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Abstract:
							                           
This article's main objective is to understand how the commitment of the teams influences in the innovation capacity in Traditional Business (TB) and Social Impact Businesses (SIB). A qualitative-descriptive research was conducted on the basis of a multiple-case study. Data was gathered from semi-structured interviews (14) and document surveys. Subsequently, a framework was proposed showing the connotation of R&D&I teams commitment towards mobilization of resources to boost innovation capacity, highlighting also the differences and similarities between TB and SIB. Another important contribution of this article is the evidence of affective commitment as the main stimulus aspect in the innovation capacity of the Research, Development and Innovation teams.
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Resumen:
						                           
El objetivo principal de este artículo es comprender cómo influye el compromiso de los equipos en la capacidad de innovación en las empresas tradicionales y las empresas de impacto social. Se realizó una investigación cualitativa-descriptiva sobre la base de un estudio de casos múltiples. Los datos se obtuvieron de entrevistas semiestructuradas (14) y encuestas de documentos. Posteriormente, se propuso un marco que muestra la connotación del compromiso de los equipos de Investigación, Desarrollo e Innovación hacia la movilización de recursos para impulsar la capacidad de innovación, destacando también las diferencias y similitudes entre las empresas tradicionales y las empresas de impacto social. Otra contribución importante de este artículo es la evidencia del compromiso afectivo como el principal aspecto de estímulo en la capacidad de innovación de los equipos de Investigación, Desarrollo e Innovación.
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Introduction


Understanding the commitment of Research, Development and Innovation (R&D&I) teams constitutes a relevant social phenomenon in the theoretical and practical field of business, given that this understanding can contribute to the mobilization of pro-innovation resources, thus enhancing the innovative capacity of organizations (Donate, Peña, & Sanchez De Pablo, 2016; Popa, Soto-Acosta, & Martinez-Conesa, 2017). In addition, studies on this phenomenon may indicate possible nuances, considering the scope of Traditional Business (TB) and Social Impact Businesses (SIB).

For the purpose of operationalizing this research, we consider TB, the for-profit organization, which generates technological innovations for the market and aims to obtain financial results superior to those of the competition (SEBRAE, 2014; Defourny, 2014). We understand, in turn as SIB, the non-profit organization which, in addition to the social mission, also carries out production and/or commercialization of goods or services to generate income (SEBRAE, 2014; Defourny, 2014; Rao-Nicholson, Vorley, & Khan, 2017).

We emphasize that TB and SIB may retain potential similarities and distinctions regarding innovation capacity, that is, in the human resources, physical, technological and financial mobilization skills set, in order to generate innovations (Saunila & Ukko, 2012). In this sense, the teams that are involved in this mobilization of resources, specifically those that work in R&D&I, assume distinctive relevance. Still as an operationalization of this research, we consider “team” the group of professionals who carry out R&D&I activities in support of the business mission.

Therefore, the main assumption of this research is that the innovation capacity and commitment of the R&D&I teams are elements that may be relevant in the differentiation of TB and SIB (Cajaiba-Santana, 2014; Itelvino, Costa, Gohn, & Ramacciotti, 2018; Saunila, Pekkola, & Ukko, 2014), because they can contribute to the generation of technological innovation. From this premise, the central objective in this work is to understand how the commitment of the teams influences the capacity of innovation in TB and SIB.

The justification for this research lies in its social relevance since innovation in general, and social innovation in particular, are important for the construction of a more just society and with access to all. One example is frugal innovation that contributes scalability and low costs to meet the needs of particular audiences (Basu, Banerjee, & Sweeny, 2013; Zeschky, Widenmayer, & Gassmann, 2011). Notwithstanding these aspects of relevance, the discussion in this article has as a background studies such as Cajaiba-Santana (2014) with research that investigates how social innovations function as drivers of social change; Engelke, Mauksch, Darkow, and Heiko (2015), with the article that deals with the role of social entrepreneurship and the creation of value for society; Rao-Nicholson et al. (2017), studied how the relationship between the National Innovation System and Social Entrepreneurship can generate Social Innovations that meet the challenges of emerging economies; Rhisiart, Störmer, and Daheim, (2017) studied the future of work in scenarios for 2030, in this study the authors showed the skills, technology and greater integration with several stakeholders of the organization; Avelino et al. (2017) studied how Social Innovation causes positive changes in society.

The cited research reinforces the need to understand the behavior of the people involved in the innovation process. Regarding the central themes of this article, several studies were carried out on the organizational commitment (Caldwell, Chatman, & O'Reilly, 1990; Mowday, Steers, & Porter, 1979; Steers, 1977) and on the capacity for innovation (Barney, 1991; Damanpour & Gopalakrishnan, 2001; Gopalakrishnan & Damanpour, 1997), but there is no empirical research on how commitment of R&D&I teams can contribute to the business innovation capacity, both TB and SIB, which indicates the existence of a research gap. It is worth emphasizing the existence of studies that empirically and quantitatively approach the relationship of “commitment” with other innovation-related constructs, such as “innovation networks” and “strategic alliances for innovation” (Feldman, Lam, & Simon, 2010; Hammarfjord & Roxenhall, 2017), but not specifically about commitment and its contributions to the innovation capacity.

In this sense, Marescaux, De Winne, and Sels (2013) emphasize that a set of practices of people management, related to socio-emotional aspects, can promote commitment, sense of accomplishment, develop skills, evaluate performance, advise, create opportunities of participation and autonomy. In addition, these practices can influence the commitment and performance of the team and, by extension, the generation of innovations for society (Moscon, Bastos, & Souza, 2012; Rowe, Bastos, & Pinho, 2013). Other studies also indicate the contribution of people management practices to the development of technological innovation and organizational products and activities (Chen & Huang, 2009; Popa et al., 2017) and processes (Donate et al., 2016). Other authors also point out the fundamental role of people management in increasing the competitive advantage of businesses classified as TB, which results in higher earnings than the competition (Becker, 1960; McDermott, Heffernan, & Beynon, 2013; Wright, McMahan, & McWilliams., 1994).

