer and Lüdeke-Freund, (2015) if we putting 
values first provides integrative, directive, and generative poten-
tials for innovation on all levels.The collaborative exploration 
and elaboration of values become essential exercises in inno-
vation management. Such an approach is capable of achieving 
impact beyond the individual company into the value networks 
and business ecosystem they are embedded in with possibilities 
to the innovation ecosystems, supported by open business mod-
els and open innovation (Mejía-Trejo, 2017a,b). Shared values 
due of the ecosystems may provide a common ground among dif-
ferent stakeholders with diverse interests in operational or even 
strategic concerns within or beyond the individual firm (Breuer 
and Lüdeke-Freund, 2015).

Values made explicit and mandatory within a project or 
organization turn into normative orientations for innovation in 
products, services, processes, business models, and networks of 
cooperating parties. This is the the potential to direct and foster 
the innovation not only to achieve competitive advantages or 
strategic market differentiation where the strategists and inno-
vators are usually concerned, but further.

The values-based innovation are always relative: it depends 
on what is valued. Graeber (2001) proceeds from the premise 
that a systematic theory of value is hard to find in the theoretical 
literature. However, he proposes the values-based innovation 
with three broad perspectives:
 · In the social sense: understood broadly as the shared ideasof 

a certain group of people of what is good and desirable in 
human life and how the community should be organized 
aroundthese ideas. The political, moral, aesthetic, and other 
social dimensions of value are shared by the group. 

 · In the sense of differentiation of how different meanings are 
produced, for example, around a good and desirable life 
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through various symbolic and linguistic differentiators and 
concrete actions.

 · In the economic sense: the desirability of objects or other 
things, measured especially in terms of the quantity of other 
things that people are willing to give up in order to gain these. 
From the innovation standpoint, all three dimensions of value 
are equally important: a new kind of value will not be created 
if these dimensions are not in balance. From the innovation 
standpoint, all three dimensions of value are equally impor-
tant: a new kind of value will not be created if these dimen-
sions are not in balance.It highlights the inseparable nature 
of production and consumption and demonstrates how the 
various dimensions of value are linked with each other and 
always form an intimate relationship. Dimensions of value 
support each other; when social value is produced, economic 
value becomes possible. Innovation creates value by suppor-
ting orientations that a certain group of people find good and 
desirable: that group of people can naturally be defined in va-
rious ways (for instance, as a modern-day tribe, a market seg-
ment, or a brand or user community). See Figure 2.1.

Currently, innovation literature and research tend to emphasize 
the economic dimension of value. The measurement of eco-
nomic value is also fairly unambiguous, as it translates into turn-
over and profit. Innovations are expected to produce monetary 
value. Yet even if economic value is measured separately from 
other dimensions of value, its production is, in reality, founded 
on social value and the supporting meaningful differences. The 
economic systems are always connected with social relations. 
This means that economic value cannot be created without 
mutual trust and various contracts. Ultimately, economic value 
is social value, and vice versa. (Ruckenstein et al., 2011)
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Figure 2.1
The three dimensions of value are inseparably interconnected 

Source: Ruckenstein (et al., 2011). 

2.6. Values-based innovation and how is applied in the firm 
or corporate organization

Values are not only a given or retarding factor of organizational 
change, they are also a dynamic element entering and leaving the 
firm or the corporate organizations. New values may enter on 
each management level or dimensión. See Figure 2.2. 
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Figure 2.2
Value-based innovation and how is applied 

in the firm or corporate organization

 

Source: Breuer, H. and Lüdeke-Freund (2015) with own adaptation.

According Breuer, H. and  Lüdeke-Freund (2015), the process 
description is as follows: 
1.  Top down view, a new board member or CEO may trigger a 

revision of corporate visions and missions based on her or 
his individual values. 

2.  Bottom up, product-related customer values can be taken up 
by employees to adapt the product portfolio, which might 
also lead to changes in strategy. 

3.  A corporate culture project can systematically gather and 
aggregate values of the workforce to renew or extend an 
organization’s normative statements. 

4.  In a more strategic perspective initiatives of competitors can 
set new values-based benchmarks such as supply chains alig-
ned to the principles of fair trade. 

5.  Values leave and transcend an organization through dedica-
ted communication channels and dialogues with stakehol-
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ders, but also through the ask of products and services, i.e. 
what a company’s products and services ask its customers to 
become (Schrage, 2012). 

6. The exploration and exploitation of values and normative 
orientations become an integral part of future innovation 
management. Different kinds of values, on different mana-
gement levels, lead to different forms of values-based inno-
vation. 

On all three management dimensions (according to Bleicher’s 
Integrated Management Concept, see above), and with respect 
to different stakeholders and entities, different types of values 
come into play and constitute different levers for innovation. 
See Table 2.4.

Table 2.4
Levels of values-based innovation management

Level Description

Normative
management 
level

It exceeds purely economic concerns and explicitly articulates values 
that are often implicit in the operational and strategic dimensions. 
On the normative management level corporate visions, missions and 
other overarching goals are to be considered, also ethical guidelines 
for interaction with stakeholders within and outside the company. 
Corporate mission and vision statements reach beyond the economic 
goals and values that dominate the strategic management level. Where 
such explicit statements (or implicit assumptions) and their directives 
become obligatory and capable to constrain behaviour they become 
normative orientations and a matter of normative management. 
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Level Description

Strategic
management 
level

It deals with the development the potential (resources and capabili-
ties) a company needs to engage with its environment and differenti-
ate itself from its competitors. The business model, describing how 
companies create and capture value, allows for competitive differen-
tiation and mid-term corporate renewal. Whereas environmental and 
social engagement, for example, may be constitutive parts of a business 
model, systematically using it as a basis for innovation (Breuer, 2013) 
requires consistent values-based decisions, thorough elaboration, 
and normative dedication – each to be facilitated by suitable collabo-
ration methods and activities. Relevant values on the strategic level 
include rather implicitly grown orientations like the ones identified 
by Jones (2002). He describes how product innovation can be (de-)
prioritised depending on earlier product innovation success (which 
might devalue innovation and its associated risks in comparison to 
market skimming and differentiation strategies), leading to an empha-
sis on process rather than product innovation. Reflections to increase 
awareness of such strategic orientations and leadership commitment 
to innovation are prerequisites also for values-based innovation. It is 
primarily concerned about competitive advantages

Operational 
or instrumen-
tal manage-
ment level

The level product and service-related customer values are addressed 
by value propositions (and their underlying offerings) and related 
marketing instruments. Changing customer values and new value 
propositions addressing them can be a basis for innovation in process, 
product, or service offerings as well as further marketing instruments 
and business model components.

Source: Breuer, H. and Lüdeke-Freund (2015) with own adaptation.

Levers and intended results of innovation are derived for the 
three management dimensions (for instance, operational or 
instrumental innovation, including innovation in product and 
service offerings and marketing instruments), strategic busi-
ness model innovation, and normative innovation to develop 
new identities and create new values-based inter-organizational 
networks. Many companies have introduced new positions and 
departments to manage corporate social responsibility (CSR) 
and sustainability issues, but even these activities rarely develop 
meaningful relations with innovation management (Breuer, H. 
and Lüdeke-Freund, 2015).See Table 2.5.
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Table 2.5
Values-based innovation management levers

Lever Description

Normative
(value-based 
networks)

New values introduced to the normative dimension – e.g. initiated by a 
new CEO, a change of mind of the board of directors, or changing soci-
etal expectations and regulations touching the identity of a company 
– are expressed as values-based innovations such as new corporate 
visions and missions, new codes of conduct and policies. Beyond the 
focal firm new values-based networks may emerge, e.g. among hetero-
geneous and even competing organizations dedicated to the vision of a 
renewable energy región.Innovation on a normative management level 
can also be motivated by changing values on the strategic and opera-
tional dimensions. 

Strategic
(value-based
architecture)

Strategic innovations refer to changes in the preconditions of a com-
pany’s competitive advantage and its associated strategic goals due to 
the introduction of new values on the strategic dimension. In recent 
years, business model innovation has been discussed as a silver bullet 
to innovation in a strategic management dimension. Strategic values-
based innovation and goals (e.g. from we want to outperform competitors 
based on price to competitive differentiation and outperformance in terms 
of sustainability contributions) may be triggered by new sets of values 
established on a normative level. However, strategic innovations can 
also be motivated by changing values on the operational dimension.

Instrumental 
or
Operative
(value pro-
posal)

Operational innovations refer to changes in operational processes and 
the associated way of doing business; operational innovations can be 
motivated by changing values on the normative and strategic dimen-
sions. Each marketing instrument on the operational level can intro-
duce new values adapted from customers.

Fuente: Breuer, H. and Lüdeke-Freund (2015) with own adaptation.

2.7. Values-based innovation and other similar terms

The discourses on responsible innovation, sustainability innovation 
have taken the first steps to explore these relationships between 
particular values, such as ecological justice and respect for future 
generations and innovation (Owen et al., 2013). In this sense, we 
see that values-based view is seemingly besides, a close relative of 
social innovation and eco-innovation. See Table 2.6.
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Table 2.6
Values-based innovation and other similar terms

Term Definition Author

Values-based 
innovation

The values-based view on innovation focuses on the 
role of values and normative orientations in triggering 
and directing innovation within and beyond organiza-
tions…… 
…Values-based innovation refers to values,for instance: 
notions of the desirable, held by individuals or a social 
group that provide a basis for inspiring, directing, and 
evaluating innovation.That is, values may fulfil integra-
tive, directive, and generative functions for and within 
innovation projects…

Breuer, H. 
y Lüdeke-
Freund 
(2015)

Responsible 
innovation

It is the relationship of how corporate social responsi-
bility goes to innovation that considers doing the right 
things in employees, customers, supply chains, etc. 
(doing things right) and how innovation goes towards 
corporate social responsibility, making things right, 
respecting the environment and the community, etc. 
(doing the right things) ... 

Alejos 
(2015)

Sustainability
innovation

It is a process where sustainability considerations 
(environmental, social, financial) are integrated into 
the company’s systems from the generation of ideas to 
research and development (R&D) and marketing. This 
applies to products, services and technologies, as well 
as new business and organizational models. They have 
four levels: incremental, redesign or green boundaries, 
functional or alternative products and systems ... ... It 
tries to reduce or avoid negative effects on the natural 
environment and society with the creation of positive 
effects, such as ecological restoration or the provision 
of education and health care services ...

