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Abstract

A contractor firm, which strategically positioned itself in the housing market as a "sales firm, independent of its industry" introduced
a patented product innovation, the Foldhome, to the Turkish housing market in 2010. The idea behind Foldhome was adding a set of
social facility areas (or, 'Folds') to core accommodation units which include a bedroom, a living space and wet spaces. The firm gained
a commercial success in the branded housing market with an annual turnover about 300.000.000 USD and 400.000.000 USD in 2016
and 2017 respectively. While researchers have reported that a significant portion of the variance in firm growth in construction can
be explained by corporate entrepreneurship, empirical evidence on 'how' this process leads to organizational growth is scarce. This
paper presents findings from a qualitative research study of the Foldhome case which aimed an in-depth investigation of the role of
entrepreneurship on firm growth and value creation. A content analysis was conducted to analyze data from 31 in-depth interview
with firm managers and employees, according to the input-process-output model of strategic entrepreneurship. A process-based
analysis of the case show that leveraging can be a more critical managerial capability than bundling and structuring in the early
life cycle phase when young entrepreneurial companies orchestrate their resources for survival, growth and value creation. Paper
contributes to construction entrepreneurship literature by unpacking the circumstances under which a holistic entrepreneurship
framework that surround a product innovation through the integration of corporate functions. Lessons learned are highlighted for
the entrepreneurial contractor companies.
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1 Introduction

Researchers have long recognized that novelty alone in the
form of everyday problem solving, negotiated improve-
ments or other ways that more significantly depart from the
status quo in construction projects does not automatically
translate to "true" innovation, unless innovation mindset
is embedded in all aspects of firm thinking and opera-
tions (Sexton and Lu, 2012:p.5). However, the diversity and
the large number of actors in the production environment
and the discontinuities in its supply chain reduce the capa-
bility of the construction industry for fulfilling its potential
to create value (Poirier et al, 2016:p.769), and using its pos-
itive transformational impact on society, local economies,
and national prosperity (Loosemore, 2015:p.725). Calls
for a shift from a production- to value focus (Akintoye
et al., 2012:p.10; Loosemore, 2015; Orstavik, 2015:p.26)
pinpoint the need for additional research efforts relating

corporate issues that affect the performance of construc-
tion firms and that facilitate value creation (Abd-Hamid
et al, 2015:p.2). In this context, the potentialities of entre-
preneurship models have not been adequately investigated
in the construction industry, although such an empirical
knowledge gap has been increasingly voiced in the last
decade (e.g., Abd-Hamid et al., 2015; Loosemore, 2015;
Klein Woolthuis, 2010). Furthermore, the knowledge gap
is especially evident for understanding the relationship
between entrepreneurship and firm growth, although the
early commercialization of original ideas (exploration)
and their monetization (exploitation) are equally critical
for survival and growth (Sinha, 2015:p.317).

Taking advantage of a research opportunity to access a
considerable amount of data regarding an innovation in a
highly competitive market segment, authors are motivated
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by the fact that product innovations by themselves are less
likely to create value and provide growth for construction
companies, unless they are encompassed by holistic man-
agement approaches.

Therefore, this study aims at investigating the role of
entrepreneurship on firm value creation and growth in the
housing industry by focusing on the 'how' of an entrepre-
neurship story. The input-process-output framework of
Strategic Entrepreneurship (SE), which explains the cre-
ation of value and growth by integrating various corpo-
rate functions of an organization around an innovation
was chosen as the theoretical guide to approach the case
firm, since the entrepreneurial mechanisms could not be
unpacked without adopting a process-based research strat-
egy. More specifically, the paper sought answer to the fol-
lowing research question: How did the case firm transform
an innovative idea to value and growth in a competitive
market segment? Considering the knowledge gap in the
construction industry regarding the background of com-
mercially successful entrepreneurship stories, the outputs
from the case analysis reveal valuable lessons learned
for other contractor firms which are motivated to launch
entrepreneurial solutions to a conservative market.

Findings suggest that it can be advantageous for con-
struction firms to start the resource orchestration process
with a special attention on leveraging efforts at the begin-
ning, on the assumption that they well recognize the mar-
ket conditions and are capable of developing products in
line with client needs and expectations.

2 Literature review

Construction is an industry of complex products, requiring
unique and novel combinations of materials, components
and systems in projects (Slaughter, 2000; Winch 1998),
which share a lot in themselves with innovation (Orstavik,
2015:p.19). However, complexity and novelty of combina-
tions alone may not automatically meet the distinguish-
ing criterion of innovation that such transformations of
the established solutions should create value (Orstavik,
2015:p.19). Alike, pragmatic problem solving or negotiated
improvements which occur frequently on construction
sites do not automatically translate to "true" innovation,
unless they become part of a systematic learning process
(Barrett and Sexton, 2006; Orstavik, 2015). Innovation
should not be seen "as an end in itself... [but] a means to
achieve sustainable competitiveness, by embedding inno-
vation mind-set in all aspects of company thinking and
operations" (Sexton and Lu, 2012:p.5), and by adopt-
ing a strategic innovation perspective to achieve a shift

from the narrower production focus to a wider focus on
value adding innovation (Akintoye et al., 2012; Orstavik,
2015). Amongst the research studies which recognized the
need for such a mind-set shift in the construction indus-
try, Loosemore's (2015) work is especially noteworthy.
Analysis of interview data from 35 senior managers from
contracting companies showed that Loosemore's respon-
dents generally found it hard to think to apply a grassroots
approach within the realm of the construction industry,
although they highly appreciated the role of leadership,
relationship capital, opportunistic behaviour, and emer-
gent -rather than pre-planned- strategies for innovative
outcomes (Loosemore, 2015:pp.74-76).

In general, available literature on AEC innovation pre-
dominantly has a production — especially contracting-
focus and it is far from being inclusive. Although 'adding
value by design' or 'competition by design' lie at the hearth
of the grassroots approach of leading global companies,
there is a knowledge gap in the AEC literature in terms of
understanding the value-adding linkage between design
and construction from a broader business lens.

