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Prologue

For as long as I can remember, I have tried to find better ways of doing things,
and my passion has always been in making new creations. “Does it have to be this
way?” – this is a mantra for which I was mocked several times during my various
employments, before I found myself on the track with my innovation projects, innova-
tion consulting, and applied research. I have never accepted a bad solution just be-
cause “this is what we have always done” and have, therefore, always strived to do
things smarter. My motto is to try to see where the problem originates and then solve it
at the root, where it begins. As I have worked, created new products, and studied inno-
vation management, my knowledge of how to develop ideas for the market has deep-
ened and broadened.

My previous book, Sell the skin before the bear is shot, is about how to contemplate
and develop an idea towards the market by using different concrete tools, depending
on the project’s current position in the development process. Some of that content is
included in this book as well, but the focus here is mainly on the innovation team that
will carry out the enormously fun innovation work. Teams can be key to successful
innovation work, but it is relatively complicated to begin the work. A natural thought
is that you manage yourself and that teamwork does not affect you. Of course, you can
do much yourself, but even if you work on your own, you almost always depend on
input from the market, users, customers, suppliers, and distributors, where all these
can be seen as team members with unique skills. The myth of the strong lone inventor
is quite well established. It is a bit tragic, however, as most people who choose to
work alone remain lonely inventors without any significant successes. If you want to
be an innovator who has reached the market with your new product, you must become
involved in different contexts, collaborate, form teams, and work together. It does not
matter whether the work is internal to an organization, aimed at a commercial market,
or provided as a public service. You are always active in a context, and therefore you
must understand it and learn to collaborate within that context.

I write this book to illuminate the essential considerations for those in the pro-
cess of forming or creating an innovation team, and I write it because books that de-
tail the methods of hands-on innovation work are rare – in this case, the work of
creating an innovation team. The industry or focus of the business does not matter –
the approach is the same and over the years, I have worked with the same process in
various businesses and public institutions. The book, as such, is especially suitable
for you who are in management positions and responsible for innovation work, for
innovation leaders or innovation managers, for those in innovation management im-
plementation roles, for consultants in the field of innovation management, for those
who do practical work in innovation projects, for students of innovation management
at college or university, and for you who simply want to immerse yourselves in a
working method aiming to create high-performance innovation teams.

https://doi.org/10.1515/9783110731934-202
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Innovation is not associated with any particular field or business: it is every-
where. Therefore, I want you to think about your business during your reading, and
as you read and think, try to identify a small area in need of development where you
can put together an innovation team. When your thoughts have come this far, it’s
simple: read on, use the book’s models and tips, and sketch a small and limited proj-
ect to begin – the smaller and more straightforward, the better. But the project must
make enough space for challenges and independent work. The first project can be
limited to something estimated to take 6–12 months to complete. This horizon is long
enough to provide perspective on the work and room for reflection and unexpected
solutions as it progresses. At the same time, a project with this scope is clear enough
to complete in a reasonable timeframe, so it is plannable.

Remember, that you will benefit most from the book before the innovation teams
have been formed, as there then remains time to do something different and plan for
a successful innovation project.

I would like to thank everyone who made this book possible to write, especially
the financiers and participants in the research project Model Driven Decision and
Development Support (MD3S) – namely KK Foundation, Blekinge Institute of Tech-
nology, Aura Light, Avalon Innovation, Dynapac Compaction Equipment AB, GKN
Aerospace Engine Systems, Holje International Group, Tetra Pak Packaging Solu-
tions AB, and Volvo Construction Equipment – and the financiers and participants
in the research project Wings of Innovation – namely Sparbankstiftelsen Rekarne,
Mälardalen University, Munktell Science Park, Calix AB, and Eskilstuna Elektronik-
Partner AB. Finally, to my family and friends who have read the “manuscript in
progress” and given feedback on the writing process, thanks!

I hope that you, the reader, will benefit from the book. Good luck in creating
your high-performing innovation team, and remember, have fun!

Mikael Johnsson, PhD
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1 Introduction and background

The purpose of this book – A guideline and hands-on
methodology

Before we begin, I want to point out that this book is written to be used as a
handbook, whereby you who have a particular interest in innovation and innovation
work will, hopefully, have an extensive exchange of content. The content rests on re-
search and practical experience – my own and others’. The end of the book contains a
comprehensive reference list for in-depth studies. Feel free to underline and take notes
in it. Make it your workbook, your companion on your journey. – “Okay, let’s go!”

In this chapter, you will learn more about the following topics:
– how to read the book to get the most out of the content,
– recurrently used innovation-related concepts in the book,
– why innovation work is so important to prioritize for long-term success,
– how to plan for an innovation portfolio, and
– the group development process and its problems.

Before you start reading, please have a look here first

The structure of the book reflects how to read the book to fully understand the en-
tire work of creating high-performing innovation teams. This first chapter offers in-
sight into what innovation work is, alongside numerous innovation-related terms,
as well as why innovation is essential and what role innovation teams play in the
development process. It also motivates this book’s focus on the group development
process in the pursuit of high-performing innovation teams.

Chapter two focuses on conditions important to consider when planning for
creating high-performing innovation teams. For this purpose, the creating high-
performing innovation team model is used. The model enfolds three parts, as illus-
trated in Fig. 1.1; innovation enablers, the innovation facilitator, and the process of
creating high-performing innovation teams, also referred to as the HIT process
(High-performing Innovation Teams). The HIT process begins with top management
commitment and ends with a kick-off as the official start of the innovation project.

For clearance, chapter two focuses on in-depth descriptions of innovation ena-
blers (i.e., factors affecting high-performing innovation teams’ work), an introduc-
tion to the innovation process and how to apply an agile approach on that, and the
innovation facilitator and their role as a support system to the innovation team

https://doi.org/10.1515/9783110731934-001
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throughout the entire process and innovation project. Also, we get to know about
organizational structures and how they affect innovation teams.

Chapter three centers on the HIT process, step by step. You may be tempted to
turn immediately to that chapter (at least I would have, for sure). Feel free to do so,
but remember to come back to study the previous chapters as well, as they ground
the practical work done later on. Without that overview, it is easy to overlook essen-
tial aspects as the innovation team is initiated set off.

Chapters four and five examine the future. The former discusses challenges for
newly formed innovation teams, while the latter considers further innovation ena-
blers and challenges, this time where the members of the innovation teams are dis-
tributed around the globe.

Finally, in chapter six, it’s time to wrap up. There, I say some concluding words,
a few key takeaways from my perspective, and a link to my LinkedIn profile if you
want to reach out to me or connect.

Each chapter begins with a short introduction to its content and concludes with a
summary and work material, phrased as questions, for reflection and practical
work. The questions work just as well for personal reflection as for group discus-
sion. One suggestion is to find a place you like and set aside an hour or two to re-
flect in-depth on what the questions mean to you and your organization. I do not
claim the questions are easy to answer, but working with them concretely and pur-
posefully can make a substantial difference. Depending on what your organization
looks like and what assignment you have, it can be difficult to work alone on this

Fig. 1.1: The creating high-performing innovation team model.

2 1 Introduction and background
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task. Indeed, collaboration is a success factor mentioned variously throughout the
book. Therefore, another suggestion is that you gather a group who can meet in a
comfortable place where you can be at peace and progressively discuss the book’s
questions. Initially, the questions are relatively general, but as they accumulate
and as the book’s content becomes more and more concrete, the questions become
more complex. All aim to prepare you to create, manage, and participate in high-
performing innovation teams. Your first encounter with this material may pose cer-
tain challenges, so give it some time. Feel free to divide the work, taking time to
reflect between the discussions and to consider your organization with new eyes.
As you will notice, each question can be broken into countless follow-up questions,
all of which can be starting point for change. All questions are open-ended. They
intend you to think and to describe the present situation and what you can change
if necessary.

Definitions of key concepts

This book features recurring key concepts related to innovation. When asked what
they think innovation means, people commonly answer by referring to such concepts
as invention, creativity, and new ideas. Each of these answers is partly right, but in-
novation is so much more. Very few see the whole picture; therefore, I have collected
the concepts I refer to here to ease further reading. Those readers unfamiliar with the
concepts below may find them somewhat cumbersome to use in everyday work. It
might feel more natural to use words such as “product development,” “development,”
“invention,” “creative work,” and similar, which are well recognized and believed to
define innovation. In that case, feel free to start with that language, but my advice is
to aim to apply terms accurately to facilitate communication and gradually build up
knowledge of the area. Other, equally specific concepts exist in, for example, business
development, plumbing, construction, and business administration. In the industries
mentioned (and others, of course), it is not surprising with concepts such as business
plans, flow rates, newton-meters, and profitability. Please spend some time consider-
ing what the words below really mean, using them as often as possible in daily conver-
sations and communication with employees and external people.

Innovation: In the definition of innovation used throughout this book, three crite-
ria must be met: It must be new, it must create value, and it must be successfully
established in its market. Whether it is patented is immaterial. However, many peo-
ple miss that it must be successful and must create value. Success means that it is
insufficient merely to introduce something new in a market, either internal or exter-
nal to the organization. If the newly introduced product does not last long, it is not
an innovation. If the newly introduced product does not create value for the in-
tended target group, the same applies. Value could include, for example, monetary

The purpose of this book – A guideline and hands-on methodology 3
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values, time savings, work satisfaction, increased comfort, well-being, improved
health, and other things that somehow create value. Finally, if it is neither imple-
mented nor adding value, it can still be new; in that case, an invention has been
developed. Perhaps it is patented, too. A patent can be superficially attractive but
unprofitable and otherwise not valuable. Of course, there is a business in selling
patents without having a fully developed product or market or in filing patents to
hinder competitors from entering the market. Although these functions have value,
they are not further explored in this book, and the conclusion remains that an in-
vention is not automatically an innovation.

Innovation process: This concept is slightly simpler. In short, it is a process to
guide the development of ideas for the market. Several innovation processes can be
selected from, and many organizations develop their own based on one that already
exists. A quick search on the Internet for "innovation process" will generate count-
less hits. This book takes the position that agile innovation processes support fast
innovation work and that the innovation team formation is part of the innovation
process, as will be explained in chapter two.

Innovation work: Since, from an operational perspective, to become an innovation
an idea must be generated, developed, and launched, then create value, innovation
work includes all the work necessary to successfully reach the market. Many mistak-
enly claim that innovation work should focus mainly on technological development.
If there is no focus on market establishment, however, no innovation will be gener-
ated. Or, if there is no focus on the development of value-creating models, neither
will there be innovation. From the perspective of management, innovation work in-
volves, for example, identifying a direction, planning for resources, and making
space for the operational work. Therefore, innovation work is among the most com-
plex things to conduct, as it requires skills corresponding to all phases, from prepara-
tory work to the market.

Innovation capability: This means the ability to perform innovation work. Some
employees in an organization are somehow born to innovate. They find it easy to
“see” new opportunities, such as new business opportunities, where others see
only problems and approaching competitors. In this book, innovation capability
means having the theoretical knowledge of what innovation work is and the drive
to complete the work required to reach the market. Notably, an individual does not
have to do all the work on their own, which is one reason to form innovation teams.
As just mentioned, some people have a natural ability to innovate, while others
find it challenging to comprehend. Yet everyone can improve their ability to inno-
vate in the same way as they might learn to ride a bike. Once learned, it is unforget-
table, and it only becomes more enjoyable the more knowledge is gained. With
training in various aspects of innovation work, one’s capability to innovate can
surely increase.

4 1 Introduction and background
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Innovation team: The reason the teams are created in the first place is that collabo-
ration is more efficient than is individual work. Unfortunately, far too many working
groups perform work for which they do not have the skills, which affects their result.

An innovation team is not merely any work group that might get lucky in inno-
vating. An innovation team is a team purposely created to conduct innovation work;
it must therefore be created with the purpose to innovate. For example, if one wants
a new house and for it to be built correctly, different professions are hired for differ-
ent assignments, all experts in their area (e.g., an architect, engineers, plumbers, and
electricians). Innovation work by an innovation team is the same. It is multifunc-
tional and requires a mix of competencies. Additionally, the innovation team must be
able to work under relatively abstract conditions in the early stages of the project.
The message is that excellence in an innovation team requires it to be consciously
created with appropriate competences and conditions. This requirement is at the core
of this book.

Group-development process: This process has four phases: forming, storming,
norming, and performing, from which it is said that groups emerge. Groups are con-
verted to teams in the transitions from norming to performing phase. In the per-
forming phase, some teams become high-performing. Additionally, after the project
is completed, there is a fifth phase where the team is dissolved.

High-performing innovation team: This is an innovation team that has emerged to
the status that they are high-performing.

Sponsor: A sponsor, in this case of innovation teams work, is a person who works
between the management and the innovation team and acts as a communication
channel between them. The sponsor supports the innovation team’s work and can
also open doors in the organization, if needed.

Innovation facilitator, or facilitator: The facilitator, if needed due to lack of orga-
nizational knowledge of creating innovation teams, supports the innovation team
by assisting with ongoing training and advice throughout the innovation team’s for-
mation and the upcoming innovation project. The facilitator mainly communicates
with the convener and sponsor, as well as with management, when needed.

Convener: All team members on an innovation team share leadership. Therefore, the
innovation team does not have a dedicated project manager. However, a convening
person is assigned to communicate with the facilitator and sponsor for updates and
feedback. The convener’s task is to form the innovation team in consultation with the
management, potentially with the facilitator’s support, and hold it together until the
structures have appropriately settled. At first, the convener has a slightly more holis-
tic understanding of the innovation process because of the relation to the facilitator,
but as the innovation project takes off, the rest of the team members catch up.

The purpose of this book – A guideline and hands-on methodology 5
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General terms used for the sake of simplicity:
– Innovation team. At its core, this book is about how to create high-performing

innovation teams. For simplicity, the terms innovation team and team are used
to refer to these teams.

– Organization. In this book, the word organization captures all types of compa-
nies, businesses, public institutions, associations, and so forth.

– Product. As applied in this book, the term product indicates services, processes,
systems, organizations, and so on – everything that can be developed.

Innovation – Do or die

Here in the introduction, there are two reasons to innovate that must be highlighted.
The first is about long-term survival in the market and how to plan to work with in-
cremental and radical innovation work as parallel activities. The second is that inno-
vation projects need to be carried out at an ever-increasing pace, so there is reason to
understand how it can be done as efficiently as possible.

Planning your innovation project portfolio

Innovation has become an over-exploited buzzword that appears in all possible
contexts. Nevertheless, if not working actively with innovation, the business will
eventually disappear from the market. Research has long shown that the organiza-
tions that actively work with innovation are both more successful and more profit-
able than those that do not. Those who avoid appreciable investment in innovation
do so under the excuse that such investments are too costly and too risky. It abso-
lutely requires resources, and far from all innovation investments reach the market.
Still, it is not necessary to risk the whole business. A distribution of 70, 20, and
10 percent is usually considered appropriate, as illustrated in Fig. 1.2. Here, 70 per-
cent of the work is to continually improve everyday life and slowly developing the
business as the environment develops; 20 percent, to advance the business and
products (or product generation) connected to the business already underway; and
the remaining 10 percent, to make more radical efforts, with investments in projects
whose outcomes are uncertain or whose value is not fully understood. These 10 per-
cent have a high-risk factor, and the vast majority of these investments never
achieve commercial success. However, excitingly, the organizations that function
according to the 70-20-10 approach to their innovation portfolio have a strong abil-
ity to survive and profit. Over time, revenues are reversed – that is, the high-risk
projects account for 70 percent of revenues – and the part of the business that felt
long-term secure provides 10 percent of revenues.

6 1 Introduction and background
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The financial crisis of 2008–2009 brought disaster to many subcontractors in
most business areas. Of course, there are many reasons for that. One factor that
stands out in my eyes, though, was that they relied on their customers always buy-
ing from them without developing their own products to meet future technology
shifts. The process was that customers in, for example the automotive industry,
send drawings by email, mail, or by fax(!), and the subcontractor then produced
what was ordered, with almost no questions asked. Big customers could also make
annual demands for ever-cheaper prices, resulting in a very distinct focus on cost
savings. There is nothing wrong with keeping costs down and developing daily op-
erations towards perfection, but leave some room for what is to come as well.

Notably, the different areas of the 70-20-10 innovation portfolio approach require en-
tirely different skills, depending on which of these areas is in focus. There is no reason
to expect great deeds if employees are suddenly asked to conduct radical innovation
work without having knowledge of it or having received training in it. The same ap-
plies if highly visionary employees are to focus on improving some detail in an iso-
lated context. As such, the organization must carefully plan for these totally different
activities and staff with people who are suitable to the task. Doing only one or a few of

Fig. 1.2: The innovation project portfolio. The figure is inspired by Nagji, B. & Tuff, G., (2012).
Managing Your Innovation Portfolio, Harvard Business Review, May 2012.
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these specializations often leads to business problems: Focusing on only incremental
innovations or constant improvements leads to lack of preparation for inevitable tech-
nological shifts. On the other extreme, too much experimentation with radical innova-
tions can destabilize a business.

Incremental and radical innovation

Incremental and radical innovation are two extremes of innovation work and its
outcome, the product. While incremental innovation has a low degree of novelty,
being at the level of new to me or new to the organization, radical innovation is
highly novel, aiming for a product at least significantly better than its predecessor
and at its peak, new to the world.

At the first extreme, incremental innovation, the improvements are often so small
that they are barely noticeable from a product perspective. The main focus is usually
on making work processes better and smother, or for example, on assuring quality
and standardizing components to avoid deviations. People who are analytical and ac-
curate in small details are well placed to do an outstanding job with these tasks.

At the other extreme, radical innovation work, the conditions differ. The work
is more abstract and exploratory in nature. There are many possible solutions to a
given problem, and which to is preferable cannot be known before some experi-
mentation. Such work requires visionary people who have a great ability to think
abstractly. To innovate radically, much of entrepreneurship and analytical peoples’
help is also needed. For something to be considered a radical innovation, it must be
five times better or half as expensive to produce than previous solutions, indicating
what is required in the new solution.

All in all, the combination of incremental and radical innovation has come to
be called ambidextrous innovation work and has become common. It is often de-
scribed as two-handed or two-way innovation. This balance is fine, however, and it
can be challenging because organizations do not always have the resources or em-
ployees to focus on both daily operation and exploratory innovation.

At the risk of complicating things a bit, I must point out that it is possible to be
radical in incremental innovation work as well. For example, if the task is to improve a
work process that may not be noticeable in the end product, the work process itself
can be developed with substantial elements of change and a high level of innovation.
Thus, this task may make the same demands for abstract thinking as radical innova-
tion work does. We have seen it many times in the manufacturing industry with auto-
mation, robotics, digitization, and much more. As another example, internet users can
chat with organization representatives around the clock. Some time ago, such services
were solved with personnel working in shifts. The design is to have personnel in
countries with different time zones. Today, though, smart chatbots based on Artificial
intelligence (AI) handle the most common issues. When it becomes too complicated,
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experienced customer service personnel become involved in handling the specific
issue. The connection to radical innovation is that the user notices no significant differ-
ence; he or she gets (hopefully) his or her answers. Still, the technology that delivers
the solution has undergone several radical development steps.

The danger of organizations that are too slim

Nowadays, the challenge for many organizations is that they have slimmed their
operations too hard through various optimization methods; these are sometimes
called “anorexic” organizations. Such organizations leave absolutely no room for
new development, given the available staffing. They lack the strength to do any-
thing other than just survive. Daily activities occur in a (mild) panic or are slightly
too demanding. Workers’ days are mostly spent putting out fires and covering up
for people who are at home with sick children or sick themselves. Sure, this picture
is somewhat exaggerated, but the trend is common. The bottom line is that neither
energy nor resources are available to develop the organization further.