It is possible to explain that the obtaining of profits superior to those of the competition is one of the indicators of the effectiveness of the innovation in the businesses classified as TB, whose main tendency is to innovate in products, technology and organizational processes capable of offering financial returns (Akhavan & Hosseini, 2016). According to Schumpeter (1961), the expectation of a return to profit is a precondition for the decision to innovate, particularly in TB. It should be noted, however, that this is not specifically limited to financial profits, since there are also improvements in the quality of life. Therefore, if innovation presents itself as a practice that is used by a business, whether it be TB or SIB, from the creation of services or products destined to the promotion of social changes, it can then be configured as a social innovation (Bahmani, Galindo, & Méndez, 2012; Cajaiba-Santana, 2014; Engelke et al., 2015; Itelvino et al., 2018).



Theoretical Framework


In this section we present the main concepts that support the discussion about how innovation capacity can be influenced by the three dimensions of commitment of R&D&I teams.

Technological innovation distinguishes itself from social innovation mainly in function of its purpose, strategy, process of innovation and diffusion of the generated knowledge (Bignetti, 2011; Cooper & Edgett, 2009; Rao-Nicholson et al., 2017; Santos, 2012; Schumpeter, 1961). These differences can be evidenced in Table 1.




Table 1





Description and differences of technological innovation and social innovation










	
Description   and differences of technological innovation and social innovation




	Aspect
	Technologic   innovation
	Social   innovation



	Purpose
	Value appropriation; self-interest of economic groups (Santos, 2012).
	Value creation; interest of social groups and the community (Santos, 2012).



	Strategy
	Search for competitive advantage (Santos,   2012).
	Seeking cooperation to resolve social issues (Santos,   2012).



	Innovation   process
	The process is developed in sequential stages, defined and controlled   by specific management tools. It is managed from the inside out, i.e. By   introducing a new production process, product or service aimed at the market   (Cooper & Edgett, 2009).
	It is a process of social construction, of generating solutions,   dependent on the trajectory. Conception, development and application are   closely intertwined and are carried out through the relationship and   cooperation between all the actors involved. It means a collective learning   process, which is based on the potential of individuals and groups, who   acquire the skills needed to carry out social transformations (Bignetti, 2011).



	Dissemination   of knowledge generated
	Mechanisms of intellectual protection seek to prevent an idea or   technology developed and applied by a company from being copied and used by   competitors. Technological innovations are shielded by all means, in order to   allow a period of exclusivity and a period for obtaining the extraordinary   profits, as recommended by Schumpeter (1961).
	Social innovations follow dissemination mechanisms that favor   replication and expansion of results to other communities. Thus, the   transposition of experiences from one community to another, or between   organizations, is common practice and fed by centers of social innovation, by   organizational networks and by different forums for discussing ideas and   presenting cases (Bignetti, 2011).














Source: prepared on the basis of Schumpeter (1961), Cooper and Edgett (2009), Bignetti (2011), Santos (2012).








Considering the distinctions between technological innovation and social innovation (Table 1), responses were sought in this study on how the commitment of R&D&I teams can contribute distinctively to the innovation capacity of TB and SIB, assuming, prepositively, that TB is the locus of technological innovation and the SIB of social innovation (Cajaiba-Santana, 2014; Camelo-Ordaz, Garcia-Cruz, Sousa-Ginel, & Valle-Cabrera, 2011), thus following the Neo-Schumpeterian approach that the innovative process has the company as its central agent (Nelson & Winter, 1982). Thus, the theoretical constructs that supported the study are discussed below, being: commitment and innovation capacity.

With the challenge of understanding the bond of commitment or, more precisely, unraveling what kind of psychological process that underlies the relationship of the individual with the organization, a model was created able to reflect the thoughts of the collaborators – termed as the Three-Dimensional (Meyer & Allen, 1997). This model is based on three dimensions of commitment: affective, continuance and normative.

Therefore, the three dimensions of commitment of individuals are: (i) affective, which represents individuals with strong affective commitment to remain in the organization; (ii) continuance, where people remain because they need something of the organization, as in a utility function; and (iii) normative, where people remain in the organization because they feel obliged to. Based on these dimensions it is possible to find individuals with different levels and types of commitment, such as a strong need (continuance), a strong obligation (normative) and a low desire (affective) to remain in the organization (Karim & Noor; 2006; Meyer & Allen, 1997; Ramdhani, A., Ramdhani, & Ainisyifa, 2017; Van Der Voet &  Vermeeren, 2017). Table 2 shows the three dimensions of commitment.




Table 2





Three dimensions of commitment










	Dimensions
	Description
	Reasons for staying
	Status



	Affective
	Degree in which the individual feels emotionally   connected, identified and involved with the organization.
	The individual wants to stay.
	Desire



	Continuance
	Degree in which the individual stays   connected to the organization due to the recognition of the costs associated   with their eventual leave. This recognition can come from the absence of   employment alternatives, or the feeling that the personal sacrifices generated   by the exit will be high.
	The individual needs to stay.
	Need



	Normative
	Degree in which the individual has a sense   of obligation or moral duty to stay in the organization.
	The individual feels they should stay.
	Obligation














Source: Adapted from Meyer and Allen (1997), Ramdhani, et al. (2017), Karim and Noor (2006), Van Der Voet and Vermeeren (2017).








Notwithstanding the importance of understanding commitment, it is also important to study their contributions to the mobilization of resources that foster innovation capacity, because regardless of the type of innovation (technological or social), a potentially distinctive element is the commitment of the individuals who work in the R&D&I teams, given that they are (those leading and being led in R&D&I) those responsible for mobilizing pro-innovation resources, including human, physical, technological and financial resources that foster innovation capacity.

By the capacity for innovation it is possible to continuously transform internal and external knowledge into new products, processes, business models and systems, in order to be used for their benefit and their stakeholders, leading to innovation (Saunila et al., 2014; Tidd & Bessant, 2008). On the models of innovation capacity considered in the research (Lawson & Samson, 2001; Saunila & Ukko, 2012; Saunila et al., 2014; Zawislak, Cherubini Alves, Tello-Gamarra, Barbieux, & Reichert, 2012), a summary of their respective dimensions of analysis is given in Table 3.

