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While executive leaders often drive growth and innovation, all workers can contribute to new ideas 
and improvements that can drive growth efforts. Until recently, these on-the-ground innovations 
were difficult to capture and even harder to scale. However, as new data collection and analytics 
tools improve, organizations are gaining new tools to identify how workers are making product and 
service innovations that can support growth from the bottom up.

In addition to identifying potential product and service ideas, work data is lending insight into how 
structural factors and process barriers impact growth and decision making. As the cases here 
illustrate, organizations can use these understandings to influence succession planning, cross-
functional collaboration, process design, and approaches to decision making to support strategic 
growth and innovation.

As organizations look to these tools to identify hidden pockets of growth and innovation, they 
can use what they learn to enhance knowledge and make improvements across the organization. 
In doing this, it is critical to not only focus on removing hidden barriers but also celebrate wins 
emerging from worker-led efforts.

Strategic growth and innovation
Unlocking opportunities from the bottom up



4

Enabling workers to co-create new products and services

A chain of coffeehouses was looking for creative ideas for fall-inspired drink recipes. They wanted to leverage the creative abilities 
of their baristas, seek recipes that resonate with customers, and create a unique coffeehouse experience for their patrons.

Key challenge1 

The company encouraged their baristas to submit their favorite fall beverage customization ideas using a specific hashtag on social 
media. AI enabled text analytics provided an aggregate of all posts with the selected hashtag. The company’s marketing team 
reviewed social media responses to the beverage ideas. Then, they tested the submitted recipes and launched a few recipes in 
select stores in the US.

The baristas across stores, were encouraged to use these recipes as an inspiration to create their own drinks. They were invited to 
share their recipes and encourage customers to request the items irrespective of their location. The recipes that were trending on 
social media were then made available across store locations.

Solution and approach

The initiative allowed the company to test and launch new beverages in a short period and celebrate worker successes. Baristas 
also felt a high sense of ownership when they crafted unique recipes. In addition, if any locally crafted beverage proved popular, 
the company started offering the same across its other stores to building customer engagement.

Impact

Representative data sources
•	Voluntarily shared social media posts
•	Company’s internal communication portals

•	ONA
•	AI (Social media analytics and text analytics)

Representative technology areas

Emerging MaturingExploratory

Use case maturity

Individual level
•	Improved worker engagement

Shared value creation

Enterprise level
•	New product development
•	Increased customer engagement through menus curated 

by local baristas
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Improving collaboration for strategic growth

A financial services company envisioned its future state operating model and identified core capabilities and organization structure to 
support the future state. To successfully execute various efforts to get to the future state, the company wanted to understand workers’ 
collaboration patterns within and across business units and shared services, identify and facilitate informal communities, and leverage 
influencers to drive change within the organization.

Key challenge2 

The company used ONA to understand collaboration patterns among their workers. The visualization helped the company to identify 
which functions were most connected within the organization and which functions were operating in silos. Business units (BUs) that were 
a part of an acquisition were the most siloed and disconnected from the rest of the organization. Fortunately, few workers were acting 
as bridges between these units and the overall organization. The analysis revealed that BUs has limited collaboration with the central 
Strategy team which may be impacting the transcendence of the enterprise strategy into BU-level priorities. Additionally, business units 
were less connected to shared services functions, not leveraging their full capabilities.

Solution and approach

On an ongoing basis, these insights enabled the company to explore root causes that led to a disconnect between strategy and business 
units. Governance structures could be established to better align individual BU-level strategy with corporate enterprise strategy. The 
effort also illustrated the need to better articulate the value delivered by shared functions to BUs to incentivize greater collaboration 
among BUs and shared services teams.

Impact

Representative data sources
• HR information systems
• Work instant chats
• Data from work collaboration platforms

• ONA

Representative technology areas

Emerging MaturingExploratory

Use case maturity

Individual level
• Increased knowledge sharing

Shared value creation

Team level
• Improved information transfer
• Improved collaboration

Enterprise level
• Improved strategy implementation
• Enhanced cross-functional collaboration
• Effective change management

Additionally, the company also wanted to accelerate and ease the integration process of acquired businesses to realize value in their 
growth journey.

The analysis helped identify 157 workers who were potential knowledge brokers i.e., individuals that enable collaboration or exchange 
of knowledge across teams. Further analysis revealed that 82% of the identified knowledge brokers were from the middle management 
organizational levels suggesting that middle managers were primarily responsible for the majority of information flow within the company. 
Out of the 157 workers, 11 workers were connected to over 85% of the organization illustrating their potential to build consensus and drive 
key operating model changes within the organization.

Further, the analysis helped the company identify challenges of integration seen in prior acquisitions when planning an inorganic growth 
strategy in the future. Additionally, individuals who were well-connected within the enterprise could be placed in strategic roles and 
governance structures during future organizational design efforts to drive change management.
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Preparing the next level of leadership

Key senior workers of an oil and energy company’s corporate law department were planning for a near- term retirement. However, 
there were fewer next-level workers who were ready for these leadership roles as they had limited opportunities to connect with 
senior colleagues and leaders.
The organization wanted to help their lesser tenured workers build cross-level relationships with tenured leaders, but the 
department didn’t have mechanisms to measure the impact and return on investment on the actions they had planned.

Key challenge3 

The company assessed the 500-person department by analyzing historical collaboration data from email, calendars and chat logs 
and analyzed by different cuts such as tenure in the organization, work floor and office, and primary team assignments.

Based on the assessment, the company redesigned the workplace to increase cross-team interactions among mid-level executives 
and their exposure to senior leadership. Seating arrangements for the executive leadership team was distributed across all floors 
instead of being concentrated on one floor. The company also increased the number of hot desks (desks that can be reserved and 
used by any worker) to improve workers’ access to the leadership.

The department continued to analyze the data for five months after implementing the changes to measure its effectiveness.

Solution and approach

Workplace redesign increased the cross-team collaboration and knowledge sharing among workers, thereby preparing the next 
line of leadership for continued business growth.

Impact

Representative data sources
• Work emails
• Meeting calendars
• Work instant chats

• ONA

Representative technology areas

Emerging MaturingExploratory

Use case maturity

Individual level
• Improved exposure to leadership
• Clearer career paths

Shared value creation

Team level
• Improved cross-team collaboration

Enterprise level
• Improved strategy implementation
• Continued leadership development for business

continuity and growth
• Effective change management
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Creating organizational processes to streamline decision making

A digital communications company wanted to improve the organization’s decision-making process, which was often impacted by 
ambiguity and delays.

Key challenge4 

The company deployed an API which connects the decision-making process to instant chat and business collaboration platforms. 
This system acted as a single source of truth to document what was decided, which stakeholders were involved, what information 
was shared, and which choices were considered.

Using guided flows and decision templates, the system recommended the best option while eliminating any built-in biases as users 
take decisions. Once a decision was finalized, the system communicated the decision to all involved stakeholders, enabling the 
owners to delegate tasks and follow-ups to speed up the execution.

Solution and approach

The automated decision-making approach reduced the average decision-making time from 2-4 weeks to 1- 2 days, reduced 
meeting time by 50%, and improved cross-team communications on an ongoing basis.

Impact

Representative data sources
•	Work collaboration channels
•	Project management data

•	ONA
•	Process automation

Representative technology areas

Emerging MaturingExploratory

Use case maturity

Shared value creation
Individual level
•	Better clarity on process flow and decision making

Team level
•	Improved collaboration

Enterprise level
•	Faster decision-making
•	Increased decision-making accuracy
•	Time savings for fewer meetings
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