Various researchers in the AEC industry adopted var-
ious theoretical perspectives to determine the exogenous
and endogenous factors that influence the long term suc-
cess of construction companies. For some scholars, the
proactive resource-based view (RBV) was a more sta-
ble ground to understand the dynamics of competition in
the construction industry (see Barrett and Sexton, 2006;
Goh and Loosemore, 2017; Green et al., 2008; Konnur and
Hundekar, 2008). Goh and Loosemore (2017) contended
that very few sophisticated clients are likely to ask for
innovation. Green et al. (2008:p.65) drew attention to the
negligence of the dynamic capabilities concept in the con-
struction innovation literature. Other scholars such as Betts
and Ofori (1992) and Oz (2001) were aligned with the role
of exogenous forces, or the market-driven view (MDV).
Relatively a smaller number of the researchers sought a
balance between the role of exogenous and endogenous
forces (Larsen et al., 2012; Sexton and Lu, 2012). Based
on the observations of small contractor companies, Sexton
and Lu (2012:p.50) concluded that RBV and MDV can be
gainfully linked to achieve a balance between exploitative
and explorative activities, former to innovate for a better
performance, and the latter to invest in future.

2.1 Construction entrepreneurship

The potentialities that the entrepreneurial motivations offer
can be critical for creating business opportunities (Khoso
et al., 2017:p.491) and shaping new paths through the



generation of value-adding innovations that can make real
change in the construction industry (Klein Woolthius,
2010:p.507). Successful firms are those which differen-
tiate themselves from competitors by their capability to
organize around emergent opportunities and respond to
new knowledge, where entrepreneurial behavior, inno-
vation focus and leadership skills emerge as critical
assets (Loosemore, 2015:p.68). Researchers such as Abd-
Hamid et al. (2015) and Setiawan et al. (2012) highlighted
the need for a holistic approach for construction entre-
preneurship by taking business success as a multidimen-
sional construct from the viewpoint of the major knowl-
edge areas of the entrepreneurship theory all of which
interact with each other to determine the success and sur-
vival of construction businesses. While there are statisti-
cal studies (e.g., Zain and Hassan, 2007) which report that
a significant portion of the variance in firm growth in con-
struction can be explained by corporate entrepreneurship,
further empirical evidence is needed to unpack the mech-
anism that result in organizational growth.

As to the housing industry, it has been usually charac-
terized as a low-innovation industry with very little spend-
ing on research and innovation, small number of patents,
and one that has difficulties to create "meaningful client
value" (Kung, 2022:pp.8-9). According to Kung (2022),
however, the perception of the housing industry has begun
to change in the last decade as a result of the growth of
online portals for housing search, the growth of home
sharing or vacation rental platforms (e.g., Airbnb) which
blurs the segmentation on the supply side, the growing
use of property management software, and the growth of
technology-based companies that compete with residen-
tial brokers. Thus, it seems reasonable to contend that
successful entrepreneurship stories in the housing mar-
ket will receive further attention in the following decades,
especially when considering the urgent need for innova-
tive solutions in the urban housing era.

2.2 Strategic entrepreneurship

The original Strategic Entrepreneurship (SE) framework
of Ireland et al. (2003) used various organizational theoret-
ical building blocks from the resource-based view (RBV),
dynamic capabilities view, and other relevant theories such as
human capital and social capital (Foss and Lyngsie, 2011:p.1;
Kraus et al., 2011:p.64; Luke et al., 2011:p.319; Mazzei, 2018,
Withers et al., 2018). According to model, successful imple-
mentation of SE that leads to value creation requires the inte-
gration of 4 major aspects in firms including:
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. an entrepreneurial and individual resources of firm;
. strategic management of resources;
. application of creativity; and

AW N~

. development of innovation.

Theoretically, both the external- and internal environ-
mental conditions should be appropriate for the effective-
ness of SE.

While environmental munificence allows companies to
access resources like financial capital, labor and custom-
ers (Hitt et al., 2011:p.60), dynamic interactions of institu-
tions, policies, standards and actors constitute an innova-
tion system, which either enable or constrain sustainable
entrepreneurial actions and innovation (Klein Woolthuis,
2010:p.507). Relationships and networks, and corporate
strategies such as alliances can be conducive to accessing
necessary resources to build capabilities for competitive
advantage (Hitt et al., 2011:p.69). Support and willingness
of managers for entrepreneurial behavior; organiza-
tion structure and rewards are amongst the drivers for a
favorable internal environment (Kyrgidou and Hughes,
2010:p.55). Fig. 1 presents an overview of SE (Ireland et
al., 2003; Hitt et al., 2011; Kyrgidou and Hughes, 2010).

There are four different types of inputs as tangible and
intangible resources in the model. Entrepreneurial mind
set is a "growth-oriented perspective through which entre-
preneurs promote flexibility, creativity, continuous inno-
vation, and renewal" (Ireland et al., 2003:p.968).

Entrepreneurial mind-set and entrepreneurial culture are
inseparable (Withers et al., 2018). Ireland et al. (2003:p.970)
defines an entrepreneurial culture as "one in which new
ideas and creativity are expected, risk taking is encour-
aged, failure is tolerated, learning is promoted, and con-
tinuous change is viewed as a conveyor of opportunities".
Entrepreneurial leaders support and combine individual and
collective aspects of entrepreneurship by creating vision-
ary scenarios, providing flexibility, autonomy and resources
to organization members, and designing appropriate pro-
cesses and organizational mechanisms to facilitate the con-
tinuous conversion of new ideas to innovation and value
(Mazzei, 2018; Withers et al., 2018). According to SE, the
leader and the organizational culture are symbiotic; entre-
preneurial loop occurs between a leader's ability "to identify
an opportunity and the attributes of organizational culture
that positively influence pursuing it" (Hitt et al., 2011:p.62).
Entrepreneurs tend to place less emphasis on human, orga-
nizational and physical capital, since they develop a capac-
ity to compensate these assets by relationship capital that
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Fig. 1 Overview of strategic entrepreneurship (Ireland et al., 2003; Hitt et al., 2011; Kyrgidou and Hughes, 2010)

substitute or complement their resource base (Hitt et al.,
2001:p.484; Kellermanns et al., 2016:p.28; ).