Finally, it should be considered that the innovation capacity requires constancy and commitment of the team. In addition, the use of communication channels with the various stakeholders leads to a greater engagement for social innovations (Bhimani, Mention, Barlatier, 2019). For Chang, Wang, and Huang (2013), high absenteeism and/or turnover are indicators that there is low commitment on the part of employees, which has a negative effect on the results of a business, either by the inconstancy in the performance of duties or by the loss of valuable labor, when the individual’s decision to leave the organization takes place (Akhavan & Hosseini, 2016). In small and medium-sized enterprises, the impact is greater because of the smaller number of employees (Chang et al., 2013; Chang, Liao, & Wu, 2017). Thus, medium and small businesses represent a fertile field for the empirical investigation of the constructs commitment and ability to innovate, which justifies the choice of study units of analysis, which will be explored better in the next section.




Table 3





Models of innovation capacity and its dimensions










	Description of the Model
	Dimensions



	Model by Lawson and Samson (2001)
	Strategic vision; use of skills; management of creativity and ideas;   structure and organizational systems; culture and climate; organizational   intelligence; technology management.



	 Model by Zawislak et al., (2012)
	Capacity for technological development; operations capacity;   management capacity; transaction capacity.



	Model by Saunila et al., (2014)
	Participatory leadership culture; generation of ideas and   organizational structure; organizational climate and well-being; development   of know-how;



	
	regeneration; external knowledge; individual activity.



	Model by   Saunila & Ukko (2012)

	Innovation Potential (leadership and decision making, organizational   structure and communication, collaboration, organizational culture and   climate, individual creativity and know-how), innovation process   (identification and analysis of opportunities, selection of ideas and   development of technologies) and outcome (something new or relatively   improved, which generates value for the company and its stakeholders).














Source: Adapted from Lawson and Samson (2001), Zawislak et al. (2012), Saunila and Ukko (2012), Saunila et al. (2014).














Method


In this research, which is qualitative (Godoy, 1995a; Minayo, 2011) and descriptive (Martins & Theóphilo, 2009), we used the multiple case study as a method (Creswell, 2007; Yin, 2001), with the units of analysis being: (a) a TB, the BRAILE (winner of the “FINEP Innovation Award”, Medium-sized enterprise category); (b) and a SIB, the Nutrition Education and Recovery Center - CREN (winner of the “Social Entrepreneur” from the Folha de S. Paulo newspaper). The choice of these awards was due to the innovations generated for health with distinction of merit (including technological and social innovations), the size of business (organizations) and its purpose (business of technological and social innovation).

Primary data were collected from 14 semi-structured interviews (Martins & Theóphilo, 2009) in loco, carried out with directors, human resources managers, R&D&I managers and employees of the BRAILLE and CREN teams of R&D&I. Moreover, as a collection procedure, we collect secondary data in documents in the area of human resources, namely: frequency report (attendance clocking), promotions received, turnover report in the R&D&I area and the result of the last three formal performance evaluations of R&D&I staff.

Particularly, the data collection instruments we used include the semi-structured interview script and the documentary analysis roadmap, both based on literature, namely:  Meyer and Allen (1997), Lawson and Samson (2001), Zawislak et al. (2012), Saunila et al. (2014) and Saunila and Ukko (2012).

It is also worth mentioning that the field research resulted in 10 hours and 30 minutes of recording and 114 pages of transcription, in addition to the collection of documents, which resulted in two pages of compilation of the collected evidence. Table 4 shows the interviewees' position and the duration of each interview.

To mitigate socially desirable answers problems (Protzko, Zedelius, & Schooler, 2019), the researchers conducted the interviews based on the previously constructed protocol. It is worth mentioning that the personal interview already inhibits this type of problem by having other types of communication and not only verbal. Non-verbal signals, volume and tone of voice, among others, were also taken into account in the interviews. Additionally, in relation to the interviews, we follow the recommendations of Dilley (2000) who states that the interview to be robust must have some key elements, such as basic information, analysis of interviews and creation of protocols. In this sense, researchers should receive relevant information about the interviewee's cultural context before the interview. As a consequence, researchers can rely more on analysis and expand their perception of the content of the interviews.




Table 4





Position of respondents and the duration of each interview conducted in loco










	Code of Interviewees
	Position of   the interviewee
	Duration of the interview minutes
	No. of pages transcribed



	1
	CEO - BRAILE
	27:07:00
	5



	2
	R&D&I Manager - BRAILE
	32:48:00
	8



	3
	HR Manager -   BRAILE
	1h14
	18



	4
	R&D&I Team 1st - BRAILE
	35:26:00
	8



	5
	R&D&I Team 2nd - BRAILE
	55:01:00
	8



	6
	R&D&I Team 3rd - BRAILE
	24:25:00
	6



	7
	R&D&I Team 4th - BRAILE
	27:27:00
	5



	8
	General   manager - CREN
	46:40:00
	10



	9
	R&D&I Manager - CREN
	1h21
	14



	10
	HR Manager -   CREN
	36:22:00
	5



	11
	R&D&I Team 1st - CREN
	1h03
	8



	12
	R&D&I Team 2nd - CREN
	36:02:00
	5



	13
	R&D&I Team 3rd - CREN
	28:40:00
	6



	14
	R&D&I Team 4th - CREN
	22:36
	5














Source: Prepared by the authors, 2018.








The data were interpreted by the content analysis of the interviews and the secondary documents collected. Specifically, in content analysis, we sought reliable inferences of data and information, with respect to a given context and from the written or oral discourses of its actors and/or authors; the essence of a text, in the details of the available information, data and evidence. It is emphasized that in this analysis, it is not only the text, but the details of the context, so it can be used both for exploratory purposes (of discovery) verification (confirming, or not, propositions and evidence; Martins & Theóphilo, 2009).

When treating the data, the researchers took into account the search for consistency between the conceptual abstractions constituted from the interpretations and the previously raised theoretical concepts. As Fereday and Muir-Cochrane (2006) point out, a theoretical model must be recognizable and understood by the “actors” in their daily lives, and it is essential to clearly demonstrate how the interpretations of the data were succeeded with citations or other sources of evidence such as interviews. The data analysis process described in this article demonstrates how broad themes are supported by excerpts from raw data to ensure that data interpretation remains directly linked to participants' words.

