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Abstract 
In the rapidly evolving landscape of the 21st century, innovation is no longer a 
peripheral activity but the core of organizational competitiveness and 
sustainability. This paper synthesizes the key elements necessary for building and 
leading teams and a culture that fosters innovation. Drawing upon established 
literature and contemporary case studies, this paper explores the foundational 
principles of innovative team design—namely diversity, psychological safety, and 
T-shaped skills—and their interplay. It further examines the practical techniques 
for facilitating collaborative creativity and the leadership models that empower 
innovators. The paper also delves into the critical role of organizational 
architecture, specifically agile and ambidextrous structures, in enabling both 
efficiency and exploration. Finally, by analyzing case studies of successful 
Indonesian family firms, this research identifies the unique challenges and 
strategies for cultivating an innovation culture in a specific socio-cultural context. 
The findings underscore that sustainable innovation is a systemic outcome of 
integrating these elements, requiring leaders to act as architects, facilitators, and 
servants to their teams. Limitations of this synthesis are acknowledged, and 
avenues for future empirical research are proposed. 
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INTRODUCTION 
Modern organizations face an unprecedented wave of complex 

challenges, from technological disruption and globalized competition to 
rapidly shifting customer needs. To navigate this dynamic environment, 
organizations must move beyond mere efficiency and embed innovation into 
their very fabric. A critical factor in this endeavor is the design of teams that 



IMMERSIVE 2026 

International Management Conference and Progressive Paper  

are not only productive but inherently innovative. This paper explores the 
multi-faceted nature of building and leading innovative teams and culture, 
arguing that it requires a systemic approach integrating human-centric 
principles, strategic leadership, and adaptive organizational structures. 
The core of this analysis focuses on three pivotal questions: 
1.​ What are the foundational principles for designing teams that are 

psychologically safe, cognitively diverse, and possess the right skill 
mix for innovation? 

2.​ What leadership paradigms and organizational architectures are most 
effective in empowering innovators and enabling both the exploration 
of new ideas and the exploitation of existing capabilities? 

3.​ How do these principles translate in specific cultural and business 
contexts, such as within Indonesian family-owned enterprises? 
This paper aims to provide a comprehensive synthesis of existing 

literature and case studies to answer these questions. It will argue that 
innovation is not a product of isolated genius but a socio-technical outcome 
of well-designed teams, facilitative leadership, and a supportive 
organizational structure. The significance of this study lies in its integrated 
perspective, connecting micro-level team dynamics (psychological safety) 
with macro-level organizational design (ambidexterity), and grounding the 
theoretical discussion with practical case examples. 

The following sections will proceed as follows: a literature review 
examining the pillars of team design, creativity techniques, leadership 
models, and organizational structures; a research method section detailing the 
literature-based approach and case study analysis; a findings and discussion 
section that synthesizes these concepts and applies them to the case studies; 
and finally, a conclusion summarizing the key insights, limitations, and 
directions for future research. 

Literature Review 
This literature review synthesizes key concepts central to building 

innovative teams and culture, structured around team design, creativity 
facilitation, leadership, and organizational architecture. 
Principles of Innovative Team Design 

The design of a team is a critical determinant of its innovative output. 
Research highlights three foundational principles: diversity, psychological 
safety, and T-shaped skills. 
Diversity as a Driver of Creativity 

Diversity refers to the variety of attributes within a team, including 
demographic (age, gender, ethnicity), functional (expertise, experience), and 
cognitive (thinking styles, mental models) differences (Page, 2007). A diverse 
team is more likely to generate a wider array of solutions, avoid groupthink, 
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and enhance the quality of decision-making by bringing multiple perspectives 
to bear on complex problems. However, diversity is a double-edged sword; 
without proper management, it can lead to conflict and friction. The true 
potential of diversity is unlocked only when it is coupled with an environment 
of trust and openness. 
Psychological Safety as the Foundation 

Psychological safety, defined as a shared belief that the team is safe 
for interpersonal risk-taking, is the bridge between diversity and effective 
collaboration (Edmondson, 1999). In a psychologically safe environment, 
team members feel secure to voice opinions, ask questions, admit mistakes, 
and propose unconventional ideas without fear of punishment or ridicule. 
This climate encourages idea-sharing, experimentation, and collective 
learning, activating the potential benefits of a diverse team. Leaders can foster 
psychological safety by demonstrating vulnerability (e.g., leader humility) 
and establishing norms for open communication and reflective feedback 
loops. 
The T-Shaped Skills Model 