Financial capital can be relatively less important than
social and human capital for achieving, and especially for
sustaining, a competitive advantage; however, financial cap-
ital is often crucial for acquiring or creating the resources
necessary to exploit opportunities (Hitt et al., 2011).

The firm’s social capital facilitates actions taken to
access additional resources and to build and leverage
capabilities to achieve a competitive advantage (Hitt et al.,
2011). Thus, specific social skills influence individuals'
ability not only to acquire knowledge and resources, but
to create and/or identify opportunities.

Human capital is the set of individuals' capabilities,
knowledge, and experience related to a task and the abil-
ity to increase the "capital" through learning. Individuals'
knowledge, skills, and abilities, along with their motiva-
tion and passion to perform, are important for a firm to
exploit an opportunity and achieve an advantage as the
sources of its long-term success (Hitt et al., 2011).

Prior research on organizational ambidexterity concept
in the management science shows that switching between
exploratory and exploitative activities can be simultaneous,

as the SE posits, or sequential. The latter refers to the pur-
suance of exploration and exploitation at two points in time
—e.g., exploration followed by exploitation — at different life
cycle stages of a firm (Sinha, 2015:pp.316-318). As compa-
nies move to a rapid growth phase, changes on organiza-
tional systems, structure, control systems, human capital
needs (e.g., multi-tasking), and the attitudes and behaviors
of founders and organizational members become inevita-
ble to maintain flexibility and exploit tangible and intangi-
ble resources to appropriate rents from innovation (Sinha,
2015:p.318). A simultaneous focus on potential opportuni-
ties to identify future activities and existing competencies
enables companies to meet short-term objectives and adapt
to sudden changes in the external environment (Webb et
al., 2010:p.69). Balancing of exploration and exploitation
requires the orchestration of resources and capabilities, a
concept grounded in RBV and dynamic capabilities litera-
ture, which comprises structuring, bundling, and leverag-
ing efforts (Hitt et al., 2011:p.64; Sirmon et al., 2007:p.287)
or, "managerial capabilities" (Sirmon et al., 2011:p.1392)
defined under the processes in SE model. Structuring
which is often the most important sub-process for young
companies (Hitt et al., 2011:p.64), includes the acquisition,



accumulation and divesting efforts to create a unique
resource portfolio, where an effective narrative or personal
credibility may also have a considerable impact to attract
potential capital investors, talents and clients (Hitt et al.,
2011:p.65; Sirmon et al., 2011:pp.1392-1393). Structuring
includes not only gaining access to external resources, but
also developing them internally (e.g., by using the poten-
tial of talented employees) and eliminating unproductive
resources (Carnes et al., 2016).

Bundling is about recombining or transferring resources
internally within a firm (Carnes and Ireland, 2013:p.1405).
Bundling includes organizing resources to form, stabilize,
enrich, and pioneer capabilities), all of which are often
related to various functional areas. (Hitt et al., 2011:p.65;
Sirmon et al., 2011:p.1392).

Leveraging includes actions that mobilize, coordinate
and deploy capabilities through integrated configurations
to achieve competitive advantages and create value (Hitt
et al., 2011:p.65). According to Hitt et al. (2011:p.65—66),
choice of the sequencing of these sub-processes may
depend on the specific opportunity being considered. For
example, when entrepreneurs are knowledgeable about cus-
tomer needs and expectations, companies are more likely
to begin with a leveraging strategy and continue with bun-
dling and structuring activities. Nature of resource orches-
tration may change when companies go through different
stages of their life cycle (Sirmon et al., 2011; Carnes et al.,
2016). While establishing alliances to access resources and
structuring resources to remain flexible and adaptable can
be critical in the start-up phase, acquisition and bundling
of resources and skills to pioneer new capabilities, inter-
nalization of previously outsourced functions, and relation-
ships with external stakeholders such as investors, suppli-
ers and trade associations may take primacy to diversify
resource portfolio in the growth stage.

Benefits from value created through SE can be
multi-levelled (Hitt et al., 2011:pp.66—68): individual and
organizational where copyrights and patenting strategies
can be helpful to get appropriate rent from innovation.

3 Research design

Qualitative case studies are becoming more accepted in
the field of operations and project management (Barratt et
al., 2011). Yin (2014) defines the case study as a strategy
of research that focuses on a contemporary phenomenon
within its wider context and uses multiple methods and
sources of data. He argues that single case studies are use-
ful when they are 'revelatory', i.e., when the researcher is
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in a position to observe and analyze a phenomenon previ-
ously inaccessible to inquiry (Yin, 2014:p.52).

Based on the fundamental aspects of the SE frame-
work, which fit well with the preliminary observations of
the authors long before the research study was designed,
an interview guide including a framework of themes from
theory was designed for the field study. The interview
guide comprised open ended questions regarding the fol-
lowing to understand how firm gain growth and value:

1. the innovation (Foldhome);

2. the inputs (tangible and intangible resources) for the

SE process;

3. the orchestration of resources;

4. the internal and external environmental conditions

that surround the innovation;

5. the mechanisms for continuous adjustments for

learning; and the

6. outputs from the SE process. The role of Entrepreneur

in the overall process was of specific interest, con-
sidering that the leader and the organizational cul-
ture are often symbiotic according to SE (Hitt et al.,
2011:p.62).

Unit analyses of the study was the organization, since
the authors aimed to decipher how the case firm integrated
various corporate functions to achieve growth. Purposive
sampling was used to select 31 people (including the
Entrepreneur, firm managers, and employees of the firm),
who were interviewed face-to-face between 224 May 2017
and 11 April 2018. Because the research design required
access to the details of the internal operations, a confiden-
tiality agreement was signed between the authors and the
case firm. 309-page transcription of the audio recordings of
the interviews, total duration of which was 1.647 minutes,
were sent to interviewees for review to avoid any mistakes
and misunderstandings. Table 1 shows the details of the
interviews. When the interviews were completed, about
half of the employees had been working in the firm for less
than a year, while those with more than 5 years of experi-
ence accounted for about 30 percent of the total workforce.