For a manager recognizing this situation, it is essential to create space for employ-
ees to develop enough new products that a diving market does not come as a shock.
There is usually no good reason to go at full speed constantly. Think of, for example,
machines or vehicles used in manufacturing processes or for transport. They have both
built-in fuses and overdrive protection, preventing damage to the machines or the en-
gine. We also have fuses at home in our households or the factories to protect against
overload, save money, and avoid personal injury. A common practice in the business
world is to study how long different work tasks take to complete, thereby calculating
the cost of an activity. What many people miss, unfortunately, is that if a job takes ten
minutes to perform once, that is no indication employees will be able to do this job six
times in one hour. Everything does not always flow perfectly; there are needs to visit
the restroom, “stretch your legs,” get some water, or just take a short break – obvious.
Shifting the focus back to the too-slim organization, the individual employee will, over
time, underperform, become forgetful and make strange decisions with unforeseen
consequences. From an innovation perspective, the organizational approach described
is suboptimal because new ideas usually arise in times of reflection, perhaps in an off-
topic conversation with a colleague at the water cooler or coffee machine.

The shorter the product life cycle, the faster the innovation work

It’s not just a feeling that new products are introduced on the market at an ever-
increased pace – it’s a fact. Accordingly, to keep pace with the market, organiza-
tions have good reason to learn new methods to develop products. One might think
the methods to develop new products are already refined, from stage-gate through
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waterfalls-, semi-parallel and parallel development methods for agile and flexible
innovation work. The latter variants of innovation processes are significantly faster
to market than are the previous ones. However, they also place greater demands on
the individuals who execute the work. Leadership and employees’ competence in
innovation work and how it is done is becoming increasingly important. Another
parameter must also be considered – teams perform better than individuals do.
That realization can be applied in innovation work, which is the main purpose of
this book: the art of creating high-performing innovation teams.

Innovate for the future

The most significant business revolution to date is currently unfolding. Many jobs
that exist today will not exist in the future. On the other hand, many others will be
born. Obvious examples include self-driving vehicles that will change the entire logis-
tics industry, as well as AI that, for example, makes design calculations faster and
safer or can train the next generation of school children better than humans, or the
automation and robotization of everything from inventory management to compli-
cated surgical operations. It has long been predicted that computer-rendered anima-
tions will replace the modeling profession, and discussions about drones delivering
goods have been going on for some time. For example, aircraft already today land
better on their own than when physical pilots make the landing.

In the shadow of these well-known changes, another radical change is occurring
in the service sector, through blockchain technology. Roughly about moving informa-
tion from a sender to a recipient through a number of nodes that guarantee that the
data is not distorted along the way, blockchain technology is usually associated with
Bitcoin. However, it was the first practical product created in the form of an en-
crypted currency as a result of the financial crisis of 2008–2009. As stated, the pur-
pose was to limit monetary inflation and to increase privacy in peer-to-peer financial
transactions but also to cut out middlemen in the operation. Since then, blockchain
technology has been developed full steam ahead. New solutions will soon be avail-
able for basically all existing service professions that require an intermediary for any
reason. The critique of blockchain technology often regards potential bugs in smart
contracts that can lead to unwanted consequences due to actions being automatically
executed if triggers are activated. Further, people’s employment may suffer with re-
duced need for human interaction in the provided service. However, this discussion
has a long history, featuring examples like the Spinning Jenny, the steam engine, the
tractor, the nail gun, the cement, the forklift, wireless communications, and so on.
For example, as new production methods and technologies have developed over the
centuries, an enormous number of jobs have disappeared. So will it be in the future
as well. In this context, the interesting thing is that beyond the profession itself, the
functionality or value for the end-customer usually improves.
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Indeed, the effects are most often positive, for example, fewer errors, fewer un-
wanted variations, fewer accidents, and faster deliveries. In the future, the major dif-
ference will be how solutions are produced and who or what delivers them. Even if
today’s work may not remain in the future in the form it does today, there will un-
doubtedly be completely new jobs that are unknown today, much as app developers
or influencers on social media are now established professionals, even though these
professions did not exist before 2005. Further, one of the biggest opponents to
blockchain-based decentralized finance (DeFi) (i.e., borrowing and lending cryptocurren-
cies peer-to-peer) for many years, JP Morgan (one of the major players in traditional
banking), opened a lounge in the metaverse (i.e., the digital and virtual universe),
offering its services in February 2022. The idea of doing so was ridiculous in 2021. For
some reason they reconsidered their standpoint regarding DeFi and decided to be an
early adopter aiming for first-mover advantage. JP Morgan got its first competitor in
the metaverse, HSBC, about a month later.

To anticipate the rapid pace of change, we all need space to train our abilities
to be observant and prepared in the workplace and the outside world. We need this
space partly to be able to meet competitors but also to be able to take advantage of
opportunities and develop these into value-creating products.

In conclusion – for an organization to avoid slowly vanishing, it must focus on
redistributing resources and freeing up time for future survival and success. Take
advantage of the opportunities out there – do or die!

The group development process and its problems –Wasted time

The group development process has been explored for many decades and may
seem unnecessary to address in a book like this one. However, little attention has
been paid to the prevention of problems that easily occur as a group emerges to-
wards a team. So far, it has been a high priority to learn to identify issues that arise
and to solve them by various techniques, but this approach is a bit like taking pain-
killers for headaches. The problem is that the damage has already occurred; the
performance of the team has already decreased. Instead, I believe it better to avoid
the circumstances that lead to headaches. The process of forming innovation teams
is further described in chapter three.

Team building the right way

The group development process is well known in many contexts. Today, there is
hardly a business that has not arranged exercises for team building. It has grown
into an entire industry that offers no conferences and kick-offs without “fun” team-
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building games or exercises. However, team building too often focuses not on a
challenge for the team that is relevant when the team returns to the workplace. Cer-
tainly, I have not often seen myself or anyone else climb very high up in a tree,
throw a boot as far as possible, light a fire like ancient cavemen or throw a lasso on
an artificial reindeer as part of the work. On the other hand, I have several times
seen people forced into trees even though they fear heights, laughed at because
they can neither throw a boot very far, hit the artificial reindeer horn with a lasso,
nor get the ridiculous pile of boards to fire up – as if it mattered. These exercises
can sometimes be reminiscent of the humiliation that many would recognize in a
school gym class, where certain athletic people can become heroes while the rest
become a burden to bear.

There is nothing wrong with having fun with the games just mentioned, yet
they are not as fun for everyone. Furthermore, tasks that are part of the work of
creating a high-performing innovation team are absent, such as conducting a mar-
ket research, mapping a supplier chain, or perhaps pricing a product that does not
exist. Instead of potentially creating an internal hierarchy, focus can be placed on
creating a team based on the task it is to perform – to develop new products as
quickly and efficiently as possible. As you might note, there is a kick-off later in the
book, but note too that it focuses on kicking off the project and building the team
for its mission, nothing else.

Group or team – It’s not the same! How to know the difference?

Conversationally, the terms “group” and “team” are sometimes used interchange-
ably, which is understandable considering that they are used in the same way but
for different purposes. However, the two differ significantly, and I would like to
stress that in the context of innovation work, a person ought not shrug their should-
ers and say, “Who cares?”.

Groups and teams are far from the same thing. A group is generally defined as
a complex social system comprising at least two people. However, these two people
do not necessarily share the same goal. For example, consider two people waiting
at a bus stop. They simply happen to be in the same place at the same time. Still,
they are a group. In a work-related context, it may be that the group members do
not even want to be part of the group and even less so want to work on the prede-
termined task. The members can have terrible work experiences with the very peo-
ple in the group. If problems arise, they may present as people avoiding getting
involved, not trying to help resolve issues, doing no more than is required, and
being unhappy helping other group members with their potential problems. As
long as group members lack the same goal or a desire to perform the stated task,
the group will not progress towards becoming a team. Thus, their work will not be
particularly efficient.
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A team, on the other hand, has reached a stage of maturity at which members
share goals and ambitions. They feel like members of the team and work of their
own free will to solve challenges that have arisen. They want something and strive
to achieve it. The team gives them a sense of belonging, and they have developed
effective ways of working together. In a team, members support each other and
help each other solve problems without demanding or expecting reciprocal serv-
ices. Thus, a group does not have to be a team, but a team is always a group. Of
course, some groups do not actively oppose each other and do progress the work,
but a team functions more smoothly and with less friction between members.

The group development process: Forming, storming, norming, performing,
and dissolving

As soon as a group is put together, a group development process begins to resolve
how the individuals in the group develop consciously and unconsciously in relation
to the new context. The group development process has been discussed in plenty of
good literature. Here, it is briefly summarized to as a foundation of knowledge to
support the creation of our high-performing innovation team. Usually, the group
development process is described in four or five steps: forming, storming, norming,
and performing, possibly followed by dissolving, after the project is completed, as
illustrated in Fig. 1.3.

The group forms in the first phase, which is characterized by members seeking
membership in the group. At this stage, the work is driven by dependence and ac-
ceptance rather than the group’s task to solve. This phase is sometimes also called
“the honeymoon” because in it, the job and group atmosphere feel nice and good.
They face no problems other than being accepted by the group, and issues or prob-
lems that may arise are forgiven.

During the second phase, the group has tightened. As a result, the group’s lead-
ership develops, and relatively often, appointed leaders or leadership are ques-
tioned and criticized. The behaviors accepted by the group in the first phase are not
as readily accepted in this phase, and open conflict is common. Unfortunately,
group members tend to defend themselves, form subgroups, and adopt positions of
hostility instead of developing a work environment in which members can feel safe
expressing their opinions without being negatively criticized. A significant problem
with this phase is that group members tend to focus more on group affiliation than
on the work to be performed.

If the group enters the third phase, the work climate is stabilized by the devel-
opment of norms, structures, and attitudes through self-organization. The effect is
that group members increasingly trust each other, leading to a greater understand-
ing of each other’s work. Finally, suppose the group reaches the fourth phase,
which normally takes about four to six months. In that case, the group transforms
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into a team, which characterized by teamwork; here, the members have found each
other and take joint responsibility for their work and that of other members. The
ideal outcome is for the team to become high-performing, which may be reached
after some six to eight months. Sometimes, this outcome is considered to be sig-
naled when the team has “flow.” Work does not feel like work. Everything is fun,
and time flies. New problems to solve are experienced only as everyday tasks re-
solved without hassle. Everything is possible, and life is wonderful.

The fifth phase is not really a development phase, but rather the opposite. Here,
the group or team is dissolved, and the members return to their regular work or start
work in a new working group with a new group development process. Hopefully, the
group has developed into a team that has completed its job, but this outcome is far
from certain. Countless groups and teams have been prematurely dissolved because
they fail to agree about what to do or how to solve group-related problems.

Several considerations regarding the group development process are worth empha-
sizing. A group is not guaranteed to develop into a team, much less a high-performing
team, nor is a phase sure to last a predictable duration or have a predictable sequence.
The group or team can move between the different phases, both forward and back-
ward, depending on the situation and circumstances. For example, a group that has
passed the second phase and becomes a team in the third phase can easily fall back a

Fig. 1.3: The group development process. The figure is inspired by Wheelan, S. et al., (2021).
Creating Effective Teams.
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step or two and then develop into a team again after another work period. This process
can recur even during a single project.

Creating high-performing innovation teams – A methodology

As mentioned, a group starts with a given number of members and thus begins
emerging towards a team through the various phases of group development. Nota-
bly, however, the group is reformed into a new group if a new member joins or
drops out. The new group does not automatically retain its current status but needs
time and space to stabilize. If a new person is added, he or she must feel a sense of
belonging and that he or she contributes to the group’s work. If a person leaves the
group and is not replaced by another, all work tasks must be distributed to the re-
maining members, which may be problematic, given the potential loss of skills.

Another noticeable thing when a member is introduced or lost is how the new
constellation communicates and interacts with each other and how tasks are dele-
gated. Although the change may not be obvious, these are entirely new conditions.
Someone may become more talkative or quieter than usual. Someone may step for-
ward and assume more responsibility, while someone else steps back.

The emerging process takes months
To reach the desired stage when the group is transformed into a team and begins to
perform, the members have first spent months of work and energy finding a struc-
ture to follow in their work. According to the most prominent researchers of the
group development process, it commonly takes around four to six months to reach
the stage when the group becomes a team and begins to perform. However, less
than half of all groups never reach the level at which they contribute to the organ-
ization’s goal, meaning that a much energy and many resources are spent on work
that does not create value – energy and resources that could be spent more wisely
and more effectively.

Create high-performing innovation teams following a systematic method
Clearly, it is a waste of both time and resources to appoint an innovation group
that, after at least four months, becomes an innovation team, maybe. Unlike the ex-
pected group development process, which happens more or less by itself when a
group of people is put together, the group development process I have focused on
developing, as a researcher and practitioner, is deliberate. It comprises three steps:
forming, norming, and (high-) performing, as illustrated in Fig. 1.4. Through struc-
tured work, it aims to reduce the problematic storming phase and quickly enter the
phase in which the group has become a team, with the goal of becoming a high-
performing one. This process, creating high-performing innovation teams, rests on
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group development problems, organizational theories, and the complexity of inno-
vation work. The process has developed into a step-by-step process to give an inno-
vation project a running start. By avoiding the storming phase, enormous time and
resources can be saved, creating value for the project instead. Innovation work can
be performed faster, contributing to innovations and supporting the organization’s
future survival.

Regarding groups and teams – now we know they are not the same. However, to
ease the further reading, however, the term “team” is used regardless of its status
in the group development process unless it is specifically important to separate
them in future sections.

Summary

When you flip through a book for the first time, it may be tempting to consider
chapter three the point of greatest interest because that is where the detailed pre-
sentation for creating high-performing teams appears. Starting there is an excellent
choice, skimming through the chapter, but do not forget to investigate the other
chapters as well, especially chapter two, which describes various factors that pro-
mote the innovation team’s work. These factors are divided into three perspectives:
the organizational perspective, the innovation team perspective, and the team
member perspective. Also, in chapter two, there is exciting knowledge about the

Fig. 1.4: The high-performing innovation team development process.
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agile innovation process and the innovation facilitator. All of these factors are im-
portant for the success and development of the innovation team, and some of them
seriously impact the outcome. Also, if you’re about to create a global innovation
team, chapter five is probably especially interesting.

To ease the reading and create a consensus on what the various concepts in
this book mean, the most central and most recurrent words related to innovation
are picked out and briefly defined and explained.
– Innovation – something new, value-creating, and successfully implemented in

the market
– Innovation process – a structured working method for developing innovations
– Innovation work – all work required to develop innovations
– Innovation ability – theoretical and practical skills to perform innovation work
– Innovation team – a team, purposely created to carry out innovation work
– Product – goods, services, processes, systems, business models, etc
– Team – a group emerged to team status. Henceforward, regardless of group or

team status, the term “team” is used to ease reading

Innovation work is essential for all types of organizations that want to remain, and
for that, a well-planned and strategic innovation portfolio is necessary. The work
distribution of 70, 20, and 10 percent, respectively, is considered appropriate,
where seventy percent of the work is about continuous improvement; 20 percent,
extending its ongoing business; and the remaining 10 percent, radical high-risk
projects where outcome and value may be unknown. Over time, nearly all the reve-
nue will come from high-risk projects, and what was the core business’s income
has decreased to a fraction of what it was.

Innovation spans two extremes – incremental and radical, from “small improve-
ments” to “new to the world.” A radical innovation must be five times better or half
as expensive to produce to be classified as a radical. On the other hand, the working
method does not differ much between the two extremes because it is about develop-
ing new solutions to an identified problem. Although it might sound strange, it is
possible to develop radical innovations even in the area of incremental improvements
(the 70 percent area). The focus is then often on significantly improved processes or
production methods, which may not be noticeable in the final product. However, and
this is important. Innovation teams must be carefully staffed depending on the range
of novelty aimed for. For radical innovation, visionary people are suitable. The same
people are not as good for small improvements. However, the problem is that slim
organizations tend to be constantly congested, often leading to them lacking the time
to concern themselves with future income according to the 70–20–10 distribution. It
is unnecessarily hard on staff to be persistently overloaded or to lack time for reflec-
tion. Reflections are one of the success factors for new ideas.

At the same time, as new products are being launched at an ever-faster pace,
methods for innovating products have also been developed to become both agile
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and flexible. As a result, they have also become more complex and knowledge-
intensive, and here the innovation team is a suggested solution because teams per-
form better than individuals. As proof of the constant change, there is a growing
concern that many of today’s jobs will not exist in the future. This is not necessarily
a bad thing, at least in the long run. Take a moment and consider what professions
you would not like to have from those who have disappeared in the last 40, 60, or
100 years. There are some positives to change. Right? However, from an organiza-
tional context or employee perspective, it may be challenging to constantly deal
with the unknown in forms as controllable as possible.

According to the classic group development process, it may take four to six
months for a group to develop into a team in four phases and dissolves in the fifth:
forming, storming, norming, performing, and dissolving. If they reach the team sta-
tus at all, that is. Far from all groups become teams, and even fewer perform at
high levels, meaning that many resources are invested in groups that could do so
much more. For groups to become a high-performing team, it’s about six to eight
months of work, if they reach that phase. For this reason, my research regards how
to create innovation teams in three phases: forming, norming, and performing,
with the goal of high performance, without the storming phase, and thereby saving
valuable time and resources.

Questions for reflections and discussions

This section is intended for reflection and discussion of what has been addressed in
chapter one. Take a moment to think about the questions asked below, based on
your organization. As mentioned in the introduction, the questions are just as suit-
able for personal reflection as for group discussion. Set aside at least an hour and
work your way through a few questions. Then create a recurring structure by book-
ing a number of occasions to work your way through the questions that conclude
each chapter. At the first time, you will get an idea of which people should join in
for reflection and discussion. Invite them to participate.

The first chapter introduces the holistic picture of innovation and innovation
teams. Therefore, the questions for reflection and discussion are more general in
nature and suit readers working in a management position with an overview of the
organization. They also suit readers who operate in the organization to reflect from
the perspective of a sponsor, convener, and team member. As the content of the
book becomes more concrete and detailed, the questions to reflect upon and dis-
cuss also become more concrete and precise.
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Before you start reading

– In our organization, what is our understanding of the book’s central concept of
innovation?

– How can we, in our organization, communicate the central concepts of innova-
tion to create shared understanding and increase knowledge of innovation?

– How can we, in our organization, use the questions for reflection in this book
as a working material?

Innovation – Do or die

– In a comparison of our approach to the 70-20-10 innovation project portfolio
approach, what does our portfolio look like?
– If there is an imbalance – how should we reallocate projects?
– If needed, what will be the first five actions to balance our innovation project

portfolio?
– How do we create space in our organization to work radically in all areas of de-

velopment, even in the area of continuous improvement?
– How should we, in our organization, face a future we do not know much about?
– How do we make sure our organization is not so slim that it hinders innovation?
– In our business, are new products launched at an ever-increased pace?

– If so, how do we match that pace?
– In general, what, if any, new professions in our business have emerged in the

past decade?
– In our organization, what, if any, new professions have emerged in the past

decade?
– What new professions are about to emerge?
– How can we, in our organization, apply innovation leaders?

The group development process and its problems –Waste of time

– How do we, in our organization, make time and space for new innovation teams
to develop?
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2 Organizational conditions for innovation work

This chapter introduces four conditions that affect the innovation team from differ-
ent perspectives: factors that enable the innovation team’s work; how innovative and
non-innovative organizations are structured; agile innovation work in practice and, fi-
nally, the innovation facilitator (facilitator), a support function to the innovation team. In
a way, this chapter forms the basis for the innovation team and precedes the explanation
of how the innovation teams themselves are created. It provides an understanding that
complex but structured work awaits. This chapter presents an understanding of what
awaits the innovation team when it is formed and continuously through their continued
work. Feel free to return to refresh your memory after you get to the practical work.

In this chapter, you will learn more about the following:
– factors enabling innovation teams’ work,
– how organizational structures affect innovation teams,
– agile innovation work, and
– how to support innovation teams through facilitation.

Innovation enablers – Factors that enable innovation

This section will acquaint you with twenty different factors that affect the innovation
team’s work in different ways. In this context, they are called innovation enablers (as
highlighted in Fig. 2.1), given that they all promote or enable innovation work, espe-
cially some of them. First, I introduce all twenty innovation enablers, with explanations

Fig. 2.1: Innovation enablers, as part of the creating high-performing innovation team model.
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for each. You will then get a more in-depth insight into which of these most impact
the innovation team’s work. These key enablers are therefore important to track be-
cause they invigorate an innovation project if they are fulfilled – if not, their ab-
sence diminishes a team’s work.

