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Abstract

Banking environment, traditional with an established physically collocated work culture, has been dis-
rupted by the COVID-19 pandemic. It triggered the evolution of innovation management processes to
handle the issues related to spatial spread, fuzziness and collective information development during idea
evaluation. In this paper, Vakifbank Innovation Management System (V-IMS) was exemplified utilizing ICT
for virtual collaboration, MCDM (Multi Criteria Decision Making) methods within stage-gates, transforming
knowledge and exploiting collaboration at the fuzzy front end. There, physically collocated work culture
was transformed into delocated collaboration with an agile approach utilizing lean information flow, which
emphasizes the people exchanging tacit into explicit knowledge on the move rather than long documen-
tations. Moreover, the culture of innovation has been fostered, innovation management metrics were
improved significantly and both the number of sessions and ideas presented in the sessions were found to
be increased. It was observed that the satisfaction level and innovation commitment of the employees were
increased with the new system as well.

Keywords: Banking, Innovation management, Ideation, Idea evaluation, New normal, Virtual collabora-
tion, Fuzzy front end.

JEL Classification: M10, 032

Oz - Bankaalikta Yeni Normal icin inovasyon Yénetimi
Kapsaminda Fikir Degerlendirmesi :
Vakifbank'ta Bir Ornek Olay

COVID-19 salgini, fiziksel olarak yerlesik bir calisma kultlriine sahip geleneksel bankacilik ortamini etki-
lemistir. Salgin nedeni ile inovasyon yonetimi slireclerinin gelismesi ve mekansal yayilma, belirsizlik ve toplu
bilgi gelistirme gibi sorunlar ele almasi gerekmistir. Bu calismada, VakifBank Inovasyon Yénetim Sistemi
(V-IMS) Uzerinde, sanal isbirligi icin BT kullanimi, karar noktalarinda MCDM yoéntemleri kullanimi, zimni acik
bilgi ve bulanik &n ugta uzak isbirligi dénisimé érneklendirilmistir. Bu sistemde, fiziksel olarak yan yana
yerlestirilmis calisma kdltlrd, insanlarin uzun belgelerden ziyade hareket halindeyken zimni bilgi alisverisini
vurgulayan yalin bilgi akisini kullanan cevik bir yaklasimla ayrik isbirligine donUsttrtlmustir. Ayrica inovas-
yon kiltdrd tesvik edilmis, inovasyon yonetimi 6lcitleri nemli dlctide iyilestirilmis ve hem oturum sayisi hem
de oturumlarda sunulan fikirlerin arttigi gortimastir. Ayrica yeni sistemle birlikte calisanlarin memnuniyet
diizeylerinin ve yenilik baglliklarinin arttigi da gézlemlenmistir.

Anahtar Kelimeler: Bankacilik, inovasyon yénetimi, Fikir gelistirme, Fikir dederlendirme, Yeni normal,
Sanal isbirligi, Bulanik 6n ug.
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1. Introduction

There are many different definitions used for the term ‘innovation’. One of
the simplest definition stands for ‘initial introduction of an idea into a business’
(Trommsdorf et al., 1987, p.6). Schumpeter describes innovation as a “process of
industrial mutation, incessantly destroying the old one, incessantly creating a new
one” (Sledzik, 2013). Innovation management is used for “development, introduc-
tion and, as the case may be, implementation and enforcement of technical and
social-technical initiatives of the management of the business” (Trommsdorff and
Schneider, 1990).

Free market conditions necessitate differentiation for the sustainability of the op-
eration. There, added value has to be delivered, which is effectuated by innovation
(Amit & Zott, 2012). This competitive advantage can be delivered by new innovative
products or services (Tidd & Bessant, 2013), or by implementing process, market or
organizational innovation (OECD, 2018).

Particularly service companies are under the pressure of the experience evoked
procurement decisions that they have to reach out innovations by pursuing “radical,
me-too and incremental innovations” (Oke, 2007). This is especially evident in the fi-
nancial services market, which is even making use external stakeholders as FinTechs
(Wonglimpiyarat, 2017) besides the internal innovation flow to achieve the desired
technological innovation in banking (Parameswar et al., 2017).

There, the wide variety of possibilities necessitates the implementation of a bal-
anced innovation portfolio utilizing strategic buckets (Chao et al., 2008). Otherwise,
organizations might be trapped within existing solutions without focusing on new
to the world concepts. Hence, successful companies in mature markets need to
increase bold innovation beside incremental efforts (Cooper, 2011) by a systemized
approach enabling context, climate, and the associated innovation environment.