The analysis categories were built from the data-driven inductive and the theory-driven deductive perspectives through a coding process that looks for patterns (Fereday & Muir-Cochrane, 2006; Joffe & Yardley, 2004). The data-driven perspective allows starting from the data of the evidence sources for the construction of analysis categories. The theory-driven perspective is built from theoretical assumptions previously used by authors that investigate the studied phenomenon. For the construction of the theory-driven categories, mainly the contents presented in Tables 1, 2 and 3 were used. It is worth mentioning that this content was used for the construction of the interview protocol, being a relevant part of the questions formulated in this research. For example, regarding the categories, “innovation capacity” and “commitment of the R&D&I team”, several theoretical excerpts throughout the text appears that provided conceptual support for these categories.

Therefore, in the case of “innovation capacity” category, Table 3 also served as a basis for the codification process. In the case of the “commitment of the R&D&I team”, theoretical assumptions are also constructed throughout the text, and Table 2 shows the dimensions of commitment. Still on this last category, the establishment of the R&D&I team code was coined based on the established focus of analysis that was the R&D&I teams. Although the code contains some specificity concerning the R&D&I team, its conceptual basis is in the theoretical assumptions presented here.

The data analysis process described in this article demonstrates how the categories of analysis are supported by excerpts of raw data to ensure that the interpretation of the data remains directly linked to the speeches of the participants (Joffe & Yardley, 2004). Finally, we highlight the use of the Atlas.Ti software that, according to Lee and Esterhuizen (2000), enables the organization and retrieval of information related to the idea or concept underlying the categories of analysis created by the researcher – an important procedure for structuring and validating them empirically in the process of returning to qualitative data. In this research, these categories were defined as: innovation capacity and commitment of the R&D&I team. Table 5 shows a methodological synthesis of the study.

As can be seen in Table 5, the main questions applied in the interviews are also available, noting that because it was a semi-structured interview, other questions were elaborated.




Table 5





Methodological summary of the study










	Nature of   research
	Qualitative
	(Godoy, 1995b; Minayo, 2011)



	Methodological   Approach
	Descriptive
	(Martins & Theóphilo, 2009)



	Paradigm
	Interpretation
	(Saccol, 2009)



	Method
	Multiple case study
	(Creswell, 2007; Yin, 2001)



	Unit of   analysis
	A Traditional Business (TB)
	BRAILE Biomedical Award Winner “FINEP (Financier of Studies and   Projects) of Innovation”.



	A Social Impact Business (SIB)
	Center for Nutrition Education and Recovery (CREN), business award   winner “Social Entrepreneur” of Folha de S. Paulo newspaper



	Data   collection procedures
	Semi-structured interviews and documentary surveys.
	(Martins & Theóphilo, 2009; Trivinos,1987)



	Data   collection instruments
	Interview scripts and documentary research.



	Data analysis
	Content analysis of interviews and documents collected and use of the   Atlas.Ti software in the organization and coding of raw data.
	(Martins & Theóphilo, 2009; Lee & Esterhuizen, 2000)



	Questions for Directors, HR Managers and R&D&I Managers
	Is there a formal structure for R&D&I activities? What are the   most important innovation (technological or social) projects? How were they   developed? What is commitment to you? What characteristics do you identify in   managers and employees most committed and involved in R&D&I   activities? What practices are used to make employees feel that their work is   important to the business? How is the performance of those involved in   R&D&I activities recognized? How does the business culture (traditional   or social impact) stimulate the performance of the R&D&I team?



	Questions for members of the R&D&I team
	What leadership actions favor your R&D&I performance? How do   you feel about feedback on your R&D&I performance? How would you talk   about the business you work for to someone who did not know you? How do you   evaluate your salary (or non-monetary rewards) today comparing to the same   position in other similar sized and similar businesses? How do you visualize   your professional career in the business? What is commitment to you? Do you   evaluate yourself as an employee committed to the business? For what reason?   What current actions in the business help you to be more committed? What   situations present in the business today make you happy to work on it? And   what situation makes you unhappy? If you received a job proposal, what would   be decisive for your not leaving the business? If you had to leave the   business today, how would you feel?














Source: Prepared by the authors, 2018.












Results and Discussions


The coding of the data in Atlas.Ti resulted in 381 citations linked to 13 codes, that is, 381 evidences related to the analysis components of the study. It is worth mentioning that, of the 13 evidenced codes (components of the categories), 7 emerged from the field (codes marked with asterisks in Table 6) and 6 had been predicted in the research protocol (Table 6).

It was also analyzed the co-occurrence of all 13 codes as evidence to relate them. Thus, it was initially generated from Atlas.Ti, the table of co-occurrence with all codes (total of 13), evidencing the presence of language units (citations, that is, fragments of text that gave meaning to the phenomenon) that occurred simultaneously in the same context of analysis. Thus, the codes were related taking into account their higher levels of co-occurrence (cells highlighted in Table 6).

It should be noted that this indicator of the relationship between the analyzed codes represents the correlation intensity of the mentioned language units (Friese, 2012). This intensity is based on the degree of proximity between two codes in the same analyzed context. The indicator consists of a value between 0 and 1, these values being different for each base analyzed. The values should be analyzed by the researchers, who determine a more intense relationship for values greater than and equal to .2 presented in Table 6.

As an example of the results of this analysis, particularly in the last column of Table 6, we found that: the highest level of co-occurrence occurred between the codes “Results (of innovation capacity)”, “Affective Commitment” and “Commitment of R&D&I Teams” (.03); therefore, they were analyzed (by retrieving the raw data, that is, from the citations of both codes) and, subsequently, related for evidencing the simultaneous occurrence of linguistic units in the same context of analysis. For the other columns the same procedure of analysis was adopted, resulting, in the end, in the relationship of codes considering the highest levels of co-occurrence, as shown in Table 6, which subsidized the analyzes, as well as grounded the proposal of a framework (Figure 1) on the significance of the contributions of the commitment of R&D&I teams to the mobilization of resources that foster innovation capacity, emphasizing the distinctions and similarities of TB and SIB.