Martin 
y Clark 
(2009);
(Hansen et 
al.,2009)

Social
innovation 

It is the set of plans, policies, agreements, social mech-
anisms, forms of civil society organization that create 
new and successful services and processes aimed at the 
solution of specific social problems ....

Hernández-
Ascanio et 
al. (2106)

Eco-
innovation

It is any form of innovation that points to a significant 
and demonstrable progress towards the goal of sustain-
able development, by reducing the impacts on the envi-
ronment or achieving a more efficient and responsible 
use of natural resources, including energy…

Martin 
y Clark 
(2009);
Owen (et 
al.,2013)

Source: several authors with own adaptation.
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Values-based innovation is not only an issue for green entre-
preneurs or idealists or social defenders, but a potentially power-
ful lever for every business. A company’s values are both explicitly 
and implicitly articulated in operative and strategic decisions, mani-
fested in interactions and relations to stakeholders, and contained 
in companies’ offerings. The values landscape create unique op-
portunities, but also threats to deal with. Exploration, revision, 
and elaboration of values bear the potential to align what business 
is about to what is important to its agents (Rodríguez-Bravo et al., 
2013).

Such clarification , is necessary to simplify business on its 
essential values and purpose. Values seen as enablers and drivers 
of innovation, and not as mere constraints to creativity and devel-
opment, contribute to a normative turn in innovation management. 
(Breuer, H. y Lüdeke-Freund, 2015).

Other important difference, is that the values-based view 
proposes a more basic innovation theory, that forsees and 
avoids the results of undesired innovation (for example, results 
that tend to threaten the economy and / or finances of a sector, 
the integrity of ecological and social systems, the incongruence 
of values with the results obtained in innovation policies, etc.). 
In this regard, there are cases where values   of the environment 
external to the organizations, press for innovations. Such is the 
case of Mexico, where public pressure causes the prohibition of 
animals in circuses, a circumstance that forces them to offer new 
variants of spectacle (Millennium, 2014), highlighting in turn, 
that the innovations produced consequences not provided as 
the case of the uncertainty of animals seized by such measure 
(Televisa.news, 2018). In contrast to the concepts of responsible 
innovation and sustainability innovation, the values-based innova-
tion is non-prescriptive with regard to particular values. In addi-
tion, to avoid undesired innovation outcomes, for instance, the 
values-based view focuses on the generative potential of notions 
of the desirable and asks for what we care about.A values-based 
methodology reframes and repurposes existing innovation tools 
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and methods. Future scenarios not only allow us to explore and 
prepare for potential futures, but also to imagine desirable fu-
tures to stand up for.

Finally, values-based business model innovation (Mejía-Trejo 
2017a) becomes an approach to solve societal problems and to re-
alize ideals by the means of business with the platform of values-
based innovation view. Combining these approaches, individual 
companies and networks may take a normative turn towards in-
novating by what we care about, in individual, organizational, and 
societal values and accordingly in what individuals, organizations, 
and societies are striving for (Breuer, H. and  Lüdeke-Freund 
(2015). It is not primarily about adhering to the constraints of 
given values and mandated norms, but taking values as a basis and 
heuristic to systematically explore and exploit new innovation op-
portunities and even to address the wicked problems of our time 
(Rittel and Webber, 1973; Waddock, 2013). 

2.9. Values-based innovation and the integrative 
function operation

Instead of focussing on an exchange of individual ideas, perspec-
tives, or pieces of knowledge, the values-based innovation takes 
values as a basis and medium for joint projects, involving inter-
nal and external actors in search for solutions to urgent problems 
or new ways to realize their ideals (Breuer, H. and  Lüdeke-
Freund, 2015). With respect to their integrative function values 
form ordered systems of priorities and relative importance 
(Schwartz, 2012). This hierarchical feature allows the inclu-
sion of diverse subordinate values in the joint pursuit of over-
arching values. Appealing to overarching values that different 
counterparts share is also a method of resolving values-based 
dispute (Susskind and Rose, 2010). Values run right through the 
hearts of the actors sharing them, pervading human beings and 
even things. Values achieve integration more than distinction, in 
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other words, values of individuals or groups are either shared or 
can be related through overarching values; in the worst case of 
unshared values, they lead us to reflecting them and acknowledg-
ing those of others. 

2.10. Values-based innovation and open innovation

The integrative function predisposes values to not only facilitate 
horizontal, vertical, and meta-integration internally, but also 
externally, pushing an open innovation paradigm (Chesbrough, 
2003; Mejía-Trejo, 2017b) that builds on a rich exchange of inter-
nal resources of the firm with external actors and diverse sources 
of knowledge. Open innovation is a paradigm that assumes that 
firms can and should use external ideas as well as internal ideas, 
and internal and external paths to market (Chesbrough,2003). 
The open innovation model suggested by Mejía-Trejo (2017b), 
represents a very interesting approach to complement the value-
based view by Breuer, H. and  Lüdeke-Freund (2015) at lever 
stage. See Figure 2.3.
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Figure 2.3
Open innovation model as lever stage

Source: OBM Model Mejía-Trejo (2017 a) and OIN Model Mejía-Trejo (b).

Notes: LSP.-Leadership ; T&M.-Training and Mentoring; P&S.- Policies and 
Strategies; COM.-Communication ; INC.-Incentives; KC&A.-Knowledge 
capture & acquisition; OIO.-Open Innovation Orientation; MKS.-Market 
Segmentation ; VP.-Value Proposition; CRM.-Customer Relationship; CHN.-
Channels of Distribution; RIPR.-Revenue Streams for Intellectual Property 
Rights; KYR.-Key Resources; KYA.-Key Activities; CST.- Cost ; PTS.-
Partnership; TEC.-Technology ; STR.-Strategy; NWE.-New Entrepeneurships. 
RSK.-Risk; OIEC.-Opportunities of Innovation Ecosystem ; TIEC.-Threats of 
Innovation Ecosystem; GOV.-Governance. 

OIN is defined as a distributed innovation process based on purpo-
sively managed knowledge flows across organizational boundaries 
(Chesbrough and Bogers, 2014). Hence, the open model innova-
tion (Mejía-Trejo. 2017b) proposed here consists in:

2.10.1. Innovation Ecosystem (IEC)

It is considered as: a network of interconnected organizations, 
organized around a focal firm or a platform, and incorporating both 
production and use side participants, and focusing on the develop-
ment of new value through innovation (Autio and Thomas, 2014). 
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This IEC in our model is proposed with the next elements to 
analyze: Types of risk (RSK) such as: cost, the infringement 
litigation with other companies in a similar and/or different 
product markets, etc. (OECD, 2008). The opportunities (OIEC), 
based on: the potential on how well knowledge flows and the 
system is connected, a greater sense of urgency for internal 
groups to act on ideas or technology (OECD,2008; Lichtenthaler 
2009). The threats (TIEC) such as: the extra costs of manag-
ing co-operation with external partners, the lack of control, the 
potentially opportunistic behavior of partners, (Goglio-Primard 
and Crespin–Mazet, 2014), the adverse impact of flexibility, 
overdependence of partners, etc. (Lichtenthaler 2009). A gover-
nance system (GOV) able to be elected and recognized, as a key 
factor for applying the principles of behavioral rules that sup-
port and regulate all the transactions by mean of written rules, 
the process of election of central governance, establishing roles 
and responsibilities to take decisions, etc. (Deloitte, 2015).

2.10.2. Open Business Model (OBM)

We consider the Osterwalder and Pygneur (2010) definition of 
business model: A business model describes the rationale of how 
an organization creates, delivers, and captures value. Hence, with 
the increased adoption of open innovation practices, open busi-
ness models have emerged as a new design theme (Chesbrough, 
2007). Therefore, we propose an OBM concept associated with 
KMG necessary to potentiate the OIN Orientation (OIO) by the 
definition of exploring it, as the experimenting with new alter-
natives and/or exploiting it, as the refining and extending of 
the existing knowledge (Chien-Tzu and Wan Fen, 2014,) and 
what kind of driver is using, such as: the purchase of technol-
ogy, licensing, purchase of technology, etc. (OECD, 2008). The 
market segmentation (MKS) as the basis to define the services 
and products specialized to offer to the customer (Osterwalder 
and Pigneur, 2010) and represents the opportunity to analyze, 
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different applications of the technology besides the current 
market such as the discovering and developing new markets 
or for licensing other firm’s market (OECD, 2008; Chesbrough 
2003). The value proposition (VP) is the core of any business, 
so it should be emphasized in different forms, such as: brand-
ing, performance, newness, etc. (Osterwalder and Pigneur, 
2010; Mejía-Trejo et al., 2013) and make the user a source of 
innovation to create value, as a tool to capture value (Chesbrough 
2003). The customer relationship management (CRM) as a tool, 
must be applied in different channels (CHN) (by own and/or 
partners), in all its different forms, such as: personal service, 
automated-service, self-service, etc. (Osterwalder and Pigneur, 
2010; OECD, 2008) emphasizing the co-creation (Rayna and 
Styriukova, 2014) in network. The revenues streams (RIPR) 
represent a great chance, for the organizations based on de intel-
lectual property rights (IPR) protection as: patents, trademarks 
and copyrights, for commercializing them using patent pools or 
cross-licensing portfolios, for instance (OECD, 2008). The key 
resources (KYR) must be recognized (Osterwalder and Pigneur, 
2010) involving tangible (buildings, infrastructure, labs, etc) and 
intangible (data, information, talent personnel, etc.) assets. The 
Key Activities (KYA) mainly the R&D network, be more pro-
ductive based on absorptive capacity features, knowledge and 
technology (OECD, 2008). The minimum of the costs (CST), 
like fixed-cost, variable-cost, economy-scale, economy-scope, 
etc. (Remneland-Wikhamn and Knights, D. 2012). The Partner-
ships (PTS) represents a solid base to make business, involving 
the relationship University-Government-Organization-Society 
(Quadruple Helix) (OECD, 2008, Miller et al.,2016). The tech-
nology (TEC), due its capacity to incorporate it in an external or 
internal way to the organization and aimed to the current or dif-
ferent markets (Chesbrough, 2003).The strategy (STR) applied 
in different ways: Market-Based Innovation; Crowd-Based Inno-
vation Strategies or Collaborative Innovation;Network-Based 
Innovation Strategies (Gassmann et al.2010) according differ-
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ent final goals to implement, such as: improvement of revenues, 
performance, competitive advantage, or even more, ensure the 
secrecy, etc. (OECD, 2008). Finally, the new entrepreneurships 
(NWE) successfully achieved are a good indicator of any OBM, 
such as the spin-in, spin-out and spin-off in certain period (OECD, 
2008).