Innovation enablers in three perspectives – The organization, the team,
and the team members

The perspectives of the innovation enablers, the organizational, team, and team
members are separated, as illustrated in Fig. 2.2. The innovation team is in the center,
illustrated as six members, two of them as dashed circles. It demonstrates that the
innovation team is preferably built on 4–6 members, further explained in chapter
three, where the team size is further discussed (i.e., chapter three, the power of small
teams). However, since the innovation team is built on individuals and surrounded
by its organization, each constitutes another perspective to consider.

Fig. 2.2: The innovation team, its context, and related viewpoints. The figure is inspired by
Johnsson, M. (2016), Innovation Enablers and Their Importance for Innovation Teams. Blekinge
Institute of Technology.
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Prior research has identified manifold factors (innovation enablers) that affect
innovation teams from the perspectives of the organization, team, and team members.
Here, the enablers are clustered into twenty factors (as illustrated in Fig. 2.3) to ease
overview and communicate differences between them. Several of them span several
perspectives, and they are therefore essential to discuss on that basis. All the factors
mentioned below are more or less important for innovation teams in practical work,
depending on the situation and project.

As you familiarize yourself with each of the innovation enablers described, you will
notice that some of them seem very close to each other, even overlapping, so it can be
somewhat challenging to separate them at first. Therefore, you must practice recog-
nizing them individually and then understand how their connections depend on the
perspective you take. Also, sometimes they are context-dependent, meaning that a sit-
uation must be interpreted as a whole, not divorced from its context. Incomplete un-
derstanding may lead to misunderstanding. At the end of each innovation enabler
described, they are summarized across a few brief points. Table 2.1 summarizes inno-
vation enablers from all three perspectives, in alphabetical order.

Fig. 2.3: The perspectives of innovation enablers. The figure is inspired by Johnsson, M. (2017),
Innovation Enablers for Innovation Teams – A Review. Journal of Innovation Management, 5(3),
75–121.
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Tab. 2.1: The innovation enablers from the organizational, innovation team, and team member
perspective.

# Innovation enabler Perspective

Organization Innovation
team

Team
member

 Awareness: the ability to “see” invisible or undiscovered
innovation-related opportunities

X

 Capabilities: skills and knowledge needed to work in
innovation teams

X

 Climate: an encouraging environment stimulating new
innovative initiatives and creativity

X X

 Collaboration: functional innovation teams and
collaborations internally between departments, and
externally with suppliers, customers, and expert
networks

X

 Culture: norms and rules for “how to do here”; Tolerance
for initiatives that go wrong

X X

 Dedication: the personal commitment to want to
participate in an innovation team

X

 Economy: monetary and non-monetary resources X X

 Education: innovation-related competence development
in theory and practice

X

 Empowerment: trust from management to the innovation
team to make their own decisions about resources or
investments; autonomous work under the responsibility
of the members of the innovation team

X X

 Entre-/intrapreneurship: “doers” who make things
happen

X

 Human resources: access to colleagues within the
organization who can contribute to the innovation
project and who can also share experiences and help
avoid bottlenecks

X

 Incentives: financial and non-monetary rewards as
motivators

X

 Knowledge: special knowledge concerning innovation
and innovation work; diverse knowledge areas

X

 Knowledge management: knowledge of how to, in
practice, use knowledge and fill knowledge gaps
concerning innovation projects

X
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Innovation enablers from an organizational perspective
This section demonstrates six factors that affect an innovation team from an organi-
zational perspective: climate, culture, economics, management, strategy, and time.
Among these factors, management gets special attention, as management in many
ways determines how the remaining enablers are made possible.

Innovation enablers from the organizational perspective:
– Climate – an encouraging environment stimulating new innovative initiatives

and creativity
– Culture – norms and rules for “how to do here.” Tolerance for initiatives that go

wrong
– Economy – monetary and non-monetary resources
– Management – encouragement of exploration of new ideas
– Strategy – structured ways to invest in short- and long-term innovation projects
– Time – time set aside for the innovation project, time for reflection, and time

for education and learning

Climate
From an organizational perspective, the innovation climate stems from working to-
gether with innovation within the organization, developed through shared experi-
ence of common policies, approaches, and procedures. Climate is generally less

Tab. 2.1 (continued)

# Innovation enabler Perspective

Organization Innovation
team

Team
member

 Management: encouragement of exploration of new
ideas

X

 Mindset: self-confidence and attitude of the innovation
team members – “I can. . .,” “I want. . .,” “I will. . .”

X

 Need: explicit and clarified customer needs to meet, to
explain why the innovation project is required

X

 Processes: processes, models, and proven innovation
methods that guide from idea to established product on
the market

X

 Strategy: structured ways to invest in short- and long-
term innovation projects

X

 Time: time set aside for the innovation project, time for
reflection, and time for education and learning
throughout the organization

X
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stable than culture is, and it can be considered an expression of a culture at a spe-
cific moment, a snapshot. Climate refers to human aspects, such as behavior, while
culture relates to structures. It has been shown that organizations which create an
innovative climate are, in general, financially more favorable than are others. The
climate significantly influences employee motivation to be creative, which is a part
of the innovation process, as further described in followings sections, and is among
the keys to developing an innovative organization.

Nevertheless, an innovative climate is a relatively complex area consisting of vari-
ous factors, as briefly outlined below. Most of these factors are independent, but with
slightly different content and meaning. Most of today’s research on innovation climate
stems from Göran Ekvall, who already in the 1990s presented ten dimensions for a
creative and innovative climate from an organizational perspective. Still, research is
ongoing regarding how these factors affect an organization’s ability to innovate:

Resources
– Challenge – are employees challenged, emotionally involved and committed?
– Idea time – is there time to reflect before acting?
– Idea support – are there enough resources allocated to try new ideas?

Safety
– Trust – do people feel secure expressing different opinions?
– Playfulness – is the work environment relaxed, and is it okay to have fun?
– Lack of conflicts – are there personal conflicts?
– Dynamics – is the organization dynamic to change?

Curiosity
– Debate – to what extent do people discuss different topics?
– Freedom – are employees free and able to decide their work?
– Risk-taking – is it okay to fail with an initiative?

As stated, a climate is less rooted than culture. As such, by relatively simple means
it is possible to change a non-innovative climate into an innovative one. To make a
non-innovative culture innovative, though, requires long-term and sustainable
work. It does not happen overnight. Since the focus is on innovation teams and
how they can work with innovation projects, its climate will also be discussed in
the coming sections in this chapter.

Brief summary of climate
– An innovative climate has a positive effect on innovation work and is easier to

change than culture.
– An innovative work climate benefits the organization financially.

Innovation enablers – Factors that enable innovation 25

 EBSCOhost - printed on 2/9/2023 3:04 AM via . All use subject to https://www.ebsco.com/terms-of-use



– An innovative climate encourages creativity, which is the beginning of innovation
work.

Culture
Culture is usually defined by shared values, norms, and knowledge, both conscious
and unconscious. Culture does not have to be visible at first glance, but rather, “it is
just there” or it “sits in the walls.” Within an organization or an innovation team, cul-
ture is influenced by members’ behavior and treatment, based on their fundamental
values, assumptions, and beliefs. An organization’s culture is greatly influenced by
management when in the recruitment of new staff. To create and encourage a culture
for innovation, they should strive to bring in employees with varying knowledge, abili-
ties, backgrounds, interests, and gender. A strong culture ensures that everyone is on
the right track and thus plays a vital role in the organization’s innovation capacity,
which must also be reflected in the various phases of the innovation process; for exam-
ple, idea generation work differs significantly from development work and market
introduction.

A strong culture is nurturing for newcomers to learn, through the culture, how
things are done, for example, through internal training or reprimands. Some of the
most essential factors in creating an innovative culture are tolerance for mistakes
and constant open communication. To some extent, an organization should even
encourage individuals to make mistakes, as long as doing so leads to improvement
and learning. In organizations where mistakes are punished, employees commonly
become passive, which stifles innovation. A positive culture for innovation is based
on a complex system of different factors contributing in different ways. In a nega-
tive culture, resentment easily rises against new proposals and initiatives that
could lead to new products.

Changing a culture requires long-term work. Years of persistent work are to be ex-
pected, starting with management acting as role models. Of course, a well-developed
plan for change is also necessary. From the perspective of an innovation team, man-
agement should communicate to other employees in the organization that it is okay to
become involved in an innovation team’s work.

Brief summary of culture
– The culture “sits in the walls” and takes a long time to change – be persistent

when aiming for change.
– Employees influence culture. Keep that in mind when recruiting your next co-

worker.
– Tolerance for failure is an important part of a culture that promotes innovation,

as long as it leads to increased learning.
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Economy
Economy is usually described as monetary resources, but it can also correspond to
what an organization invests in an innovation project (e.g., in terms of time, hardware
and software, education, and human resources). Not only is this enabler important for
the current or planned innovation project, but also it shows that innovation is valuable
for the organization. Here, the difference between large and small organizations is con-
siderable. While small organizations can be agile and entrepreneurial, a large organi-
zation can buy what is needed and, thus, more easily than small organizations attract
both customers and suppliers. However, this is also a management issue in that man-
agement must demonstrate their preparation to invest in innovation projects, which
correspond definitionally to certain risks.

Furthermore, investment is necessary to develop capabilities for collaboration and
innovation, not only for the creation of technical and non-technical products. One way
to make such an investment in an organization is to encourage innovation initiatives
that arise not only for example, in R&D. In short, the economy has several dimensions.
A reserved budget can lead to faster innovation if it is combined with self-government.
However, a budget that does not allow for sufficient time is useless. Work is not done
by itself. A solution to lack of time can be to relieve parts of the innovation team mem-
bers’ everyday work to make time for tasks that contribute to the innovation project.
Yet another problem is that the focus on innovation work is limited if financial prob-
lems occur repeatedly.

Brief summary of economy
– Invest in a reserved innovation budget for long-term survival.
– Combine monetary and non-monetary resources in an innovation budget.
– Invest in combining technical development with non-technical innovation proj-

ects, such as organizational development.

Management
To maintain competitiveness, organizations need to innovate continually, which also
means that management and leadership must be developed. Some of the driving
forces for this development include competitors, threats from new market players,
and rapid technological change.

Techniques to accelerate management development include consciously remind-
ing management of the importance of management development, questioning, creating
a problem-solving culture, changing the work environment, and building experience
with new cultures. This is a challenge for management and forces it to be on its toes to
handle scenarios and perspectives with unique difficulties. Generally speaking, it is
about creating leadership that allows the low-risk exploration of new ideas without
risking the organization’s functions or business. Any mental barriers that cause man-
agement to reject more radical ideas automatically must also be identified. Too often,
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management is being rewarded for small, harmless changes rather than for more dar-
ing investments and prefer to focus on historical success as a recipe for new success,
and do not base their perception of potential success on the current state of affairs and
on future trends. By contrast, Innovation usually requires a medium-long- or long-term
perspective to be implemented, often entailing several years of work. Therefore, strong
determination and perseverance is required, which is linked to stable, sustainable
management and access to skilled employees who understand how to stimulate and
develop the conditions for collaboration between functions and other organizations
and to become more competitive.

Top and middle managers have different roles in innovation work. The top man-
agers are expected to convey and communicate visions and goals in broad terms and
to connect middle managers to these goals. Middle managers then translate these into
activities according to an innovation process. This process requires a comprehensive
portfolio of competencies, such as good knowledge of organizational theory, behav-
ioral knowledge, and negotiation techniques, so the presence of middle managers’ is
crucial to the eventual result. Changing an organization takes a long time, often 6–10
years, and the most challenging work occurs after the initial enthusiasm has subsided.
It has been repeatedly pointed out that managers’ and middle managers’ convictions
are key to creating links between economic, structural, social, and cognitive activities,
considered the cornerstones of strategic innovation work.

A formally structured young organization is often less innovative than is an infor-
mally structured one, but formalization in an older organization does not necessarily
harm innovation work. A flat network-based structure enabling communication and
encouraging multifunctional work is among the most successful ways of working. To
make it work, however, management must show leadership that encourages employ-
ees to work as an innovation team supporting diversity and togetherness, but where
there is an opportunity to work independently in the very earliest phases of innovation
work. Structures also include the implementation of effective innovation processes
that provide an organization with new ideas that can be developed so that the organi-
zation can remain competitive. Such processes require internal and external networks
to consist of a mix of customers, competitors, and consultants. When this mix is devel-
oped and work, its components become important sources of new ideas that can be
further developed or stimulate already ongoing initiatives in the organization.

Strategic leadership can be said to be a process linking strategic planning, im-
plementation, and follow-up with recurring learning, competence development, and
change. Value creation through optimizing the innovation process has become a sub-
ject of increasing interesting at the management level. It enables the creation of prod-
ucts even in the short term; in the longer view, intangible values are generated, such
as technical leadership and better market positioning.

Open leadership inspires independent work and influences creativity both indi-
vidually and organizationally. To achieve that, management must better understand
the individual’s need for autonomy and structure to be motivated and devoted, as
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well as to assure employees they will not be punished for mistakes. Furthermore,
complex organizational forms must be managed to help the organization develop a
structure to stimulate innovation. Mangers have to support flexible and original think-
ing and act as role models of this thinking. When aiming for radical innovations, man-
agement needs to support the abilities and skills of employees in the various phases of
the innovation process: that is, to explore and discover new innovative opportunities,
to create business plans and business opportunities from what has been identified,
and to build the business itself so that the developed innovation can stand on its own
two feet. When the management significantly supports an innovation project, it posi-
tively affects the project in several ways. Work is conducted more efficiently, for exam-
ple, idea generation accelerates, products reach the market faster, and the innovation
team learns more quickly from various problems and disturbances along the way.
Likewise, absent management harms an innovation team’s work such that it dimin-
ishes the innovation team’s ability to complete it. With this knowledge, management
can by simple means support the innovation team and increase the pace of develop-
ment work. Simply put, show appreciation and be interested in what the innovation
team does. When the innovation team gets stuck, they need sympathy and emotional
support. It helps the team solve problems and get back to work.

An effective leader of an innovative organization must encourage both explor-
atory and exploitative work and must be able to switch flexibly between different
forms of leadership. Encouraging exploration means applying an open leadership
style and encouraging people to work in different ways, experiment, and allow for
independent thought and activities, as well as promote attempts to challenge estab-
lished patterns and routines to upset the status quo. However, management must
consider whether the organization is mature enough to execute such exploratory
work. If there is too much tension in the organization, it may be appropriate to first
test such exploration outside the regular organization. Still, project managers must
have the required experience to handle this type of two-way leadership. Manage-
ment must also manage and facilitate the new knowledge created in an innovation
project. When top management increases its formal control, which often happens,
this increase usually signals that they want more explicit knowledge (i.e., more
documented instructions and governing documents). Too much control risks not
only destroying the important link between tacit knowledge and explicit knowl-
edge, because it is in the periphery that new knowledge can be created, but it also
risks reducing opportunities for knowledge gathering in general and, in the long
run, negatively affecting innovation work. One must also be aware that a possible
relocation of innovation initiatives can affect the rest of the organization. New ideas
arise not only in R&D. They arise everywhere and all the time. An inability to access
inspiring employees to collaborate with them has a negative effect for innovation ini-
tiatives. Any relocation of innovation work should therefore be temporary, and as
soon as possible, it should be reintegrated into regular operations or completely spun
off to independent organizations.
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A mix of exploratory and exploitative innovation work is necessary. Too much
focus on either may be fatal for the business. Being always first introducing products
on the market requires enormous marketing resources to break through to a tradi-
tional market, but the advantage of this priority is that a significant market share can
quickly be seized if the investment is right. To some extent, the market leader can
drive the innovation agenda, and others are forced to follow, chasing the market.
However, being first is no guarantee of success. The timing must also be right. The
trick is to be both first and best. To some extent, being a good runner-up means prof-
iting the hard work of others by following in their wake and saving development
costs. As they say, “The second mouse gets the cheese.”

However, there are no free rides in innovation work. It requires organizations to be
fast and flexible, able to adapt to what competitors invent. The difficulty with being a
latecomer to the market is to constantly find unique offerings for things that are al-
ready known, and it is easy to end up in a price war. The aim to be first and best trans-
lates into simultaneously introducing completely new products and improving existing
ones. Consider again the innovation project portfolio. When planning to make both of
these investments simultaneously in an organization, managers must allocate both re-
sources and abilities to these entirely different ways of working, which are sometimes
contradictory. Exploratory innovation work presupposes risk taking and sees devia-
tions as opportunities, while incremental innovation work strives to prevent risk and
deviation. To manage these two components, one must take advantage of entrepre-
neurs in the organization, because they can often manage risks, innovation, proactiv-
ity, and competition more naturally than others. Such people are important for an
organization that wants to remain competitive. Fast organizations win over slow organ-
izations, and entrepreneurs are quick. Overall, strategies are needed to plan for a port-
folio of innovation projects including a mix of large and risky innovation projects and
projects that involve continually evolving products.

Brief summary of management
– Be interested and present, but do not pick at details.
– Strive for a combination of incremental and radical innovation.
– Be persistent. The shift into an innovative organization takes time.

Strategy
Organizations with a conscious innovation strategy perform better than others, partic-
ularly when management prioritizes that strategy. An innovation strategy commonly
divides into parts, for instance product innovation, process innovation, business sys-
tem innovation, and resources for research and development for continued competi-
tiveness. Together, these components create opportunities to develop new offers to
customers and remain at the forefront of competitors. They are also used to success-
fully enter new markets, develop new products, and form a suitable product portfolio.
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To create a capacity to achieve an innovation strategy, management must consciously
stimulate learning by increasing knowledge of how to explore new and unexplored
areas, for example new technology, businesses, or markets. When it comes to making
this happen at the operational and management level, cooperation is often better than
competition, because investments can then have a more significant effect. No matter
which market area we aim for, the focus must always be on the end market. It is possible,
of course, to aim for a local or global market, but it is almost impossible to first invest in
one and then do the same thing in the other, because customers behave very differ-
ently. The copy-paste doesn’t automatically succeed. Rather, even moving a business
idea from one city to a nearby city in the same country can be quite challenging.

Therefore, new market-specific factors in the expansion plan must be considered.
For example, Sweden is considered a test market regarding technology and design.
Sweden is attractive in this role because Swedish people are seen as being aware of
trends, they travel often, and they handle the English language quite well. They are
also not very numerous, which limits marketing expenses. However, it doesn’t always
play out well. Swedish people also tend to be set on their traditions. In Umeå, a city
in the Nordic area of Sweden, McDonald’s is famous for being put out of business
shortly after trying to establish its famous burgers. The reason is that citizens were
used to use cutlery, even for hamburgers. When McDonald’s didn’t make an excep-
tion to this customer request, it didn’t take long for their location to go out of busi-
ness. Shortly after, the local franchisee, MAX, won the “hamburger war”, of course
providing cutlery to those who wanted it. Probably unknown to McDonald’s at the
point of market entry, but not to MAX, was that people south of Umeå don’t use cut-
lery, but from Umeå and north, they do. Another example, the German grocer fran-
chisee, Lidl, thought that a copy-paste of how cashiers operate in other places would
also work in Sweden. The Lidl way was for the customer to place groceries on a very
long conveyor belt, back into the shopping cart after being registered at the checkout
and, after payment, into grocery bags at separate packing desks. Customers were furi-
ous about the logistic solution at the cashier, which to a large extent were the oppo-
site of what they were used to in other grocery stores. It didn’t take too long for Lidl
to correct the mistake. The lesson learned is to do the homework before expanding
businesses in unknown areas.

