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Background

•Success factor to scaling a flat organization: 
identity promotion & storytelling 1

•Effective identity leadership:
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Effective Identity Leadership 2

Integrating ‘us’ in the 
workplace

(Embedding our identity)

Crafting the sense of ‘us’
(Defining our identity)

Doing it for ‘us’
(Advancing our identity)

Being one of ‘us’
(Similar & representative)

Sense of ‘us’ as a group
(Shared identity)

3
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Purpose & Methods

•How is identity led in a self-managing organization? 4

•Methods: Case study, data triangulation:

+ Lived experience
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Organization 
perspective (5)

Employee 
perspective (3)

Leadership 
in action (4)

Newcomer 
perspective (1)



Results: Shared Identity 
Leadership Addressing the 

Domains of Organizing4,5
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Work-in-progress, preliminary ideas



Results: Direction & Task Division

EGOS Colloquium Milan I Organizing Beyond Hierarchy? 05/07/2024 |  6

▪ Full ownership                 ▶ Ownership with feedback                     ◻ Supportive role                         ❖ Shared decisions 

▪ Crafting the identity
▪ Embedding principles

❑ Feedback to strategy

►  Advancing strategy

▪ Advancing experiments 
expanding business  

❖  Advancing processes

Leaders EmployeesTogether



Results: Task Allocation
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▪ Full ownership                 ▶ Ownership with feedback                     ◻ Supportive role                         ❖ Shared decisions 

Peer-Leaders Together

▪ Advancing self-selection  
into Peer-Leader roles

▪Embedding structures
❑ Coaches
❑ People-peer-leaders

❖  Advancing in embedded 
structure: professional 
tasks



Results: Information Flow
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▪ Full ownership                 ▶ Ownership with feedback                     ◻ Supportive role                         ❖ Shared decisions 

Leaders EmployeesTogether

▪ Crafting the direction 

▪Embedding ICT:         
provision &          
development

❖  Embedding ICT use
❖ Interactional, incl.   
   decisions
❖ Stockpile

▪ Embedding (independent)     
ICT use:
▪ Interactional
▪ Stockpile



▪ Embedding (independent)     
ICT use:
▪ Interactional
▪ Stockpile

❑  Advancing
❑  Coaches
❑  People-Peer-Leaders

Results: Intrinsic Motivation5
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▪ Full ownership                 ▶ Ownership with feedback                     ◻ Supportive role                         ❖ Shared decisions 

Leaders EmployeesPeer-Leaders I Together

❑ Feedback on growth 
opportunities

►  Advancing growth 
opportunities

►  Recruitment-Peer-Leaders

▪ Embedding principles ▪ Advancing experiments



Results: Rewarding & Motivation
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▪ Full ownership                 ▶ Ownership with feedback                     ◻ Supportive role                         ❖ Shared decisions 

Leaders Employees

▪ Advancing bonus &       
stock options

▪ Advancing feedback &      
instant rewards❖  Advancing benefits plan

▪Advancing People-Peer-     
Leaders

❑  Advancing
❑  Community-Peer-Leaders
❑  Coaches

Peer-Leaders I Together

❑  Colleague-feedback



Results: People-Functions
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▪ Full ownership                 ▶ Ownership with feedback                     ◻ Supportive role                         ❖ Shared decisions 

❑ Peer-Leader feed-          
back on needs

Leaders EmployeesPeer-Leaders

▪ (Crafting the identity) ►  Advancing 
►  Recruitment-Peer-
    Leaders

►  Onboarding-Peer-
    Leaders

▪ Advancing
▪Coaches,             
Community-Peer-Leaders
▪ Learning-Peer-Leaders

▪ Advancing ad-hoc        
support



Discussion – Key Take-aways
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•Particularly identity advancement, but also embedding 
addressed the key domains of organizing; additional 
contributions from crafting

•SMOs in a unique position to promote identification in the 
team: distinctiveness, team similarity

•The structures & resources typical of SMOs seem to 
strengthen identity leadership effectiveness

• Identity leadership as the contributor to SMO performance

• One case study – more research needed
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