2.10.3. Knowledge Management (KMG) 

According the OECD (2003): It covers any intentional and sys-
tematic process or practice of acquiring, capturing, sharing, and 
using productive knowledge, wherever it resides, to enhance learn-
ing and performance in organizations. Hence, we propose a model 
based on a strong leadership (LSP) of its members (OECD, 
2003; Mejía-Trejo et al., 2013) able to establish different mecha-
nisms of communications (COM) to transmit the explicit and 
tacit knowledge, including training the personnel and mentor-
ing the apprentices (T&M) with policies and strategies (P&S) 
about rewards and incentives to the personnel (INC) in inbound 
and outbound knowledge frontiers of the Firm (OECD, 2003; 
Asakawa et al., 2010; Hughes and Wareham, 2010; West and 
Bogers 2014). To do a best knowledge capture and acquisition 
(KC&A) (Gassman and Enkel, 2004; OECD 2003; Goglio-Pri-
mard and Crespin –Mazet, 2014; Keup and Gassman, 2009), the 
incentives to the personnel are recommended (OECD, 2003; 
Allarakhia et al., 2010).
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Chapter 3
A general conceptual model proposal

With all mentioned above, we propose the following model, 
based on the gathering of all the previous models revised, and 
showed in Table 3.1. 

Table 3.1
Constructs of the general conceptual model proposal

Construct Description Author

Value-Based 
Innovation 
Model

Value-Based Innovation (see Section 2.6 and Figure 
2.2) process divided in:
-Horizontal sense in normative, strategic and instru-
mental/operative management and innovation levels 
-Vertical sense, involving the values in top-down 
since innovation level in top-down view the director 
board, the business model and the internal process 
of the corporate organization to the process-product 
and service innovation.
So far the moment, when this book is written, the 
values-based view and the theoretical framework 
sketched out in this paper raise more questions than 
they provide definitive answers…However, a rich collec-
tion of empirical action research cases studies is needed 
to further differentiate the approach and to explore its 
full potential and limits.

Breuer, H. 
and Lüdeke-
Freund 
(2015); 

The integrative function predisposes values to not only 
facilitate horizontal, vertical, and meta-integration 
internally, but also externally, pushing an open innova-
tion paradigm …Description of open business model 
(Mejìa-Trejo, 2017a) and open innovation model 
(Mejía-Trejo 2017b) as a lever stage (See Section 
2.10 and Figure 2.3) Both models have been empiri-
cally implemented.

Mejìa-Trejo 
(2017 a-b)



66

Juan Mejía Trejo y Ángel Rodríguez Bravo

Construct Description Author

Eva protocol This research is aimed to determine the main values-
based innovation in a Industry or sector able to focus 
the human resources in the organizations, to encourage 
the innovation with higher impact and accurate results 
for competitiveness, based on in a benchmarking of 
successful worldwide firms to be applied in Mexico and 
Spain (as an example, the most innovators firms , no 
matter what industries or sectors are being).The model 
works as a preliminary stage to eva protocol sup-
ported with the opinión of experts under Delphi’s 
focus group analysi. The final results, were: 82 dif-
ferent values-based innovation (including 4 added as 
suggestions of experts vision), distributed in a con-
ceptual model in Innovation Level, with 3 main sub-
areas, called: Normative Innovation (Production); 
Business Model Innovation (Consumption); 
Process/Product-Service Innovation (Differentiaton 
from others). These results are the first insights in 
Mexico, to be assessed in a complentary study in 
Spain to obtain a value-based innovation generalized 
model in a subsequent study.See Chapter 4.

Mejía-Trejo 
(2017c)

The model is aimed to determine an iberoamerican 
inventory of educational, social and human values. 
The original study consisted in the analysis of the 
Declaration of Human Rights (1948), and the Federal 
Constitution of Brazil 1988) and the Constitution 
of Spain (1978), to determine such values inven-
tory. The following steps were aimed for designing 
a protocol to assess and measure the values (process 
detailed in Section 3.2), Qualitative validation of 
the protocol to assess and measure the values, the 
designing and the application of test served to gener-
ate the main parameters for values(see Table 1.6): 
intensity of value; mode statistic; coherence; reliabil-
ity and power of value and global load of value. The 
final results were 26 inventory values classified in 
educational, social and human values.

Rodríguez-
Bravo (et al., 
2013)
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Construct Description Author

Value-Based 
Management

Value-Based Management is a company’s man-
agement approach to value creation, particularly 
by maximizing shareholder value. Management’s 
planned strategies can have a major impact on future 
actions of stakeholders, so that management should 
take into account their interests in parallel with the 
interests of stakeholders (See Figure 1.4)

Robu and 
Ciora 
(2008);

It highlights the importance to define the meaning 
and scope of the concepts: productivity, efficiency and 
effectiveness as indicators of values-based manage-
ment.

Jaakson 
(2010)

Attention is drawn to the fact that the model not 
only addresses the construction client’s needs, but 
all the interested parties’ needs. The interested par-
ties’ needs should be perceived widely. The model 
emphasizes: efficency and effectiveness. See Figure 
1.5

Bruzelius 
and Skärvad 
(1989); 

The main lack, however, is that productivity does not 
take into consideration whether it is the right product 
we produce, and furthermore, no indications of who the 
buyer is . That is why productivity is inadequate to mea-
sure the full potential of values-based view, and, there-
fore, why we should use efficiency and effectiveness as 
indicators of innovation and development.(Wandahl, 
2004).(See Section 1.4.1). The importance of com-
prehending the difference between efficiency and 
effectiveness (see Figure 1.3.). Effectiveness is an 
expression of the level of correspondence of the 
specifications with the interested parties’ needs. 
Efficiency has two dimensions. Firstly, the achieved 
specifications are compared with the needed specifi-
cations, and secondly, the production of these speci-
fications compared with the level of used resources. 
To put the efficiency / effectiveness differentiation 
into perspective, a model using a product / process 
viewpoint can be helpful. See Figure 1.6. 

Wandahl 
(2002, 
2004);

There are two sets of values in the value-based man-
agement: product value and procees value (see Figure 
1.7). These are the basis of management by values 
and/or management of values

Wandahl 
and Bejder 
(2003);

Author: several authors with own adaptation.
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It is important to emphasize this conceptual model proposal, 
that never has been implemented and proved more than only in 
three of its constructs. They are, the findings of:
 · Mejía-Trejo (2017 a, b) as part of the open business and open 

innovation process, in the general conceptual model proposal.
 · Mejía-Trejo (2017c) as a proposal for determining and 

weighting the values-based inventory as a preliminary stage of 
eva protocol (explained in detail chapter 4).

 · Rodríguez-Bravo (et al., 2013) showed in detail in the following 
lines below and posed as analogy to be implemented in the stage 
of weighting and selecting the values-based innovation inventory

Thereby, it is only the interest of this book to describe the 
empirical studies supporting the construct of eva protocol, in 
the determining, measuring, weighting and selecting values 
inventory as a general process. See Figure 3.1.

3.1. How does it work?

The Figure 3.1 illustrates lines of potential integration and 
also potential dispute between organizational instances in dif-
ferent (normative, strategic, and operational) management and 
innovation levels with surrounding actors and values systems. 
Establishing a unique perspective as results on open innovation 
management, the values-based view grounds new approaches to 
dealing with some of its challenges. Taking the integrative func-
tion of values and considering the three innovation management 
dimensions, the values-based view allows for theoretical expla-
nations and empirical investigations of diverse phenomena at 
the intersections of values, innovation, and management; for 
example: 
 · How shifting values at the board level motivate new business 

processes (through vertical integration from the normative to 
the strategic and onto the operational level)?. 
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Figure 3.1
The values and how they are related in the 

organization with open innovation

Source: Rodríguez-Bravo (et al., 2013); Mejía-Trejo, 2017 a-b; Breuer, H. 
and Lüdeke-Freund (2015) with own adaptation.
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 · How customer values experienced at the very front (for ins-
tance, sales and services) can lead to new strategies and ma-
ybe even corporate policies (through vertical integration)? 

 · How a board of directors shares the same belief of what the 
company shall achieve, or how an innovation team deals 
with sustainability (through horizontal integration). 

 · How the competitive spirit of a particular industry can mo-
tivate CEOs as well as process engineers (through meta-in-
tegration). In the proposal model, exists a point of decision 
asking: Change the values? 

To solve these questions, In the proposal model exists a point of 
decision asking: Change the values?

If the answer is Yes the values will be reviewed, modified, in-
terchanged, suppressed or entered as a new set up to the firm or 
corporate organization, thereby is applied the eva protocol criteria. 

If the answer is No the values will remain operating and re-
viewing the key performance indicators, hence, is applied the value-
based management, mainly based on Effectiveness and Efficiency 
criteria. (See Section 1.4 )

To understand the process when the answer is Yes, we offer 
the explanation of how it works the proposal model in the fol-
lowing sections.

3.2. eva protocol where valuing starts

According the study of Rodríguez-Bravo (et al., 2013), the main 
objective of his research was to determine an iberoamerican 
inventory of educational, social and human values, with two condi-
tions: 
a. It must be independent of the values   model of each one of 

the researchers
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b. It must be functional, despite the existence of geographical, 
sociopolitical and cultural differences of the subjects that 
use it

Consequently, the chosen sample should be aligned to these 
characteristics.