Complementing group dynamics, the T-shaped skills model describes 
the ideal competency profile for an innovative individual (Guest, 1991). The 
vertical bar of the "T" represents deep expertise in a single domain (e.g., 
finance, IT, engineering), while the horizontal bar represents a broad ability to 
collaborate across disciplines. These horizontal competencies—such as 
communication, design thinking, and data literacy—are crucial for breaking 
down silos, facilitating cross-functional teamwork, and accelerating 
innovation (Hansen & von Oetinger, 2001). Organizations with a high density 
of T-shaped individuals are better equipped to execute strategy and foster 
innovation in complex, multi-disciplinary environments (Demirkan & 
Spohrer, 2014). 
Facilitating Collaborative Creativity 

Creativity in teams does not emerge spontaneously; it requires 
deliberate facilitation. Two prominent techniques are design thinking and 
modified brainstorming. 
Design Thinking 

Design thinking is a human-centered, iterative framework for solving 
complex problems (Brown, 2008). Its five stages—Empathize, Define, Ideate, 
Prototype, and Test—provide a structured macro-process for innovation. By 
starting with deep empathy for the user, design thinking ensures that solutions 
are not only technically feasible and financially viable but also desirable. It 
provides a comprehensive roadmap for a team's innovation journey, from 
problem identification to solution testing. 
Modified Brainstorming 
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Brainstorming, introduced by Osborn (1953), remains a popular 
technique for idea generation. However, classical brainstorming is often 
inefficient due to phenomena like production blocking and evaluation 
apprehension (Paulus & Nijstad, 2003). To address these limitations, 
"modified brainstorming" techniques have been developed. These include 
brainwriting (generating ideas in writing before sharing), round-robin (taking 
turns), and electronic brainstorming, all of which aim to increase participation 
and reduce social pressure. These micro-techniques are particularly effective 
when integrated within the macro-framework of design thinking, specifically 
during the Ideate phase. 
Leadership for Empowerment: Servant and Empowerment Leadership 

To navigate the challenges of innovation, traditional top-down, 
transactional leadership is insufficient. More effective models prioritize 
employee growth and autonomy. 
Servant Leadership 

Popularized by Greenleaf (1977), servant leadership posits that the 
primary role of a leader is to serve their team. Servant leaders focus on 
developing people, demonstrating empathy, and fostering a sense of 
community (van Dierendonck, 2011). By prioritizing the needs of their team, 
servant leaders build high levels of trust and psychological safety, creating an 
environment where innovators feel safe to challenge the status quo and 
propose bold ideas. 
Empowerment Leadership 

Empowerment leadership complements servant leadership by focusing 
on the structural and procedural aspects of power-sharing. It involves 
delegating authority, supporting autonomy, and enhancing the capabilities of 
subordinates to make strategic and operational decisions (Conger & Kanungo, 
1988). This approach increases an innovator's self-efficacy and sense of 
ownership, leading to faster execution and more proactive behavior (Zhang & 
Bartol, 2010). The synergy of both leadership styles creates a powerful driver 
for innovation: one builds the relational trust, the other provides the 
operational autonomy. 
Designing an Agile and Ambidextrous Organizational Architecture 

At the structural level, organizations must be designed to be both fast 
and capable of long-term survival. 
The Agile Architecture 

The agile organizational model, inspired by software development, 
emphasizes speed, responsiveness, and iteration (Denning, 2018). It is 
characterized by small, cross-functional, and autonomous teams that work in 
rapid cycles, maintain a customer-centric focus, and foster a culture of 
continuous learning and adaptation. This architecture allows organizations to 
respond swiftly to market changes and customer feedback. 
The Ambidextrous Architecture 
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The concept of organizational ambidexterity, proposed by Tushman 
and O'Reilly (1996), posits that successful organizations must simultaneously 
manage two distinct capabilities: exploration (innovating, experimenting, 
seeking new opportunities) and exploitation (optimizing current operations 
for efficiency and stability). These two capabilities require different structures 
and processes; exploration thrives in a flexible, autonomous environment, 
while exploitation benefits from standardized, controlled processes. An 
ambidextrous structure separates these activities into different units but 
integrates them at the strategic level, ensuring that both the present business 
and future growth are attended to. 