As an organization approaches collaboration with its customers, partners, and
competitors, the strategic work of value creation and organizational design changes.
Today, being competitive is very much about the ability to absorb new knowledge, no
matter its source. It is not enough to have a well-developed strategy to learn new
knowledge, however. The experience must also be spread and communicated effi-
ciently and naturally throughout the organization to be understood and applied in the
employees’ daily work.
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Brief summary of strategy
– Develop an innovation strategy – it pays off.
– Cooperation through mutual complement often yields better results than does

competition.
– Be careful using copy-paste strategies – they can be costly.

Time
Time is frequently discussed in innovation work. Time is necessary for the actual
work to, for example, obtain information about the market and to meet end-users,
potential customers, suppliers, and more. Meaning, time is needed for things other
than product development as well, including time for reflection on the knowledge
generated by the flow of information and time to engage important networks. Fur-
ther, time is needed to attend exhibitions of personal interest for inspiration outside
the business, as it can turn out fruitful. Today, front-loading is often discussed as key
to successful innovation work, which means that at the beginning of an innovation
project, much time should be spent to understand what problems to solve. The more
time spent to define, frame, and understand the underlying problem, the greater the
chances of achieving creative results. In any case, management must show its com-
mitment by investing time and money to encourage the development and implemen-
tation of new ideas and processes, without overburdening people with too many or
too varied projects. As a team member, everyone needs to know how much time must
be spent on the innovation team’s projects – at least 10–15 percent, is a guideline for
most organizations that consciously engage their employees in innovation work.
However, adding innovation work to someone fully occupied already will not drive
the work forward but rather cause stress and underperformance.

Brief summary of time
– Invest time to engage networks, frontloading and inspiration – it pays off.
– Set aside time that really exists – do not place innovation projects on top of all

other work.
– At least 10–15 percent work time or more is reasonable for a member of an inno-

vation team.

Innovation enablers from the innovation team’s perspective
In this section, the focus shifts slightly to innovation-enabling factors from the per-
spective of the innovation team. From this perspective, it appears as one unit, sur-
rounded by the organization’s different departments and overall context. Here, we
find nine other conditions:
– Climate – an encouraging environment stimulating new innovative initiatives

and creativity
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– Collaboration – functional innovation teams and collaborations internally between
departments, and externally with suppliers, customers, and expert networks

– Culture – norms and rules for “how to do here”; tolerance for initiatives that go
wrong

– Economy – monetary and non-monetary resources
– Education – innovation-related competence development in theory and practice
– Empowerment – trust from management to the innovation team to make their

own decisions about resources or investments; autonomous work under the re-
sponsibility of the members of the innovation team

– Human resources – access to colleagues within an organization who can con-
tribute to the innovation project and who can also share experiences and help
avoid bottlenecks

– Need – explicit and clarified customer needs to meet, to explain why the inno-
vation project is required

– Processes – processes, models, and proven innovation methods that guide from
idea to established product on the market

Climate
Climate, as known from the organizational perspective recurs here, but from the per-
spective of the innovation team. That is, team members need empowerment, room for
innovative work, and the confidence to share ideas with other team members. Fur-
ther, the innovation team needs leadership that promotes internal and external net-
working with other teams and customers, people with good initiatives, confidence in
other innovation team members, and the involvement of people from other projects.
The main difference concerns leadership, where an innovation team should lead it-
self, collaboratively. Shared leadership is difficult to achieve (as detailed in chapter
three). Furthermore, the climate in an innovation team must also be allowed to have
different conditions than other projects. Management should preferably be more of a
service department than a monitoring authority, leaving the team to work in peace,
with the time to listen and discuss in a relaxed way. On the other hand, the team
members have a great responsibility to get involved in the innovation project on their
own. Tasks are created by and performed by the innovation team itself and its net-
work, not least through collaboration with other departments within the organization.
Hence, it is critical for management to understand the importance of the team’s access
to resources through human capital. Each innovation team member determines their
degree of involvement and is responsible for getting involved in the work – those who
do not get involved risk negatively impacting the project with delays.

In addition to all the organizational factors that affect an innovative work cli-
mate, the innovation team itself shapes how the climate is to be developed by believ-
ing that they can achieve excellence in their work and feeling that they can solve all
problems that may arise. As the innovation team will be relatively small, with only a
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few members, it has substantial opportunity to influence the development of the cli-
mate. However, doing so requires the team need to be introduced, at an early stage,
to what an innovative climate is and which factors are decisive. In this work, the facili-
tator plays an important role (further described in chapter three), but more about that
function a bit later in this and chapter three. Establishing an innovative climate is
largely based on management believing in the innovation team and themselves acting
as role models, supporting ideas, and being committed to the innovation team’s work.

Brief summary of climate
– Innovation teams need the freedom to control and organize themselves.
– The members of the innovation team are accountable for tasks and how the cli-

mate develops.
– The members of the innovation team encourage shared leadership and lead to-

gether as a team.

Collaboration
Collaboration, instead of competition, usually leads to increased value. From an in-
novation perspective, collaborations in both the short and long term can lead to in-
novations if the team is open to new impressions and new ways of thinking. And it
is just as important that innovation teams be able to collaborate both internally and
externally. In general, building good relationships takes a long time, but a good re-
lationship can be quickly destroyed if either party begins misbehaving. This is be-
cause collaborations are social relationships built through interaction between
people, where open communication and information flow are the necessary tools.
Communication is an oft-used concept and a tool for knowledge exchange between
individuals. In order to function as well as possible, it must be straightforward and
advance the work in the desired direction, towards intermediate goals, objectives,
and visions that everyone understands and can stand behind.

Multifunctional, including multidisciplinary, work such as internal collaboration
in an organization not only saves time and money, but also improves production and
processes. Further, it improves soft values, such as teamwork, communication, and
employee involvement. Multifunctional work depends on an open and cooperative
culture, however, with participatory management and employees who share informa-
tion and new ideas. This culture requires, for example, the allowance of overlaps be-
tween different departments’ participating a project, so that information can be
efficiently shared and adapted. At the individual level, the team member needs to
feel that they have a specialty or expertise of some kind, that the team’s members
have something in common around which to build the expertise (such as a project),
that team members share an understanding of and are driven by the benefits of dif-
ferences between individuals, and that members be able to use methods that further
strengthen collaboration.
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The old expression “customer in the center,” or “customer-centered design,” is
still valid, but innovation work today must include more groups to collaborate with,
which means involving end-users, end-customers, suppliers, expert networks, part-
ners, and competitors for those who want to stretch innovativeness even further.
Having representatives or team members in direct contact with all these groups cre-
ates a more comprehensive picture of what needs to be developed. At the same time,
the network of stakeholders risks becoming too extensive, with too many different
expectations that must be met.

Collaborating with users is not easy. Preferably, collaboration should occur
with end-users who have an impact on other end-users, who can influence the end-
customers. In some cases, the end-user and end-customer is the same person. To
elaborate, one particularly interesting group of users are “extreme end-users.”
These users do not merely use products to their breaking point, but adapt and mod-
ify products by removing, adding, and combining them with other components and
products to deliver functions intended to suit their extreme perspective and area of
use. Although extreme users tend to have excessive demands and may therefore
represent a limited market, they can be a source of inspiration for new ideas that
give rise to new products. Therefore, the innovation team must identify the proper
end-user relating to the original problem to solve, chose carefully, and initiate
collaboration.

Meeting customers’ explicit and unspoken needs by studying their behavior
prompts better market understanding. It is essential to understand the difference
between one customer and another, however. What is identified as a customer may
sell to another customer, and so on. It is important to understand the entire chain
of customers to the end-customer. The end-customer makes the final purchasing de-
cision, and the choice of purchase will affect the producing companies in the con-
tract manufacturing industry. For example, substantial conversion occurs among
contract manufacturers who manufacture mechanical drivelines and gearboxes for
the car industry by the end-customers (i.e., car buyers, now buying more and more
electric cars). This high conversion rate leads to mechanical drivelines and gear-
boxes are not needed in the same way as they are for combustion-engine-powered
vehicles. If contract manufacturers do not keep track of this trend, they risk facing
a scenario similar to that of the financial crisis.

While the end-customer makes the crucial purchase decision, the decision may
well be based on pressure faced by the end-user, which provides another aspect to
understand. An example of this is the pressure employees exert when it is time for
new work tools, such as new company vehicles. In one case, management in trans-
portation organizations was offered a favorable deal on a brand of vehicles, but
they ended up buying another brand – for the reason that the entire staff refused to
drive what was offered, threatening to quit on the spot. Another example is our
sweet children who, applying great pressure, can move the purchase decision of a
product to a completely different product that still has the same function. For
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example, clothes or new cell phones tend to be sensitive in that matter. In general,
the benefits of customer involvement are faster development and feedback on prod-
uct proposals. However, customers do not always know what they need, as they may
not always be up to date in terms of technical or functional competences. Therefore,
customer involvement fits in different places in the innovation process. In incremen-
tal development, customer involvement fits best early in the process, while it fits bet-
ter late in more radical innovation projects.

Many have objected that it is risky to involve end-users and end-customers in de-
velopment work, arguing that critical information can leak to competitors. Sure, it’s a
risk. But there are even more significant business risks in not involving them, and
customer involvement does not necessarily entail meeting the end-customers in per-
son. Making observations at a distance, important information can be collected to de-
velop ideas and concepts, which can then be presented in future product proposals
and thus garner buy signals. An easy to grasp example is “Print on demand.” The
manuscript is ready, but will not be printed until it is ordered, reducing the publish-
er’s risk. More closely related to innovation are exhibitions in which concepts are
shown to garner reactions from the market. Depending on the response, future prod-
ucts have elements of what was shown at the fair. Another example is small start-ups
offering concepts and prototypes on various internet platforms where end-customers
can pre-order a product without it being available at the time of the order. When a
certain number of products has been sold, the product is manufactured. The same
phenomenon exists in the real estate industry, where a property developer shows fu-
ture apartments or houses. Customers are required to pay a down-payment before the
home is finally designed and built. An economist might call this “cash management”
or “risk minimization.” No customers – no production. Regardless of product focus,
customers need to be studied to capture critical elements in need of resolution and to
understand the market in which the product is available.

The suppliers’ knowledge of new technology is essential, and it is accessed
through collaborations. Such collaboration is especially important for large organiza-
tions to work with suppliers, as they are not usually as entrepreneurial as smaller
organizations are. Being attentive to what is offered by suppliers can play out well. It
is not uncommon to be offered “shelf heaters” that the supplier would like to get rid
of, for instance, and an everyday example seen in clothing stores nowadays is “mid-
season sales,” where the stores have understood that inventories not sold by a spe-
cific date must be sold at a significantly reduced price to be sold at all. As a customer,
this time presents an opportunity to get a good deal. On the other hand, the season
to feel comfortable with the clothes bought at a bargain may be short. “Mid-season”
deals are obvious, while “shelf heaters” are perhaps not. Considering a potential
short season, it will be interesting to see how the car industry plans to clean out its
warehouses as the complete halt of sales of combustion engine vehicles is close to
reality. They are already banned in an increasing number of large cities. However,
technology trading at the component level or material suppliers may not be short-
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term in their trading. Still, they are affected by commodity prices and exchange rates,
which affect how much profit margin the same product provides when selling. So, to
stay up to date on what suppliers offer, get familiarized with their technology devel-
opment and future plans by attending trade fairs, joining discussion groups, attend-
ing seminars, and the like.

Networking with experts is always relevant to innovation work. In practice, this
means participating in business networks, conferences, and courses sharing experiences
and lessons learned. The advantages of the networks include increased information
flow, which stimulates an innovative climate and increases know-how. Another advan-
tage is to learn to hear the difference between discussions and sales pitches. Sometimes,
“round table conversations” – which are basically good for the participants to discuss a
given topic from their different perspectives – are in practice an exercise in “listen-to-me
-because-I-have-right-conversation.” Not so stimulating.

Collaborating with strategic partners on a long-term basis may seem obvious,
but it is worth pointing out that collaborations with universities can lead to compet-
itive advantages and sustainable innovative results, which may not be initially ob-
vious. The academy can sometimes be perceived as cumbersome and somewhat
slow to collaborate with, but it opens fantastic opportunities for organizations to
get involved in student work in the slightly shorter term, as well as research in the
longer term. In student projects, it is possible to relatively easily get many different
conceptual proposals for solutions to a clear and delimited problem, for example
help with visualizations, business plans, market research, design proposals, and
much, much more. Student work can jump-start a project and inspire further devel-
opment by an innovation team or other parts of an organization.

Research collaborations are a bit different. There, both the organization and the
academy need to find an intersection where each parties’ problems can be explored to
create long-term values for both parties. Actively participating in research provides an
advantage that may not be completely obvious at first. It is easy to think that reading
the most recent published scientific publications will give the biggest knowledge ad-
vantages compared to others in the same industry. This notion overlooks something,
though: what is presented as the “latest in research” is a report based on material that
may be several years old. Most research is conducted through research grants from var-
ious funders through calls, where an application usually takes several months to write.
This is because organizations must be involved, and the university must ensure the
quality of the project proposal before it is sent to the funder for evaluation. Subse-
quently, the application must be processed and reviewed by experts, which also takes
several months and may mean a year of waiting for information on whether the re-
search can even start. If the message is positive, the research begins, data is collected
for the question posed, then analyzed, and its results are discussed. By this point,
another year or two may have passed since the project idea was conceived. The next
step is to write the article itself, which will hopefully be published in a scientific jour-
nal. The writing is relatively fast, but then it can take from a month to several years
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before the results are published. So, what is presented as new on the radio or in the
daily press has been known for a long time by the organization involved in the re-
search, and having such knowledge at that early stage can be a competitive advantage.
Those involved in the research know its results when they arise. This knowledge can be
shaped into, for example, new competitive products, working methods, or processes.

It can also be valuable to join networks in other contexts, seeing them from your
perspective. This experience increases opportunities for disruptive innovations. Two
organizations that differ in business areas are likely to find existing opportunities,
merging their core competencies into new products. However, they must complete one
other, not being too different, which complicates collaboration and, therefore, inhibits
innovation. Lasting collaborations rely on the parties having the right attitude, respect-
ing each other, communicating positively, and having a strong will to work together.
Contracts and agreements are a manner of confirming collaboration. However, before
reaching the point where a contract is written, “no-strings-attached” collaboration is
often a fruitful, which is to say, collaboration without ties or direct agreements that
regulate it. Of course, normal decency, business acumen and business agreements
apply. The advantage is that it is possible for collaborators to learn from each other
and to subsequently increase their ability to innovate. To establish cooperation at all,
it is wise not to discuss overly detailed agreements at the beginning, as this undoubt-
edly suppresses the desire for innovation. At the same time, overall agreements are
necessary to create trust and demonstrate seriousness in the face of innovation work.

Collaborating with competitors to increase creativity, learning, and innovation, is
unconventional. Before initiating a collaboration with another organization within the
same business area, intellectual property rights (IPR) (e.g., patents and other copyright
assets), should be reviewed to ensure no conflicts occurs on that point, at least. Some-
times there is unjustified concern about getting rid of intellectual property rights while
at the same time as there is an underestimation of the benefits of exchanging experien-
ces. Yet, don’t be naive: Know-how is stolen or a source for inspiration all the time. One
example of competitors collaborating is clusters of organizations. For example, organi-
zations in the same business in the manufacturing industry can be delivering the same
component to the same customer, particularly where the customer requires volumes
that no one organization can manage to produce, but together they can. As they collab-
orate, they can meet the customer’s needs and reduce their risks regarding heavy invest-
ments in machinery and personnel. From the customer’s perspective, this arrangement
reduces the risk regarding downtime, as two suppliers deliver independently.

Brief summary of collaboration
– Collaboration may lead to innovation, so find areas/competence that comple-

ment each other. Consider the IPR and that it is individuals who collaborate –
not the name of the organization or brands. There must be a match.
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– In innovation work, collaborations with end-users, customers, and suppliers
are essential for positive results. Collaboration with competitors is also a way to
innovation.

– Innovation team members should be able to collaborate within the team but
also to create collaborations internal and external to the organization, prefera-
bly with the academy for inspiration and for access to early research results.

Culture
Like the climate, the innovation team’s culture is also affected by the factors that
come from the organizational perspective. In this context, the significant difference is
that it relates to a newly formed innovation team, and then there are all the prerequi-
sites to create a culture that promotes innovation work right from the start. As men-
tioned earlier, culture is more robust than climate. Therefore, it is crucial that bad
behavior does not settle in the working atmosphere. As a result, choice of team mem-
bers becomes essential. One of the most important key factors for a positive culture
in the innovation team is tolerance for everyone making mistakes from time to time
and an openness to bringing in temporary expertise. When this is to be translated
into practice, the degree of openness will directly show how easy it is for new tempo-
rary members to join the innovation team and to support their expertise. Another key
factor is that communication works within the innovation team. Through effective
communication, any errors can be corrected and corrected more easily and quickly.
Unfortunately, organizations sometimes tend to “darken” errors known in the early
stages and send them on to the next person, who unknowingly continues the devel-
opment work according to the prevailing conditions. The result is guaranteed to be
an end product that either does not pass the final tests before delivery or comes back
with a complaint. In the worst case, the customer becomes so irritated that they
choose another supplier next time.

Creating a culture that detects and corrects faults but at the same time works
quickly with various deliveries is always profitable. The 80–20 percent rule is a
functional approach in this context, and it has two meanings. The first meaning is
that when 20 percent of the project is completed, 80 percent of the future produc-
tion costs for the product have been determined. As the project continues, changes
become increasingly expensive to implement. The second meaning regards per-
forming a job in three steps: First, conduct about 80 percent of a job, and then start
something else for a while. Then come back and do 80 percent of the remaining
20 percent, and then break again for other work. The third time, complete the job.
The advantage of interrupting the job to do other things is partly getting time for
reflection, to allow problem-solving in the back of the mind, and partly getting time
to brainstorm ideas with colleagues, which also gives rise to new solutions.

From the innovation team’s perspective, the kick-off is the first opportunity for
the culture to be created, as is further explored in chapter three. However, during the
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kick-off, the focus is very consciously on creating a dialogue about what expecta-
tions, rules of conduct, and norms should apply to this particular innovation team. It
is absolutely necessary that the innovation team itself be allowed to develop their
way of working with guidance from a knowledgeable person who trains the innova-
tion team initially – the innovation facilitator (also described in chapter three).

Brief summary of culture
– Be careful in choosing members of the innovation team, as they will set the

culture.
– Permission and understanding of the errors that occur from time to time are suc-

cess factors for a positive, innovative culture, which requires open communication.
– Make it easy for new members to understand the innovation team’s norms and

values. It makes the innovation team’s work more efficient.

Economy
Economy, as mentioned in the section on the organization’s perspective, has many
dimensions. An earmarked budget and time set aside can, in combination with
empowerment, lead to rapid innovation. Monetary resources (money) are neces-
sary, to a certain level, for the creation of stability in the innovation team. It is es-
sential to pay for, for example, components or consultants without having to
unnecessarily involve people in the project. Lack of money often leads to an unnec-
essary amount of time and energy seeking financing solutions. It does not have to
be a disaster for the team that is creative and willing to enter into collaborations or
agreements and thereby exchange services. On the other hand, unlimited money
often reduces creativity, carrying a risk that the developed product will be insuffi-
ciently optimized. One way to avoid this outcome is to set small intermediate goals
for new and continued financing. This model is to some extent similar to a stage-
gate model, which is traditionally not so innovative (more on that later in this chapter:
The innovation process – Agile work for faster results). However, it is possible to form a
hybrid model with short pauses in the work, even if it remains agile and flexible. Each
sub-stage then has a budget for the innovation team to stick to. The working method
can be useful from the perspective of risk management. The dilemma from an innova-
tion perspective is the risk of getting stuck in specific solutions that are financed and
“delivered,” preventing further changes later despite the possibility of better solutions.