Considering, therefore, the occurrence of the codes (Table 6), intra-case analyzes were performed for the analysis categories “Commitment” and “Innovation Capacity”, in accordance with the following paragraphs. The following excerpts from the interviews show the teams' commitment:

·     If you are committed to what you are going to do, there is nothing to stop you from doing the job well. (CREN)


·     A committed employee innovates more. I have two people inside, a nutritionist and a physical educator, they made a proposal for the teenagers on vacation. (CREN)


·     I have a link to that and I want it to happen. And I'm there connected with that goal. (BRAILE)


·     The more commitment she has to the job, the more the thing will come out, the more innovative, the easier it will achieve what the company, our product or service has to do. (BRAILE)


Furthermore, also in relation to the category “Commitment”, it is worth emphasizing, according to Mowday et al., (1979), that the affective type commitment is triggered by previous work experiences, especially those that have met the individual's psychological needs, making them feel comfortable within the organization and competent in their role. They are indicators of affective commitment: the happiness of the individual in dedicating the rest of their career to the organization, the perception that organizational problems belong to them, the strong sense of integration with the organization, the emotional bond maintained with it, and the immense personal meaning provided (Moscon et al., 2012; Rowe et al., 2013).

In BRAILE, the R&D&I team members interviewed reported that their psychological needs are met, which results in the feeling of belonging and also of satisfaction. When questioned about what they planned for their careers, all interviewees stated that they wanted to stay in the company, in higher or current positions, showing satisfaction with the current situation and personal goals of growth. The following excerpts from the interviews show aspects related to career, including demonstrating the commitment to innovation of the company:

·     But we are always attentive to people who propose to study, to always put themselves at the front; so there are some who never stop: they dedicate themselves to English, Spanish, to study, because it is an area that has to be always studying, right? There are some people who stand out because they already have a second language there, a good education and such, these people end up accelerating more growth within the company. It ends up being that natural. (BRAILE)


· That's the point, right? It is always improving, always growing, trying to do the best, because





Table 6





Co-occurrence of codes










	Categories of analysis
	components (codes)
	Degree of reasoning   (number of citations)
	1
	2
	3
	4
	5
	6
	7
	8
	9
	10
	11
	12
	13



	Commitment
	1
	Affective Commitment
	81
	0
	0,04
	0
	0
	0.01
	0.02
	0
	0.03
	0.01
	0.02
	0.01
	0.02
	0.03



	2
	Commitment of   R&D&I teams*
	36
	0.04
	0
	0.02
	0.04
	0
	0
	0
	0.06
	0.06
	0.02
	0
	0
	0.03



	3
	Continuance Commitment
	25
	0
	0.02
	0
	0
	0
	0
	0
	0
	0
	0
	0
	0
	0



	4
	Normative Commitment
	21
	0
	0.04
	0
	0
	0.04
	0.02
	0
	0
	0
	0
	0
	0
	0



	5
	Efficiency*
	6
	0,01
	0
	0
	0.04
	0
	0
	0
	0
	0
	0
	0
	0
	0



	6
	Engagement*
	25
	0.03
	0
	0
	0.03
	0
	0
	0.03
	0
	0
	0.06
	0.02
	0
	0



	7
	Flexibility*
	13
	0
	0
	0
	0
	0
	0.03
	0
	0
	0
	0
	0
	0
	0



	8
	Proactivity*
	33
	0.03
	0.06
	0
	0
	0
	0
	0
	0
	0.02
	0
	0.01
	0
	0



	9
	Responsibility*
	17
	0.01
	0.06
	0
	0
	0
	0
	0
	0.03
	0
	0.04
	0
	0
	0.02



	10
	Systemic Vision*
	11
	0.02
	0.02
	0
	0
	0
	0.06
	0
	0
	0.04
	0
	0
	0
	0



	Capacity to innovate
	11
	Innovation Potential
	36
	0.01
	0
	0
	0
	0
	0.02
	0
	0.01
	0
	0
	0
	0
	0



	12
	Processes
	48
	0.02
	0
	0
	0
	0
	0
	0
	0
	0
	0
	0
	0
	0.01



	13
	Results
	29
	0.03
	0.03
	0
	0
	0
	0
	0
	0
	0.02
	0
	0
	0.01
	0














Source: Elaborated by the authors, with the help of Atlas.Ti software.

Note
 * New components (codes) that emerged from the field.









I don’t know, where we got here has been building, studying, innovating, I think it’s there. (BRAILE)


·     I want to study more, I want to grow more, and I want to grow here. I want to do projects together with CREN, to go after it, together with CREN, because I like this work, I like what I do. (CREN)


·     I like what I do, I don't think of anything other than what I do inside. CREN arises from a history with the formation of a group, which founded this institution and that group was the board for many years. (CREN)


·     My plan is to study so that I can improve professionally and help CREN improve as well. (CREN)


Another indicator of affective commitment also evidenced is the fact that the individual perceives the organizational problems as being theirs. The financial crisis faced by BRAILE and the dismissal of Dr. Domingos (founder), were always present in the speeches of the interviewees, evidencing the understanding of the seriousness of the facts, the impact on the company's results and, consequently, on the professional daily life. The last indicator also evident in the interviewees' speeches, refers to the emotional bond maintained with BRAILE and the personal meaning.

In CREN, indicators of affective commitment were also confirmed, but in different intensity and shape. All interviewees involved in R&D&I activities are clear about the importance of the results to receive funding from the partnerships and donations. The problems of the entity are understood and felt as personal problems of each one, evidencing a sense of integration with the organization. The emotional bond manifested in the interviewees, represents a personal meaning with the entity, reinforced by two aspects: feeling of belonging to the business (being informed, having their ideas considered, freedom and confidence in the performance of work, for example) and direct contact with the child and the pleasure of being able to change their development.

The result of the research showed high adherence to the theory (Karim & Noor, 2006; Meyer & Allen, 1997; Ramdhani et al., 2017; Van Der Voet & Vermeeren; 2017), because in the speech of all the interviewees it was made explicit the pleasure they feel in working in their organizations, by the identification of purpose, regardless of the type of business (economic or social purposes). It is worth mentioning that the aspect of purpose is an important factor for contemporary companies (Mackey & Sisodia, 2014). In the case of BRAILE there is mainly a wait for financial results (profit). In the case of CREN, results in percentages of children and families recovered, who changed their eating habits. Another finding in the interviews, which is adherent to the theory, is that all interviewees were aware of and practiced “doing something more” for the benefit of the organization, either in the performance of their duties or in the help of colleagues in other areas. We emphasize that sense of purpose promotes greater team engagement that results from an emotional bond and sense of belonging.