Qualitative content analysis, which is based on the sub-
jective interpretation of the content of text data through the
systematic classification process of coding and identifying
themes or patterns, was used to analyze textual material by
sampling pieces from the text (White and Mars, 2006:p.34).
Themes identified from the interviews were reorganized
into meaningful clusters that were related to the central
concepts of the SE framework (see Fig. 1). Consensus was
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Table 1 Profile, duration and decoding page informations about reviews

Department Title

Total duration of interviews Total decoding page

Deputy General M.

Fold Site Architect
Project and construction and

technical office Project Manager

Project Manager

Group Manager

249 47

Deputy General M.

Sales and marketing and Sales Manager

corporate communication Sales Manager

Sales Manager

253 40

Accounting Manager
) Finance Manager
Finance )
Senior Manager

Reporting Manager

133 22

Group Manager
Design Manager
Design Design Manager
Design Manager

Fold Architect

320 59

Deputy General Manager
Purchasing Purchasing Manager

Purchasing Manager

178 44

Manager
Land registry law Lawyer

Lawyer

129 24

) Deputy General Manager
Business development
Manager

81 23

Strategic planning Deputy General Manager

77 10

Human resources Consultant

90 13

. Manager
Customer relations
Fold Manager

140 27

Total

1647 309

sought between the authors in the coding process. Table 2
shows the sample of qualitative coding process. One of
the limitations of qualitative research is that a researcher's
presence during the data gathering process can affect sub-
jects' responses (Anderson, 2010:p.2). Constant compari-
son method was used to increase validity. Quotes that are
representative of research findings were selected and pre-
sented to illustrate the character of categories/themes.

4 Case description: Foldhome

Foldhome concept was introduced to the Turkish hous-
ing market in 2010. Foldhome concept is based on the
addition of a set of social facilities to core accommoda-
tion units which include a bedroom, a living space and
wet spaces (NEF, 2017). These core units are expanded
by various facility units (or, "Folds") in the common areas

of buildings, which are designed according to client/user
needs in the targeted market segment The concept allows
achieving a high degree of spatial efficiency in buildings
with relatively smaller accommodation units. Any user can
benefit from facilities on a pay-per-use basis via an online
reservation system without any additional payment, apart
from the standard subscription fee. Folds legally become
the property of clients when they purchase a flat. Fig. 2
shows the core Fold units which were part of the Foldhome
concept when it was first introduced to the market. Fig. 3
shows selected examples of Folds.

According to interviewees, two characteristics of the
Foldhome model differentiated it from similar initia-
tives: First, clients can use Folds as private extensions
of their legal property. Second, Folds were high-qual-
ity design outcomes of collaborations with leading
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Table 2 Sample of the qualitative coding process

Deductive (top-down) coding

Inductive (bottom-up coding

S d Sample quotation Interview
. econdar .
Primary category Y Tertiary category codes
category
Number and variety [of Fold units] are evaluated RO2
according to their frequency of usage. Like..how (Anonymous
often were Folds used in past projects? What should group
be the number of Folds per flat or total number of interview,
houselholds? 2017)
...we have created areas such as an art room,
. RO3
workshop area and so on. Now user behaviours show
. (Anonymous
that they do not not prefer it very much anymore...
. . . group
Frequencies show it numerically. We also conduct . .
. . nterview,
o satisfaction surveys. You actually understand what 2017)
) SE —stabilization Making 1.ncrementa1 char}ge;s on people want from the analysis of complaints.
SE - bundling o Fold units based on statistical - -
of capabilities anal ...their [Fold units'] reports are checked, how often
yses R28
was used on the weekend, how often was used on
. (Anonymous
weekdays...all of these are being analyzed. We have rou
the breakdown of these from different projects... | Broup
.. interview,
These are analyzed and decisions are made 2018)
accordingly in new projects.
Frequency analysis of these Folds were made R26
after the projects were completed. . .for example, (Anonymous
while there were 13 Folds in [Project] 03, this was group
reduced to 7 in another construction site. We also interview,
differentiated Folds. 2018)
Terrace Terrace & . Play o Party &
Ball Room | d Garden & Takuzi &k | Guest Room |db Station Room |1¢| Roof Garden | db Karaoke
Room
il & & f T ¥
Personal . :
) ‘ . Indoor Meeting Dinner
Finess & | ArRoom |4b | Development || Accomodation Foosal  |®|  Room  |T|  Room
Room
i i i il i i
Indoor Education - Movie o Open Party Sky
Basketball * Room % | Music Room o Theatre Tr| CustoRoom Area ¥ Observation

Fig. 2 Original Foldhome concept

international and local designers- architects (NEF, 2021)
(e.g., Foster+Partners, HOK, SOM, and Lombardini) and
suppliers, which developed tailor-made solutions for the
Foldhome project. As part of the firm strategy, the firm
prepares building management plans as an integral part of
title deed for each project; prepares contracts for facility
management services; participates in the monthly meet-
ings of the building management boards, and closely mon-
itors the user behaviors to ensure that Fold units' function
as they are intended in the occupation phase.

