
intentional culture 
innovation

how to activate an

of
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culture?
what shapes
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but actually...you may think culture is...
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A toxic corporate culture is by 
far the strongest predictor of 
industry-adjusted attrition. 
Toxic corporate culture is 10x more 
important than compensation in 
predicting turnover.

– MIT Sloan Management Review

Disengaged employees are 
nearly 20% less productive 
than their engaged counterparts.

– Gallupculture
misunderstood

to chance...

when workplace

or left

is
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culture
understood

created
intentionally
properly

is

and

when workplace
A strong culture increases net income 
by 765% over 10 years according to a 
Harvard study of more than 200 companies.

– Culture Code, Daniel Coyle

Over a period of seven years, 
companies with more engaged 
workers grew revenue 2.5x 
more than companies with less 
engaged workers.

– Bain & Company



activate the most 
powerful driver

organizationalof

success

Innate human potential is 
expansive, yet it’s a largely 
untapped resource within 
organizations. The conduit 
to this resource is a positive 
work culture, which enables 
people to flourish and do 
their best work.
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from knowing
to

a r t i c u l a t e d 
v a l u e s

d e m o n s t r a t e d 
a c t i o n s

KNOWING DOING 

doing

It takes more than just 
communication to build 
a constructive culture.
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culture
is a

Culture is dynamic and is 
influenced by every aspect 
of an organization.

living 
system

DOING KNOWING 

team

organization

individual

norm
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so
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	    work 

indicator

the

Bridging the “knowing” to 
“doing” gap and creating 
a synergized cultural 
feedback loop requires 
that a critical mass of 
organizational components 
reinforce the desired culture.

DOING KNOWING demonstrated actionsarticulated values

possible 
cultural 

trajectories

reinforced

derailed

      
culture norm

s

re
so

ur
ce

s
st

ru
ct

ur
es

regulators
work

flo
ws

team

organization

individual

narra t ives  and symbols

targets  and per formance

behavio
rs

 a
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tu
a ls
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o

rm
s 

a
nd
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a

p
it

a
l

p ro
cess

es  a
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representations

organizational 
components

g
o
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using culture to solve common

challenges

turnover

mergers or spin-offs

restructuring

struggling workforce rebranding or defining values

in-office attendance

talent retention
engagement

RTO

hybrid experience

silos

productivity

change
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??? INNOVATION

how do we
 create a    
   culture 
innovation?

of

possible 
cultural 

trajectories

reinforced

derailed

norm
s

re
so

ur
ce

s
st

ru
ct

ur
es

regulators
work

flo
ws

team

organization

individual
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creativity and 
innovation

conditions for
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Each enabling 
condition has a 
parallel disabling 
condition that 
shows the pitfalls 
of slipping into 
business-as-usual 
priorities and practices. 

shame

passivity

apathy

fear

boredom

doubt

conditions prioritize organizational needs

CONFORMITY

CONTROL

UTILITY

CERTAINTY

STABILITY

CONTINUITY

disabling

feedback loop

internalized
sentiment

conditions prioritize innate human needs

belonging

empowerment

empathy

optimism

courage

resilience

AUTHENTICITY

AUTONOMY

CURIOSITY

IMAGINATION

THRILL

HOPE

VS

VS

VS

VS

VS

VS

enabling

feedback loop
condition
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belonging

AUTHENTICITY

empowerment

AUTONOMY

empathy

CURIOSITY

optimism

IMAGINATION

courage

THRILL

resilience

HOPE

enabling conditions
for creativity and innovation 
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frameworkdiagnostic

components cultureof

organizational
        the

innovationfor

conditions
        the
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representations

belonging

empowerment

empathy

optimism

courage

resilience

AUTHENTICITY

AUTONOMY

CURIOSITY

IMAGINATION

THRILL

HOPE

16

EN
D

 U
SE

R
 C

O
U

N
C

IL
©

 G
EN

SL
ER

 2
02

4



C
O

M
PO

N
EN

TS
 O

F 
C

U
LT

U
RE

AUTONOMY THRILLIMAGINATIONCURIOSITYAUTHENTICITY HOPE

Together, both combine to outline a diagnostic framework to assess and evaluate cultures of innovation.

How do your 
representations enable 

authenticity?

How do your structures 
enable authenticity?

How do your norms 
enable authenticity?

How do your regulators 
enable authenticity?

How do your resources 
enable authenticity?

How do your workflows 
enable authenticity?

How do your 
representations enable 

autonomy?

How do your structures 
enable autonomy?

How do your norms 
enable autonomy?

How do your regulators 
enable autonomy?

How do your resources 
enable autonomy?

How do your workflows 
enable autonomy?

How do your 
representations enable 

curiosity?

How do your structures 
enable curiosity?

How do your norms 
 enable curiosity?

How do your regulators 
 enable curiosity?

How do your resources 
 enable curiosity?

How do your workflows 
 enable curiosity?

How do your 
representations enable 

imagination?

How do your structures 
enable imagination?