This is achieved and sustained by innovation management, where of knowledge
management is an essential metric. There, idea generation, knowledge repository
and the flow of the information can and shall be enhanced and thus measured (Ad-
ams et al., 2006). The increase of the information flow and the diffusion of ideas
requires extensive collaboration within the Ba (Nonaka et al., 2008), which is the
shared context for knowledge creation and its continuous exchange (Ucler & Kris-
tensen, 2016). So, there are many mechanisms guiding the information flow based
on mutual interactions.
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Nonetheless, there was a recent radical disruptor: The COVID-19 outbreak in late
December 2019 spread out from Wuhan, China across the world, and it impacted
the way of how the work is done. Many organizations rearranged their habits and
started to implement flexible work hours and distant working, where virtual collab-
oration did emerge as a key requirement.

While the transformation of tacit into explicit knowledge is a challenge itself, the
lack of physical transactions at the fuzzy front end of innovation further complicated
the situation. Therefore, the existing system of the selection of potential innovation
ideas is subject to be reviewed and updated. Thus, the flowing research question is
crystallized:

R1. How can the ideation stage of an Innovation Management System for the
Banking Sector be conceptualized in the lack of physical interactions in the pandem-
ic situation?

The structure of this research paper is as following: First, (i) the status quo for
innovation management in general and specifically in Finance Industry is reviewed.
Then, (ii) distant collaboration issues are looked at to (iii) discuss the implementation
of VakifBank Innovation Management System (V-IMS) based on evidence collected
during the action research.

2. Literature and Background

According to the OECD definition; any innovation in the company, in its organiza-
tion or in environmental relations can be an improvement in service, product or pro-
cesses, an organizational management method or a new marketing activity (Oslo
Manual, 2006, p.50). In general manner, innovation management are the decisions
about innovation and the development of innovation process (Hauschildt, 2004).

2.1 Innovation Management System (IMS) and Idea Evaluation

Systematic approach to innovation management takes several interrelated and
interacting components or factors into account, which have to be addressed in an
organization. 1SO 560002 standard and TS 16555 define this systematic approach
and provides guidance for the establishment, implementation, maintenance, and
improvement of IMS within a similar scope as per approved management system
methodologies (ISO 560002, 2019; CEN, 2013).

As shown in Figure 1, one of the main components of an IMS is the innovation
processes itself. The innovation process is usually set on a backbone of tools for
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collaboration utilizing information technology systems (Adamides and Karacapilid-
is, 2006), which also facilitate and increase the exchange of ideas through shared
workspaces (Christensen et al., 2003; Sethi et al. 2003). Accordingly, systematic in-
novation flow can be achieved by IMS in a structured manner, targeting innovation
inline with strategic perspectives of the organization (Karlsson, 2013). There, IMS
is a total approach (Ucler and Yavuz, 2019) particularly fostering collaboration and
integrating knowledge management and creativity development for new business
creation (Mandi¢, 2014). Then, distinct systems are utilized for the execution of
innovation idea development (Bose, 2003), and Group Decision Support Systems en-
able the processes of decision-making, negotiation and evaluation for the selection
of these ideas within a collaborative environment.

Figure 1: 1SO 560002 Guiding Standard for IMS. Source: (ISO, 2019)
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Based on the concept of the idea evaluation approaches, Hrastinski et al. (2010)
investigated a range of selected idea evaluation products and underlined that exist-
ing commercial systems actually use fairly simple opinion assessment methods. Gor-
ski and Heinekamp (2002) provided an illustrative example of how the indeterminate
front end of the innovation process works as part of an overall idea management
system. There are many studies like Alexandru Spatariu ve Bendixen (2004), Nisbet
(2004) and Stromer-Galley (2007), who are attempting to analyze the characteristics
of the content or discussions created by the communities in a collaborative manner.
Dodgson (1993) and Hagedoorn (2002) emphasize the importance of Inter-organ-
izational collaboration to supplement the intra-organizational collaborations. Also
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Collaborations with all stakeholders like existing suppliers and customers (Shaw,
1994), universities and research centres (Gerwin et al., 1992; Santoro, 2000; Tidd
et al., 2002), potential lead users (Von Hippel et al., 1999) and potential or existing
industry competitors (Dodgson, 1993) have all been advanced to support innovation
ecosystems of the companies.