While the research data were being collected, the firm
had about 350 employees in total, carrying out the corpo-
rate and site operations. From 2011 to 2018, the firm com-
pleted 29 projects in total in different segments (apartments,
residences, suits, flats, offices, luxury, dorms — source: firm
design guideline document) corresponding to a production
volume of about 1,900,000 m?. Table 3 shows the list of
completed projects according to segments, launched and
completed dates with total construction areas.
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Terrace

Party and Kareoke Fitness room Guest room

Fig. 3 Examples of selected Folds from the completed projects (NEF, 2014)

Table 3 Completed projects with fold concept

No Project segment Launch Completed Total construction area
1 Apartments 2009 2011 23000
2 Flat 2010 2012 52000
3 Offices 2011 2013 23000
4 Flat/Offices 2011 2014 45000
5 Suits 2012 2013 3600
6 Flat/Offices 2012 2014 45000
7 Flat 2012 2014 8000
8 Flat 2012 2014 48000
9 Point 2014 2016 15000
10 Point 2014 2016 11000
11 Point 2014 2016 15000
12 Flat 2014 2018 15000
13 Point 2014 2016 10000
14 Point 2014 2017 10000
15 Point 2015 2017 10000
16 Flat/Offices 2014 2016 42000
17 Flats 2014 2016 45000
18 Flats 2014 2016 92000
19 Dorm 2014 2016 21000
20 Flats 2014 2017 187000
21 Flats 2015 2018 400000
22 Flats 2016 - 210000
23 Flats 2016 - 60000
24 Flats 2017 - 230000
25 Flats 2017 - 70000
26 Luxury 2017 - 70000
27 Luxury 2018 - 98000
28 Luxury 2018 — 35000
29 Dorm 2018 - 13000

Total 1906600




5 Findings

According to the SE framework (Fig. 1), qualitative data
were used to reconstruct the Foldhome story from the
interviewees' perspectives below.

5.1 Inputs (resources)

The Entrepreneur personally holds Foldhome's patent and
the proprietary rights of Fold units in the Foldhome build-
ings which allows their protection after the construction
phase and legitimizes innovation in the eyes of clients and
business partners.

According to interviewees, the entrepreneurial vision
since the early days was to strategically position the
organization as a "sales firm, independent of its indus-
try". 'Speed' and 'flexibility' were the most commonly
used adjectives by interviewees to characterize entrepre-
neurial culture. Interviewees described an internal envi-
ronment where intraprenceurship was encouraged by the
Entrepreneur via resource allocation to new ideas, and
authority delegation Foldhome was perceived as the focal
point of the entrepreneurial culture by many interviewees,
who described Foldhome as a shared corporate value.

"Because this is what we have, we all work for it... This
is the idea behind the birth of this firm. We're working to
support this idea and make it come out even more" (R15;
Anonymous group interview, 2018).

The entrepreneurial culture, the Foldhome and the lead-
ership characteristics of the Entrepreneur were insepara-
ble for many interviewees, who frequently highlighted the
personal influence of the Entrepreneur on the Foldhome's
story. The Foldhome concept was pilot-tested by the
Entrepreneuras alocal contractor in his hometown, Mersin,
before the establishment of the case firm in Istanbul. These
projects were financed by the Entrepreneur. Interviewees
acknowledged the role of environmental munificence on
the Foldhome's success at the foundation phase.

"...We were founded in a period when the construction
industry was gaining momentum...Without that trend, the
Foldhome model would not stick well” (R23; Anonymous
group interview, 2018).

A quick review on Turkish market housing mar-
ket supported the narratives on environmental munifi-
cence. Foldhome's story covers a period in which govern-
mental policies prioritized an economic growth model,
which gave one of the pivotal roles to the construction
industry. Due to population growth and rapid urbaniza-
tion, average annual demand for new housing was about
600.000 units, apart from the need for retrofitting existing
stock (GYODER, 2019). Incentives such as the reduction
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of title deed fees, value-added tax exemption to foreign-
ers, abolishment of stamp duty, and various subventions
reduced the average cost of a house by about 10% and
enabled long term, low-interest rate sales campaigns.

Interview data show that recruitment of professionals
with high technical competence was a priority at the foun-
dation stage for human resources, which evolved over time
paralleling the professionalization efforts to meet more
sophisticated human capital needs. When the data were
gathered, the average ages of employees in the firm and in
the Board of Directors level were 32 and 38 respectively.
At the growth stage, crew continuity policy was adopted
for critical departments such as the sales, construction and
design The Entrepreneur retained his core team since the
foundation phase. However, the turnover rate was high.
By the end of 2018, one third of the interviewees were not
working for the firm anymore.

"In my view, the firm recruited people who did not
enough entrepreneurial spirit at the beginning. Recruiting
experienced professionals alone was a priority at the
foundation stage. However, start-ups have entrepreneur-
ial spirit and should recruit dynamic employees who can
cope with rapid growth and change. That can be the rea-
son for high turnover rate in the firm" (R18; Anonymous
group interview, 2018).

Especially the sales staff were portrayed as young,
dynamic and responsive individuals who are familiar with
the white-collar lifestyles. According to interviewees, the
agility necessitated multi-tasked individuals, who could
adapt to emergent situations and take initiative at critical
points/times to handle problems. Interviewees found the
recruitment policies consistent with these expectations:

"We seek 5 characteristics: being energetic, persever-
ing, struggling, helpful and creative...which are measured
by the human resources department. These characteristics
allow you to enter through the door" (R19; Anonymous
group interview, 2018).

5.2 Resource orchestration

5.2.1 Leveraging

Interviewees argued that developing a marketing and sales
discourse — "accessible luxury" — was the main leverag-
ing strategy of the case firm, which brought forefront a
lifestyle proposal especially for the white-collar. Social
facilities that Folds presents were perceived as a status
symbol by many clients. High costs of flats in the central
neighborhoods of Istanbul increased the attractiveness of
Foldhome projects, which allowed benefiting from various
social facilities with a pay-per-use system. According to
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interviewees, Foldhome concept convinced the white-col-
lar to reside in relatively poor neighborhoods, making the
product "independent of location". Thus, a physical com-
modity was converted into an intangible asset via market-
ing and brand management efforts which attached sym-
bolic and emotional meanings to a product.

5.2.2 Bundling

Due to bundling includes organizing resources to form,
stabilize (e.g., making minor incremental improvements
to existing capabilities), enrich (e.g., extending and elab-
orating current capabilities by changing resource combi-
nation mix), and pioneer capabilities (e.g., building new
capabilities), all of which are often related to various func-
tional areas such as manufacturing and marketing (Hitt et
al., 2011:p.65; Sirmon et al., 2011:p.1392), this capabilities
attached to the functional areas of the case firm.