The study was broken in four stages, explained as follows:

3.2.1. Selecting the values for inventory

The fact of centering the construction of the inventory in the 
search of concrete documents of any word or phrase associated 
with a predefined concept of value, reasonably guaranteed the 
independence of the subjective value model of the researchers. 
But what should the sample documents be?. One of these docu-
ments worldwide recognized and selected for the study, was the 
Declaration of Human Rights (1948). However, there are dif-
ferent local documents that act as a general reference on values   
in the current democratic states and one of them, are their con-
stitutions. In this sense, it was considered essential to include 
a minimum representation of constitutions that guaranteed the 
extension of the model to more than one specific geographical, 
socio-political and cultural area. Based on this second criterion, 
it was decided to limit the content analysis to: Federal Constitu-
tion of Brazil (1988) and Spain Constitution (1978). Hence, the 
decision to study the values   model of their respective countries, 
according to the following steps: 
 · Reading and exploration of the reference documents; 
 · Location of fragments where the values appear; 
 · Extraction of the values in the form of a keyword;
 · Confrontation with the globality of the inventory; 
 · Definition of the values taken from a reference dictionary; 
 · Final definition of the values; 
 · Development of the values.
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3.2.2. Determining the values

As a result, there were determined 26 values, as is showed in 
Table 3.2.

Table 3.2
The 26 Values based on Declaration of Human Rights,

and the Constitutions of Spain and Brazil

Values

1 Health (Salud)

2 Responsibility (Resoponsabilidad)

3 Respect (Respeto)

4 Progress (Progreso)

5 Pluralism (Pluralismo)

6 Peace (Paz)

7 Order (Orden)

8 Moral/Honor (Moral/Honor)

9 Liberty (Libertad)

10 Justice (Justicia)

11 Intimacy (intimidad)

12 Independency (Independencia)

13 Equality (Igualdad)

14 Identity (Identidad)

15 Family (Familia)

16 Effort (Esfuerzo)

17 Equity (Equidad)

18 Education (Educación) 

19 Dignity (Dignidad)

20 Rights (Derechos) 

21 Democracy (Democracia)

22 Duties (Deberes)

23 Culture (Cultura)

24 Cooperation (Cooperación)

25 Well-being (Bienestar)

26 Friendship (Amistad)

 Source: Rodríguez-Bravo (et al., 2013) with own adaptation.



73

Values-Based Innovation. Designing a Model to be applied in Management Sciences

 A process of values classification was applied under three pos-
sible components: educational (related with the actions aimed to 
perfect the intellectual, moral and physical faculties of the human 
being), social (related to the support of the social insertion, the 
defense of the human rights and the diffusion of the services of 
the human being in the social organizations) and human (related 
to the defense of dignity, the satisfaction of needs and the physi-
cal and mental development of the human being.).

3.2.3. The designing of protocol to assess and measure the values. 

This is based on test over the subjects allowing the comparison 
of the load values able to transmit any process of social communi-
cation. Firstly, according the Section 1.8.1, it is necessary to start, 
with previous creation of a list of values   appropriated to be applied 
in a selected division at the firm or corporate organization (for 
instance: the management board; marketing & sales, engineering 
department, etc.) as a proposal of each innovation level (Norma-
tive/Business Model/Process-Product-Service innovation) in the 
model, and assessed by a focus group of experts in specialized pro-
cesses (for instance: making decision process, designing of busi-
ness models, innovation in product-services, etc.). 

3.2.4. Qualitative validation of the protocol to assess 
and measure the values. 

The next stage is the design of a tool that allows to weight and 
identify the load of each one of the values   selected, perceived 
for the specialists, to be validated , aligned and applied in such 
specialized processes according the eva protocol procedure as is 
showed in the Table 3.3.
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Table 3.3
eva protocol: Validating the tool

Stage Objective How to achieve it

eva protocol 
applying and 
measurement 
of values for a 
selected divi-
sion at the firm 
or corporate 
organization

a) Check the degree of 
coherence of the results 
of the measurement 
among the selected divi-
sion groups. 
b) Detect problems in the 
dynamics of the proce-
dure and make correction 
due eventual failures.

Applying the eva protocol with mea-
surment of values by mean of the 
communication of different messages 
for instance, to the board of directors, 
managers,etc. It can be supported by 
Delphi Focus Group. 

eva protocol 
applying and 
measurement 
of values for 
a group of 
experts in spe-
cialized pro-
cesses

a) Validate the protocol 
definitively correcting 
the possible overlap 
that may exist between 
the different inventory 
values.
b) Measure the extent 
realibility 

Applying the eva protocol with mea-
surment of values by mean of the com-
munication of different messages (it is 
posible to use the same material showd 
for the first stage) for instance, to the 
marketing & sales or design & engi-
neery departments. It can be suppor-
ted by Delphi Focus Group.

Glossary of 
terms

The subjects under study 
must knowledge the 
correct definitions of 
values expressed in the 
test, based on a glossary 
of terms.

Glossary of terms, previously delivery 
and studied.

Test The subjects under study, 
receive a booklet contain-
ing the test of each value 
to be under analysis (one 
spot or advertasing, sug-
gested per value or a set 
of values).
The test is designed 
using the classic Osgood 
Differential format with 
the assessment of each 
value under study.

1. Delivery of materials. 
2. Explanation of objectives and way of 
working. 
3. Projection of a training spot. 
4. Argumented evaluation of the values   
of the training spot and completion of 
the corresponding test by the monitor. 
5. Projection of the first spot to evaluate 
6. The monitor requests the test 
response, waits and checks that the 
entire group have enough time to 
answer the test before projecting the 
next spot. If one of the subjects requests 
it, the projection is repeated. 
7. Repeat the cycle until all the spots are 
evaluated. 
8. Collection of the booklets with the 
answers.

Source: Rodríguez-Bravo (et al., 2013) with own adaption.
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3.2.5. Designing the test 

The Rodríguez-Bravo’s (et al., 2013), research considered five 
spots to transmit values. See Table 3.4.

Table 3.4
Spots of Rodríguez-Bravo’s (et al., 2013) study

Spots Description

Danet
(Test for 
training)

This is the announcement of Danone’s custard called Danet. It is shown 
as a fictional character (superhero) bursts into the room of a teenager 
in a boring attitude and is dedicated to destroying the room (includ-
ing the alarm clock) while the young man looks at it very astonished ; 
Meanwhile, his speech is as follows: Crunch your routine, do not let routine 
grind you.

Monos The Solidarity Marathon of the Television of Catalonia is announced, 
for which a laboratory is shown, where the abilities of two monkeys 
are experienced. The first did it wrong and does not receive a prize, 
while the second guesses right and gets a banana that, in a heartfelt way, 
decides to share with his partner. An emotional song about friendship 
plays all the time.

Actimel It is an everyday scene in an office, where an employee speaks on the 
phone to loud shouts, emphasis and gestures. Suddenly, a companion 
rises menacingly from his desk and violently destroys the girl’s tele-
phone set in front of her. The employee leaves the field. Immediately 
afterwards, the aggressor also leaves the field in the same direction as 
the girl. At the end of the story, the product is offered as an alternative 
to stress.

Niños It announces the organization Child Friendly in defense of children, 
through different negative actions of different adults (domestic violence, 
stress, insensitivity to the weakest, violence in traffic, throwing a can 
in the street ...) that are imitated simultaneously by the children who 
accompany them. The spot closes with a positive example action and 
voiceover reminding that children imitate adults in everything.

Pinguinos It is an animation spot in which a father / mother penguin and his three 
young are on a tiny island. It reveals an unpleasant and incessant chirping 
of the three pups; the father, impassive, kicks a penguin into the water; 
Then a shark passes by where it fell. The two little penguins are instantly 
silent and tremble in panic, but moments later they gradually reiniti-
ate the noisy and annoying previous chirping and a superimposed text 
appears with the phrase 72% of couples are stressed. Finally, the name and 
logo appears: Condomshop.ong.

Source: Rodríguez-Bravo (et al., 2013) with own adaptation.
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3.2.6. Validating the tool

Application of the eva protocol and the measurement of values   
for a group of experts in specialized processes, as follows:
a)  Validate the protocol by definitively correcting the possible 

overlap that may exist between the different inventory va-
lues.

b)  Measurement of the reliability degree.

Application of the eva protocol with the measurement of values   
through the communication of different messages (it is possible 
to use the same material shown for the first stage), for example: 
in the marketing and sales or design and engineering depart-
ments. It can be compatible with Delphi Focus Group.

The subjects under study must know the precise definitions 
of the values   expressed in the test, based on a glossary of terms, 
previously delivered and studied. Also, the subjects under study 
receive a booklet containing the proof of each value that will be 
analyzed (a spot or advertisement, suggested by value or a set of 
values   that expresses a value or a set of values).

3.2.7. The test contrast

In order to study the effectiveness and quality of  eva proto-
col, it is necessary to select two or more homogenous groups 
of subjects (suggested at least 5) with the following charac-
teristics must be selected for the test: all the subjects must be 
experts (from selected división at the firm or in a specialized 
process, and representing two important views: the theoretical 
(academic vision such as: Doctors, Professors, Consultants, etc.) 
and empirical (practical visión, such as: Engineers, Supervisors, 
Managers, etc.) views.

The messages containing the values under analysis, are sug-
gested to be applied in audiovisual mode and they must be chosen 
to be assessed and measured, base on different advertising spots. 
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Since the central objective of this stage of the research is evalua-
tive, the units of analysis should correspond to paradigmatic cases 
of the presence of values   in audiovisual content: clearly positive, 
clearly negative, or clearly contradictory. Advertising spots must be 
chosen with complete and brief audiovisual messages, capable to 
arouse a great controversy about their content in values. 

Using a support software  (such as Excel or SPSS) eva pro-
tocol shows both parameters to be assessed: power of value and 
global load of value from obtained from the test values, fulfilling 
the conditions showed in Table 3.5.

Table 3.5
Power of value and global load of value

Comparative assessment of power of value and global load of value among the spots

Comparative assessment of power of value and global load of value among the expert 
groups

The adaptation and reformulation of the working hypotheses to specific parameters 
of measurement, as follows:
-The results corresponding to the same spot, when they are assessed by different 
groups of experts, should be clearly similar to each other.
-The results corresponding to different spots, when they are assessed by the same or 
different groups of experts, should be completely distinguished to each other.

It is important to generate diagrams and/or graphics to show the results of each one 
of the values under study in positive, negative or contradictory mode. 

Source: Rodríguez-Bravo (et al., 2013) with own adaptation.