How do your norms 
enable imagination?

How do your regulators 
enable imagination?

How do your resources 
enable imagination?

How do your workflows 
enable imagination?

How do your 
representations enable 

thrill?

How do your structures 
enable thrill?

How do your norms 
enable thrill?

How do your regulators 
enable thrill?

How do your resources 
enable thrill?

How do your workflows 
enable thrill?

How do your 
representations enable 

hope?

How do your structures 
enable hope?

How do your norms 
enable hope?

How do your regulators 
enable hope?

How do your resources 
enable hope?

How do your workflows 
enable hope?

CONDITIONS OF INNOVATION

representations

structures

regulators

norms

resources

workflows

17 END USER COUNCIL© GENSLER 2024



Research 
methods 16

subject matter expert 
interviews from 
industry stakeholders

2,700
respondents from 
two national 
panel-based surveys

281
employees 
representing two  
large organizations

150
secondary sources including 
academic literature, business 
books, and online media.

Methodology: This study is based on data from 2,700 U.S. adults collected in two separate surveys in 2021.  
The survey was conducted online via anonymous, panel-based survey platforms. Respondents were distributed across different industries, tenures, and roles.

Less than a year
7%

 

What is 
your role?

What industry 
do you 

work in?

How long 
have you been 

employed?

18%
Admin

16%
Executive 
Leadership 

8%
Government/
Defense

5%
Management 
Advisory 15%

Healthcare

10%
20+ years

15%
1-2 years

19%
3-4 years

20%
5-7 years

12%
8-10 years

17%
11-20 years

13%
Education

12%
Financial 
Services

10%
Technology

9%
Consumer 
Goods

9%
Industrial

28%
Manager 

38%
Professional & 
Technical Staff 



findings
the
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There are disconnects between 
senior leadership and staff  

about supporting innovation.

three
findings

Direct investment in 
innovation drives 

desired results.

Cultures of innovation  
are associated with high  

engagement and commitment.

1 32

key

20 END USER COUNCIL© GENSLER 2024
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there
disconnects
between senior

leadership

are

staff about
and

innovation
supporting

1
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Le
ve

l o
f a

gr
ee

m
en

t

65% 47% 37% 32%

Executives may believe  
their organizations  
incentivize risk-taking; 
however the majority 
of staff do not feel 
empowered to venture 
into new territories  
and take chances.

leadership
disconnect

Our company incentivizes risk-taking.

EXECUTIVE 
LEADERSHIP

DIRECTORS/ 
MANAGERS

PROFESSIONAL/
TECHNICAL STAFF

SUPPORT 
STAFF

Connected Disconnected

1
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cultures of
innovation

with high

commitment
engagement &

associatedare

2



engagement commitment
*Engagement includes feelings of happiness while working, feeling energized and 
absorbed in the work, and a willingness to exceed expectations.

action

My company actively 
invests capital in new ideas, 

strategies, or products.

New ideas are  
often implemented.

experimentation

I am empowered to  
experiment with new ideas.

I can spend part of my work 
time exploring new ideas 

and initiatives.

Le
ve

l o
f 

ag
re

em
en

t

Le
ve

l o
f 

ag
re

em
en

t

LEAST 
engaged

MOST 
engaged

35% 92%

30% 92% 36% 92%

91%35%

resources

We have the resources 
to enable fun 
experiences.

We have access to resources 
to explore new concepts.

49% 92%

48% 92%

individuality

I am able to express my 
individuality through 

personal style.

My achievements are 
acknowledged and celebrated.

54% 93%

49% 95%

LEAST 
committed

MOST 
committed

*Organizational commitment reflects retention, likelihood to recommend  
 one's company, and feeling proud to work for the company.

2
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3

drives

results
desired

direct
investment

innovation
in



Companies that 
provide concrete 
resources and  
roles are considered 
significantly more 
innovative.

3

Our organization has 
specific roles or teams that 

focus on new ideas.

48%

84%

We have the tools and 
resources to enable fun 

experiences.

31%

75%

Le
ve

l o
f a

gr
ee

m
en

t

We have access to 
resources to explore 

new concepts.

35%

84%

Rates company as innovative

Rates as NOT innovative
Companies with a 
Chief Innovation Officer 
(CINO) are more likely to 
have stronger cultures.

direct
investment
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do about it?
so what do we
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There are disconnects between 
senior leadership and staff  

about supporting innovation.

Direct investment in 
innovation drives 

desired results.

Cultures of innovation  
are associated with high  

engagement and commitment.

increasing 
impact

scaling 
innovation

case story case story
enabling  

risk-taking

case story 1 2 3

28 END USER COUNCIL© GENSLER 2024



There are disconnects between 
senior leadership and staff  

about supporting innovation.

enabling  
risk-taking

case story 1

Favorite 
Failures 
Podcast

Safety Net 
to Swing for 
the Fences

Innovation 
Sponsor 

Matching
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increasing 
impact

case story 2

Cultures of innovation  
are associated with high  

engagement and commitment.