Sales, marketing and brand management

Interview data indicate a considerable integration across
diverse business divisions, which specifically support
the sales function as the focal point of bundling efforts.
Interview data show that production processes typi-
cally started with a briefing to the design department by
other departments including the sales, marketing, cus-
tomer relationships management (CRM) and Fold man-
agement. Sales department guide the decisions regarding
sales prices, locations, targeted market segments, size and
the number of accommodation units. Continuous flow of
information between the design and sales departments
aimed to maximize the amount of "saleable areas".

The case firm started to keep an eye on the Foldhome
projects' second-hand market to monitor change in client/
user profile and the sales prices to protect firm reputation
and brand value.

According to interviewees, firm's capability to use con-
temporary marketing strategies and tools differentiated it
from many competitors. One interviewee characterized
the firm as one "which takes its power from design; which
redirects this power to the right market with a right price
with branded products; and which aims to increase sales
by expressing itself in a right way". Strategic alliance with
an advertising agency for the previous 7 years "as if it is
an internal department" facilitated the development of a
holistic marketing language.

Marketing language specifically brought forward the
financial benefits from investing in Foldhome projects.
Rapid return on investment due to ease of resale or rental

with an acceptable premium contributed to the market
value of Foldhome projects. In this period, the firm started
to measure client satisfaction periodically to stabilize its
marketing and sales capability.

According to interviewees, rapid growth required the
enrichment of marketing capabilities. Sponsorships of
football teams (e.g., Barcelona FC and Galatasaray SK),
and various social responsibility projects contributed to
the firm brand Firm started to recruit sales staff from the
different sectors to avoid "sectoral blindness".

Agreements with various suppliers as part of brand
management efforts enabled the firm to procure tai-
lor-made products (e.g., door handles and bells, ceramic
tiles) for the Foldhome projects.

Interview data indicate a considerable effort for stabiliz-
ing marketing, sales and brand management capabilities at
the growth stage, where the diversification of sales chan-
nels was seen as a priority. According to interviewees, the
standardization of the brand communication language was
the outcome of an extensive internal training effort.

"We determine very clearly what all sales consultants
should highlight while explaining the projects and prod-
ucts, while making the presentations, with which words
they should convey it, and what kind of perception they
should create on the other side. And we expect this behav-
ior from all of them and of course we try to ensure that all
of them are in line with their corporate stance, dress code,
customer appeal and so on" (R14; Anonymous group
interview, 2018).

Design management

Interview data show that outsourcing design solutions
from globally known designers was the main strategy to
acquire a design capability at the foundation phase. The
original set of Fold unit designs were repeatedly used by
the firm in different projects at the early-growth stage.
Later, the firm started to make incremental changes on
Fold units based on feedback from building managers and
construction teams.

"We found out that demand was low for some Folds.
That's why various Fold functions have been combined"
(R20; Anonymous group interview, 2018).

"Cinema and play station rooms are used very little ...
let's say they are used with 30% occupancy rate. The infra-
structure needed for the cinema and the play station rooms
are similar, they have the same screen. When you plug in the
console, you can use it both as a play station and cinema
room" (R02; Anonymous group interview, 2017).



User data from construction projects allowed determin-
ing the Folds that would be the standard for all Foldhome
projects. According to interviewees, accumulation of
design knowledge and culture over time facilitated the
internalization of previously outsourced design knowledge.

"When [..] first entered the firm, she didn't have a duty
to design a Fold. Currently, she is designing Folds as an
internal resource. I think this is about...recruiting talented
people, retaining them in the firm for a long time, and
encouraging them to contribute more" (R02; Anonymous
group interview, 2017).

Feedback from users resulted in the creation of new
Fold units. The strategic repositioning in the late-growth
phase to address the 'luxury living' segment projects also
led to the creation of new Folds.

"For example, [in the luxury segment project] the fish-
erman provides you fresh fish. This is actually a Fold. For
example, there is a boat moored to the pier, there is an
oven..." (R20; Anonymous group interview, 2018).

Some interviewees complained that the emphasis placed
on cross-functional integration caused a significant work-
load for the design department. They argued that after-
sales revisions of design solutions were not uncommon in
the firm (e.g., changing final design drawings after getting
feedback from the sales department on the sales figures).

Production management

According to interviewees, the cross-functional integra-
tion of diverse business units necessitated a high level of
agility, flexibility and problem solving capacity on con-
struction sites. Some interviewees recalled cases, where
it did not exceed 3 to 4 months to procure a land, make a
decision to develop a project, and start construction.

Interview data show that construction operations at the
foundation stage were carried out with a small number
of sub-contractors and suppliers from the Entreprencur's
narrow circle. As the business grew, the firm's supply net-
work also grew by new members which could adapt to the
speed of operations, or develop expertise on Foldhome
projects Lessons learned from completed projects allowed
cost efficiency in Fold unit construction and more accurate
cost estimates.

"Sub-contractors which did the work with lump-sum
contracts at the beginning were causing a lot of rework.
The waste is minimum at the moment, since we are work-
ing with 4-5 subcontractors, which got familiar with
the Fold concept. They are like companies which are
capable of renewing the branch of a bank in 36 hours.
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Our subcontractors are like those companies” (R15;
Anonymous group interview, 2018).

Learning from the completed construction projects
allowed increasing the cost efficiency of Fold construction
and achieving more accurate cost estimates. Interviewees
argued that financial liquidity resulting from rapid sales
could be more easily converted to a competitive advantage
through the industrialization and standardization of build-
ing production.

Finance management

According to interviewees, confronting creditors with a
patented innovation was an advantage to the firm, when the
Entrepreneur sought financial resources at the foundation
phase. Foldhome provided a strong marketing discourse
which was disclosed to landowners, creditors, and clients
during the bargaining and sales processes The Entrepreneur
argued that a design focus and rapid sales were instrumen-
tal to establishing alliances with strong financial players.
Development of various financial investment instruments
for clients at the foundation phase such as the 'guaranteed
project' concept aimed to bring down the investment risk to
zero and guarantee the delivery of a project before the con-
struction started. Interviewees argued that such marketing
tools were critical to achieve financial liquidity.