3.2.8. Results

As result of the test development mentioned above, we show 
the eight graphics containing responses of value power (potencia 
de valor), reliability (confiabilidad) and global load of value (carga 
global de valor) calculated according with the eva protocol 
parameters (detailed in Table 1.6). See Graphics 1 to 8.
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Graphic 1
Spot Monos Group 1

Source: Rodríguez-Bravo (et al., 2013).
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Graphic 2
Spot Monos Group 2

Source: Rodríguez-Bravo (et al., 2013).
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Graphic 3
Spot Actimel Group 1

Source: Rodríguez-Bravo (et al., 2013). 
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Graphic 4
Spot Actimel Group 2

Source: Rodríguez-Bravo (et al., 2013).
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Graphic 5
Spot Niños Group 1

Source: Rodríguez-Bravo (et al., 2013).
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Graphic 6
Spot Niños Group 2

Source: Rodríguez-Bravo (et al., 2013).
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Graphic 7
Spot Pingüinos Group 1

Source: Rodríguez-Bravo (et al., 2013).
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Graphic 8
Spot Pingüinos Group 2

Source: Rodríguez-Bravo (et al., 2013).

These eight previous graphics are organized in pairs of experts. 
Each pair shows the results of the assessment at the same spot 
with values, for both groups of experts participating in the test. 
The distribution of the different power of value (potencia de 
valor) is shown in the upper left of each chart. This parameter 
expresses the strength of each specific value in the content of 
the spot analyzed. The bars that represent the power graphically 
can be to the left or to the right of the central axis.

When the power of value is positive (between 0 and 3), the bar 
is placed to the right of the graphic (see Graphic 1). On the oth-
er hand, when the power of value obtained is negative (between 



86

Juan Mejía Trejo y Ángel Rodríguez Bravo

0 and -3) the bar appears on the left (see Graphic 6). Thus, just 
by giving a general glance, for example at Graphic 1, we can im-
mediately deduce that the content of the Monos spot has been 
perceived as quite favorable to the values   assessed, with the only 
exception of the value Dignidad (Dignity). By other side, when 
looking at the Graphic 6, is evident that the content of the spot 
judged is strongly contrary to the values   that we are evaluating. 

In the upper right area of   each graphics is located the Reli-
ability table indicating the proportional part of evaluating sub-
jects that are agree to give exactly the same answer for each 
specific value (Range: 0 to 1, a 0 would indicate that no subject 
coincides and a 1 that all subjects coincide).

Finally, at the bottom of each chart, is showed the global load 
of value. This parameter expresses in a single figure (graphically, 
in a single bar), the global perception of favorable and unfavor-
able contents of the values   that the spot has transmitted. The 
range of the global load of value is between -3 and 3. Thus, for ex-
ample, a result of -3 would express that the contents of the spot 
with the value under analysis is perceived as radically contrary to 
the whole set of inventory values, without any exception.

As it was explained (see Table 3.2), in the first stage of pro-
tocol validation, the objectives were: a. The checking of coher-
ence among the groups of experts participating in the experi-
ence and b. The detection of problems in the procedure and the 
correction of failures.

3.2.9. Power of value: graphic analysis

The methodological approach of this first stage of validation, 
is strictly qualitative and is based on the location of visual evi-
dences favorable or unfavorable to the hypotheses. These evi-
dences have been obtained by systematically comparing the data 
and the graphics generated by the tests.

A first general comparative review of the eight power of val-
ue graphics, shows very clearly the similarity between the visual 



87

Values-Based Innovation. Designing a Model to be applied in Management Sciences

contours of the bar graphics that correspond to the same spot, 
but to a different group of subjects. And the opposite is true, if 
we compare the visual contours of bar graphics corresponding 
to different spots, whatever the group of subjects chosen.

This first evidence would therefore be favorable to our two 
working hypotheses in all the analyzed cases.

3.2.10. Global load of value analysis

Let us now take the results of Global load of value for compari-
son, also, with respect to the same place and groups of experts; 
and regarding different spots we have the Table 3.6.

Table 3.6
Global load of value results

Spot Group Global load of value

Monos 1 0.349

2 0.249

Actimel 1 -0.507

2 -1.188

Niños 1 -0.807

2 -0.946

Pingüinos 1 -0.319

2 -0.211

Source: Rodríguez-Bravo (et al., 2013).

When we are studying this parameter, it is evident, the similarity 
of the data between the two groups of experts who evaluated the 
values   of the spots: Monos, Niños and Pingüinos, but we can not 
affirm the same for Actimel spot. It is clear, also, the difference 
between the global load of values   each other, if we do not consider 
the Actimel spot. Hence, we can affirm, that the results of six of 
the eight tests are favorable to our hypothesis (See Table 3.4)
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3.2.11. Dominant value analysis

Finally, a more detailed analysis was applied, in order to verify if 
the hypotheses are fulfilled for the values   with greater presence 
in the content of the spots.Hence, from the eight test results 
were selected two values   with the highest power of value (per-
ceived as more intense presence) and besides, have a reliabil-
ity >= 0.5 (half or more of the evaluating subjects have exactly 
matched their response to the test). See Table 3.7.

Table 3.7
Dominant values results

Spot Group Values Power of 
value

Reliability

Monos 1 1º.Amistad (Friendship) 2.7 0.9

2º.Cooperación (Cooperation) 2.1 0.7

2 1º.Amistad (Friendship) 2.7 0.9

2º.Cooperación (Cooperation) 1.8 0.6

Actimel 1 1º.Respeto (Respect) -2.7 0.9

2º.Paz (Peace) -1.8 0.6

2 1º.Respeto (Respect) -2.7 0.9

2º.Paz (Peace) -2.7 0.9

Niños 1 1º.Respeto (Respect)
1º.Dignidad (Dignity)
2º. Familia (Family)

-2.1
-2.1
-1.8

0.7
0.7
0.6

2 1º. Familia (Family)
2º. Respeto (Respect)
2º. Dignidad (Dignity)

-2.1
-1.8
-1.8

0.7
0.6
0.6

Pingüinos 1 1º. Paz (Peace)
2º. Respeto (Respect)
2º. Familia (Family)
2º.Cooperación (Cooperation)

-1.8
-1.5
-1.5
-1.5

0.6
0.5
0.5
0.5

2 1º. Familia (Family)
2º. Respeto (Respect)

-1.8
-1.5

0.6
0.5

Source: Rodríguez-Bravo (et al., 2013).
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This table shows again, a high similarity and coherence between 
the responses of both groups of evaluating subjects that assessed 
the content in values   of a same spot. The pair of values   perceived 
with the highest power of value by both groups of experts, agrees in 
the four spots analyzed, with the only exception of the value Paz 
(Peace) for the spot Pingüinos (Pengüins); instead of appearing 
in the second place in the results of group 2 of experts, it appears 
in third place, with a power of value of -0.8 and a reliability of 0.4.

On the other hand, it is possible to verify that the compari-
sons among different spots, what are the pair of values perceived 
with highest power of value, and for consequence, the differ-
ences are evident again.

Consequently, we can affirm that the results of the tests re-
garding to the dominant values   in the content of the spots are, 
according to our hypotheses. See Table 3.4.

3.2.12. Discussion groups development

Immediately after being exposed to the test, each group of 
experts must participate in a discussion group aimed to evalu-
ate their experience with the protocol, and its problems and vir-
tues. The central objective is the detection of eventual problems 
(interpretation and comprehension of values) in the test proce-
dure and, hence, it must be solved.

The proposal that was made to the participants of the discus-
sion group was what they had to expose and defend in their own 
perception of the values   evaluated in the spots. Its objective was 
to convince the rest of those present; or, to reach an agreement 
on how each value should be evaluated. Se Table 3.8.
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Table 3.8
Discussion groups procedure

Step Description

1 Before starting the discussion on each spot, it was screened again.

2 The facilitator of the group asks the participants to explain their answers 
and justify them.

3 The discussion begins with the ultimate goal of convincing or reaching a 
consensus.

4 The facilitator intervenes to clarify positions, find points of encounter, inte-
grate new postures, etc.

5 If consensus is not possible, a vote is taken on: the presence or not of the 
value, the positive or negative inclination, and the intensity of the value.

6 The discussion between the subjects of the group can be recorded in audio 
and is followed with annotations by the researcher who directs the group 
and by two observers.

Source: Rodríguez-Bravo (et al., 2013).

3.2.13. Discussion groups results

The first observation of the results of the discussion group was 
that the evaluating subjects had a clear and logical perception 
regarding the overall functioning of the test and an excellent 
understanding of the whole eva protocol.

However, an interesting phenomenon of over-analysis was 
highlighted. While a group of discussion agreed quickly and with-
out problems the answer on certain values, the other group was 
engaged in great conceptual discussions about them. By relating 
this phenomenon with the results of the test, we see that the big 
discussions, since we are in a group or another, we are looking for 
the most important results. In other words, when evaluating sub-
jects respond in a more intuitive and automatic way, the global load 
of values   tends to decrease (the detected values   are coincident), 
and the coherence between the two groups increased. On the con-
trary, when the over-analysis occurs, the global load of values   tends to 
increase (the subjects detect many values) but the coherence between 
the detected groups (the detected values   are not coincident). This 
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phenomenon explains very well the little coherence observed 
among the groups of experts for the case of the spot Actimel. 

Finally, the discussion groups also revealed the following 
problems in the procedure: 
1. Confusion between the values   justicia (justice) and equidad 

(equity). 
2. Difficulty in deciding how the cultura (culture) value should 

be interpreted. 
3. Confusion between the possibility to indicate the absence of 

a value: not ticking a value in the scale, or ticking the central 
of the scale. 

4.  The need to introduce into the test, sociodemographic varia-
bles that help its interpretation.

3.3.Validating  the eva protocol to the value-based innovation model

We have reviewed how the eva protocol works and its ability 
to measure the transmission of values and how this powerful 
tool can be incorporated into our conceptual model proposal to 
make decision,  monitoring and reviewing (modify, add, delete) 
the management of securities in a corporation (see section 3.1), 
allows us to measure and compare the load of values   transmit-
ted in different media of communications,and assessed by the 
same group of people. The eva protocol can also be applied in 
the opposite direction: comparing and measuring the model 
of values   received by two or more different groups of people 
exposed to the same message-pattern (Mas-Manchón, Rodri-
guez-Bravo et al., 2015, 2016). 