Brief summary of economy
– Money, time, and empowerment in combination are positive for innovation.
– Money is important, but unlimited access to money may decrease creativity.
– Lack of money can be solved through collaborations.
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Education
Highly innovative organizations create and maintain an environment in which they
are constantly updated with new knowledge and practical skills. They also learn to
leverage mistakes to generate new ideas and develop innovations. Training or edu-
cation is related directly to the chances to discover new innovation opportunities.
Therefore, education has become a tool to develop human capital and knowledge
of how to handle the innovation process and the associated uncertainty. Specific
innovation training has been developed over decades to include practical skills,
from the identification of new opportunities for product development and the re-
lease of a profitable product into the market. As innovation work has evolved from
being, in principle, exclusively an area of engineering or technology to becoming
interdisciplinary and multifunctional, related education has also been successfully
developed in the same direction, with a well-integrated business focus.

The Internet has allowed more people to share their knowledge, no matter their
location. There are basically no limitations to how many people can access the same
material. It also makes education accessible that is suitable for varied learning meth-
ods, which is good because we all have slightly different ways of absorbing knowledge.
With new opportunities, new demands are also placed on teaching and learning. Sig-
nificant challenges including avoiding information fatigue or information overload
through confronting too much information, which then becomes difficult to absorb.

Despite the technical development, innovation knowledge and education are mainly
about non-technical skills, such as creativity in problem identification and problem solv-
ing, critical thinking, contextual understanding, information seeking, conclusion draw-
ing, self-motivation, concept descriptions, and presentation techniques. Other skills to
practice include the ability to developing ideal systems based on imagination and ab-
stract thinking, to reduce existing components in existing systems, or to generate new
purposes for an already existing product. In general, learning is about setting aside time
for education and about wanting to learn. The greatest threats are not devoting enough
time, preparing poorly, and not being genuinely interested. Indeed, there are techniques
for advanced knowledge learning. Soon (hopefully?), it may be possible to download
new knowledge and skills a little faster, just as in The Lawnmower Man, Johnny Mne-
monic, or The Matrix. Until then, traditional “practice makes perfect” applies.

Brief summary of education
– Education in innovation management and leadership is necessary in this con-

text for the same reasons that engineers, economists, or lawyers are educated
and further trained in theirs. Take advantage of technology in training. Physical
meetings may be unnecessary.

– Innovation is not only something technical. It is multifunctional and multidisci-
plinary.

– To benefit from education, the desire to educate and enough time is necessary.
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Empowerment
Innovation teams allowed to work independently have greater control over their work
situations. This allowance helps team members to use their energy to be creative
around a common interest, in itself enabling innovation opportunities to be discovered
and seized faster than would otherwise be the case. Suppose this independence is
combined with supportive and committed leadership that provides the team the
freedom to make and take responsibility for their own decisions. In that case, great
opportunities for innovation emerge. By contrast, too much autonomy or too much in-
dependence can also have adverse effects on performance. Therefore, a balance be-
tween strategic and operational autonomy needs to be developed in an organization,
where employees can be responsible for how the processes are handled, but not neces-
sarily have decision-making power over strategic product areas. Too much room for
self-government on the innovation team can easily reduce focus. The opposite leads to
too rigid processes.

Empowering innovation teams means the management and sponsor trust the inno-
vation team to plan and decide which tasks are to be performed to achieve the goal. If
this prioritization of trust is new, managers may find it challenging to let go of control
and stand in the position of spectator. To practice, keep the first innovation project
small, with a short timeframe, with minimal risks. Learning through practice is key.

If this is the first time the organization has created an innovation team, it can be
challenging to know how to work independently and take responsibility for any
completely new tasks that are part of the innovation process, as well as to establish
collaboration with completely new partners. From a management perspective, they
must feel confident that the innovation team is doing what is expected. From the per-
spective of the innovation team, it is mainly about being humble before the task and
seeking support from experts in areas not currently being mastered. Another dimen-
sion that arises when a team is unfamiliar with empowerment is that the team
doesn’t dare to drive the work. Those who have worked in an organization where the
boss is the law struggle to ignore that habit when control is loosened. It’s easy to be a
world champion from the TV couch. Many of us can attest to that. It is just as easy to
have the best tips in the coffee room about how innovation work should be managed
or executed. So, when given the opportunity, it is advisable to gear up, get together
in the team, prepare, and embrace the adventure.

Brief summary of empowerment
– Independent and self-directed work stimulates creativity.
– Too little autonomy inhibits decision-making, but too much reduces focus on

the task.
– Seize the opportunity to empowerment when it arises.
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Human resources
Many argue that human resources (i.e., employees and their competence in an orga-
nization) are among the important resources and key factors for an innovative organi-
zation. This is because employees with their knowledge and competence are involved
in all innovation activities. Unfortunately, this level of involvement is not always the
case in practice, but it is not uncommon that innovation work is dedicated or isolated
to various special departments (e.g., development departments). The advantages of
involving more employees are that they perform better and can gain a better under-
standing of the market. They can thus create more unique solutions to better suit the
target group. Another advantage of involving employees outside the development de-
partment relates to commitment. Clearly informing employees about ongoing innova-
tion projects allows them to more easily get involved and contribute to the innovation
work. We have all heard the glamorous stories of lone successful innovators, but these
stories do not reflect reality. There are always more people in the background who
have contributed with competence in some way. If it is not family, partners, friends,
cofounders, or employees, it is suppliers or others with a market connection of some
kind who have been involved and contributed to the success.

Other than data, innovative organizations make decisions based on their human
resources, where the ability to respond to the ever-changing market situation lies
with employees’ intellectual capacity. Employees who are competitive in the market
have the confidence and ability to push their limits to achieve new skills in new
areas. To this end, an organization must strive to attract people with the right skills
by developing and retaining creative people and actively identifying, recruiting,
training, educating, paying attention to, and encouraging innovative employees.
Knowledge is generally an asset that must be continually maintained to remain. In-
novation-related knowledge is no exception. It must be practiced and continuously
developed. Otherwise, methods of working soon become antiquated and inefficient.

Certain courageous organizations deliberately employ people who stay in nei-
ther the comfort zone nor the middle lane. These people explore on their own, push
things forward. They challenge structures and routines. However, a challenge with
hiring such employees is that they can cause turbulence within an organization.
From an innovation perspective, they are necessary not to end up in the status quo.
However, this work must be done purposefully and include both management and
other employees at all levels and areas within an organization, as they can cause
much turbulence on their way to change the established. The people in the organi-
zation, together with the active participation of management, must understand that
staff with different competencies should be available for different parts of the inno-
vation work. As mentioned in the introduction, innovation work comprises all the
work required to develop an idea for the market. Tasks that at first glance do not
belong to innovation work can be absolutely critical; for example, consider compe-
tence in understanding market need, market analysis, material expertise, business
modeling, supply chain, prototype, production, presentation, and so on. In this
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context, people who understand their knowledge in an area can contribute to the
entire innovation project being developed better, which is a distinct success factor.

From an innovation team’s perspective, entrepreneurial and driven people are
a prerequisite for getting things done. One of the challenges in practical work with
people with similar characteristics is that sometimes they cannot work together.
The same can apply to people who are each entrepreneurial in their fields. There-
fore, everyone must agree on what is important to prioritize at the moment and to
cooperate. Therefore, from the perspective of the innovation team, it is important to
access all talented employees in different departments.

Brief summary of human resources
– The employees in an organization need accurate knowledge to innovate, but

they also need to have the power and will to make a difference.
– Access to employees from different parts of the organization is central to the

innovation team’s success.
– The more people who can be involved in innovation work, the better for the or-

ganization as a whole. For the innovation team, it is essential that as many peo-
ple as possible are aware of ongoing innovation initiatives.

Need
It has long been pointed out that organizations need to innovate. If new ideas are not
developed and implemented, the business dies out. We have seen many examples of
this. Mentioned to this day as examples of radical failures are companies such as
Facit, a Swedish typewriter company, or Atari, an American arcade game company.
In Atari’s case, the company got such a bad reputation from its investment in the
game version of the movie ET that the whole company collapsed. The game was per-
ceived as too complicated for the target group, which led to it flopping and the share
plummeting. Even today, ET is said to be one of history’s biggest game fiascos. What
is not often discussed is that Atari was in the middle of a platform change when it
came to gaming technology, and Nintendo, which was developed at about the same
time, took over most of the market with a better gaming experience. A similar situa-
tion occurred for Facit, which happened to be in the middle of the technology shift
from analog to digital typewriters and collaborated with a Japanese partner. The com-
pany that would later become Sharp started its own sales operations without Facit’s
participation, which then had no market product of its own to sell and disappeared
from the market. Interestingly though, Atari has risen from the dead. They have
adopted the new technology with blockchains, launched their own cryptocurrency,
ATRI (yes, the Atari token is spelled this way), and are building an active place in the
metaverse for arcade games.

Rubik’s cube, on the other hand, is variously mentioned as a success, but at the
same time serves as a reminder of how important it is to think ahead in product
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development. The cube came from nowhere, as it seemed anyway, and sold in fantas-
tic editions. It was developed as a mathematical problem and was patented around
1975 (i.e., almost five years before it broke through). The cube had no stated target
group, and it is said that it took over a month for the mathematics genius and inven-
tor Erno Rubik to solve it. Anyway, the cube became a success thanks to a driven
marketer, and soon everyone wanted to have a cube. One hundred fifty million cubes
were sold over three years in the early 1980s, a third of which were original. The mar-
ket then died completely, and no one any longer wanted the cube. The problem was
that it had been too good. When a person solved the cube, it was completed. There
was no next level or more to do, except for doing it faster or blind. No possible prod-
uct development could meet customers’ needs, even if the Snake was a brave attempt
to create more or less difficult challenging figures, it was not as successful as the
cube. It took almost 30 years until the cube was relaunched, then in different variants
with several lines and sides to solve.

Only a few remember Ericsson, the cell phone company and competitor to Nokia
and Motorola at the time. First they lost the market to Nokia because they refused
making phones looking like “soaps.” Later they had the opportunity to collaborate
with Apple on the iPhone but declined because they judged that the technology was
substandard. The rest is history. Kodak made the same mistake with digitized photo
technology. A Kodak employee even invented the digital camera, but the inventor
had to hide his new camera because management did not believe in the technology.
Nowadays, the catchy phrase “Kodak-moment” has dual meanings. It is not only
about a nice photo shooting spot but also about radical mistakes missing market op-
portunities. Even though the electric car was invented close to one hundred years
ago, Tesla (the automotive company) is mentioned as the cocky startup that came
from nowhere and indirectly forced the intensive electric car conversion of todays.
Tesla, first treated as a freak by its competitors, is now (at the time of writing this
book) worth more than several of the biggest car manufacturers together.

However, it’s easy to make the right choices in hindsight. The vast majority of us
cannot easily know which organizations will make catastrophic mistakes with respect
to revolutionary technology today. We are in the middle of change at the same time
as we must understand it, alongside the future and the coming trends. Watch some
documentaries to get a perspective on the present from a retro perspective. It is inter-
esting. However, be careful. Examining the successful businesses of the past only
teaches us about history and says very little about future success.

One of the reasons for the significant problems that many of these companies
suffered during the financial crisis 2008–2009, causing mass unemployment, turned
out to be that they lacked their own products to sell and lacked knowledge of how to
develop new products, returning us to unspoken needs (see the previous section in
this chapter about collaboration). For customers, such a need is one they have without
even understanding it. These needs can be discovered by observing and studying how
people behave or how things work in an organization. As soon as an unaddressed
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need has been identified, it can be developed into a business opportunity where core
values and the target market are determined. Simultaneously, the organization’s other
goals and expectations must be considered. As such, applied research is significant
because under controlled conditions, it is possible to test different hypotheses and
drive development, learning, and knowledge dissemination on parallel tracks. This
process benefits both the organization involved in the research and the society that
receives some of the developed knowledge.

A practical dilemma is that new products can be perceived as cannibals in their
organization; that is, new products compete with already established products that
sell well and provide good margins. This has happened many times, such as in the
music industry, where technology shifts have replaced each other regularly. Here,
the advent of digitalization enabled the transition, although not entirely without re-
sistance, to go from vinyl to CD and to streaming, soon replacing the physical prod-
uct with a service, without the need for storage media for music. Some claim people
will own nothing in the future. Instead, they will lease or subscribe to services of all
kinds, which opens up service development for those aware of market changes.

Brief summary of need
– Engage networks. Believing you know everything about your market may cause

serious problems.
– Dare to challenge customers with new and unexpected solutions to an identi-

fied, but perhaps unexpressed or not fully understood, need.
– Be prepared to adjust your product to new customer expectations quickly.

Processes
Over time, the innovation process has evolved from step-by-step development in silos
to collaboration in iterative cycles. Iterative work in this context means that the same
or similar work is repeated at different times in the innovation work depending on the
outcome and possible changes in conditions. Nowadays, the goal is to establish inter-
action with customers and suppliers, both internally and externally, for example to
explore technical opportunities, to build customer understanding and create a holistic
understanding of the networks, and to co-develop new offers that create new value.

The general picture of the innovation process includes idea generation, devel-
opment, launch, and value creation. In innovation teams without previous experi-
ence, a preparation phase is also proposed before the innovation project formally
starts. The phases do not occur as isolated activities but based on their contextual
conditions and vary by innovation strategy, organization, and network.

In truly innovative organizations, ideas come from anyone in the organization.
These ideas are most commonly evaluated before they are further developed, to ensure
that the same work is not conducted elsewhere in the organization. However, the di-
lemma with idea evaluation in the early phases is that it can be too easy to dismiss
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excellent ideas too early, inhibiting creativity and self-confidence. On the other hand, the
advantage of early evaluation of ideas is that new initiatives can be consolidated and
grow larger and stronger, while wasting resources on duplicating work can be avoided.

Methods have also been developed to apply innovation processes in practice. In
one sense, it is about navigating between factors that enable and hinder innovation
work to identifying new opportunities and to develop new goals to reach. In another,
it is about the desired level of novelty. For small changes, to redesign something that
already exists or create something entirely new requires different methods for a suc-
cessful result.

The practical innovation work can be divided into different phases. Depending on
which book is read, the innovation process is presented in between two and seven
phases or more, which differ in the richness of their detail and their scopes in each
phase. Studying the processes on a more holistic level, though, you will notice three
clear phases with a distinct difference. In the first phase of the innovation process,
the opportunities and ideas are in the focus, and in the later phase, development and
implementation are in focus, which is also when the financial risks are greatest. Then
follows another phase to identify and analyze values created through the work. One
method to later avoid mistakes is to make them early in the first phases and then to
learn from them. Fail fast – fail forward. In short, practical innovation work is about
making mistakes quickly and cheaply early in the development of ideas and concepts.

The fail fast approach can be described in seven steps:
– Determine what characterizes success and failure,
– find the facts instead of making assumptions,
– be quick and make mistakes fast,
– continue making mistakes but do it cheaply through simple function prototypes

and concept models,
– limit uncertainty factors,
– build a culture that celebrates smart mistakes and encourages new faults with-

out repeating the same mistakes several times, and
– note and make available what has been learned through mistakes.

A similar approach is common in software development, testing solutions in fast iter-
ations. An important tool in this work is visual design, which bridges knowledge to
support innovation at its most abstract. For example, CAD and additive manufactur-
ing methods such as 3D printers and 3D milling cutters are used to visualize and cre-
ate artifacts to be touched, felt, and tested in natural environments before further
development decisions are made. All of this is done to reduce financial risks in the
innovation work and to speed the work towards the market. However, avoid introduc-
ing CAD and CAE tools too early, because their richness of detail inhibits the fast iter-
ative process that, for example, simple sketches on a whiteboard allow. As the idea
work approaches design solutions, CAD and CAE are superior, since they can now be
used in practice for simulation and computational support.
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Brief summary of processes
– On a holistic level, the innovation process divides into three phases: the creative

phase; the implementation phase, where the product is developed and established
on the market; and the third phase, value generation. Choose methods for each
phase that best suit your idea; however, remember “cheap and fast.”

– By setting a clear but open goal early in the process, it is easier to achieve
results.

– In the early phase, use simple sketches. Then, use more advanced tools such as
CAD and CAE in the later phases.

Innovation enablers from the innovation team’s members’ perspective
The factors that affect the innovation team from the team members’ perspective are
presented here. The individual’s different competencies become prominent, along-
side their ability to manage their knowledge and skills. These two aspects play an
important role when a new innovation team is formed. The theoretical knowledge
that a person has is important in this context. At least as important is for a member
to be able to translate knowledge into actions based on their role in an innovation
team. Here, ten factors enable the innovation team’s work from the member’s per-
spective, as explained. Certain factors are described from an organizational per-
spective because it is often organizational conditions and management decisions
that can influence team members’ practical work.

Innovation enablers from the innovation team’s member’s perspective:
– Awareness – the ability to “see” invisible or undiscovered innovation-related

opportunities
– Capabilities – skills and knowledge needed to work in innovation teams
– Dedication – the personal commitment to want to participate in an innovation

team
– Empowerment – trust from management in the innovation team to make their

own decisions about resources or investments; autonomous work under the re-
sponsibility of the members of the innovation team

– Entre-/intrapreneurship – “doers” who make things happen
– Incentives – financial and non-monetary rewards as motivators
– Knowledge – special knowledge concerning innovation and innovation work
– Knowledge management – knowledge of how to, in practice, use knowledge

and fill knowledge gaps concerning innovation projects
– Mindset – self-confidence and attitude of the innovation team members; “I can

. . .,” “I want. . .,” “I will. . .”
– Time – time set aside for the innovation project, for reflection, and for educa-

tion and learning throughout the organization
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Awareness
An organization’s success rests mainly on its ability to attend to what occurs out-
side the organization, where constant reflection is a key to successful innovation,
alongside discussion and reflection on unconventional trends.

When it comes to discovering new innovation opportunities, attention to cus-
tomers’ experience of value is important because it requires a focus on benefits and
cost drivers, which can spark innovation. This work considers knowledge of which
tools and methods to use for what purpose, as they are different. Different results
are produced by different tools, which might include lateral, metaphorical and pos-
itive thinking, association exercises, interpretive dreams, pattern mapping, or work
about untapped or undiscovered markets. This wide variation means the tools must
be chosen carefully. Consider a comparison with a home toolbox. Different tools are
needed to hang a painting than to paint a wall or fix a flat tire. The more training
and practice with the tools, the better the results.

Essentially, attention to innovation opportunities comes from the interaction of
three components. The first is entrepreneurship, including attention to institutionali-
zation, knowledge development, risk-taking, and the development of market-driven
innovation culture. The second is knowledge and experience within and outside the
organization, meaning knowledge of new markets, customers, and expertise. Last is
access to the necessary technologies and competence.

The ability to detect opportunities relies on cognitive behavior and social con-
structivism, where the individual can detect patterns and simultaneously compare
them with the environment and apply a trial-and-error mentality to build knowledge,
which are two of the keys to innovation. The great thing is that these abilities can be
learned, so everyone in an organization can contribute to innovation work if they re-
ceive education in it. An easy way to train employees is to ask them to pay attention to
something specific. In a first exercise, it may be counting red lights on the way to and
from work. Depending on what products are produced at the organization, a second
suggested exercise is to count the places/situations where the products are used.
Then, when people notice that they can consciously see things, they can soon imagine
their organization’s products in new contexts and situations where they do not exist
today. Another way to apply this insight is to study how small entrepreneurial organ-
izations work to learn how to reach the market.

As the cognitive ability to “see” opportunities increases, greater and more nu-
merous opportunities are likely to be detected. The success of the Ford Mustang in
the 1960s is a fantastic example. This super success was possible thanks to the cata-
strophic failure of a previous car model, the Ford Edsel, which is, to this day, some
call it the greatest car fiasco of all time. In the development of the Edsel, many
things were made by the “innovation book”; however, many were not. Simply put,
expectations were not aligned to changes in the market situation. The average
American was estimated to buy a new car every year or every second year. The
Edsel was designed to fit the average Joe, meaning that success was assumed to be
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guaranteed. Everyone would want the Edsel. The ones who have seen the Simp-
son’s show, the American adult animated show, when Homer becomes a car de-
signer on behalf of his rich cousin, knows what came out. If you haven’t seen it,
browse the Internet for “Homer designs a car,” and you will find a short clip of the
episode. Well, the Edsel wasn’t that bad, but timing and expectations were unsyn-
chronized. Meanwhile, the interest in cheap sports cars had grown. Here, thanks to
the huge investment in the development of the production system around the
Edsel, the infrastructure was ready to produce the Ford Mustang, and the rest is his-
tory. However, the success of the Mustang would probably not have been possible
if people at Ford had not been aware of the direction in which the market was de-
veloping and the fact that the Mustang could be produced in the existing produc-
tion process.