RESEARCH METHOD 
This paper employs a qualitative, conceptual research design based on 

a systematic review and synthesis of existing literature. The methodological 
approach is two-fold: 
Literature Synthesis: 

 A comprehensive review of scholarly articles, books, and 
management theories was conducted to identify and synthesize the core 
concepts related to team design, leadership, creativity, and organizational 
structure for innovation. This involved thematic analysis of seminal works in 
the field of management innovation, including those by Edmondson, Brown, 
Tushman, Greenleaf, and others. 
Illustrative Case Study Analysis:  

To ground the theoretical synthesis, the paper examines three publicly 
documented case studies of prominent Indonesian family businesses: PT 
Astra International, PT GarudaFood Putra Putri Jaya, and PT Kapal Api 
Global. The analysis focuses on identifying the presence and application of 
the principles discussed in the literature review (e.g., professionalization, 
ambidexterity, innovation culture). Data for these cases were drawn from 
publicly available company reports, reputable business publications, and prior 
academic research. 
This approach allows for a robust conceptual framework that is both 
theoretically sound and practically relevant, illustrating how abstract 
principles manifest in real-world business transformations. 

Findings and Discussion 
The synthesis of the literature reveals that building an innovative team 

and culture is a holistic endeavor. The components identified are not discrete 
but deeply interconnected, forming a socio-technical system (See Figure 1). 

(A descriptive paragraph for a conceptual figure could be inserted 
here, e.g., "Figure 1 illustrates the systemic model, where Leadership serves 
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as the foundational layer, enabling Team Dynamics, which are supported by 
the Organizational Architecture to ultimately drive Innovation Outcomes.") 
The Interplay of Team Design Principles 

Diversity, psychological safety, and T-shaped skills are mutually 
reinforcing. A team composed of T-shaped individuals is better equipped to 
navigate the complexities of diversity, as their broad collaboration skills allow 
them to bridge different perspectives (Demirkan & Spohrer, 2014). 
Furthermore, the presence of psychological safety is the primary catalyst that 
transforms potential cognitive conflict arising from diversity into 
constructive, creative ideation (Edmondson, 1999). Without it, diversity can 
devolve into personal conflict, and the deep expertise of specialists becomes 
siloed and unproductive. 
Leadership as the Catalyst for Culture 

The discussion of leadership paradigms highlights that the role of the 
leader has fundamentally shifted from "boss" to "facilitator" and "servant." 
The case study of PT Astra International exemplifies this through its Astra 
Management System (AMS), which embeds principles of continuous 
improvement (Kaizen) and empowerment. This system fosters a culture 
where employees at all levels are encouraged to identify problems and 
propose solutions, directly reflecting the principles of empowerment and 
servant leadership. This leadership culture is essential for creating and 
maintaining the psychological safety required for innovation to flourish. 
Organizational Architecture as the Enabler 

The principles of agile and ambidextrous design provide the structural 
context for innovation. An agile network structure supports rapid 
experimentation and responsiveness, while an ambidextrous design prevents 
the "innovator's dilemma" by creating separate spaces for exploration and 
exploitation. The case of PT GarudaFood illustrates this perfectly. By 
establishing a formal R&D division (a dedicated "exploration" unit) while 
simultaneously professionalizing and optimizing its core food production 
(exploitation), GarudaFood successfully built an ambidextrous structure that 
drove significant innovation in the FMCG sector. 
Case Analysis: Cultural Nuances in Family Business Innovation 

The case of PT Kapal Api Global and others demonstrate that 
innovation in family firms is uniquely tied to generational leadership and 
cultural values. The introduction of next-generation leadership often acts as a 
catalyst for change, bringing fresh perspectives and a greater appetite for risk 
(De Massis et al., 2018). This is evident in Kapal Api's diversification into 
new product portfolios and its modernization of supply chains. However, this 
innovation is not a break from the past; rather, it is built upon the 
foundational values of hard work, integrity, and long-term vision instilled by 
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the founding generation. The successful transformation of these family firms 
hinges on a delicate balance: professionalizing management to become more 
agile and innovative, while simultaneously leveraging the strong family 
culture as a source of resilience and purpose. 
Synthesis: A Systemic Approach to Sustainable Innovation 