According to Meyer and Allen (1997), individuals often remain in the organization because they feel they have an obligation to reciprocate everything they have received from it and to continue in the organization by gratitude, being, therefore, an indicator of normative commitment (Karim & Noor; 2006; Ramdhani et al., 2017; Van Der Voet & Vermeeren; 2017). The speech of an interviewee at BRAILE demonstrates a sense of gratitude evidenced in this study: "Maybe I bring some of the relationship with the company's founder. He always gave me a lot of freedom for development, he always contributed a lot with my work, so it is not just for debt of gratitude, but it always has that associated ". In both cases, in BRAILE and in CREN, the feeling of gratitude is present in all subjects interviewed, but it is not the only reason that keeps them working in these companies. In general, what motivates them is the receipt of a wage compatible with the position/market, career development, feeling relevant in fulfilling a purpose, which includes saving lives through products or guidance and nutritional care for children in situations of social vulnerability.

About the continuance commitment, involving the feeling and the need to stay in the company due to lack of options, it is highlighted that this indicator was not evidenced in the interviews conducted in BRAILE and CREN. However, some interviewees even received an invitation to leave, but did not accept. The alleged motive for non-acceptance was the work environment, both in the R&D&I area, and in the company in general. Regarding wage levels, another indicator of instrumental commitment, both in BRAILE and in CREN, keeping wages in the range of the market is a concern of the HR area and, in practice, this does occur. For this reason, even in the questions that addressed the subject of salary, the majority affirmed that the wage conditions were in the market average and they felt satisfied. The following excerpts from the interviews show aspects related to salary:

·     CREN maintains, of course, that a social institution has many difficulties in the sense that it is not always possible to maintain the same level of everything, but today at CREN it is within an adequate level. It is not superior to others, but adequate to what social reality is. (CREN)


·     The salary has to be fair, you know? I am not going to practice super low salaries because they are passionate about the institution, because it is not fair, understand? I think we have to start with justice. (CREN)


·     It would be an interesting way to reward those who are bringing more results to the company. It would be more interesting. The same people can do the same functions, but someone is looking for more information out there and bringing more results to the company. So if the company had any type of award for production, it would be a way to encourage employees to grow and seek information abroad. (BRAILE)


·     So, I think that remuneration can lead people to produce more. (BRAILE)


Regarding the category of analysis “Innovation Capacity”, it is worth emphasizing that in BRAILE the processes inherent in this capacity involve applied research and experimental development and, finally, the pursuit of certification (ANVISA). Therefore, in BRAILE the development projects of new products require investments, risk management and contingency plans for non-successful projects, since not all the innovation potential identified, a priori, is in fact successfully converted into product for the market.

In addition to the development of standardized products, BRAILE also meets the specific demands of physicians, hospitals and universities, such as the development of endoprostheses, that need to be customized to the patient’s biotype. According to one of the interviewees, “a BRAILE customized endoprosthesis is developed in 20 days, with the same product being imported takes 3 months and has a higher price”. In CREN, the concern with the innovation processes bears some similarities with BRAILE, but are more flexible, by the very type of “service” that is provided. The identification of opportunities arises as one looks at the service indicators and, mainly for the field, which is the central driver of the innovation process in force in CREN.

Therefore, distinctive actions influence the innovation process in CREN, including: (a) scientific research developed in partnership with universities (such as the anthropometric census); (b) the home visit for the active search of malnourished children; and (c) intervention in the field, in the semi-boarding school and in the experimental kitchen. It should be noted that in CREN the revenue diversification and internal and external communication activities are also activities that corroborate the innovation process. For Bignetti (2011), in SIB, innovation is a social construction of solution generation dependent on the trajectory. Conception, development and application are closely intertwined and are carried out through the relationship and cooperation between all the actors involved. This means that there is a collective learning process, based on the potential of individuals and groups, which acquire the necessary capacities to carry out the social transformations. At CREN, the process of innovation is through learning and collective social intervention, being fundamental the know-how and the experience of each employee, and the team as a whole, with the subjects assisted.

Specifically, BRAILE’s innovation capacity in terms of product development stand out: the new membrane oxygenator, a more compact model, which required a smaller amount of materials, optimizing its market price; (b) the biological cardiac valve, with extended lifespan (anticalcifier); and (c) the balloon-expandable Inovare valve, mounted on a catheter, which enters from the femoral and reaches the heart, and then release. Thus, one can observe an adherence of these results to the concept of frugal innovation, that is, a solution (a) rapidly available to the market; (b) with ease and simplicity of use by the users; (c) with resource savings; (d) fault tolerant during use; and (e) with potential for scalability in other markets and regions (Basu et al., 2013; Zeschky et al., 2011).

Regarding the results of CREN's innovation capacity: (a) provision of public health services, in an expanded perspective, involving children and their family environment; (b) technical and scientific publications to disseminate the knowledge generated, based on the intervention methodologies developed by CREN; and (c) education, training and performance of multidisciplinary teams (doctors, nurses, nutritionists, physical educators, pedagogues and psychologists). Thus, we note an adherence of these results to the concept of social innovation, that is, methodologies that enable the improvement of the quality of life of the other and reduce inequalities (Farfus & Rocha, 2007). Here is an intra-category synthesis of the Commitment and Capacity for Innovation categories (Table 7).

Lastly, it should be noted that the elements in Table 5 make it possible to construct a framework that helps in understanding how commitment is related to the innovation capacity in TB and SIB. It should be noted that the distinctions and similarities between the two cases are consistent with the very essence of each business, but relevant evidence in this analysis is the affective commitment as a stimulus factor to increase innovation capacity. A sense of purpose explains engagement and commitment in both businesses.




Table 7





Intra-case synthesis of the Commitment and Innovation Capacity categories










	Components   of Analysis of Category Commitment
	Case 1
	Case 2



	BRAILE
	CREN



	(1) Affective   commitment
	The   R&D&I team showed affective commitment, with emotional identification   with the activity, the company and, in particular, with its founder.
	The R&D&I team showed high affective commitment, with strong   identification before the cause, the results and management, as a whole.



	(2)   Commitment of R&D&I teams
	R&D&I   management and established activity flow, results in synergy of the team and   commitment of the leaders and those being led.
	There is a high commitment of the R&D&I team, whose activities   are intertwined with the other monitoring and service activities of the   entity.



	(3) Regulatory   commitment
	In   the R&D&I team, gratitude for the company and its founder is present,   but it is not the only reason that makes them stay. Feeling valued, with   professional development, is a factor that leads to permanence.
	There is no obligation to stay, but rather for an identification with   the cause. The R&D&I team remains for the pleasure of acting in the   entity and for being relevant in the process.