Brief summary of awareness
– Awareness of what is happening in the market is important; foremost, the value

customers perceive in a product and trends about users’ behavioral changes.
– The ability to pay attention to innovation opportunities is about being present

in the moment and being able to think laterally.
– The ability to pay attention to innovation opportunities can be trained – i.e.,

everyone can participate.

Capabilities
Capability can be explained as having the ability to “execute a particular job.” In
the context of innovation, capabilities relate variously to the different parts of the
innovation process. It is insufficient to be able to make a good plan. The activities
must also be carried out, because it is about getting things done to reach the mar-
ket. Furthermore, skills and knowledge are necessary in specific areas unique to
each industry. It is of essence to not forget that non-technical capabilities are as
important as technical capabilities from the perspective of innovation. Technology
continues to be considered a success factor in that technology development consti-
tutes large parts or subsystems of new products and services that are developed.
Still, technological development can be absolutely useless if no one can develop
business cases around it.

The capability to handle technology also includes developing processes and
systems, which relates to the non-technical capabilities for implementing new
methods and processes and for establishing knowledge based on proven methods. In
this area, the personal qualities that promote innovation work are considered: namely,
understanding complexity, having high energy and self-confidence, and being able to
make independent assessments and deal with contradictions. There are positive con-
nections between innovation and intelligence, knowledge, curiosity, dissent, risk-
taking, and willingness to pursue projects in goals.
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Other important capabilities of the team members’, which are rarely talked
about, include awareness of strengths and ability to highlight them without brag-
ging, but above all to be aware of shortcomings in certain areas, then to invite peo-
ple who can limit or eliminate these shortcomings. It may be just enough to know
where the right technical competence is and have the ability to involve it at the
right time. What managers must consider, is when downsizing a company by cut-
ting staff, a company is at significant risk of losing expertise, negatively affecting
innovation work. Some of these potential problems can be solved by, for example,
increased external collaboration.

Brief summary of capabilities
– In innovation work, non-technical and technical abilities are equally important.
– Individuals on the team must be able to make independent assessments, have

self-confidence, master abstract thinking and deal with contradictions. To cope
with this, intelligent employees are required who have the knowledge, interest,
curiosity, and willingness to take risks.

– Cutting staff creates the risk of a significant loss of capabilities in the organiza-
tion and the innovation team.

Dedication
Organizations comprising committed and entrepreneurial employees are known for
solving problems and bringing solutions to the market faster than their competitors.
However, in view of the individual, his or her motivation to engage must balance
being bored due to not having a sufficiently challenging job and not having control
because there is too much to do.

The driving force that makes an individual do anything at all is said to come from
three different directions. Here, a distinction is made between external, internal, and
relationship-driven driving forces. That is, something outside the individual creates
the driving force, that the power comes from the individual himself, or in relation with
other individuals. When a person is motivated by internal factors, it is mainly about
confirmation from others through feedback and recognition for something they have
done that has been appreciated, which yields the best results in the long run. Al-
though it is known that external driving forces such as rewards in the form of bonuses
lack a long-term effect on individuals’ general driving forces, this is how companies
usually reward their employees for a job well done. In fact, it is not at all certain that
this will make anyone more passionate about their work, which can eventually ham-
per creativity and innovation.

The driving forces that come from within the individual are most associated with
a genuine interest in the work, where the work itself is the reward. They do not come
from external pressure. Admittedly, a certain amount of pressure can positively affect
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the work environment, but only if it is perceived as being caused by the situation and
therefore causes something to be given higher priority than normal.

Relationship-driven motivation, which comes from the perception of creating
value when working together with others. When two or more parties feel committed
to a task, they happily put in the work needed to drive the process forward, which
is often necessary for innovation work because it is often associated with uncertain
outcomes.

A relatively easy way to create engagement is to reduce the number of projects in
which an employee is involved. Anyone claiming to be good at multitasking has
probably not tried to do fewer things more focused and careful until completed.
Shockingly to some, the result is that the work goes faster and is done better. Work-
ing on several projects is one thing, but working on several things at the same time is
not at all effective. The multitasker often has the illusion of being productive, while
others instead experience him or her as sloppy, absent, careless, and forgetful. There
are certainly exceptions. Pay attention to this matter before recruiting to the innova-
tion team any employees who seem committed, but are involved in so many projects
that they can’t do a good job anywhere.

Brief summary of dedication
– External drivers include, for example, monetary rewards and bonuses, which

represents a short-term commitment.
– Internal driving forces such as recognition, the work itself, and personal inter-

est create longer-term commitment than do external driving forces.
– Create commitment by reducing the number of projects in which employees are

involved.

Empowerment
As stated earlier, empowerment is about the opportunity to work independently
with various tasks, increasing motivation, self-confidence, and sense of responsibil-
ity. It also means being able and self-disciplined enough to put yourself to work to
get something done.

It may sound strange, but working independently can be very difficult for the
individual employee who is unused to it. Many employees want the opportunity to
plan their work but need the trust from management to do so and, sometimes, support
in planning the work. Therefore, it may be appropriate for management and the em-
ployee to have a dialogue about which deliveries are prioritized and when they should
be made. Employees are often enough capable to decide for themselves when some
tasks are to be done. The same applies to innovation work. For the innovation team, it
can be good to discuss when certain tasks should be performed, then via the convener,
agree with the sponsor and management to create consensus on expectations. The
problem with empowerment of the individual team member is usually uncertainty

52 2 Organizational conditions for innovation work

 EBSCOhost - printed on 2/9/2023 3:04 AM via . All use subject to https://www.ebsco.com/terms-of-use



about tasks to complete or lack knowledge of how to perform them. The solution here
is to have a close dialogue and collaboration with the facilitator, whose job is partly to
help guide the innovation process and its forthcoming tasks. If empowerment is asked
for and permitted, the individuals also have a responsibility to the management, the
innovation team, and themselves to use the opportunity and to make the best out of it.

Brief summary of empowerment
– Planning and carrying out work yourself requires self-discipline and the ability

to get things done without anyone monitoring.
– To facilitate self-planned work, agree with colleagues and management on pri-

orities and deliveries.
– Empowerment commits to management, sponsor, innovation team, and its

members.

Entre-/intrapreneurship
Entrepreneurial and intrapreneurial characteristics have positive effects on a sustain-
able innovation system in an organization. What distinguishes people who have it is
that they are opportunity-driven, take risks, overcome obstacles and, if necessary,
break norms, rules, standards, and procedures. Furthermore, they do not wait for op-
portunities to emerge. They create or discover the opportunities themselves.

Even if entre-/intrapreneurs challenge both management and established regula-
tions, which can be perceived as offensive, management should support such behav-
ior and provide the freedom to create new opportunities within the given frameworks.
Otherwise, the risk is that they apply to other workplaces where their skills are taken
advantage of. The challenge for an organization is how to best take advantage of such
a driving force that is difficult to control. From an innovation perspective, it is fantas-
tic. From a structural perspective, considering order and control, it can be a short-
term disaster.

Nevertheless, a very well-known car brand in the premium class has consciously
employed people who have run their own companies as entrepreneurs and consul-
tants of various kinds. It does this to deliberately challenge their organization and
create energy for important development and to change established processes and
working methods. The employments usually do not last long as the employee is un-
happy after a while and finds other employment. In the short time that these former
entrepreneurs are employed, though, both parties face a win–win situation. In this
case, the company gets fresh ideas that advance the organization and create valuable
change, and the employee gets some time for peace and quiet.
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Brief summary of entre-/intrapreneurship
– Entrepreneurs have positive effects on an organization’s innovation work.
– Entrepreneurs create opportunities – they do not wait for something to be

served.
– Management needs to encourage entrepreneurs even if they are perceived as

problematic to the organization.

Incentives
Creating a fair economic model for incentives or rewards for innovation is difficult.
Some even claim that it is impossible. There are examples of both positive and nega-
tive effects of such initiatives. A strong piece of advice is as follows: Be careful and
think twice. Part of the difficulty in making a fair incentive model lies in the fact that
innovation work is complex. In a quick review of the innovation process, the diffi-
culty lies in knowing who has contributed to the innovation. The time from idea to
market can range from a few months to decades. Should the person/persons who
hatched the first idea receive the reward? Or the person/persons who built on this
idea and then contributed to an improved idea, which in turn led to a model that
showed that the idea was possible to develop? Or maybe the one/those who could
develop the model into a working prototype? Or the one/those who managed to get a
patent on the invention? Or is it perhaps the person/persons who could build a func-
tioning production for the product? Or maybe the one/those who designed the busi-
ness model? Or the person/persons who sold the first product or service and thereby
brought the product to market? Such questions have no easy resolution.

Some organizations set up a panel or a board of people to decide which ideas to
advance, and it works relatively well. Notably, employees differ in their abilities to
present ideas, however, and without having received any guidance or training in
how ideas are presented, an employee can present good ideas that are voted down
due to a sub-optimal presentation, which is unfortunate. One way to overcome this
problem is to initiate training programs in idea presentation and to practice the
ability to present ideas. Alternatively, let the person who hatched the idea collabo-
rate with someone who can present the idea.

Unfortunately, there are many bad examples of organizations that have given
monetary rewards to idea owners whose ideas reach the market. The intention has
been good, but the effects have been bad. From a short-term perspective, the idea
owner is motivated to work a little extra while others involved do not understand
why they should not receive the reward, so they do not fully engage. Other examples
of adverse effects have been related to corruption. Members of a panel or board have
voted for ideas for further development against shares in the upcoming reward that
they negotiated with the idea owner, “under the table.” Such behavior is not good for
the organization, partly because it may become a breeding ground for fraud but also
because the organization may invest considerable resources in development projects
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that may have low chances of establishing in the market. Other disadvantages of
monetary rewards are that they foster a willingness to receive compensation for each
work step performed. They reward employees to go for the low-hanging fruit because
it provides the easiest and fastest return. As the pet says, no treat, no tricks.

Innovative organizations stimulate employees’ internal driving forces, while less
innovative organizations often offer monetary bonuses. The advantages of rewarding
the inner driving forces are that it stimulates the tolerance for mistakes, empower-
ment, and feedback on work conducted, as well as the feeling of control.

Competitions of various kinds are a popular way of trying to attract initiatives for
innovation projects. However, there must be clear criteria and rules that guide the
work and any rewards. The problem with prize competitions is that those who do not
win anything can feel exploited if they discover that parts of their proposals are fur-
ther developed into new products by others. For instance, suppliers compete in pro-
curements when everyone already knows in advance who will win. Another problem
is that a jury may be forced to choose a winner from the entries submitted even
though no idea has been good enough. However, On the other hand, competitions
encouraging collaboration have positive team effects and can create a positive climate
and a positive culture in a workplace. For some employees, it is an incentive to work
in a self-governing innovation team where they feel that management provides space
for their initiatives that benefit the organization’s future development.

However, there are also positive examples of monetary rewards, where the best
are associated with the effects achieved and not the work itself. Long-term incentives
have entirely different outcomes than do short-term incentives, where short-term in-
centives provide incremental innovations and long-term incentives favor radical in-
novations. Does it really matter? Yes, it does. As mentioned in the introduction,
innovation is necessary for an organization’s long-term survival. An investment of
10 percent radical innovations, in the long run, returns 70 percent of the organiza-
tion’s revenues. To then invest in exclusively incremental innovations, which can feel
right because it provides a return in a short time, is risky over time. Since long-term
incentives provide radical innovations, it is natural to wonder how this knowledge
can translate into something concrete. It has been shown that offers of co-ownership
or return from IPR are successful, as are shares in the company. In this way, the per-
spective is shifted from short-term to long-term effects.

Brief summary of incentives
– Think carefully before reward systems are initiated as a stimulus for innovation

work. It is very easy to create a structure that has negative effects.
– More innovative organizations strive to reward employees’ inner driving forces,

while less innovative organizations use monetary rewards.
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– Monetary rewards for individuals easily create internal problems in the form of
cooperation resistance and jealousy. For monetary rewards, choose long-term
commitment as co-ownership or shares.

Knowledge
Having sufficient knowledge of innovation has become increasingly important. It
has become essential for knowledge-intensive organizations specialized in non-
repeatable activities, which has led to knowledge becoming one of the strategically
most important resources for successful innovation in the increasing knowledge-
based competition. To succeed, competence is also required when hiring employees
who will participate in innovation projects.

The organization’s knowledge is developed when common sense, knowledge cre-
ation, and decision-making connect. With the addition of a conscious and frequent
flow of information that binds this together even tighter, innovations may be created.
However, employees must be trained and educated before they can positively impact
the innovation process. They need to be able to use their knowledge in relevant ways,
because knowledge in itself does not generate new values.

A practical way to use knowledge is to focus on how different stakeholders change
through the different phases of an innovation project. Knowing each stakeholder’s per-
spectives, their main interests, and how they are perceived by each other at a certain
point in time leads to positive commitment and increased understanding, stimulating
positive outcomes from the innovation work. Another way to use knowledge is to con-
nect different members in a multifunctional innovation team. However, knowledge
gaps that are too large must be avoided through constant information exchange and,
for example, time set aside for presentations on different areas of specialization.

Knowledge networks require direct and close interaction between individuals
with relevant knowledge and expertise, which the social network structure must en-
able. Tacit knowledge (i.e., knowledge that can be difficult to explain) is usually
called know-how, and it is experienced or learned from others. As compared to ex-
plicit knowledge, which is knowledge in a visual format (e.g., instructions), tacit
knowledge is more difficult to absorb and takes much longer to learn. Despite the
general understanding that interactive learning is part of the core of innovation
knowledge, though, tacit knowledge is so embedded in the individual that it may not
even be aware of its importance and significance, which complicates learning and
the spread of important knowledge in the organization.

From the team member’s perspective, it is central to have the ability to under-
stand where to gain access to tacit knowledge in the organization and that the organi-
zation also understands how to support the team member. A key activity here is to
acquire tacit knowledge from people who are not necessarily employed by the organi-
zation but who still have valuable knowledge for innovation work. In that work, cus-
tomers, suppliers, and competitors are common sources of knowledge.
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The team member’s ability to transform collected tacit knowledge into his or her
own tacit knowledge and then use it constructively returns value to the organization.
This knowledge transformation process is achieved by sharing knowledge with others,
preferably executed through meetings. Initially, the meetings need to be frequent and
relatively intense to build mutual trust, which is a key factor in getting the team to
establish. Once the personal relationship is established, distance meetings are much
easier. However, thanks to Covid-19, online meetings have become the new normal
for many people, making relationship building reasonably easy despite different geo-
graphical locations. This topic will be further detailed in chapter five, which focuses
on global innovation teams.

To be competitive in the long run, the answer is not to rely on the administration
or management of already gained knowledge or keeping the status quo. Perseverance
requires the ability and experience to generate new knowledge constantly, alongside
the willingness of the organization to develop its knowledge. Certain methods to
achieve this have been mentioned earlier (e.g., active participation in academic re-
search) in connection to establishing collaboration. If, for example, an innovation
team is involved in research, it has direct access also to tacit knowledge that gets gen-
erated, as described above. It can transform that knowledge into new products or or-
ganizational benefits long before that knowledge becomes known to others.

Brief summary of knowledge
– Knowledge of innovation requires training – practical and recurrent training

with innovation-savvy people.
– Recruiting employees for innovation requires knowledge of innovation.
– Participating in research projects provides access to entirely new knowledge be-

fore others.

Knowledge management
Knowledge management is precisely what it sounds like – knowledge of how to use
knowledge practically. Organizations with well-developed knowledge management
are generally more innovative than are other organizations. They are more competitive
and more profitable, and a well-developed knowledge management strategy is among
an organization’s most important success factors.

Generally speaking, knowledge management has two components, the overall
and the practical. At the overall level, knowledge management is about understand-
ing tools and methods for learning, such as knowing how to learn from customers
and establishing tools that measure the effects of work to identify knowledge gaps to
be filled through training and recruitment. At the practical level, it is about being
able to perform the work and understand the results. In a practical context, it means
a team member’s capacity to consciously manage the creation, transfer, preservation,
and utilization of an organization’s implicit and explicit knowledge assets to promote
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an organization’s interests. This capacity includes, of course, IPR, but also human
capital, structural capital, and relational assets, all of which are uniquely knowledge-
based. Other areas of innovation-related knowledge management are knowledge of
process management skills, the ability to build competence and adapt the work to
the different phases of the innovation process, and the ability to detect new innova-
tion opportunities in existing products (e.g., through conceptualization, evaluation,
and so-called re-innovation).

The balance between exploiting existing knowledge and creating new knowledge
significantly influences innovation outcomes. Here, management is decisive in deter-
mining how the conditions to apply knowledge management are established. An im-
portant tool is the combination of quality work with knowledge management and
consciously creating slack in the organization, so that there is room for inspiration
and reflection. That is to consciously ensure that employees are not fully booked
with projects, for example, sparing some time for people to dig deeper into their per-
sonal areas of interest for new lessons.

Large and small organizations also differ in knowledge management, where
smaller organizations generally turn to external networks to deal with their innova-
tion challenges, while large organizations try to mimic the smaller ones by creating
smaller project-based units. The advantage of smaller units in a large organization
is that they can more easily detect and meet competitors’ offers, as a small unit can
work with more agility.

Effective knowledge management also leads to organizational learning, the basis
of innovation at the organizational level. The most competitive organizations can
learn to learn, that is, to incorporate learning processes and knowledge building in
the daily work and focus on transforming silent knowledge into explicit knowledge. It
also minimizes the risk of organizations becoming too dependent on individuals,
which can have almost catastrophic consequences if one person quits and takes all
knowledge to the new organization. Therefore, methods must be established to dis-
seminate knowledge through the organization to become part of the culture, where
knowledge flows in and around all the nooks and crannies of the organization.

Brief summary of knowledge management
– Knowledge management means the knowledge to manage and exercise knowl-

edge in theory and practice.
– More often than large organizations, small ones use external networks to increase

access to knowledge, learning from those networks.
– Managing innovation-related knowledge also means establishing methods for

more people to learn about innovation, and for more people to learn to exercise
their knowledge.
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Mindset
Innovation is associated with risk and uncertainty, primarily of a financial nature.
A positive outcome is far from guaranteed, and uncertainties arise from innovation
work being perceived as unstructured. People generally deal with risk and insecu-
rity in their daily tasks, but whether this is deemed dangerous or necessary to avoid
is highly personal. How people choose to interpret the meaning of risk and uncer-
tainty shapes the result of the innovation work, both individually and collectively.
For instance, people positive to risk and uncertainty in innovation contexts rarely
use these concepts but instead talk about opportunities. Prior experience is usually
used to analyze the potential effect of a specific risk or uncertainty, which then can
lead to creative solutions to avoid or minimize the identified risk or uncertainty.
However, because risk assessment is subjective, the solution does not become more
creative than the sum of experience of the people who have been involved in creat-
ing the solution. That is, when seeking innovative solutions, people with a positive
attitude towards innovation are needed to move forward and not be limited to pres-
ent conditions.

However, if employees think innovatively all the time, the risk is to get caught up
in a constant exploration, where the work never begins. This kind of risk can also arise
from employees feeling insecure, lacking self-confidence, or not wanting to make fools
of themselves, which may reflect the organization’s lack of tolerance for mistakes.
Without room to test ideas that may not last, employees become reluctant to show
their ideas before they are “ready” – which they never will become without sufficient
room. To avoid such stalling, the organization needs to clearly communicate that it is
okay to try and share ideas under progress.