Ultimately, the findings suggest that attempts to foster innovation by 
implementing isolated initiatives are likely to fail. For instance, hiring 
diverse, T-shaped talent will not yield results in a hierarchical organization 
led by a controlling, transactional leader. Conversely, an agile structure 
populated by individuals lacking deep expertise or psychological safety will 
produce activity without impact. Sustainable innovation is an emergent 
property of a coherent system where: 
-​ Leadership creates the psychological safety and provides the 
empowerment (Servant/Empowerment). 
-​ Team Design provides the diverse perspectives and skills necessary 
for problem-solving (Diversity/T-shaped). 
-​ Architecture provides the structural space for ideas to be tested, 
scaled, or terminated (Agile/Ambidextrous). 

CONCLUSIONS 
This paper has synthesized the multi-faceted requirements for building 

innovative teams and a sustainable culture of innovation. The analysis 
concludes that innovation is a systemic property of an organization, not a 
series of isolated initiatives. Key findings include: 
1.​ A successful innovative team is built upon the synergistic interplay of 
diversity, psychological safety, and T-shaped skills. Diversity provides the 
raw material for creativity, psychological safety enables its expression, and 
T-shaped skills facilitate the collaborative synthesis of disparate ideas. 
2.​ Servant and empowerment leadership are critical for activating these 
team dynamics. These leadership models shift the leader's role from a 
controller to a facilitator, building the trust and providing the autonomy 
necessary for individuals to take risks and own their innovative ideas. 
3.​ An agile and ambidextrous organizational architecture provides the 
necessary structural support. It allows the organization to be simultaneously 
stable and efficient (exploitation) while remaining adaptive and creative 
(exploration). 
4.​ The case studies of successful Indonesian family firms, such as Astra 
International, GarudaFood, and Kapal Api Global, demonstrate that this 
systemic approach is applicable across diverse contexts. Their 
transformations were driven by a combination of next-generation leadership, 
professionalization of management, and a willingness to adopt new 
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organizational structures and business models, all while leveraging a strong 
foundation of family values. 
In essence, building an innovative organization requires a deliberate, 
integrated effort across leadership, team dynamics, and structural design. It is 
a cultural transformation as much as a structural one. 

LIMITATION & FURTHER RESEARCH 
Limitation 
This paper is primarily a conceptual synthesis and has inherent limitations. 

Theoretical Nature: The research is based on a review of existing 
literature and secondary case data, rather than primary empirical data. The 
insights, while comprehensive, are conceptual and require validation through 
direct observation and quantitative testing. 

Case Study Generalizability: The case studies used are all large, 
well-known Indonesian corporations. The findings may have limited 
applicability to Small and Medium Enterprises (SMEs) or startups, which 
face different resource constraints and structural challenges. 

Cultural Specificity: While the case studies provide a glimpse into 
Indonesian family firms, the paper does not deeply explore the nuances of 
Indonesian national or corporate culture and its broader impact on innovation, 
beyond the family-business context. 
Further Research: 

Empirical Validation: Quantitative research is needed to test the 
relationships proposed in this synthesis. For example, a large-N survey could 
measure the mediating effect of psychological safety on the relationship 
between team diversity and innovation performance. 

Comparative Studies: A comparative analysis of innovation practices 
between family-owned and publicly-listed firms in Indonesia, or between 
Indonesian and Western firms, could yield valuable insights into how cultural 
context shapes innovation systems. 

Exploration of Failure: Future research could focus on case studies of 
organizations that failed to build an innovative culture despite implementing 
some of these principles. Understanding the reasons for failure can provide 
equally valuable insights as studying success stories. 

Micro-level Dynamics: Future studies could use ethnographic or 
observational methods to deeply investigate the micro-interactions within 
teams, such as how leaders' daily behaviors create or erode psychological 
safety, and how this impacts the quality of ideas generated. 
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