Rodríguez Bravo and his research team have experimentally 
verified two groups of young people between 18 and 25 years 
old with different values   education. When they were exposed 
to 7 food advertising spots, they identified loads of very differ-
ent values. The loads of perceived values   did not differ in the 
intra-group analysis, but they were significantly different in the 
inter-group analysis.
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The first group of the experiment (66 young people) were 
patients of the ITA (Institute of Eating Behavior Disorders of 
Barcelona) who had been diagnosed as subjects with eating dis-
orders (EBD. Eating Behavior Disorders) and underwent reeduca-
tion of their values   on food. The second group were 73 students 
from the Autonomous University of Barcelona without this type 
of disorders (without diagnosed disorders). The group of sub-
jects with EBD, who had received re-education of their values, 
showed much more refractory to the advertising influence and 
perceived, in general, a load of values   rather smaller and differ-
ent than the subjects without diagnosed disorders.  The results 
of this experiment indicate that eva protocol can be applied to 
measure whether different groups of people in an organization or 
a company (board of directors, marketing and sales department, 
engineering department, etc.) having different models of values. 
By exposing the different groups of management responsible for 
the same communication, for example to several corporate vid-
eos of the company, and asking them to evaluate them using the  
eva protocol, we will be able to find out if there is inconsistency 
between them, to identify with precision in which specific values   
they are the differences and measure the strength they have. This 
new knowledge will allow the company to initiate a dynamic of 
agreements and sharing of a new value model that is much more 
solid, coherent and aimed at specific objectives (for example, pro-
moting innovation activities).

This type of measurement of the differences and similarities 
between value models can be made, also, by comparing the in-
ternal audiences of a corporation (partners, management mem-
bers, employees) with external audiences (customers, consum-
ers, users, etc.). In summary, the incorporation of eva protocol 
in the Value-Based-Innovation Model would make available to 
any company or corporation the possibility of monitoring and 
making decisions about the control (change, extension, comple-
mentation, deletion) and the addressing of its models of values   
towards very specific objectives, thus increasing their effective-
ness and efficiency.
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Chapter 4
Starting a case of study 

This research is aimed to determine the main values-based inno-
vation able to focus the human resources in the organizations, 
to encourage the innovation with higher impact and accurate 
results for competitiveness, based on successful worldwide 
firms to be applied in Mexico and Spain (as a benchmarking, the 
most innovators firms at worldwide, no matter what industries 
or sectors are being). The mentioned above, is especially impor-
tant in first instance to the firms specialized in software design, 
located in the Guadalajara Software Design Center (GSDC), 
México. This research is based on literature review to analyze 
and determine a conceptual model that classifies the influence of 
the main values-based innovation in the organization. We made 
an analysis of the values most valued in the 15 main successful 
firms at: Worldwide, Spain, México (5 each one) and the GSDC.
Therefore, we determined the groups of the main values-based 
innovation, where were gathered and represented the success-
ful firms, located in the GSDC. In order to feature, each one of 
the final values-based innovation there were involved 3 experts 
in values-based innovation and organization architecture during 
the period: Aug-Sep-2017, using Panel Delphi Focus Group and 
Analytic Hierarchy Process (AHP). The final results, were: 82 
different values-based innovation (including 4 added as sugges-
tions of experts vision), distributed in a conceptual model in 
Innovation Level, with 3 main subareas, called: Normative Inno-
vation (Production); Business Model Innovation (Consump-
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tion); Process/Product-Service Innovation (Differentiation 
from others). These results are the first insights in Mexico, to 
be assessed in a complementary study in Spain to obtain a value-
based innovation generalized model in a subsequent study. 

Keywords: Values-Based Innovation; Organization; Competi-
tiveness, Mexico; Spain. 

JEL Classification: M10, O30.

a. Introduction

According OECD (2005), innovation is: the implementation of a 
new or significantly improved product (good or service), or process, 
a new marketing method, or a new organizational method in busi-
ness practices, workplace organization or external relations (par. 
146)… Therefore, Innovation aims at improving a firm’s perfor-
mance by gaining a competitive advantage (par.101e)... but, how 
is related with the values in an organization, to be fostered? In 
nowadays values are understood to be one of the foundations of 
successful companies. In fact, a quit simple mission statement, 
vision and their set of values, can take weeks, months or even 
years, to design involving multiple parties participating in the 
process (Mitland, 2015), being critical in such developed sectors 
such as the software design. To achieve our proposal to deter-
mine which are the values to foster innovation (values-based 
innovation) in the organizations to be more competitive, this 
work is divided into the explanation of: a) Problem, hypoth-
eses and rationale of the study; b) Methodology based on two 
visions: the looking for websites and the experts to obtain sev-
eral values-based innovation and then identify the group where 
they belonging, according a proposal of value-based innovation 
model; c) Literature review d) Analysis e) Results; f) Conclu-
sions and future studies.
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b. Problem, hypotheses and rationale of the study

Our problem is described in a research question: Which are the 
values to foster innovation (values-based innovation) in the organi-
zations to be more competitive? If we got this, we will be capable 
to focus the human resources in the organizations, to encour-
age the innovation with higher impact and accurate results. The 
mentioned above, is especially important to ten firms specialized 
in software design, located in the Guadalajara Software Design 
Center GSDC), México.

Hence, we proposed the following specific questions (SQ): 
SQ1: What is the conceptual model that classifies the influence 

of the main values-based innovation in the organization?
SQ2: What are the main values to foster innovation (values-

based innovation), most valued in the 15 main successful firms (5, 
each one) in the Worldwide, Spain and México?;

SQ3: What are the main values to foster innovation (values-
based innovation), most valued in the 10 main successful firms lo-
cated in the GSDC?;

Based on the 25 successful firms, mentioned above:
SQ4: What are the main groups of the values-based innovation 

identified of those successful firms and the expert vision?
SQ5: What are the recommended values-based innovation 

model to the GSDC?

c. Methodology

To solve the specific questions mentioned above, we did a serial 
of activities gathered in features and finally summarized, briefly 
as technical data. See Table 4.1.
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Table 4.1
Technical research data

Features Survey 

-Literature Review To analyze and determine:
1. A conceptual model that classifies the influence of the 
main values-based innovation in the organization.
2. The main values to foster innovation (values-based inno-
vation), most valued in the 15 main successful firms (5, 
each one) in the Worldwide, Spain and México. We made a 
survey during Aug-Sep-2017 searching the fims websites in 
order to capture their corporate values.There were cases we 
found values stated explicitly as a list of individual nouns 
and verbs. In others they were expressed in more narra-
tive form, sometimes as part of a declaration which also 
encompassed vision, mission and purpose making hard the 
definition in a first glance. Therefore, we allowed ourselves 
certain degree of interpretation. For example, Team was 
described as a value by one business; we interpreted this 
as Teamwork as it can be more accurately described as a 
value. 
3. The main values to foster innovation (values-based 
innovation), most valued in the 10 main successful firms, 
located in the GSDC.

-Website research of 
corporate values and 
expert vision for search-
ing and featuring the 
main values-based inno-
vation, according Panel 
Delphi Focus Group 
and Analytic Hierarchy 
Process (AHP)

1.The values-based innovation were translated in features 
based on 3
experts in values-based innovation and organization archi-
tecture, using
Panel Delphi Focus Group and AHP, being form GSDC : 1 
manager
software design,1 consultant and 1CEO.
2.The features were determined during the period: Aug-
Sep-2017

-Final recommendation 
of values-based innova-
tion for firms of GSDC

A final list ordered by importance, of values-based innova-
tion recommended for the 3 experts mentioned above, to 
the GSDC

Source: own.
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d. Literature review

In this section, we established the meanings of the values-based 
innovation, their importance, their senses, how they do help to 
the innovation; potential problems, desirable features, and its 
evaluation.

The values are the source to incorporate the vision/mission, 
the corporate values and customer values basically into the dif-
ferent management levels of the firm, leading to different forms 
of our conceptual model proposal. See Figure 3.1.

There are some possible problems when the organization is 
introducing or managing values-based innovation (AUSG,2017), 
such as:
 · Values-based innovation vs Process. If processes do not sup-

port the values-based innovation, may be seen as rhetoric 
rather than aspirational. 

 · Values-based innovation vs Behaviour. If there is a contrast 
between the stated norms of the organization and the ob-
served behaviour, many problems could be generated. If va-
lues-based innovation are not supported and realized in the 
operations of the organization, then the values may act to 
undermine support for innovation rather than encourage it. 

 · Values-based innovation vs Move Fast. It is a common pitfall, 
when people is expecting that the values-based innovation 
be embedded into an organization as soon as it is written 
down. The Implementing will take time and patience so do 
not be discouraged if you do not see instant results. Adoption 
of values requires people to come on board and this will take 
time and require guidance from innovation champions. 
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e. Analysis

Any organization must show the exact nature of its values-based 
innovation and will need to reflect any existing broader values. 
The values-based innovation may be placed as the higher level 
values or be an explicit sub-set to reflect a particular emphasis 
on innovation. The values-based innovation should reflect the 
environment and context of the organization and embody what 
is believed and hoped for innovation. If the values are introduced 
to help change or create a new approach to innovation, then this 
should be backed by strategies to help staff make the transition. 
(AUSG, 2017; Breuer, H. and  Lüdeke-Freund (2015). 