Innovation work is a highly sophisticated and cognitive process. One of the key
insights is that it begins with profound observations, investigations, and understand-
ing of the problem that is about to be solved. Success in this work requires effort seek-
ing value to be created. Here, a positive attitude and encouraging atmosphere are
quite helpful, where small achievements are continuously celebrated. A major accom-
plishment is not needed to celebrate success, and it is more a reminder that it is the
ongoing work that drives the innovation project forward. The occasion may be, for
example, the completion of a field study, a certain number of interviews, or the testing
of a concept model, which is thus celebrated together. Learning experiences worth
celebrating should be highlighted. It is just as important to learn things that do not
work well or as expected when innovation work is carried out. Storytelling is a good
tool to motivate employees and to build team spirit, as is having a playful atmosphere
where humor is a feature of everyday work.

The art of creating self-confidence has a more significant effect for innovation
work than one can imagine. With strong self-confidence comes a greater eagerness to
pursue ideas and better utilization of cognitive resources, which positively influences
the innovation climate. This is built up through positive feedback on completed work.
Interestingly, it applies even if the work itself was mediocre, given the expectation –
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through positive feedback, self-confidence and an ability to work creatively and in a
solution-oriented manner is strengthened. The results are noticeable both individually
and in team tasks, mainly through increased initiative and commitment that extends
beyond what the job description formally stipulates. Successful innovation teams are
characterized by trust, vision, the pursuit of perfection, security in belonging to the
innovation team, and support for innovative initiatives.

However, innovation is an art form in which the individual wins over the status
quo, which is challenging. Most people naturally want to preserve what they know,
even if the present situation is weak. The argument is that it might get even worse,
and from that perspective, it is better to stay in an unpleasant situation rather than
trying something new. Change always wins eventually, however. The innovation
work itself requires that many questions are asked and new skills are learned, with
adaption, collaboration, and a strong belief in great results. To align these require-
ments, the individual must be willing to perform all these activities, a variable strongly
influenced by the prevailing culture of the organization.

Brief summary of mindset
– A positive attitude is crucial for innovation work, “I can. . .,” “I want. . .,” “I

will. . .”
– Positive feedback build self-confidence, which is positive for innovation work.

Communicate that ideas are okay to present as potential innovation projects,
regardless of their status.

– Celebrate small work victories and highlight learning as positive results. Pro-
vide positive feedback: It strengthens self-confidence.

Time
Time is regularly discussed in innovation work from at least two perspectives. First,
time can be included as a component of the product, as such. That is, time is saved
by removing a step in the manufacturing process or moving an assembly plant
closer to the final destination of the product to avoid long transport times. In adver-
tisements, “saving time to spend on more valuable things to do” is many times the
main argument on behalf of new products. In process development, time-saving is
a significant goal and result, and the focus is therefore on how to simplify or elimi-
nate steps. Seeing time as a product is therefore valuable for team members to un-
derstand. The second perspective regards time to carry out the innovation work
itself. In an innovation project, the team members should have an average of at
least 10–15 percent of their work to it. In some periods, more time is needed, and in
other periods less time. At the beginning of the innovation project, more time is defi-
nitely required, as in-depth work is needed to understand the problem to solve and
to set the scope of the project’s forthcoming solution. If possible, devote as much
time as possible to the innovation project, as the more time spent, the faster the
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results arrive, and the fewer projects you are involved in, the greater commitment.
Too little time may result in frustration and low priority, which is not optimal for pos-
itive progress.

To promote an environment in which innovation is developed, there must be
time to engage, process, and reflect on all the information that flows through a
workplace. Understandably, a designer needs time to develop a solution. Yet, when
a designer spends extra time understanding the problem to be solved, more creative
solutions emerge.

Work-free time is a topic touched on in many contexts. New ideas are born or
created in the gap between two tasks, as is well known. When a person is at mental
rest, good job-related ideas come (e.g., on the bus, at the training session, in the
shower, or when browsing a newspaper). The time for “no-work” on working hours is
underestimated. Not being constantly fully overloaded with work tasks presents an
opportunity for new ideas to sprout and grow strong. Anyone who thinks that some
free surfing is a waste of time needs to rethink, so long as it does not put people at
risk or disrupt production. Where should new input come from if it is not part of the
job to get inspiration from more than the ordinary work team or the coffee table? The
slack opens potential space for new ideas, which can be channeled into existing
problems in the organization.

Brief summary of time
– Time can be used as part of value creation in a new product.
– With a lot of time to spend in the initial phases to understand the problem,

good conditions are created for more creative proposals.
– In the space between tasks, as well as in leisure time, ideas arise more easily.

Slack is not equal to waste of time.

The innovation enablers affect innovation teams’ work

The above-described factors distinctly influence innovation work. In a slight over-
simplification, there are only two modes for an innovation project: in development/
progress or not. If an innovation project stagnates for a longer period of time, it will
most likely die by itself. Therefore, attend actively to work to ensure that the above-
mentioned factors are addressed for an innovation team in its work.

Regarding incentives, an enabler of the work of innovation teams, giving the project
legitimacy signals to the rest of the organization that management is behind the innova-
tion project. One of the easiest ways to do so is to recognize the innovation team’s effort
by constantly following it in meetings and letting them discuss the innovation project
with visitors. Such acknowledgment stimulates the internal driving forces of the innova-
tion team members, strengthening the innovation team and the work environment.
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In practical work, the different enablers are not equally important for the inno-
vation teams and their sponsor. It may be obvious, but the innovation team’s spon-
sor tends to focus more on the enablers that influence the innovation teams from
an organizational perspective at the beginning of the innovation project. Culture,
climate, and a positive attitude are among the three most essential enablers in the
initial phases of the innovation process, from the sponsor’s perspective. As the in-
novation team emerges and the project develops, the sponsor’s focus shifts to main-
taining a positive attitude and commitment to the innovation team. The innovation
team, for its part, focuses mainly on factors that affect their work more directly, es-
pecially time, economic factors, and the engagement of members in the work.

The presented factors aren’t considered important merely by the innovation
teams. They affect the results of their work as well, as seen in Tab. 2.2. If an innova-
tion team is asked why they are not advancing, the answer is usually that they lack
time and resources in terms of competence and economy. However, this lack is most
likely only part of the truth. Beneath the surface is more to find. The experience of
lack of time and resources is also often associated with other aspects, such as lack of
collaboration, dedication, entrepreneurship, knowledge, knowledge management,
and mindset. Suppose the team feels it lack trust to enter collaborations. In that case,
the sponsor needs to be involved in solving the problem together with the convener
(and possibly the facilitator).

The problem is that projects risk dying if they do not get these factors right, but it
has also been shown that when projects have stalled and then regained their dedication,
collaboration, and mindset, projects can take off and be developed again. Still, it is diffi-
cult to correct a problem with an unknown cause, for the reason it is difficult to under-
stand what you do not know. In this work, the facilitator has a particularly important
function, as he or she can highlight a problem and propose actions to solve the same.

To conclude, an innovation team should be built on people dedicated and able
to solve potential issues arising in a project and know its boundaries.

Tab. 2.2: Innovation enablers effect on an innovation project.

Innovation enabler’s effect in an innovation project

Most positive effect on an innovation project Most negative effect on an innovation project

Dedication Dedication

Mindset Human resources

Collaboration Mindset

Knowledge management Collaboration

Entrepreneurship Time
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Organizational structures and innovation teams

This section focuses on how different organizations are structured, as the structure
itself either stimulates or discourages innovative initiatives, greatly affecting how
successful innovation teams can be.

Industrial or post-industrial structure affect innovation capabilities

Based on existing organizational theories, significant differences undoubtedly exist in
different organizations’ structures. In general, there are two extremes: the industrial or
post-industrial organizational structure. The industrial structure is the classic structure
with clear hierarchies, standardizations, centralization, and various specialized depart-
ments, where each department does its part and interacts very little with other depart-
ments. Silos and lines are common concepts used to describe that kind of organization.
Frankly, the operation is quite like an assembly line on which everyone has a specific
role and does nothing outside that role to avoid changes and disruptions. From an inno-
vation perspective, development is divided into, for example, R&D or the development
department, and the remaining departments are support functions. Once a new product
is developed, the rest of the organization tries to sell and deliver it. The advantage is
that an employee can be very focused on its particular area of work without having to
care so much about what is happening in other places in the organization. The disad-
vantage is that the structure does not promote collaboration. Rather it contributes to a
lack of understanding of how everything in the organization connects, troubling the ho-
listic view of the business. In practical terms, the individual lacks knowledge of how
different competencies can complement each other. All too often, subsystems developed
in different departments do not fit together very well because of poor communication
during the development work. Other negative effects may include that products are de-
veloped with a strong technological focus and little or no involvement of end-users or
end-customers. As a result, the product is not received with open arms.

The post-industrial structure, unlike the industrial one, is decentralized. It is
based on diversification and has no particular structure between departments. The
organization is innovative in itself and encourages change and development initiatives,
which can spur any place in the organization. In the extreme, there is neither manage-
ment nor middle management. Work tasks are distributed, and decisions are made in
consensus. Here, some argue that consensus is the worst way to make decisions, as it
may take a long time to agree on everything. On the other hand, some say that joint
decisions spur motivation and a feeling of belonging. To solve the problem of endless
discussion, though, the innovation team is created with few people, all being experts
in various fields, which eases decision making (as further discussed in chapter three).
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Innovation teams in the post-industrial structure
From an organizational perspective, an innovation team is best suited to an organi-
zation that either has a post-industrial structure or at least strives to have it. The
post-industrial structure encourages initiatives more readily than does an industrial
structure, as the approach is to not get stuck in given structures and hierarchies.
Employees are allowed to take responsibility and initiatives from what is best suited
to the given situation. This approach may present great challenges for management
and middle managers, since the work is not about controlling employees but about
creating the conditions for employees to take innovative initiatives. Doing so requires
not only the innovation team to be trained, but management as well. So, before an
innovation team can be formed, management must accept that the forthcoming inno-
vation team will not follow established rules and procedures in their work to develop
the next generation of products.

Innovation teams in the industrial structure
However, innovation teams are also ideal for organizations that, on the surface, can be
perceived as rigid and challenging to develop, such as government agencies, public
services or institutes (e.g., schools and healthcare), and producing industries. The only
difference with these types of organizations is which goal to achieve and, thus, what
composition of individuals should be included in the innovation team. The existence
of laws and regulations that may seem to hinder innovation for any of these organiza-
tions is not unique. They exists for all organizations, to some extent. Regulations can
serve as guidelines to inspire new solutions. Of course, regulations may be outdated,
and therefore should be challenged with new proposals, which is an argument for au-
thorities to continue to develop and renew laws and regulations to meet today’s and
tomorrow’s challenges. To make the change happen, there must be a willingness to
develop the organization’s various products to become better, faster, more efficient, or
perhaps more modern, to fit in the context of operation. Nursing, education, the social
insurance agency, the public employment service, and so on can therefore develop
both new products and private businesses. For example, clearly authorities must work
on innovation to develop new investigation, monitoring, control, or follow-up func-
tions to execute their mission or only to improve the working situation on the site. The
challenges here, for example, often lie in keep pace with the development of criminal
activities and future crime and in writing laws to cover emergent crime. One example
of this problem is that drug manufacturers can slightly change substances, such that
they are making not-yet-illegal drugs.
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The first innovation project

The first time an innovation team is created, it may be wise to limit the innovation
task to a small and manageable project. An appropriate first project can involve 6–12
months of work. It is long enough to provide perspective on the work and room for
reflection and unexpected solutions as the work progresses. At the same time, it is
clear enough to complete in a reasonable timeframe, which makes it plannable. Be
specific in what problem or problem area to work on. Or at least the direction of
innovation focus. The advantages are several: members are encouraged to trust
management, it is easy to follow the development of the project, members have better
oversight, an unwanted result is not catastrophic, completions come faster, and les-
sons come faster to the organization.

Brief summary of organizational structures and innovation teams
– Organizations applying a post-industrial structure are more innovative than

other organizations.
– A post-industrial structure is recognized by, for example, decentralization, col-

laboration between departments, and low barriers for initiatives.
– Keep the first project small to learn about the processes and build self-confidence.

The innovation process – Agile work for faster results

This section introduces the innovation process and its phases. It mainly regards
how agile innovation work can be conducted. To be able to navigate their organiza-
tion and to move forward with the project, agility will eventually become a priority
for an innovation team, given the accelerating pace of innovation.

Innovation work – Not fuzzy nor difficult, but more complex

The notion that innovation work is fuzzy, ambiguous, or just for the “smart ones” is
outdated. Nothing could be more wrong. It’s neither unclear nor difficult at all. It is
as concrete and structured as any other work, and there are well-developed meth-
ods and tools for different tasks. “It’s easy when you know how to do it,” I’ve heard
someone say. It is well said. To get there, however, practice is necessary.

Teresa Amabile, a prominent researcher, says that innovation work consists of
two parts: creativity and implementation. Simplistically explained, a new product is
conceptually created and then developed and sold on the market. However, being
creative is a surprisingly small part of innovation. Edison might have said that genius
is 1 percent inspiration and 99 percent perspiration. Maybe it should be “persistence”
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or “perseverance,” but in any case, the idea all is accurate. The inventor of the Global
Positioning System (GPS) and the color graphic display, Håkan Lans, stated that the
creative phase is about 3–5 percent of the entire work. A successful serial entrepre-
neur I met stated that, when the product is finalized and ready to be launched on the
market, about 20 percent of the innovation work is completed. The rest is about busi-
ness development and marketing activities. With that, all arguments about innova-
tion being fuzzy are firmly dismissed. All there is to it is to roll up the sleeves and get
the job done.

The innovation process – From rigid to agile and flexible
Over time, the innovation process has evolved from being slow and rigid to becom-
ing more flexible and integrated with the organization’s context. Modern research
and proven methods advocate this flexibility and integration, but as mentioned at
the outset, it is of great importance that newly formed innovation teams receive ed-
ucation on how agile innovation work is executed. Presently, various innovation
processes are flourishing, divided into more or less detailed phases. In principle, it
does not matter which innovation process is chosen, as long as there is room to act
innovatively at every phase, it allows iterative work, and close cooperation with po-
tential end-users and end-customers is applied. The following section exemplifies an
agile innovation process in four phases, followed by a brief explanation of how an
agile innovation work can be executed in practice. See it as inspiration for what it
might look like. Feel free to use it if it suits your purpose. The rookie mistakes are to
control everything, down to each small detail, to feel that everything should be
“right” before the work can continue, or to suppose that the influences of those who
will use and pay for the upcoming product are irrelevant.

Work fast without cutting corners
Although work is conducted quickly and flexibly, this speed and flexibility should
not be misunderstood as working carelessly. Do not cut corners. Agile work is pri-
marily about solving tasks in the order in which they appear and finding ways past
unforeseen obstacles. However, certain problems should definitely be avoided. The
most important thing is not to decide too early on the solution, a common mistake
for inexperienced innovation teams. Another important thing is not to lock yourself
away somewhere and develop the solution to perfection in isolation. When the
product is eventually completed (if ever), there will probably be a shocking experi-
ence when the customers do not understand the new solution and therefore do not
buy it. The same problem arises in organizations that do not consider impressions
from their upcoming customers and end-users during the development of the prod-
uct. It is not necessary to ask customers or end-users personally what they think, as
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they do not always know what is best – but it is essential to understand current
trends to predict future needs, affecting how a new product should be developed.

The innovation process in four phases

Traditionally, the innovation processes divide into three steps, regardless of how
many steps are described: the idea phase, the development phase, and the value
creation phase. Hence, it begins with creative work reflecting the desired direction
of the organization. Once the ideas and concepts have been created, reviewed, and
evaluated, one or several are developed and launched on the market. Finally, the
values created by the work are collected, including both monetary values from pos-
sible sales and values based on experience and other non-monetary considerations,
which can then constitute structural capital for future innovation projects. Subse-
quently, it all begins again, based on insights, learnings, and experiences.

Linked to the group development process, one phase that has not yet been dis-
cussed is the preparation phase, which adds a phase to the innovation process, as
seen in Fig. 2.4. As the focus is on high-performing innovation teams, specifically
preparing team members for the upcoming work, the innovation process is strongly
advised to be extended with this initial work. Since the initial ideation work repre-
sents a small portion of the total work to get a new product on the market, it is well
worth investing in time to prepare to increase the chances that the created innova-
tion groups become innovation teams.

The process is otherwise the same as any other innovation processes, with one im-
portant difference. The preparatory work is not recommended to be an iterative pro-
cess in the sense that the innovation team wanders between the preparation phase
and the idea phase. The innovation team is created once. In case of emergency,
however, this work is redone, accounting for the difference between the preparation

Fig. 2.4: The innovation process. The figure is inspired by Johnsson, M. (2018), The innovation
facilitator: characteristics and importance for innovation teams. Journal of Innovation
Management, 6(2), 12–44.
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phase and the other phases. The figure is schematic and illustrates the workflow
with a start and a work direction. The work of agile innovation is anything but lin-
ear. It is iterative and circular. Those who have tried a traditional stage-gate method
and then work agilely usually do not want to go back. Agile work engages and en-
courages new ideas and initiatives, where action and entrepreneurship are in focus.
Waiting and inaction do not propel a project. Progress is key.

The Raft model – An agile and iterative innovation process

The model described in the following, called the Raft model, is developed in an in-
novation context in that it originates from innovation advice for private idea owners
and companies. The Raft model got its name from river rafting, where you paddle by
rubber boat down flowing rapids, a great experience. Rafting is exciting and challeng-
ing, but it can also be risky if you are careless. It requires both the ability to navigate
the swirls and rocks and the determination to paddle vigorously down high-cliff water-
falls. The reward when you eventually come down to still water is great, including the
joy. It’s so fun that you want to do it again, immediately. That’s what innovation has
become for me, which inspires the Raft model.

The model consists of a triangle of four fields, as seen in Fig. 2.5, which provides
a holistic overview of the entire innovation process and the business model. Suppose
the product under development is not to be sold in the sense that it generates mone-
tary revenues. In that case, the business model mindset can still be used, because the
innovation team is responsible for reaching the market, which can be internal as well
as external. Either way, the innovation team must understand what values are cre-
ated and how, for whom, and by whom and how the innovation work itself should be
completed.

The Raft model is built on the innovation team (“I”), end-user and end-customer
(“U/C”), suppliers (“S”) and distributors (“D”). The innovation team is the central
player throughout the work and is therefore located in the middle. It has direct contact
with the actors in each field. The end-user is the person who will use the developed
product or service, and may be, for example, a private individual or an employee of a
company. The end-customer is a private individual or a person in an organization who
pays for the product or service to solve a need or who decides to implement something
that may be free of charge. This person can be an end-user at the same time. Therefore,
the innovation team must understand the similarities and differences between the
two. The field of suppliers enfolds access to the necessary skills and components to
design, develop, and produce the forthcoming solution to be accepted by end-users
and end-customers. Both competence and components can be found internally in the
organization or through external suppliers or consultants. Finally, distributors, a link in
the classic “value chain,” are where the product is sold or delivered, namely through mid-
dlemen to reach the end-customers and users. Frequently, an organization’s customers

68 2 Organizational conditions for innovation work

 EBSCOhost - printed on 2/9/2023 3:04 AM via . All use subject to https://www.ebsco.com/terms-of-use



are in this field, in which case they form the target group for the innovation project. Many
people make the mistake of only looking after these customers’ needs and failing to inves-
tigate the end-user’s and the end-customer’s needs, that is, the customer’s cus-
tomer (or those even further steps away). Consequently, there are a range of users
and customers to investigate to identify end-users and end-customer and figure
out their relations to each other.

The work process, as illustrated in Fig. 2.6, is that the innovation team, based on di-
rection designated from management, starts with careful problem identification with-
out trying to develop potential solutions, then formulates the project goals to be
achieved. Once these are conceptualized, end-users and end-customers are identified.
Then, to identify the problem to solve and to verify it through carefully chosen inter-
action methods. This work aims to clarify the different requirements of these actors,
which will later become a specification of what the upcoming product should offer.