Bdrjesson et al. (2006) indicate that in all innovation methods, there is an evalu-
ation/ idea selection task for organizing ideas as part of an IMS. Usually, stage gate
mechanisms are used by IMS systems as a best-practice (Griffin, 1997; Cooper et al.,
2000 & 2005; Ucler and Yavuz, 2019). However, according to Broring et al. (2006),
each project is at the same time unique and requires a different approach for evalua-
tion. Kurt et al. (2017) implied that there is no comprehensive but simple innovation
idea evaluation method even if organized for fuzzy logic. Gangi and Wasko (2009)
even go further and concluded that none of such methods available in practice may
have a significant impact on which ideas are implemented by organizations. As a
result, innovation management system and the idea selection within are subject to
intrinsic organizational factors and extrinsic sector constraints.

2.2. IMS in Finance

There is few academic research evident specifically with IMS applications for the
finance sector and banking. There are some scholarly works for innovation at finan-
cial institutions, which also contribute to the IMS in finance particularly by some of
their content.

Parameswar et al. (2017) described the technology innovation initiatives of In-
dustrial Credit and Investment Corporation of India Bank (ICICl) and identified the
challenges mainly as leadership, technology and impact of failed projects that the 4
P’'s of innovation by Tidd & Bessant (2013) are proposed, i.e. product, process, para-
digm as well position innovation are suggested to be applied simultaneously, which
is also in line with the strategic bucket approach of Chao and Kavadias (2008).

Arnaboldi and Rossignoli (2015) proposed a measure for financial innovation,
based on bank’s annual reports, where they focused on six innovation categories,
i.e. new (i) organizational models/ (i) structures, (iii) operating systems, (iv) informa-
tion and communication technologies (ICT), (v) delivery channels and (vi) products.
Hence, impact factors were investigated concluding that younger banks with a larg-
er market share tend to be more innovative, while such banks are more cost-effi-
cient, but less profitable as well (Arnaboldi & Rossignoli, 2015).
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Lyons et al. (2007) introduced a case study about innovation in Investment Banks,
and focused on innovation in the banks as service companies; as they did identify
the innovation as a continuous distributed process rather than discrete event, where
strategic orientation has to be kept by organization foundations and leaderships
over long periods of time.

Serinkan and Kiziloglu (2015) tried to determine a relation between innovation
management and teamwork based on Turkish Banking Sector. The data used in the
model is collected from a survey with the personnel working at the banks in Denizli
(a city in Turkey) province only. They found a significant positive relationship be-
tween innovation management and teamwork, and advice to support collaborative
organizational climate that facilitates innovation management.

Consequently, all research indicates there is a need of joint efforts across the
whole organization to assure the continuous innovation led towards strategic tar-
gets. Then, it is important to understand innovation ideas correctly especially at
initial phases of the innovation process that the potential innovation value can be
captured and even further enhanced by collaboration, which is discussed next with
respect to the new normal.

3. Distant Collaboration at Fuzzy Front End

The term fuzzy Front End (fuzzy FE) refers to the early phase at the beginning
of the ideation for the innovation. It is described fuzzy due to the uncertainties in-
volved: both, the idea as well its real life applications are not formed yet, and they
both evolve during the preliminary phases of the product development. Reid and
Brentani (2004) denotes that the FE includes all the time spent on the idea genera-
tion, enrichment and strengthening it. FE's focus is on product/ service development
and helps to result in competitive advantage according (Kim & Willemon, 2002). It
focuses mainly on identifying opportunities and analyzing context before the actual
idea management (Belliveau et all, 2004; Khurana and Rosenthal, 2002). This stage
is especially describing the formalization of the tacit knowledge in the form of ideas
of employees towards explicit innovation proposals.

Execution of coordination, management and control on technological collabo-
ration environment is a difficult concept (Becker & Dietz 2004). While the collab-
oration during ideation is a challenge itself, the new normal of the pandemic en-
vironment further complicates this situation: due to the updated work policies of
companies, physical meetings are being transformed towards virtual meetings and
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the information has to be carried over through different modes of communication.

While multinational corporations in the production sector already utilize intelli-
gent knowledge sharing with collaborative technologies (Lima & Carpinetti, 2011)
for inter organizational mutual knowledge generation (Casanueva et al., 2013), this
is particularly new to the banking environment, which has been more traditional
with an established physically collocated work culture.

Virtual collaboration, together along with collaboration, refers to the use of ICT
for supporting the collective interaction among multiple parties involved (Kock,
2000; Hossain & Wigand, 2003). There, the usage of ICT enables an interactive
virtual communication environment (Camarinha-Matos et al., 2008), which unfortu-
nately lacks on management guidance (Westphal et al., 2008) and trust (Msanijila ve
Afsarmanesh, 2008). Furthermore, the ICT infrastructure becomes a challenge itself
due to the distributed nature of the participants.