	(4) Regulatory   commitment
	The   R&D&I team stays in the company out of personal desire and not   because they feel that if they leave, they will incur costs for this   decision.
	The R&D&I team stays in the company out of personal desire and   not because they feel that there will be losses with the leaving process.



	(5) Efficiency
	The   rational use of time versus resource is present in the work of the   R&D&I team.
	The team is aware of the use of funds in a rational and assertive way.



	(6) Engagement
	It   exists and is stimulated by company strategies that elevate the employee’s   sense of belonging (attending congresses, for example).
	It exists and is stimulated by company strategies that elevate the   employee’s sense of belonging (Pedagogical stop is one of them).



	(7) Flexibility
	Altering,   changing, improving the product is routine in the R&D&I department.   Technical and also relational skills are demands of R&D&I team   members, most of them with a degree in Engineering, accustomed to working   with projects, which involve several stages in its production.
	Dealing with people requires professional “flexibility” as there is no   common pattern of response, that is, each case is a unique. The R&D&I   team, made up of professionals with training in human and health sciences, by   the very nature of training, present technical and also relational skills.



	(8) Proactivity
	Innovation   is the premise of the business, from its mission statement and example of its   founder’s performance.
	Strategy and methodology to evaluate results and change what is not   aligned between results and Mission.



	(9)   Responsibility
	Saving   lives is the motto present in the minds of every member of the R & D   & I team. So, there can be no mistake.
	A nutritional procedure, a social orientation for the family, can   bring the patient closer or more distant to the results being sought. The “how”   and “what” the team does, in the details, reflect that result.



	(10) Systemic   Vision
	R&D&I   in the field, following surgical procedures and / or acting in congresses.
	“Pedagogical Parade” involving R & D & I staff and other staff   to discuss issues relevant to the health of those served. 



	Continuación…
	
	



	(11) Innovation   Potential
	Entrepreneurial   leadership of the founder and the third generation heir; physicians act   as   partners for the creation of innovations; professionalize the company;   management qualification, including the family; formalization of the process   of family succession; dissemination of knowledge, based on newsletters,   murals and face-to-face meetings; involvement of leaders in R&D&I   decisions; competition with large multinationals; own investment in   R&D&I; risk pre-disposition; prospecting trends and information from   external and internal sources; alignment and participation of the   R&D&I team at all stages of product development.
	Prospecting trends and information in the field, from the   identification and monitoring of the needs of social subjects, particularly   of undernourished children, living in peripheral regions, including their   respective families. In addition to affective and maternal problems, the   problem of malnutrition is also associated with drugs, abuse and domestic   violence, represented, therefore, a potential context of social innovation,   which demands the displacement of the team to prospect of the problems in   loco, as well as the formation of multidisciplinary health teams.



	



	(12) Process
	Establishment   of partnerships with universities for the development of scientific research   and, internally, conducting applied research and experimental development and   seeking certification (ANVISA), resulting in standardized or customized   products.
	Home visit for active search of malnourished children; intervention in   the field, in the semi-boarding school and in the experimental kitchen, with   a view to prospecting in loco the various specters of social problems;   scientific research developed in partnership with universities (such as the   anthropometric census); revenue diversification; and internal and external   communication activities.



	(13) Result
	Development of   new products.
	Providing   innovative services.














Source: data from the research prepared by the authors with the aid of Atlas.Ti software, 2018.

Note Components from 1 to 10 are from the category “Commitment”; Components from 11 up to 13 are from the category “Innovation Capacity”










Framework Proposal


Based on the reports it is possible to say that the affective commitment of the R&D&I team is a result of a sense of belonging, of being important to someone and/or a purpose. This situation makes individual performance and the relationship with pro-innovation organizational resources align more successfully. An example of this was the question of identifying and analyzing opportunities, a fact crucial to decision-making, the potential of innovation and the aspect of “what” and “how” to invest money and time in both businesses investigated (TB and SIB).

In contact with the customer (doctors and children), there is no pre-established roadmap of questions to ask, or even aspects to be observed by employees, to identify opportunities and needs for innovation. The degree of depth in contact, observation, perception of improvement or opportunity of new products or services, occurs in a different way between the one who is committed or not. The committed employee tends to have more interest in the event (whether social or technological) than that which is not affectively compromised, that is, that which only fulfills its function. The committed goes beyond the obvious, asks pertinent questions, wants to understand, since he/she has an interest and desire to, effectively, gather information to bring innovation opportunity for the business, designed at that time, as “unique” and should be exploited to the fullest extent in order to leverage the potential for business innovation as a consequence. This reality demonstrates the importance of understanding the level and type of commitment of the R&D&I team.

Another example related to affective commitment was the collaboration relationship between the R&D&I team of the cases studied, this occurring even in the TB, well structured, with complementary expertise in its composition. However, in an environment without affective commitment, the environment that presents most of the time is that of competition. Thus, one can spend energy dealing more with conflicts than with research and analysis itself. Therefore, in the R&D&I team with affective commitment, as verified in the investigated businesses, the other was seen as a partner and not as a competitor. Everyone is there to meet the purpose or mission of the business, not having the concern of overcoming the other. The healthy competition, in turn, present in the analyzed businesses stimulated the search for knowledge and technological improvement as a differentiating factor.

Leadership was another relevant resource as a promoter of the innovation capacity in the analysis made, since, in addition to being the interface between the higher levels and the team, it also promoted coordination and systematization of activities, focused on results, hiring, training and accompanying the R&D&I team. In the two businesses surveyed, BRAILE and CREN, the leaders not only expressed high commitment to the position, leading effectively their role - fact confirmed by the results achieved and prizes received, but also obtained the admiration, respect and acceptance of those being led, directly and indirectly, who recognized their technical and behavioral capacity in the daily conduct of the various projects under their responsibility. In teams with low affective commitment, leadership is generally not perceived as facilitating daily dynamics, but as a constraint.