According to interviewees, strong cash flow manage-
ment and financial liquidity allowed the firm to convert
market opportunities into corporate actions at the growth
stage Developing IT infrastructures when needed, attract-
ing talents (or, retaining them), and developing reasonable
payment plans for clients were given as the examples of
such actions.

Interview data show that the firm diversified the finan-
cial models to acquire resources for the Foldhome projects
such building against flat ownership, establishing invest-
ment partnerships and signing pre-construction sales
agreements with clients. Rapid and high-volume sales
strengthened the firm's negotiation power in front of land
owners (e.g., to reduce land costs) and creditors.

Corporate management

Interview data indicated a flexible organization structure
that supports entrepreneurial actions. Although the orga-
nizational skeleton of the firm was based on functional
divisions, heads of which have coordination roles, many
projects were carried out by inter-departmental teams, in
the form of a matrix-like structure. Formation of a cen-
tral sales office team and the establishment of a technical
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infrastructure for measuring client satisfaction were com-
pleted at the foundation stage. Evolution of the organi-
zational structure of the case firm in the growth stage
paralleled the business needs. For example, the CRM
department was restructured due to the growing number
of clients. According to interviewees, business relation-
ships with large corporations enabled calibrating various
problematic areas and improving corporate functions.
Interview data also indicate some efforts for stabilizing
the corporate management capability such as creating an
internal environment to encourage intrapreneurship, del-
egating authority to employees, and placing emphasis on
Foldhome as a shared corporate value.

"He [the Entrepreneur| pushes people to leave their com-
fort zones, try new things and take risks. This is a good thing.
When he gives you a job, he allows you to do it in your own
way" (R27; Anonymous group interview, 2018).

"It is very important in our corporate culture to under-
stand the Foldhome concept, its contribution to the firm
in the market, and its protection. If [ don't understand the
Foldhome concept myself, I cannot explain it, market it,
and build it" (R12; Anonymous group interview, 2018).

While the firm configured sales and marketing func-
tions as a single department at the foundation stage, growth
of business required their separation in 2018, which was
seen by interviewees as a transition from a sale- to mar-
keting-orientation. Interview data show that the Foldcity
concept, which aims to allow users benefiting from the
facilities of a network of Foldhome projects (e.g., guest
rooms), was introduced to the market in 2018, when the
case firm enriched its capability to monitor a portfolio of
completed buildings. Managerial efforts to develop a pol-
icy on corporate identity and culture, and the completion
of IT infrastructure for the digitalized monitoring of Fold'
usage were highlighted as other enrichment strategies.

5.2.3 Structuring
A patented innovation, the use of rapid and high-volume
sales, and quick return on investment (ROI) as a negoti-
ation power seem to have paved the way for partnerships
with strong investors to expand financial resources at the
growth stage. While the personal relationship capital of the
Entrepreneur was underlined as a more significant factor
for accessing financial resources at the foundation phase,
rapid growth accelerated the conversion of that individual
social capital to a corporate one which currently comprises
complex relationships with numerous external actors.

"We had a limited network at the beginning. We were
trying to create it with individual efforts. But now, thanks

to the raising brand awareness effect of the Foldhome,
we have fast growing network"” (R14; Anonymous group
interview, 2018).

Increased credit limits of banks due to quick ROI;
increased motivation of suppliers to access a pool of
potential clients by taking place in the supply chain of
Fold units; and the positive attitude of public authorities
toward Foldhome projects were given as the examples of
relationship capital accumulation over time. The case firm
was also able to enhance its reputation, accumulate facil-
ity management know-how, and access talented and multi-
tasked employees to divesting efforts to create more finan-
cial resources in sales, marketing and finance departments.

5.3 Mechanisms for feedback and adjustments
According to interview data, Foldhome has been incremen-
tally changed since its introduction to the housing market.
Fig. 4 and Fig. 5 shows the changes on Foldhome between
2010 and 2018. Changes were either related to strate-
gic decisions such as market expansion and growth (e.g.,
accessing the luxury segment), or data-driven decisions
which responded to client/user behaviors and expectations.

The CRM department carries out the after-sales ser-
vices, responsibilities of which also include the measure-
ment of client satisfaction through phone interviews with
about 1.500 people once a year. Additionally, independent
companies conducted annual research on customer satisfac-
tion and customers could call the call center to report their
problems. The Fold Management department, established
in 2014, monitors the performance of Folds. Daily/weekly
analyses of Fold usage and user behaviors allow identifying
facilities that "lose their reputation in the eye of users".

"The meeting rooms...did not get much credit from the cli-
ent. So actually, the issue here is about determining the needs
of people correctly rather than investing a lot of money in a
business” (R11; Anonymous group interview, 2018).

Periodic feedback from building managers provides
inputs for design changes that reduce operational costs
and monthly fees, or handling quality-related problems
Interviewees argued that an in-house design capacity and
a design culture which accumulated over time as a result
of collaborations with leading designers provided "the
confidence necessary for trying new things".

5.4 Outputs

According to interviewees, value created through the
holistic approach of the case firm was multi-levelled. High
ROI due to the ease of resale and rental; status gain; access
to high-quality living standards with reasonable payment



Entrepreneur tests
Foldhome 1n 2 small

projects in Mersin, his
hometown.

2010

Building of Fold operations
management team to
monitor Fold usage
frequencies and data on
outsourced services.

* 2016

Ertugral and Acar | 1 55
Period. Polytech. Arch., 53(2), pp. 143-159, 2022

* Cancellation of some Folds based
on user statistics

*+  Segregation of standard Folds
which are used in all projects and
those which change according to
market segment and client needs.
(Cinema and play station rooms
are combined and named Giant
room. Guest room. fitness and
Giant room are fixed in all
projects).

* Analyses of costs and materials to
standardize the unit cost of each
Fold.

® 2018

plans were emphasized as the examples of creating value
for clients. Profitability; developing competitive advan-
tage; brand awareness and reputation; and social entre-
preneurship via the firm’s foundation were given as the
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Fig. 5 Revisions on Foldhome Units between 2010 and 2018

examples of creating organizational and social value.