When participants are at distinct spaces, their commitment performance is re-
duced (Ale Ebrahim et al., 2009) as well. This is partly based on the reduction of
the communication channels available, i.e. the participants cannot utilize their body
language. Then, different time zones can be lived in by participants or home office
participators might have different adoptive work schedules. Hence the performance
of the virtual interaction is a spatial, configurational and a temporal function (Lock-
wood et al., 2013).

Moreover, it is common that a blended interaction involving asynchronous chan-
nels is a common approach. This can involve different communication channels such
as emails or reports. Then, while some of the members remain updated due to per-
sonal interactions, other members can remain disclosed. The quality of interaction
might be dropped to a lower bound that the outcome of the collaboration, i.e. the
ideation quality, can be reduced.

Then, the continuous circulation of the idea has to be enabled (Nonaka et al.,
2008). There, employees have to communicate with each other several times to
internalize the information and yet to generate new ideas based on it. This requires
the appropriate environment corresponding to the Ba of Nonaka et al. (2008),
which can be achieved by virtual means, where the shared context for knowledge
generation can lead towards innovation (Ucler & Kristensen, 2016).

All in one, challenges and thus requirements in distant collaboration at Fuzzy FE
within the innovation process can be summarized as below:
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- sustainability of virtual collaboration with a suitable environment for continuous
remote collaboration

- optimal use of ICT supporting geographically dispersed work groups with web
based video conferencing with instantaneous feedbacks

- commitment of team members within an open communication without any
prejudices

- collective information growth for the transformation of tacit into explicit knowl-
edge

- virtual work culture building trustworthy relationships among the actors

Based on these requirements an innovation management model is conceptual-
ized, which allows delocated collaboration under the ‘New Normal’ conditions of
Banking.

4. V-IMS

V-IMS is the innovation management system of VakifBank and managed by ‘R&D
and Innovation Directorate. The fundamental goal of V-IMS is to collect as many
innovative project ideas as possible which are subsequently evaluated and selected
carefully. Expected benefits from V-IMS can be summarized as below:

Making improvements in business or resolving recurring problems with creative
solutions

With new processes and procedures, increasing the productivity
Increasing effectivity by applying new ways of making business
Increasing the quality and showecase it with business values
Gaining advantage in competition by releasing innovative projects

Helping out with motivation in employees and thus in performance as a conse-
quence

In idea management there are couple of key factors that V-IMS also focuses on
to accelerate; collaboration, idea enrichment, fuzzy front end considerations, evalu-
ation criteria along with the process and the business model for the evaluated ideas.
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4.1 V-IMS Method

Method applied in V-IMS in general is the action research method. Action re-
search is a method of enquiry partly by incorporating the subjects into their research
as powerful collaborators (Brem and Voit, 2007). It refers to the research where
researchers are actively involved on the matter of concern (Eden & Huxham, 1996).
Consequently, action research always involves a team that includes researchers and
subjects as co-participants in the enquiry and change experiences. It is situation
based and context specific (Ucler and Yavuz, 2019). In this method action brings un-
derstanding and according to this understanding, collaborative change experiments
are involved leading towards knowledge being formed on them.

On V-IMS side, innovation experts are both the researchers and actioners. They
implement the innovation process, execute it, and according to their findings, V-IMS
is being altered in order to improve the innovation effect in the organization. There
are KPI s collected by the system to measure the effects. Sometimes, the effects
were also being measured by performing surveys or feedbacks. Then, unstructured
interviews with the participants of the ideation processes were made together along
with observations to isolate also the satisfaction, commitment levels, preferences
of the employees interacting with the outcome of the implementation of V-IMS.
Consequently, hybrid data was used to evaluate the outputs of the system that
improvement actions were taken into account for the further development of the
system as well.

The time frame for this data is limited due to practicality issues: Only studies
carried out within the VakifBank R&D and Innovation team between 2019-2020
were examined, since the past information is imperfect. Moreover, this work neces-
sitated with the Covid outbreak, urging a disruptive switch from the old fashioned
office work to the new virtual arrangement. However, since there was no virtuality
involved in the past time, the isolated observation within this limited context is also
considered to be acceptable for the generality. To gather continuous information
over time, at least weekly meetings were held with the dedicated team. Then, idea
evaluation meetings were organized once a month, and R&D Board Meetings were
held with the associated managers of VakifBank. Within those meetings, Brainstorm-
ing and Delphi methods were used for proposing and further developing system
changes. VakifBank was considered to be a good case for this research, because be-
ing one of the largest banks in Turkey, it is showing up a wide spread across Turkey
and having traditionalist banking origins together along with the commitment to
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innovate, the transformation is particularly of interest. There, the existing innovation
organization of VakifBank also delivered the required environment to interact, the
tools and the freedom to operate that the selection of this case was solidified from
pragmatic perspective as well.