If we review the websites of the most important firms that 
all of them are distinguished for highest innovations levels, we 
can determine the core values. For instance, as a sample, we de-
tected the values-based innovation, that are boosting 25 main 
Firms at: Worldwide, Spain, Mexico.See Table 4.3

Table 4.3
Firms, core value definitions and main values 

The Worldwide Successful Firms in 2017 (El Economista, 2017a)

No. Firms Main Values

1 Apple “…Greatness (GRT); Simplicity (SIM): Technology (TEC); Market 
Contribution (MKC); Focus on Customer (CUS); Collaboration 
(COL): Excellence (EXC)

2 Alphabet 
(Google)

“…Integrity (INT); Usefulness (USF) Privacy, Security, and 
Freedom of Expression (PSF); Responsiveness (RES); Take 
Action (ACT)…”

3 Microsoft “…Innovation (INN); Diversity & Inclusion (D&I); Corporate 
Social Responsibility (CSR); Philanthropies (PHI); Environment 
(ENV); Trustworthy Computing (TSW)…”
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4 Amazon “…Customer Obsession (CUS); Ownership (OWN); Invent & 
Simplify (I&S); Leaders are Right a Lot (LRL); Frugality (FRG); 
Hire & Develop the Best (H&D); Earn Trust (TRS); insist on the 
Highest Standards (HST); Bias for Action (ACT); Learn & Be 
curious (L&C); Have Backbone. Disagree (RDS) and Commit 
(COM); Dive Deep (DDP); Think Big (TBG); Deliver Results with 
Quality (RSO & QTY)…”

5 Facebook “…Focus on Impact (CUS); Move Fast (MVF); Be Bold (BBD); 
Build Social Value (BSV)…”

The Spain’s Successful Firms in 2017 (BrandFinance, 2017)

No Firms Main Values

6 Santander “…Dynamism (DYN); Strength (STR); Leadership (LDS); 
Innovation (INN); Quality Service and Customer Satisfaction 
(QTY & CUS); Professional Ethics and Sustainability (ETH & 
SUS)…”

7 Zara “…Professional ethics (ETH); Commitment (COM); Confidence 
(TRS); Loyalty (LTY); Creativity (CRY)…”

8 Movistar “…Trusted (TRS); Bold (BBD); Open (OPN)…”

9 BBVA “…Integrity (INT); Prudence (PRD); Transparency (TRP)…”

10 Iberdrola “…Creation of sustainable value (SUS); Ethical principles (ETH); 
Good corporate governance (GOV) and transparency (TRP); 
Development of our workforce (WOK); Social commitment 
(SCO);Sense of belonging (SBG); Safety and reliability (SEC & 
REL); Quality (QTY); Innovation (INN); Respect for the envi-
ronment (ENV); Customer focus (CUS); Institutional loyalty 
(LTY)…”

The Mexico’s Successful Firms in 2017 (El Economista, 2017b)

No Firms Main values

11 Corona “…Be honest (INT);Report and make yourself felt (RPT); Rely on 
(REL); Commitment (COM); Act with austerity (AUS); Fulfill 
your commitments and honor the word pawned (HON); Be trans-
parent and require transparency (TRP); Declare your indepen-
dence and commitment to ethics (ETH); Respect the law (REP);  
Be accurate and truthful (ACC); Report on (RPT); Management 
conflict (MCO); Respect the dissent (RDS) …”

12 Cemex “…Ensuring Security (SEC); Focus on Customer by listening to 
our customers (CUS): Seek Excellence (EXC); Working as one 
CEMEX (Greatness:GRT); Act with integrity (INT) …”

13 Oxxo 
(FEMCO)

“..Central Values (FEMCO): Integrity (INT); Respect (REP); 
Simpleness (SIM); Teamwork (TWK); Soberness(SOB)..”
Business Values (FEMCO): Service Passion (SAT); Renovation 
(REN); Oriented to the Job (ORJ); Leadership (LDS)
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14 Telmex “…Work (WOK); Growing (GRO); Austerity (AUS);Commitment 
(COM); Social Responsibility (CSR) …”

15 Bimbo “…The persons (PER); The community (TCO); We get results 
(RES); We compete and win (C&W);We are effective operators 
(OPE); We act with integrity (INT); We transcend and stay in 
time ( )…”

The Guadalajara’s Mexico Successful Software Development Firms at GSDC

No Firms Main Values

16 GSDC 
Guadalajara 

“ Integrity (INT); Service professionalization (PRF); Action with 
responsibility (ACT & RES); Sustentability (SUS)…”

17 Algartech “…Sustainability (SUS); Innovation (INN)…”

18 Amdocs “…Teamwork (TWK); play to win (C&W); Commitment (COM); 
Respect (RES); Deliver value to our customers (CUS); We dare to 
change (CHG); Passion to lead (LDS); We strive for excellence 
(EXC); Professionalism (PRF)..”

19 Avantec “…Experts (EXP); Committed (COM); Passionate Avant-garde 
(Greatness. GRT) Reliable Service attitude (REL & SAT)

20 Bitam “..Service attitude (SAT); Loyalty (LTY); Honesty (INT) 
Innovation (INN); Passion for what we do (Greatness. GRT); 
Harmonic and Productive Environment (Place to Work.PTW)..”

21 Bosch “…Orientation towards the future and the result (FUT & RSO); 
Responsibility and sustainability (RES & SUS); Initiative and 
Coherence (INI & COH); Transparency and Trust (TRP & TRS); 
Honesty (INT); Reliability, credibility and legality (REL & TRS & 
LEG); Diversity (D&I)…”

22 Ecodex “…Responsibility (RES). Commitment (COM). Loyalty (LTY). 
Punctuality (PUN)…”.

23 Evolutel “…Positive Attitude (SAT); Loyalty (LTY); Excellence in achiev-
ing objectives (EXC); Professionalism (PRF); Honesty (INT); 
Innovation (INN)…”

24 Nasoft “…Excellence (EXC); Integrity (INT); Commitment(COM); 
Innovation (INN); Passion (SAT)..”

25 Qualtop “… Teamwork (TWK); Experience (EXP); Innovation (INN); 
Agility (AGY)…”

Source: Internet Portals, El Economista (2017a,b) and Brandfinance (2017) 
with own adaptation.

Thus, we obtained from the most successful firms 78 main 
values. To understand the relevance of each one, it was possible 
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to determine the frequency of the presence of those values   as 
shown in Table 4.4.

Table 4.4
Frequency of main values

Freq. Q Main values

1 44 ACC; AGY; BSV; CHG; COH; COL; CRY; DDP; DYN; FRG; FUT; GOV; 
GRO; H&D; HON; HST; I&S; INI; L&C; LEG; LRL; MCO; MKC; MVF; 
OPE; OPN; ORJ; OWN; PER; PHI; PRD; PSF; PTW; PUN; SBG; SCO; 
SOB; STR; T&S; TBG; TCO; TEC; TSW; USF

2 14 AUS; BBD; C&W; CSR; D&I; ENV; EXP; RDS; REN; REP; RPT; RSO; 
SEC; WOK

3 5 ACT; PRF; QTY; SIM; LDS

4 6 ETH; EXC; GRT; REL; TRP ; TWK

5 4 LTY; SAT; SUS; TRS

6 1 RES

7 2 CUS; INN

9 1 COM

10 1 INT

Total 78

Note: Freq. Frequency; Q, Quantity; ACC. Accurate; ACT. Action; AGY. Agility; 
AUS. Austerity; BBD. Be Bold; BSV. Build Social Value; CHG. Change; COH. 
Coherence; COL. Collaboration; COM. Commitment; CRY. Creativity; CUS. 
Customer; CSR. Corporate Social Responsibility; C&W. Compete & Win; ETH. 
Ethics.; ENV. Environment; EXC. Excellence; EXP. Experience; D&I. Diversity 
& Inclusion; DDP. Dive Deep; DYN. Dynamism; FRG. Frugality; FUT. Future 
Vision. GOV. Governance; GRO. Growing; GRT.Greatness; H&D. Hire & 
Develop the Best; HON. Honor; HST. Highest Standards; I&S. Invent & Simplify; 
INI. Initiative; INN. Innovation; INT. Integrity; L&C. Learn & Be Curious; LDS. 
Leadership; LEG. Legality; LRL. Leaders are Right a Lot; LTY. Loyalty;MCO. 
Management Conflict ; MKC. Market Contribution ; MVF. Move Fast; OPE. 
Effective Operators; OPN. Open ; ORJ. Oriented to the Job; OWN. Ownership; 
PER. Persons; PHI. Philanthropies; PRD. Prudence; PRF. Professionalism; PSF. 
Privacy, Security, and Freedom of Expression; PTW. Place to Work ; PUN. 
Punctuality; QTY. Quality; REL. Rely On; REN. Renovation; REP. Respect; RES. 
Respect; RDS. Respect the dissent; RPT. Report on; RSO. Results Oriented; 
SAT. Service Attitude; SBG. Sense of Belonging; SCO. Social Commitment; SEC.
Security ; SIM. Simpleness; SOB. Soberness; STR. Strength; SUS. Sustainability; 
T&S;. Trascend and Stay in Time; TBG. Think Big; TCO. The Community; TEC. 
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Technology; TRS. Trust. TRP. Transparency; TSW. Trustworthy Computing ; 
TWK. Teamwork; USF. Usefulness; WOK. Work.
Source: own.

As a complementary study, is necessary to do an analysis to 
determine the levels of sense and intensity for each one of these 
values-based innovation obtained. This study would be feasi-
ble, applying the evaluation of values (eva) protocol designed 
by LAICOM (Laboratory of Instrumental Analysis of the Com-
munication; Universidad Autónoma de Barcelona, Spain). With 
such data and results, it would be replicate the entire study to 
obtain the main values-based innovation (Panel Delphi Focus 
Group and AHP) and their sense and intensity (eva protocol) 
for successful firms of software design (just like in Guadala-
jara México), but in Barcelona, Spain. Obtaining the mentioned 
above, would allow us to establish divergence or convergence 
around the values-based innovation in these two countries, in 
the same sector (software design) seemingly similar in culture 
and idiom.

f. Results

As a result of the literature review and the website research, 
it was made the featuring of the main values-based innovation 
according Delphi Focus Group and Analytic Hierarchy Process 
(AHP) with 3 experts in values-based innovation and organiza-
tion architecture, from GSDC, as: 1 manager software design, 1 
consultant and 1 CEO.The survey panel was made during the 
period: Aug-Sep-2017. The stages were 3, according the pro-
posed conceptual values-based innovation model (Figure 3.1), 
called: Normative Innovation (see Table 4.5); Model Business 
innovation (see Table 4.6) and Process/Product-Service Inno-
vation from others-(see Table 4.7)
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Table 4.5
Focus group by Delphi panel and AHP to determine 

the main values-based innovation for normative innovation 
(suggested by Experts Vision)
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1 ETH 4 4.4 4.2 0.2 Similar

2 INT 10 11.1 3.7 7.4 Website Research

3 EXC 4 4.4 7.9 -3.5 Expert

4 GRT 4 4.4 3.2 1.2 Similar

5 LDS 3 3.3 6 -2.7 Expert

6 AUS 2 2.2 6.9 -4.7 Expert

7 CSR 2 2.2 2.2 0.0 Similar

8 ENV 2 2.2 4.5 -2.3 Expert

9 SUS 5 5.6 2.8 2.8 Website Research

10 RES 6 6.7 2.2 4.5 Website Research

11 COM 9 10.0 2.9 7.1 Website Research

12 RDS 2 2.2 1.1 1.1 Similar

13 REP 2 2.2 2.8 -0.6 Similar

14 PRF 3 3.3 3.9 -0.6 Similar

15 CHG 1 1.1 2.2 -1.1 Similar

16 FUT 1 1.1 0.9 0.2 Similar

17 HON 1 1.1 0.1 1.0 Similar

18 LEG 1 1.1 2.9 -1.8 Similar

19 PHI 1 1.1 0.1 1.0 Similar

20 PER 1 1.1 3.2 -2.1 Expert

21 PSF 1 1.1 3.3 -2.2 Expert

22 PTW 1 1.1 3.8 -2.7 Expert

23 PUN 1 1.1 2.2 -1.1 Similar

24 SBG 1 1.1 1.2 -0.1 Similar

25 SOB 1 1.1 3.5 -2.4 Expert

26 T&S 1 1.1 3.2 -2.1 Expert

27 D&I 2 2.2 0.8 1.4 Similar

28 QTY 3 3.3 3.9 -0.6 Similar
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29 SEC 2 2.2 4.7 -2.5 Expert

30 REL 4 4.4 3.2 1.2 Similar

31 TRP 4 4.4 3.9 0.5 Similar

32 LTY 5 5.6 2.6 3.0 Website Research

Total  88  100  100 - -

Source: Own.