The use of the accumulated know-how in the performance of the role was another factor considered relevant to the innovation capacity of the studied businesses. A R&D&I team with a high degree of commitment, which identifies with the values of the business in which they operate, the search for knowledge, both academic and practical, is done naturally by personal interest and desire. It is to obtain this, in their daily professional routine, with support of the organization, whether participating in internal trainings, congresses, fairs and surgical procedures (BRAILE); or attending external specializations, as part of internal trainings and meetings (CREN), it was one of the reasons identified as a motivator for staying in the investigated businesses. Thus, it was possible to conclude that teams with a high degree of affective commitment are happy to learn something that can assist them in the development of their work, because the motivation is intrinsic and personal.

Culture was also signified by the social subjects interviewed as a resource that encourages innovation capacity. The two cases studied revealed unusual situations in the business reality (examples, therefore, of rare cases), revealing the combination of factors favoring innovation. In BRAILE, the personal position of its founder, Dr. Domingos, gave clarity and direction to what the company proposes to do and how to do it: “save lives in cardiac surgical procedures”. In CREN, there is not a striking figure, but a purpose and a competent and committed management, necessary for the continuity of the existence of the entity. This culture favored the emergence of the affective commitment of the R&D&I team. It is worth noting that it is not because of this commitment that the culture exists, but its maintenance is only possible if there is such a positive attitude on the part of the employees.

Although there were evidences in the field related to the three types of commitment (affective, continuance and normative), by interpreting them in aggregate form, it was possible to infer that: (a) the continuance commitment was not prevalent in the investigated businesses, despite the presence of some of its descriptor factors, such as high amount of working time and attained positions; (b) in this same line of interpretation, we find that the normative commitment was not preponderant in the investigated businesses, because the feeling of wanting to leave and feel in debt was not identified in the R&D&I team of both businesses investigated; (c) the affective commitment, in turn, was what prevailed, i.e., that which in fact, fostered the development of resources that promote innovation capacity in the businesses studied, because those leading and being led, who are part of the R&D&I team, identify with the business and its activities, wanting to keep this relationship, that is, they want the best for the business and for them too.

Thus, from the aggregated conclusions of the research, it was possible to discuss, from a higher propositional level, the coexistence of these types of impairment (affective, normative and continuance), considering those leading and being led who are part of the TB and SIB of the R&D&I team. We conclude, however, that, even in coexisting, there will always be a predominance of one of the types. Based on the prevailing commitment is that the leader or led predominantly run their behaviors and attitudes related to the performance of the activities of R&D&I.

By adopting a more colloquial language, it can be said that leaders and led members of the R&D&I team “give their best to the company”, when the affective commitment is prevailing, that is, there is an emotional connection with the company, generated by the identification with its purpose, its activity and management. Now when normative commitment is preponderant, they “give their best to the business”, but also do their best for themselves, in a simple analogy, since they feel gratitude for all that they have received or receive and feel they have to reciprocate; otherwise they will feel as if in debt. What makes them stay, therefore, in the business, are these “have to”, that is, it is not the passion that motivates them, but the feeling of gratitude. Finally, when continuance commitment is predominant, the analogy could be “do your best for what is trending now”, that is, leaders and led in R&D&I analyze the cost of their leaving versus staying, and whichever is more advantageous, will be assumed as the choice.

Based on the analyzes performed from the reality studied, represented in Table 7, we were able to propose a framework on the meaning of the contributions of the commitment of R&D&I teams to the mobilization of resources that foster innovation capacity (Figure 1). Synthesizing, finally, the meanings of the contributions of the commitment of R&D&I teams to the mobilization of resources that foster innovation capacity (potential of innovation, processes and results) of the businesses investigated, we highlight: (a) optimization in the perception of business opportunities (new products or social intervention services) and contact with the “customers” and “social subjects” (doctors and children/family), increasing the potential for innovation; (b) performance, with a high degree of collaboration, minimizing the traditional conflicts between team members and leveraging the innovation process; (c) manifestation of admiration, respect and acceptance of leadership, perceiving coherence, justice, technical and behavioral training in conducting R&D&I activities, which facilitates the innovation process; (d) utilization of the know-how acquired from external partnerships (doctors, hospitals and universities), expanding it through the acquisition of new knowledge and experiences and, finally, promoting the scalability of the results of the innovations generated, being these of frugal nature in the TB and of social nature in the SIB (Figure 1).
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Figure 1




Framework for the commitment of R&D&I teams







Source: data from the research prepared by the authors with the aid of Atlas.Ti software, 2018.












Conclusions


At the end of this research it is possible to conclude that the feelings expressed in the interviewees’ talk, both in BRAILE and in CREN, were of admiration, strong identification with the objectives and values of the organizations in which they act; strong desire to remain in it; as well as willingness to exert considerable effort in the search for innovative results, thus leveraging the business innovation capacity. This set of manifestations adhered to the three-dimensional model by Meyer and Allen (1991), who classified them as affective commitment (Karim & Noor; 2006; Ramdhani et al., 2017; Van Der Voet & Vermeeren, 2017).

Finally, it is worth mentioning that this study contributes to the advancement of knowledge, because it presents a detailed understanding of how the commitment of the R&D&I teams contributes to the innovation capacity, highlighting the distinctions and similarities of this contribution in TB and SIB. There are also practical contributions and insights, obtained from the empirical results of the research, useful to HR managers and the R&D&I area, by highlighting the behavioral characteristics of employees and staff, which foster commitment to the business and innovation of TB and SIB. This can help in defining practices related to attracting, selecting, training and monitoring the performance of the team involved in R&D&I processes, from the peculiarity of the business, thus raising the chance of success in achieving the objectives of innovation.

A relevant aspect in this study is the evidence of affective commitment as an important factor in the innovation capacity of R&D&I teams, since this commitment is taken into account in staying in the company and their engagement in the development of new products. An example of this reality can be perceived in the phase of exploring stakeholder demands, the interviewees were engaged to understand and empathize the demands of these stakeholders.

One of the limitations of the research is the number of TB and SIB investigated (one of each  type), therefore, analyzes and propositions presented should be considered with due parsimony. There is also the fact that they are businesses that, at the beginning, are already differentiated from the others, in their category, due to the prizes received (FINEP and Social Entrepreneur), leading in their segments, evidencing thereby its distinction.

As a suggestion, it is worth noting that future research on commitment and innovation capacity in other SIB, in different segments, such as education, security and sustainability, with social demands still neglected, in developing countries, such as India and South Africa, seeking to enrich the proposed framework.
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