4.2 VakifBank Innovation Management System (V-IMS)
4.2.1 Idea Funnel

V-IMS utilizes the Stage-Gate Model of Cooper (1990) as a basis for ideation.
There, sole innovation ideas with limited application information are collected
among the stakeholders, which are then further detailed after a first elimination.
The structure of the idea funnel used in V-IMS is shown in Figure 2.

Figure 2: The Idea Funnel in V-IMS. Source: own conceptualization based on (Coop-
er 1990)
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There are different stakeholders in the idea tunnel which can be grouped into
two category: outer and inner resources. Outer resources include universities, re-
searcher organizations, fintech/startups and counselors whereas inner resources
include corporate strategy, business units, IT units and information security. It is ac-
tually can be any stakeholder - whether not specified here - which has an interaction
with the company and has an idea that is relevant.

On the left side, the ideas are trying to be strengthen by using different methods

like design thinking workshops, user experience (UX) or customer experience (CX)
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designs. In the middle, main stage gates are shown and on the right side the key
stakeholders are specified. In the evaluation phase, there are two different commit-
tees that evaluate the ideas by voting and ordering them. In the feasibility phase
architects also involved in the project and best architecture and design is trying to
be specified. And in pre-usage experience phase CX design is either demonstrated
to the business units or POC work is completed with them within the product de-
velopment cycle. In all steps, the idea is to gain strength with collaboration and the
effects of it is to have a broader perspective as different parties are involved in the
journey of the idea.

4.2.2 Idea Evaluation Criteria and Weights

One of the important steps in IMS is the evaluation of project ideas and so
setting up the correct criteria set for your company according to your goals and
strategy. Major decisions have to be made in order to specify the criteria set as well
as the weights of each criteria as that can change the project scores, orders and so
the winners. V-IMS have adopted evaluation criteria at decision gates to offer the
decision makers' sufficient knowledge of the alternative ideas and concepts, and to
promote choices that would result in the best possible business benefit.

In the implementation phase of V-IMS, evaluation criteria are associated with
innovation performance in the front end of innovation and criteria set built up with
some academic research, with the insights of research companies (such as Gartner,
Forrester) and with executive level preference. The weights of the criteria are de-
termined by applying one of the most common method of multi-criteria decision
making, Analytic Hierarchy Process (AHP) of Saaty (1990). Since AHP in conjunction
with ideation is widely studied in the literature (Ucler, 2018), it will not be detailed
in this paper.

Main criteria set and its properties are described in Table 1, below.
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Table 1: Criteria Set and Weights

Criteria Score

Definition

Weight

Align with company strategy | Yes or No

Itis an 0 or 1 gate whether you can drop to idea
if it is not aligned with the company strategy
or not.

(0.1)

Return investment time 1to5

Estimated turnover value/time for the project.
It is a minimization criteria as shorter turnovers
are preferred.

%10

Resource Requirement (Cost) | 1to 5

Estimated cost of resource (resource by
means of people, technology, knowhow or
any resource required for the project). it is a
minimization criteria as lower resources are
preferred.

%10

Execution Risk 1t05

Execution risk of the project, whether it has
dependence to a outsource factor or effecting
the whole organization, a specific group,
department or so. It is a minimization criteria as
lower risk is preferred.

%10

Benefit for the Bank 1t05

Any benefit for the bank, decrease of costs,
increase of incomes etc. It is a maximization
criteria as higher benefit is preferred.

%15

Benefit for the Customer 1t05

Any benefit for the customer, increase in
customer pleasure, new customer potential
or increase in customer loyalty etc. Itis a
maximization criteria as higher benefit is
preferred.

%30

Impact to the Risk Items 1t05

Any impact to lower the current risks of the
bank. Such as decreasing a regulation risk, an
operational risk, financial or a reputational risk.
It is a maximization criteria as higher impact to
decrease the risk is preferred.

%10

R&D score 1to5

R&D potential of the project to help the KPI's
of R&D Center of the bank.

%15

* Source: (VakifBank, 2020)

4.2.3 Expert Views and MCDM (Multi Criteria Decision Making)

The preliminary assessment of the ideas is done by the innovation experts ac-
cording to above criteria set. The innovation experts are also the action researchers
as highlighted before and they have different backgrounds either from technology

and finance domains.