Combined

Finally, public recognition as a successful entrepreneur
and enhanced relationship capital for new entrepreneurial
initiatives were perceived as the examples of creating indi-
vidual value from the Foldhome experience.
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6 Discussion

A process-based investigation of a newly established con-
struction firm which achieved a rapid growth in a highly
competitive market segment was conducted. The analy-
sis of the resource orchestration process in relation to cor-
porate functions allowed a deeper understanding of the
entrepreneurship process. We elaborate on findings from
theoretical and practical perspectives below and highlight
the particularities of case to derive lessons learned for
other contractor companies.

Unlike the case in Fig. 1, the resource orchestration pro-
cess in the case firm started with leveraging, and continued
with bundling and structuring efforts, not only because the
Entrepreneur was familiar with the customer needs and
expectations before the establishment of the case firm
(Hitt et al., 2011:pp.65—66), but also because of the need
for a strong marketing discourse which could facilitate the
appropriation of rents from novelty. The entreprencurial
vision achieved this by leveraging innovation as a life-
style and status symbol, which allowed the conversion of
a physical commodity into an intangible value via mar-
keting and brand management capabilities. The outcome
of these marketing efforts was the making of the former
'independent of location’, in a market where location is one
of the typical determinants of product price.

The high frequency of marketing and sales items shows
that these functions lie at the hearth of bundling efforts.
The reversed sequence of resource orchestration pro-
cesses is aligned with Hitt et al's (2011:p.66) argument
that sequence of the sub-processes of resource orchestra-
tion may depend on the specific opportunity being consid-
ered. Such a configuration of the sub-processes of resource
orchestration may be critical for new companies, which are
to overcome their resource constraints at the early life cycle
stage to invest in the future monetization of innovation.

Concentrated efforts of the case firm to exploit Foldhome
since its introduction into the market appear consistent
with the previous research evidence that companies which
quickly grow tend to make incremental changes on orga-
nizational systems, structure (e.g., separation of market-
ing and sales departments), control systems, human capital
(e.g., through recruitment strategy), and the attitudes and
behaviors of founders and organizational members (Sinha,
2015:p.318). For example, intense relationships with external
stakeholders (e.g., investors and suppliers); market expan-
sion strategies (e.g., accessing customers from the luxury
living segment); changes in organization structure; internal-
ization of previously existing functions (e.g., development

of an in-house design capacity), emphasis on efficient cash
flow management and the incremental changes on innova-
tion were parts of the exploitation efforts in the case firm.
Findings suggest that exploitative efforts that are targeted at
achieving economies of scale can be especially critical for
newly established companies which are founded on original
ideas, although exploratory learning can continue simulta-
neously (e.g., developing in-house design know-how or new
business concepts such as Foldcity.

Entrepreneurial vision of patent protection as an input
for the resource orchestration process at the foundation
stage supports the scholarly view that legitimacy of an
innovation by patent protection empowers young compa-
nies to transact with stakeholders more efficiently (Carnes
and Ireland, 2013:p.1400).

Findings from the Foldhome case appears aligned with
the scholarly view that entrepreneurial opportunities identi-
fied through entrepreneurial mind-set and leadership can be
exploited through measured strategic actions (Kyrgidou and
Hughes, 2010:p.47). The particular value-adding strategy in
the case firm was to encompass an entrepreneurial oppor-
tunity by a holistic approach that reaches out the occupa-
tion phase of building life cycle to appropriate rents from
the innovation. Findings also indicate the role of environ-
mental munificence on the success of entrepreneurial ini-
tiatives. Likewise, entrepreneurial efforts could hardly lead
to the desired outcomes without the efficient management
of organizational resources and without creating a favor-
able internal environment for encouraging entrepreneurial
actions (e.g., support and willingness of the entrepreneur).

The rapid growth also seems to have necessitated
changes on the organizational processes such as a shift
from sales-to-marketing orientation, intensifying need and
the use for ERP systems, and the others. The need for insti-
tutionalization in a young firm resulted complicated the
resource orchestration processes, especially in terms of bal-
ancing the need for being agile and flexible for exploring
short term opportunities and improvements, and long-term
actions to exploit innovation. Likewise, efforts for being
'independent of the industry' appear to conflict with the
contextual difficulties such as managing reputation in a tra-
ditional industry. Thus, although the theoretical constructs
of the SE framework which guided the analysis in this
paper appear quite useful to explain the rapid growth of an
entrepreneurial firm to understand how innovation (entre-
preneurial) mindset is embedded in all aspects of firm-
wide thinking and operations (Sexton and Lu, 2012:p.5),
the question whether that organization can sustain its



competitive advantage and growth in the long term remains
unanswered, which requires longitudinal research efforts.

Atypical cases can be full of lessons when their partic-
ularities are understood. So, what are the particularities of
the Foldhome case?

Firstly, while the fragmentation of the construction
industry (the discontinuities in the building supply chain) is
often perceived as a major obstacle for innovation (Poirier
et al., 2016:p.270), the case firm surpasses this problem by
creating a value chain over the product life cycle, which
also facilitates value creation via converting project-level
knowledge and experience to corporate-level assets.

Secondly, the Foldhome case shows that patent pro-
tection can be a critical strategic action for leveraging
innovation and accessing resources for growth. Razing
awareness about and developing capabilities on patenting
processes can be crucial for contractor companies with
entrepreneurial orientation.

Thirdly, one of the critical factors that led to the suc-
cess of the case firm appears related to its managerial
capability to use feedback and adjustment mechanisms
efficiently, which allows translating project-level expe-
riences to strategic level corporate actions. Without get-
ting feedback from construction teams, users, and other
actors, the case firm could not improve its processes and
the Foldhome.

Fourthly, the Foldhome case shows that developing an
innovative sales discourse and supporting it with financial
instruments is as critical as the innovation itself to achieve
growth.

Fifthly, the success of the case firm appears correlated
with its capability to establish long-term relationships
with business partners such as sub-contractors and adver-
tising agencies.

Before concluding, main limitation of the study should
be highlighted. The outputs from a case research study in
this paper are more concerned with the particularities of a
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