You Did It! 
Kit

New 
Ventures 

Challenge
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scaling 
innovation

case story 3

Direct investment in  
innovation drives  

desired results.

GARAGE MISSION

1

2

3

4

5

Home Team

TO-DO J  F  M  A  M  J  J  A  S  O  N  D 

Garage Gantt Chart

$

Go/No-Go

J&J  
Transformation

G
A

R
A

G
E

Configurator

Enterprise Ecosystem

$

Ideas

Shared 
methods 
& tools

Hackathon

IN OUT

CORE TEAMSPONSOR(S)

ROLE-BASED  MODEL

PARTICIPANTS

JUDGES
PHOTO BOOTH

PRE-HACKATHON POST-HACKATHONHACKATHON

COMMUNICATIONS 
TEAM

Manages all external 
communications and  

hacker invitations

LOGISTICS & 
EXECUTION TEAM
Organizes venue, food & 

beverage, supply needs and  
sets up the venue day of

POST-HACKATHON 
TEAM

Prepares the post-event 
implementation plan with Sponsor & 

champions ideas into development

SMEs
Provides expertise & 

knowledge to Hackers day 
of Hackathon event

PROBLEM STATEMENT & 
IDEA CATEGORIES TEAM

Develops problem 
statement & compiles 

research materials

SPONSOR
Identifies problem & 

 funds Hackathon and  
post-idea implementation

CORE TEAM 
LEADER

Leads Core Team in 
planning & execution 
of Hackathon event

HACKERS
Brainstorms and develops 

ideas to the problem during 
the Hackathon event

GLOBAL 
COORDINATION

Organizes global participation & 
prepares remote-based teams with 

technology and tools for participation

EXPERIENCE 
TEAM

Creates the unique Hackathon 
experiences and supplies event 

collateral and prizes

SME 
TEAM

Identifies and prepares Subject 
Matter Experts (SMEs) for 

Hackathon event 

FACILITATION 
TEAM

Identifies and prepares 
Hackathon facilitators & 

provides best practices

JUDGES
Evaluates and selects winning 

ideas based on the Design-Thinking 
trifecta of innovation

IDENTIFY THE 
BUSINESS PROBLEM

Co-develop the problem 
statement or idea category  

with the Sponsor

Identify Business Problem

Select Core Team

Date & Venue

Sponsor Confirmation

Invite SMEs

Invite Hackers

Initiate Post-Hack Plan

Order Food & Supplies

8 weeks
8 weeks
7 weeks
6 weeks
6 weeks
4 weeks
4 weeks
2 weeks

SELECT CORE TEAM
Identify and select a team 
of individuals to lead each 

planning aspect of the 
Hackathon event

SELECT  
DATE & VENUE

Choose a midweek date to host 
the Hackathon and a location 

which meets size needs

SPONSOR(S)
CONFIRMATION

Receive final “Go” or “No Go” 
from Sponsor(s) 5 weeks prior 

to Hackathon event
INVITE

SMEs
Identify key Subject Matter 
Experts, invite them to the 

Hackathon, and collect research

INVITE
HACKER TEAMS

Recruit a pool of J&J employees 
that represent a diversity of 

functions, experience, and roles

INITIATE
POST-HACK PLAN

Co-create the Post-Hackathon 
idea implementation plan and 

secure funding source

ORDER 
FOOD & SUPPLIES
Finalize food and beverage, 

swag, and prototyping supplies 
order and procurement

STORYBOARD

PROBLEM
  D

E
SC

R
IP

T
IO

N

PI TC H  DEVELO
P

M
E

N
T

PITCH CLARIFY
AMPLIFY

ENHANCE 
IDEA

BEST SHOTS

JUDGING CRITERIA

WINNING  TEAM

Design 
Innovation

Feasibility
(technology)

Viability
(business)

Desirability 
(human values)

IDEATE

PROTOTYPE EXPERIMENT & ITERATE

IDENTIFY 
IDEA TEAM

EXIT

GARAGE

SPONSOR  
SHAREOUT

J&J INNOVATION GARAGE

DIAGNOSTIC

INDUCTION

PLANNING CO-CREATE

CO-DEVELOP VALIDATE

Innovation Factory 
Principles & Philosophy

BUILD
MEASURE
LEARN

BUILD
MEASURE
LEARN

PITCH ROADMAP

INDUCTION 
PROCESS
1. Coalition ID
2. Shared Vision Workshop
3. Path Forward 
4. Incorporate Recruitment
5. Location & Plan 
6. Accelerator Launch

BUILD
MEASURE 

LEARN

DIVERGE CONVERGE

IN
C

U
B

A
TO

R

Wicked 
Problems

Industry 
Transformation

DISCOVER EMPATHIZE DEFINE IDEATE VALIDATE PROTOTYPE TEST

Innovation 
Experience 

Design
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the key to a
culture of

innovation is

intention
32
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challenges

intentional

what cultural
do you want to be more 

about addressing?
33
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Lis_Russo@gensler.com

let’s build culture
together
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