The preliminary assessment is performed by applying the Multi Criteria Decision
Making (MCDM) methods such as Weighted Sum Model, WSM, or Weighted Prod-
uct Model, WPM) after each expert is evaluating a specific idea according to his/
her judgements. The MCDM methods help to deal with the fuzzy front end of the
ideas and making a collaborative multi criteria, multi expert judgement in order to

find the best matches.
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4.2.4 Stage Gates and Innovation Committees

Expert views are actually the first stage gate and helps to decrease the number
of project ideas that will go on with the IMS life cycle. There is a threshold value de-
fined which eliminates the ideas if their score cannot pass the threshold. The project
ideas are in PROPOSED status before they are presented to any committees.

There are two main committees and thus two other stage gates in V-IMS infra-
structure.

1- Innovation Execution Committee:

The idea owners represent their ideas with a predefined project proposal form
(namely POF) and the committee members are is responsible of evaluation of the
projects. Committee members are selected from different departments and are in
the manager position mainly.

The committee can decide either in 3 ways. They can ask for a POC work if there
are some points which are not clear, includes a new technology that is not applied
even before in the company or there are some concerns for the applicability of the
idea in general. If that happens, idea status will be POC state.

If committee is ok with the idea and wants to go on with next level, then status
will be EVALUATED. If the idea cannot pass the evaluation step, it will be moved to
DROP status. Of course, this may happen in any of the stage gates during evalua-
tion.

2- Innovation Management Committee:

This is the executive level of the innovation and official approval of the pre-eval-
uated ideas are given by this committee.

If the committee approves the idea, it means they are sponsoring the project so
banks' ongoing project process needs to be started by opening up the official de-
mand for the project. The idea then will move to DEMAND status and it will be start-
ed to be tracked as an Official Project. Innovation projects has higher importance
than regular ones and are executed in a separate queue than others. The overall
lifecycle of an innovation idea is illustrated as below with stage gates, in Figure 3.
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Figure 3: The Stage Gates in V-IMS. Source: own creation based on (Cooper, 1990)
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4.3. V-IMS Improvements - Fuzzy Front End, Delocated Collabora-
tion and the new Normal

As similar to many industries, because of the pandemic effect, working model
of the bank is moved to home office as much as possible. So physical meetings of
innovation process are transformed towards virtual meetings with optimal use of
ICT supporting geographically dispersed work groups with web based video confer-
encing. ICT is the key in sustainability of virtual collaboration with a suitable environ-
ment for continuous remote collaboration.

Video conferencing helps to prevent some of the members of the committee
members remain disclosed as even it is possible to carry out the information over
through different channels (such as email or reports), video conferencing let any
party to be updated with the latest info and situation. Disclosure may partly be
based on the reduction of the communication channels available, i.e. the partic-
ipants cannot utilize their body language. Video conferencing helps to facilitate
limited face to face interactions and to provide instantaneous feedbacks. Thus, im-
proving the quality of the collective interaction helps to sustain the ideation quality.

Also, shorter and focused conferencing sessions are trying to be arranged to
increase the commitment performance of the participants. The focus is kept on
collective information growth for the transformation of tacit into explicit knowledge
in a shorter period. That requires commitment of participants within an open and
direct communication without any prejudices and building the virtual work culture
trustworthy relationships among the parties.
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V-IMS is built on the pre-acceptance of the fact that both the idea as well as its
real life applications are not formed yet, and they both evolve during the preliminary
phases of the idea and product development. During the expert views — the very
first stage gate — feasibility actions are taken to improve the idea content, to deter-
mine its business model and to reduce the uncertainties in the content of idea. Idea
owners find opportunity to work closely with the innovation experts, as they are
their mentors, and form up the idea into a structured way and built up the project
proposal forms (namely POF).

POFs provide the intelligent knowledge sharing with collaborative information.
During the pandemic, based on the action research method, there are some im-
provements made in forms in a way that focus more on the critical data instead of
drowning in the details (transition from POF 1.0 to POF 2.0). For the idea owners,
that allows to describe the idea in a more basic, shorter and effective way which
needs to become a real expert on the idea as it is always harder to describe it simply.
Also for the stakeholders that helps to focus on a shorter periods during the virtual
collaboration and concentrate more on the actual points.

Evaluation is another challenge as there are difficulties in fully understanding the
idea owner, different approaches/backgrounds of the evaluators, uncertainties in
the content of the idea, missing or weak data and such. To face the challenge, the
weights of the criteria’s and the preliminary assessment is performed by applying
the MCDM methods to help to deal with the fuzzy front end of the ideas and mak-
ing a collaborative multi criteria, multi expert judgement in order to find the best
matches.