This table shows the opportunity to be more clear the contribu-
tion of values concepts, such as: INT; EXC; LDS; AUS; ENV; SUS; 
RES; COM; PER; PSF; PTW; SOB; T&S; SEC; LTY with respect 
the websites firm’s and the expert vision. 

Table 4.6
Focus group by Delphi panel and AHP to determine the 

main values-based innovation for business model innovation 
(suggested by Experts Vision) 
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1 PEF 0 0 0 0 Experts
Suggestion

2 INN 7 21.2 13.5 7.7 Website Research

3 REP 2 6.1 7.2 -1.1 Similar

4 TEC 1 3.0 6.2 -3.2 Expert

5 SCO 1 3.0 5 -2.0 Similar

6 OWN 1 3.0 3.2 -0.2 Similar
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7 OPN 1 3.0 3.1 -0.1 Similar

8 MVF 1 3.0 4.2 -1.2 Similar

9 MKC 1 3.0 4 -1.0 Similar

10 MCO 1 3.0 4.9 -1.9 Similar

11 LRL 1 3.0 1.2 1.8 Similar

12 L&C 1 3.0 3.6 -0.6 Similar

13 INI 1 3.0 1.2 1.8 Similar

14 I&S 1 3.0 3.6 -0.6 Similar

15 HST 1 3.0 3.2 -0.2 Similar

16 H&D 1 3.0 2.8 0.2 Similar

17 GRO 1 3.0 3.4 -0.4 Similar

18 GOV 1 3.0 1.2 1.8 Similar

19 EXP 2 6.1 3.2 2.9 Website Research

20 DYN 1 3.0 3.8 -0.8 Similar

21 DDP 1 3.0 4.2 -1.2 Similar

22 CRY 1 3.0 3.5 -0.5 Similar

23 COL 1 3.0 4.2 -1.2 Similar

24 COH 1 3.0 3.2 -0.2 Similar

25 ACC 1 3.0 4.4 -1.4 Similar

26 BSV 1 3.0 2 1.0 Similar

Total 33 100 100 - -

Notes: PEF. Performance.
Source: Own.

This table shows the suggested value-based innovation PEF and 
the opportunity to be more clear the contribution of values con-
cepts, such as: INN; TEC and EXP with respect the websites 
firm’s and the expert vision.
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Table 4.7
Focus group by Delphi panel and AHP to determine the 

main values based innovation for process/product-service 
innovation (suggested by Experts Vision)
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1 R&R 0 0 0 0 Experts
Suggestion2 EIN 0 0 0 0

3 NFR 0 0 0 0

4 CUS 7 14.9 15.2 -0.3 Similar

5 TRS 5 10.6 4.5 6.1 Website Research

6 SAT 5 10.6 8.2 2.4 Website Research

7 TWK 4 8.5 7.8 0.7 Similar

8 SIM 3 6.4 7.2 -0.8 Similar

9 ACT 3 6.4 8.2 -1.8 Similar

10 WOK 2 4.3 3.9 0.4 Similar

11 RSO 2 4.3 8.1 -3.8 Experts

12 REN 2 4.3 2.4 1.9 Similar

13 C&W 2 4.3 4.2 0.1 Similar

14 BBD 2 4.3 3.5 0.8 Similar

15 USF 1 2.1 4.8 -2.7 Experts

16 TSW 1 2.1 1.9 0.2 Similar

17 TCO 1 2.1 2.5 -0.4 Similar

18 TBG 1 2.1 2.3 -0.2 Similar

19 STR 1 2.1 2.1 0.0 Similar

20 PRD 1 2.1 2.4 -0.3 Similar

21 ORJ 1 2.1 1.9 0.2 Similar

22 OPE 1 2.1 2.1 0.0 Similar

23 FRG 1 2.1 2.1 0.0 Similar

24 AGY 1 2.1 4.7 -2.6 Experts

Total 47 100 100 - 100

Notes: R&R. Rewards & Recognition; EPM. Encourage Informal Networks; No 
Fear to the Risk.
Source: Own.
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This table shows the suggested values-based innovation R&R; 
EPM and NFR and the opportunity to be more clear the contribu-
tion of values concepts, such as: TRS; SAT; RSO; USF; AGY with 
respect the websites firm’s and the expert vision. Hence, the Final 
values-based innovation recommended is shown in Figure 4.1.

g. Conclusions and future studies

So far, we can affirm:
a. We solved the research question: Which are the values to fos-

ter innovation (values-based innovation) in the organizations to 
be more competitive?, solving: 

 SQ1: Which is the conceptual model that classifies the influence 
of the main values-based innovation in the organization? It is 
showed in Figure 3.1;

 SQ2: Which are the main values to foster innovation (values-
based innovation), most valued in the 15 main successful firms 
(5, each one) in the Worldwide, Spain and México? It is showed 
in Table 4.3;

 SQ3: What are the main values to foster innovation (values-
based innovation), most valued in the 10 main successful firms 
located in the GSDC? It is showed in Table 4.3;

 Based on the 25 successful firms, mentioned above:
 SQ4: What are the main groups of the values-based innovation 

identified of those successful firms and the expert vision?
 They are showed in Tables 4.5, 4.6 and 4.7. 
 SQ5: What are the recommended values-based innovation mo-

del to the GSDC? It is showed in Figure 4.1. 
b. The main contribution of this study is the use of the con-

ceptual model proposed about values-based innovation for 
GSDC, for México where were obtained finally 82 main 
values-based innovation, classified in the proposed model 
in: Normative: 32; Business Model innovation: 26 (1 sugges-
ted by expert vision); Process/Product-Service Innovation: 
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Figure 4.1
The recommended of values-based innovation 

model to the GSDC

Source: Rodríguez Bravo (et al., 2013); Mejía-Trejo, 2017 a-b; Breuer, H. 
and Lüdeke-Freund (2015) with own adaptation.
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24 (3 suggested by expert vision). As you see, there are 
opportunities to be more clear the rol of the values-based 
innovation even with no mentioned values in the websi-
tes of the current successful firms, such as: Performance 
(PEF); Rewards& Recognition (R&R); Encourage informal 
Networks (EIN) and No fear to the Risk (NFR).

c. For future studies, are suggested to do:
 · The determining of sense and intensity of each one of 

these values-based innovation obtained in Guadalajara, 
México for the software design (GSDC) using the 
evaluation of values (eva) protocol designed in 
LAICOM (Laboratory of Instrumental Analysis of the 
Communication)

 · With all the data and results obtained in Mexico, to re-
plicate the same study for firms of software design but in 
Barcelona, Spain.

 · Obtaining the mentioned above, would allow us to sta-
blish divergence or convergence around the values-based 
innovation in these 2 countries, in the same sector (soft-
ware design) seemingly similar in culture and idiom.
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Values must be integrated within all the levels of a firm or cor-
porate organization and their external environment factors must 
be considered (for instance: providers, consumers, stakeholders, 
etc.) providing a priori connections between these systems. This 
is the main reason of this book, the discussion and disclousure 
of a model involving the main values-based innovation able to 
focus the human resources in the organizations, to encourage 
the innovation with higher impact and accurate results for com-
petitiveness.

Based on a review of literature, we see companies working 
with values in at least three distinct management levels: nor-
mative (for instance: board of directors, the economic values, 
etc.),strategic (involving different factors such as the partners, 
competitors, etc.) and instrumental or operative (for instance, 
the organizational/individual values aligned to a specific visión). 
Since management view these factors produces relationships, 
such as normative-production; strategic-consumption and in-
strumental/operative-remarkable differentiation. By other 
hand, those management levels are translated as an innovation 
levels equivalents, for instance: normative (production) as nor-
mative innovation, strategic (consumption) as business model 
innovation and instrumental/operative as process, product-
service innovation (differentiation). These two stages: manage-
ment and innovation are the basis to produce open innovation 
able to work in both senses: vertical (Integrative vertical congru-
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ence function) and horizontal (Integrative horizontal coherence 
function), being as means as ends of values and by own, inter-
changeables. For this reason, is necessary to consider two stages 
of decision:
 · One stage is the assessment the key performance indicators 

of the actual values in the firm or corporate organization, 
our general conceptual model proposal involves a process 
based on efficiency and effectiveness supported with value-
based management.

 · The next one stage, is the review of the actual values in the 
firm or corporate organization for modifying, interchanging, 
surpressing entering new ones, our general conceptual mo-
del proposal involves eva protocol process. In this step it was 
offered two empirical and previously implemented studies:

The Mejía-Trejo (2017c) model as a preliminary process to 
determine (with Panel Delphi Focus Group and AHP) and eva 
protocol for selecting the initial values form inventory values)
and weighting a value-based innovation inventory, according to 
the sector.

The Rodríguez-Bravo (et al., 2013) model as a process to se-
lect and weighting a value-based innovation inventory, accord-
ing to the division, or department of the firm or corporate orga-
nization.

Finally,this conceptual model is considered important and 
ready to be applied in any sector of the industry interested in 
the values-based innovation management, due its flexibility, 
simplicity and broad scope to measure the performance of the 
firm or corporate organization not only in the economic value 
but in the general perception of value in all the involved parties.
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