The newest initiative is to alter V-IMS to function more as an open innovation
platform. Open innovation actions started up with the meetup sessions which are
now held online because of the pandemic. With meetup sessions, people from out-
side world are invited to have some short speeches to the organization. That allows
different speakers to share their knowledge, experience or lessons learned through
short talks and presentations with the goal of informing, educating, motivating or
inspiring the employees and help to support innovative culture. Design thinking
workshops are also being held to help them the increase their awareness and find
a way of innovative thinking.

Demoday’s with Fintech companies are arranged to show employees what kind
of features are being presented to the financial market by Fintechs. That allows
them to learn the latest improvements and help to understand what kind of coop-
eration’s are potential with them.
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Similarly, as an open innovation action, hackathons are started especially with
the focus of collecting ideas from younger generations. It is also held as an online
event and selected ideas are widely announced and rewarded by the bank.

And the latest initiative is to alter V-IMS in a way that allow some social interac-
tions. That will allow wide range of other people to see the idea and to show their
reactions such as liking the idea, or commenting in the idea. That will help to collect
ideas from social media directly as well as help evaluators to see the direct reactions
instantly from outside world and help to decrease the fuzziness.

4.4. Results and Discussion

There are couple of benefits observed after the improvements. First of all, the
committee sessions began to start just on time in an agile manner without having
much delays while waiting for all members to join. Delays occurred from waiting
all attendees to be physically in the meetings have been eliminated. Consequently,
a suitable environment was provided for concurrency by means of virtual tools de-
livering the Ba of Nonaka et al. (2008), which is capable to integrate geographical
spread of the work force.

Then, the ideas are presented in shorter times with POF’s being improved in POF
2.0 version, which is by far much simpler and easier to fill in. For the idea owners,
they describe their ideas in a simplistic view focusing on the added value. This ena-
bles a shorter and effective way for communication and the lean formulation eases
the interaction of the stakeholders. It is also observed that evaluation process takes
shorter time and voting becomes smoother. Furthermore, transformation towards
explicit knowledge is enhanced by the new POF, since it simply increased team effi-
ciency that more time can be spend on collective development of ideas.

Committee members have the ability to evaluate the ideas with online tools
which helps them to provide free judgements for independent voting. On the one
hand, this helps to decrease the effect of peer pressure. Online voting also provides
ability to the stakeholders to vote later for the ones who couldn’t attend the ses-
sions. On the other hand, this provides a transparent structure contributing to the
trust environment further increasing the open communication between stakehold-
ers.

For the idea owners, who could not attend the meetings physically, online ses-
sions helped to extend the participant profiles. Meaning that, employees from
different branches or cities started to present their ideas smoothly in the online
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sessions. Earlier, innovation experts were their first contacts, who get the idea de-
tails and make their presentations on behalf of the idea owners. In this new form,
idea owners find the opportunity to work closely with the innovation experts, as
their mentors, and form up their ideas into a more structured way, which they can
present in their own pitch sessions. This participation delivers a high perception of
ownership for both ends; the committee members can see the commitment behind
the ideas and the idea owners are included in the process that their organizational
citizenship is accentuated. In addition, idea owners have also been motivated by
having the chance of interacting with the upper management, which was observed
during the interviews with the participants contributing to the innovation process.
That also decreases the fuzziness of the overall process and evaluators have chance
to ask to the idea owners, by getting in touch directly.

As a result, the sessions are held in more participative environment, encouraging
people and letting feedbacks directly. The process itself is accelerated and both the
number of sessions and ideas presented in the sessions have increased significantly,
where the tacit knowledge was captured and transformed into explicit knowledge
on the move.

More importantly, the culture of innovation has been created from scratch and
its effects are increasing in the bank. This transformation is realizable in the outside
world as well and being supported with different activities, as summarized in Table
2, below.

Table 2: Innovation Activities

Innovation Action 2019-2020

20 meetup sessions, more than 2000 participants,

Meetups different topi;s (such as.Open Banking, RPA, PSDZ_, Big
Data, CX Design, Attention Economy or Personal Finance
Management)

Design Thinking Workshops 7 design thinking workshops, over 160 participants

Demo Days 54 Fintechs, held their pitch sessions

Ideation More than 250 ideas (evaluated in the process)

POCs More than 15. POC projects, .
(completed with successful results and go to production)

* Results based on measurements made by VakifBank R&D and Innovation Management Team subject to full coverage

within Turkey.
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VakifBank has become the first public bank in Turkey that organizes a hackathon.
In first year, teams applied from 71 different universities, and 120 project ideas are
submitted to the system. The second ‘Hack to the Future’ event has finished recent-
ly on March 19-21, 2021. ‘Best Minimum Viable Product’, ‘Best Social Enterprise’,
‘Most Innovative Technological Solution’, ‘Best User Experience Design’ and “Most
Global Solution” categories met with their owners and awarded.

The projects implemented as a result of V-IMS innovation ideas has started to be
evaluated in different competitions. The bank has received awards from different
competitions such as:

- PSM Awards 2020: Dijital Transformation, Innovative Customer Interaction &
Experience Categories

- IDC Awards 2020: Omni Experience Innovator and Stevie Mena (Middle East
North Africa) Awards 2020, Innovation in Technology Development, Gold Awards
and

- IDC CIO Awards : Special Award recently.

These results are shared with employees by publishing innovation bulletins year-
ly. Also employees are being awarded by the company with incentive regulation of
the bank itself.

The added value of this new methodology is also looked at. Since, the pandemic
was a disruptive event without a transition phase, there were no metrics to compare
with historic data, i.e. the method applied created a new way of working which
was not possible before. Furthermore, this new approach is expected to change the
way of working and thus to impact heavily in the future. Consequently, there is an
analogy to IT innovation, which cannot be measured directly with traditional meas-
uring techniques (Granta, et al., 2013) as well. This means that the added value can
be measured only qualitatively. There, a qualitative assessment leaned on Porter’s
(1998) value chain analysis is utilized with the focus on support activities, which
the V-IMS is embodying as well: First of all, V-IMS has provided an infrastructure
enabling the ideation and the selection of evolved ideas at the front end. This was
not possible on virtual basis before the pandemic at all. Then, it contributed via the
virtual collaboration aspects embedded to the interaction of employees, which add-
ed to the human resources management. This was also totally new to the organiza-
tion, because pre pandemic work culture was based on physical presence. The new
virtual meetings with simple representation of ideas accelerated the process of the
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ideas. Consequently, agile new technology development was enabled leveraging a
high number of innovation projects. All in one, all support activities of Porter (1998)
except procurement were enhanced delivering a solid added value. This aspect is
expected to be included within future work when the open innovation chapter is
implemented as well, which is an ongoing work.

5. Conclusion

The work landscape is disrupted by the new normal set by the COVID-19 out-
break. Companies became flexible with regard to physical workspaces. This resulted
in many issues related to the collaboration based processes. Particularly innovation
management was impacted due to its nature build on collaboration and fuzzy con-
tent.

There, the way of its execution is radically changed towards virtual. However,
there are many effects of virtual collaboration required by delocation especially due
to the fuzziness and collective information generation. As a result, V-IMS is exem-
plified as an ongoing actual innovation management model, which is suitable to
be used in the new normal. It consists of real life system experience discussed here
successfully based on the action research method.

Although pandemic effects expected to be in shorter terms, it generated a rad-
ical shift of the mindset that many changes introduced in the way of business can
become permanent. Consequently, banking environment, which is known to be
traditional with an established physically collocated work culture can transform ade-
quately to suit the new normal. The real life outputs are provided to show how tra-
ditional banking environment is transforming to an open innovation platform. Also
the supporting actions of this innovation transformation is provided in the Results
section with numerical metrics in order to share the real outputs. So, the proposed
model of this paper has a managerial impact, and it is contributing to the literature
by introducing a real life innovation management model with its all components
(including the stage gates, the evaluation criteria sets) and discussion of the virtual
collaboration within the fuzzy front end of the ideation process is provided to help
the describe the COVID 19 effect.

This paper is based on action research in banking and future research can be
done by including further financial institutions or other domains. However, the gen-
erality is assumed to be provided due to the special consideration that large banks
have similar patterns due to the high regulations. Further research can be done by

S. Demirel, S. E. Yabas, C. Ugler, S. Sener, M. R. Zafer, “Idea Evaluation in Innovation Management for the New Normal in Banking:
A Case Study in Vakifbank”, Journal of BRSA Banking and Financial Markets, 15, (1), 2021, 1-26

19



20

using online automated tools or software that has its own scoring which encour-
ages and having auto reminders for idea evaluators. Also collecting community re-
sponses (likes, dislikes or comments) in an open innovation environment would also
be useful for the idea evaluation. Innovation metrics can be compared yearly, after
the pandemic resolved, in further researches as well.
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