In the work collecting information from end-users and end-customers, “needs,”
“wants,” and things “nice to have” are separated. The specified requirements are
then used to identify all the suppliers needed to complete the product. It is important
here to understand what drives a purchase or a buy-in. Sometimes, the “wants” drive
the purchase, not common sense. Consider the introduction of the iPhone. The
phone itself was not initially very good, to be honest, as noticed earlier. It had a very
nice design, though, and the opportunity to fill every person’s need for functionality

Fig. 2.5: The Raft model. The figure is inspired by Johnsson, M. (2009), Sälj skinnet innan björnen
är skjuten.
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through its various apps, which no other phone could offer. This information about
what drives a purchase is collected from potential end-users and end-customers. In
the Raft model, suppliers can be both internal and external and can correspond to
both competence and components. As the requirements are understood, the work be-
gins by simple sketches and prototypes, followed by increasingly advanced proto-
types detailing functionality, about all of which end-users and end-customers are
involved through the provision of feedback.

During this work, it is important to identify which possible regulatory requirements
and certificates must be met. In parallel with this work, the value chain is mapped to
explain how the forthcoming product will be delivered to reach the end-user. Under-
standing how this is done for a competitive product makes it possible to create new
competitive advantages through original thinking. If necessary, this investigation
should include how procurements are conducted and what companies are established
that provide similar solutions. It can sometimes be easier to try to enter a collaboration
than to win a procurement.

The innovation team is formed in the preparation phase (Fig. 2.4). This phase sets
strategic direction for the innovation project. As noted earlier, if it is the first time an
innovation team is assembled in this way, it should preferably be assigned a rela-
tively easy task with a short development time. To create engagement throughout the

Fig. 2.6: The figure illustrates the Raft model and how the innovation team interacts with end-
users, end-customers, suppliers, and distributors in the innovation work. The figure is inspired by
Johnsson, M. (2009), Sälj skinnet innan björnen är skjuten.
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project, the innovation team needs room to find new solutions along the way. In my
opinion, this is one of the most significant differences between product development
and innovation work: Product development usually rests on a clear project plan,
where very few surprises are expected in working towards the goal, which might be a
few percentage points less production cost or better performance of some kind. By
contrast, innovation work means that the goal can be as obvious as for product devel-
opment, but that there is room to find completely new and unexpected solutions on
the way towards the final product.

It is up to the innovation team to thoroughly investigate the cause of the problem
to be solved. This investigation is completed by the innovation team identifying end-
users and end-customers and conducting appropriate field studies to find the root of
the problem. Many different tools and methods to conduct field studies and need
identification are available freely online or in numerous books. A tip is to spend a
few hours investigating what is out there and create a toolbox that matches the as-
signment. Keep in mind to choose tools carefully, as results will vary. Based on the
information collected, the innovation team can determine the most important needs
and requirements that must be met for the future product or service. The total prod-
uct or service often consists of several different components from different suppliers,
internal and external. External suppliers are overwhelmingly interested in helping to
develop a product or service. As well as advocating close collaboration with end-
users and end-customers, collaboration with external suppliers is important unless
all the skills and components required are already in-house in the organization. The
most important question for the innovation team to answer is whether the problem
they working on as a whole can be solved. The next step is to test prototypes and
concepts on end-users and end-customers to collect feedback, followed by further ad-
justments and tests. However, do not try to solve all the problems that arise. Keep
some news for future products in the product lifecycle, considering the innovation
project portfolio mentioned in the introduction. It is vital to get to the market as
quickly as possible, while ideas are fresh. Another argument for saving some ideas
for future products is that research shows that successful market establishment is
done through an initially simple solution, gradually developed as users and end-
customers embrace the new product.

Depending on the goal, for example, being an active part of the value chain or
receiving income from a licensing agreement, there are several alternative approaches.
When each actor finds the idea attractive from their perspective, there is a good
chance the idea will reach the market. The work can be facilitated if the innovation
team, in their interaction with the various actors, constantly ponders the key ques-
tions: “What’s in it for me?” and “What’s in it for them?” Today’s value chain does not
look like it did a few years ago. Today, companies are not as loyal to their value chain
as before, meaning that they more often try to get closer to the end-customer by skip-
ping a middle-man or two, if possible. In practice, companies may sell to both retailer
relations and end-customers through their own shops or online. However, remaining
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loyal when it comes to discounts and special deals is vital for long-term customer rela-
tions. Stepping too hard on someone’s toes will produce a reaction. The important
thing is to have cost coverage, regardless of which routes are taken.

Some people find it risky to involve end-users and end-customers early in their
work because of the risk of losing ideas and of the news becoming public too early,
giving competitors the opportunity to get ahead of the market. However, many of
these problems can be prevented, for example, through contracts with those who are
involved. Successful innovation projects are based on collaborations of various kinds.
It is in this spirit that the Raft model has been developed. The innovation team should
not focus on developing the idea in physical form until they have discovered what
end-users and end-customers think – look at crowd-funding pages where conceptual
products are available. The products are not produced until a critical mass of custom-
ers have registered to purchase them. This scenario is no different from those in other
industries, such as the real estate industry, where customers sign up for a newly pro-
duced apartment or villa before it is built, where the purchase is based solely on a
prospectus. The same applies to district heating or internet connection. When a cer-
tain number of households have signed up to join, the excavator comes to ensure the
connection is possible. From an innovation perspective, it is about having a compre-
hensive strategy to handle innovation work. Anyone who has learned agile innovation
work based on what is to be developed will be at the forefront of what the market will
demand or as a quick follower, if it is their focus. As the Raft model works, it can be
seen as an ecosystem for the innovation project, where all actors involved must gain
some value. If any of these elements falls away, the project will most likely not suc-
cessfully reach the market.

Brief summary of the innovation process
– Innovation processes vary in content and layout. To get going - select one and

adjust to your preferences.
– Work structured to ensure input from end-users, end-customers, suppliers, and

distributors – there is no fuzziness here.
– Agile innovation work is fast as passing obstacles are embedded in the method-

ology.

The innovation facilitator – Stimulating successful learning

Previous sections have demonstrated factors affecting the work of the innovation
team, the organizational type best suited for innovation teams, and possible structure
for the innovation process. As noted, each part is quite simple to grasp, but put to-
gether, the process becomes relatively complex, which is why the innovation facilita-
tor (facilitator) has a central role in the formation of new innovation teams. Therefore,
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the facilitator is a key component in the process of creating high-performing innovation
teams (as highlighted in Fig. 2.7). Although the facilitator has been mentioned already
in the introduction and on certain occasions in previous sections, there is new focus
here on the facilitator’s role and the knowledge and experiences they must possess.

The innovation facilitator –When and how to support the innovation team

The starting point is that the organization aiming to assemble an innovation team for the
first time should develop new products and learn how to handle innovation work and the
group dynamic process simultaneously. Here, the facilitator is particularly important. The
alternative is to engage a consultant or other external expert to act as project manager and
to ensure that the project is completed on time and successfully. This option is excellent
if the goal is to produce new products. However, if the organization wants to learn
how the work was done to be able to repeat it on its own and strengthen its innovation
capacity, then that approach is reprehensible. The moment the consultant leaves the
organization, the knowledge also tends to dissapear. The facilitator, on the contrary,
supports the innovation team by providing knowledge about the innovation opportuni-
ties and the innovation process, as mentioned in previous chapters, and by guiding
and coaching the innovation team during the ongoing project. The advantages are that
the innovation team learns much faster by performing tasks themselves and inviting
and engaging employees and other experts to various tasks. Simultaneously, however,
there needs to be an understanding that this method also means that the newly formed
innovation team must be given the space to make and learn from mistakes.

Fig. 2.7: The innovation facilitator support, as part of the creating high-performing innovation
team model.
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The facilitator’s skills and experience

As mentioned, the facilitator has a key role in creating new innovation teams, and
his or her skills and experiences are crucial in the outcome. A study of the facilitator’s
role showed that they should have a deep knowledge of innovation, how to apply it,
and group dynamics in both theory and practice. A facilitator can be an internal or
an external person. The most important thing is that the facilitator allows the innova-
tion team to execute the project independently, to avoid adversely affecting learning.

A compilation of competencies and experience shows that a facilitator in this
context needs to be able to do as follows:
– Provide hands-on and situational advice,
– steer back innovation teams that lose focus or stray,
– encourage the innovation team to “break or stretch established rules,”
– assure the innovation team that agile innovation work is acceptable,
– provide feedback to the innovation teams on whether they are on the right track,
– be available as support when the innovation team needs it,
– highlight end-user focus early in the process,
– highlight the entrepreneurial spirit of the innovation team,
– assure the innovation team that uncertainty is okay,
– create the confidence to involve expertise outside the innovation team if

necessary,
– build confidence in the innovation team to do things its members usually do

not do,
– challenge the innovation team, if necessary,
– coach and facilitate in a way that is appreciated by the innovation team,
– communicate in a way that is appreciated by the innovation team,
– give the innovation team room for self-determination,
– encourage the innovation team to push their boundaries,
– recognize the innovation team for their work,
– give the innovation team feedback on their work,
– guide in the innovation process,
– listen to what the innovation team has to say,
– do not outshine the innovation team,
– do not take the lead of the innovation team’s work,
– do not take credit for the innovation team’s work,
– do not strive to standardize all innovation teams,
– have practical experience from innovation work,
– provide an understanding of the benefits of temporary networks,
– create confidence in the way innovation teams choose to work,
– help to select the right people for innovation the innovation team,
– support innovation teams without disturbing them, and
– believe in the work of innovation teams.
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The facilitator is ready to step in

The facilitator’s involvement in the team varies in the different phases of the inno-
vation process, as illustrated in Fig. 2.8. In the pre-phase the facilitator plays a cru-
cial role in the preparation work when the innovation team is formed. However, the
facilitator’s job starts during the conversations with the management and sponsor
of the future innovation team, with an explanation of how the work will be done in
practical terms. That is, the facilitator’s role is to identify team members and get
them into independent work in the idea phase, where innovation opportunities are
identified, and at the beginning of the development phase, where the ideas begin to
materialize. During this work, the facilitator has a high presence because these
phases are most abstract and thus most complicated if the team members have little
experience dealing with uncertainties and open-ended requirement specifications.
In the latter phases of the innovation process, the facilitator’s presence will decline
to a form of back-office.

As with the factors that enable the work of innovation teams, the different character-
istics and skills of the facilitator fulfil different functions at different times, and can
therefore also be seen as enablers for the innovation teams to begin their work. In the
preparation phase, the facilitator has to support the management and the formation

Fig. 2.8: The facilitator’s involvement in the innovation team’s project. The figure is inspired by
Johnsson, M. (2018), The innovation facilitator: characteristics and importance for innovation
teams. Journal of Innovation Management, 6(2), 12–44).
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of the innovation team by explaining the importance of which members should be
invited to the innovation team. Critically, in this phase and the idea phase, the facili-
tator helps to strengthen the innovation team’s confidence and belief in what they
do, provides concrete situational advice, and gives quick feedback on development.
As projects unfold, it is easy to think the facilitator takes on an increasingly minor
role. Instead, the role transitions to remotely following the work of the innovation
team and being prepared to quickly come in with advice and tips if the innovation
team goes astray without noticing for themselves. Supporting without interfering
while challenging the innovation team’s choices in development work is a delicate
task the facilitator is expected to accomplish. Here, the facilitator needs an ability to
believe that the innovation team will cope with the tasks on their own and not take
the work over themselves, because that will impede learning. However, if the tasks
turn out to be overpowering or too much for some reason, the facilitator can partially
assist with these and suggest that the innovation team can then continue with on its
own. The facilitator has then shown a possible track, but the innovation team has
done it themselves and can feel satisfied with the work, increasing their confidence.
If the facilitator has solid knowledge of the innovation process, they can listen to the
innovation teams and provide situational advice on actions or next step s to take. Here,
it is essential that innovation team receive quick feedback on their work, including
both positive comments and suggestions for improvements and future tasks.

Case:

In one case, the innovation team was set up and ready to go. The first task, referring to the Raft
model, was for the team to understand the end-users’ and end-customers’ needs and require-
ments. Usually, the team members never met these groups of people. Their understanding regard-
ing customer needs was limited to their customer, which had a retail position in the value chain.
The information from the company’s customers was not first-hand information from the ones buy-
ing and using the product once it was developed. Although the team members were very knowl-
edgeable and experienced in their fields of expertise, this challenge became too difficult to handle.
To partially solve this dilemma, the facilitator stepped in, conducting a workshop to support the
team in figuring out who the end-users and end-customers were. The facilitator then wrote a draft
of interview questions for the team to adjust and use when approaching the end-user and end-
customer. The input was valuable for the project’s progress and the team’s learning as the facilita-
tor noticed the problem and showed how to proceed without completing the entire task. The team
members were excited about learning a new skill set.

The facilitator supports and guides during challenging situations

The specific difficulties for inexperienced innovation teams who will work agilely are
several and not easy to sort out on their own. The facilitator plays an important role.
Agile work is sometimes difficult to plan. It can be challenging to understand and
interpret the varied needs of end-users, end-customers, suppliers, and distributors,
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while remaining constantly open to new and unexpected potential solutions during the
work. The facilitator helps the innovation team stay focused on the goal and supports
them by not getting caught up in details, making decisions, and moving forward, that
is, creating trust in the process. The agile innovation work consists of iterative work, as
mentioned earlier. In practice, iteration means making decisions and implementing ac-
tivities, quickly evaluating these, and making new decisions and planning actions
based on previous lessons learned. Since uncertainty is inevitable as innovation proj-
ects develop, the presence of the factors mentioned above is significant. The alternative
is to plan down to the smallest detail, then execute without the slightest deviation. In
that case, you are assured that you have done all things right, although not necessarily
the right things.

The four areas of expertise of the facilitator
The role of the facilitator is most intense in the first phases of innovation projects,
where four areas of expertise have been identified in which the facilitator must be
able to manage, train, and advise. The facilitator should support the formation of
the innovation team and ensure that they start strong, yet the facilitator should be
able to train and advise the innovation team in its development process from group
to innovation team, as well as be able to relate these activities at the individual,
team, and organization levels. The facilitator should also be able to train and propose
activities within the different phases of the innovation process. Finally, they should
understand and attend to the factors enabling the work of the innovation team to
identify and recall the shortcomings that the innovation team itself cannot under-
stand or discover, based on their current level of knowledge.

Work in three levels
The facilitator’s work occurs over three different levels: knowledge, knowledge man-
agement and teaching. Knowledge regard specifically innovation-related knowledge,
including both a theoretical and practical understanding of how innovation and its
various tasks are conducted, as well as knowledge of the different factors that enable
innovation work. The second level, knowledge management, regards the ability to
transform knowledge into relevant advice and to guide an innovation team according
to their advice. Here, knowledge management concerns providing timely, situational
advice – both as feedback on already completed work and as advice on upcoming ac-
tivities. Finally, teaching requires an ability to advise and provide feedback that the
innovation team can understand and turn into their own knowledge. In this work, the
facilitator needs to be able to adapt and vary its communication to create genuine
commitment among team members.
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Brief summary of the innovation facilitator
– The facilitator is a support function to the innovation team, sponsor, and

management.
– The facilitator’s involvement is (when required) essential in forming the innova-

tion team and the first parts of the innovation process – ready to step in for
nudging or some practical work.

– The facilitator must master the innovation enablers, the group development-
and innovation process, and teach the newly formed innovation team about the
just mentioned.

Summary

Chapter two has introduced four areas that all affect innovation team in different
ways: innovation enablers (i.e., factors enabling the work of the innovation team); the
structure of innovative and non-innovative organizations; agile innovation work and
the practical work process; and the facilitator, a support function when the team is
formed and then continuously during the innovation project.

Since the innovation team does not exist as an isolated entity but is located in
an organization and consists of team members, innovation enablers consist of fac-
tors within these three perspectives – the perspective of the organizational, innova-
tion team and that of the team member. Certain of the factors are relatively similar
and overlap, so training is necessary to distinguish them, but also a context that
gives meaning to the content.

From an organizational perspective, the factors affect the innovation team
more comprehensively, while those from the innovation team’s perspective affect
the work more directly. The factors from the team members’ perspective influence
the work in that it is about the team members’ knowledge and abilities to do the
practical work.

All innovation enablers affect innovation work divergently and have varied im-
pacts on different phases of the innovation work.

Of the factors that enable the work of an innovation team, some have a greater
impact than others. One is that management prioritizes innovation teams as a way
of working and at the same time communicates this priority publicly, to avoid orga-
nizational misunderstanding. Innovation teams suffering from a lack of commit-
ment, entrepreneurship, human capital, knowledge, positive mindset, knowledge
management, collaboration, or time will most likely lose momentum in the innova-
tion project. By focusing on increasing team members’ commitment and mindset
and initiating new collaborations, however.

The organization’s structure affects innovation work and can be described as
non-innovative or innovative organizational structures in its extremes (i.e., industrial
or post-industrial structures). In the industrial organizational structure, employees
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divide into “silos” and conduct their work without direct cooperation with other de-
partments. Innovation work is completed by an R&D or development department,
and the remaining departments become different support functions. In the post-
industrial structure, employees collaborate between departments and have a respon-
sibility to freely control their work based on what is best for the organization at the
moment. Innovation teams are best suited to organizations that have post-industrial
structure or strive towards it.

Innovation work is not fuzzier nor more difficult than other tasks, but it differs
significantly from other work processes. The abstract phase that people, in general,
find fuzzy is considered to be so largely because of their lack of familiarity with
such work. Therefore, training in abstract thinking and handling uncertainties help
increase the locus of control. In this context, working agilely means working flexi-
bly and solving problems as they arise. The overall message is that doing the right
things is more important than doing things right (i.e., without carelessness), which
means quickly and cheaply prototyping your way towards viable solutions with a
significant focus and the presence of end-users and end-customers. In parallel,
knowledge of how to produce and deliver to customers is developed through close
cooperation with suppliers and distributors.

An innovation facilitator (facilitator) helps to create the innovation team, to-
gether with its sponsor. The main task of the facilitator is to train and support the
innovation team during their innovation projects. However, unlike other types of
training, this training occurs primarily through the convener as the innovation proj-
ect develops. The reasons are two. The first is that it takes too long first to learn
innovation work and then start an innovation project. Learning from practical work
is much faster. The second is that the innovation team should learn in-depth how
innovation work is done, which does not happen with innovation consultants as
project managers.

The facilitator needs to have certain qualities and skills to succeed in their mis-
sion. One such quality is deep knowledge of innovation management and practical
experience with innovation work and group development. In addition, the facilita-
tor must be able to support the innovation team without disrupting their work and
to steer the innovation team on the right track if it strays from its main goal. A
newly formed innovation team can easily unconsciously steer back towards known
processes and patterns because of old habits, and the facilitator must watch for this
tendency.

What characterizes a suitable facilitator is that they master the agile innovation
process and the innovation enablers, creating innovation teams and acting as advisor
during ongoing innovation projects. They serve these functions primarily through
their theoretical and practical knowledge of innovation management and its various
tasks, alongside their abilities to transform knowledge into relevant advice, to guide
an innovation team according to their advice, and to educate, advise, and give feed-
back in ways the innovation team can understand.
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Questions for reflections and discussions

Innovation enablers – Factors that enable innovation team’s work

Below, some reflection and discussion questions summarize the essence of the sec-
tion on the innovation enablers, the organizational structure, the agile innovation
process and the facilitator. They appear in alphabetical order and are equally impor-
tant to discuss. None of the questions have a “yes” or “no”' answer, with the idea, of
course, that the questions will initiate discussion and that the areas that are not so
clearly developed or polished can begin to form. As well, the questions serve as a
reflection on the current situation, and they can be used to look forward and to
ground the preliminary work. Then they can also be used for monitoring activities.

The questions below are asked from the three perspectives on innovation ena-
blers: those of the organization, team, and team member. They also have an ongoing
impact on how an innovation project is developed. For this reason, the questions
have been asked partly based on how the organization and management can support
the innovation team’s work, partly with the perspective of the innovation team in
mind, and partly considering how the team member can contribute to the work. This
approach creates an understanding of the innovation team as a whole.

Feel free to use the questions as support for management meetings and planning
for future innovation initiatives and follow-up discussions with the innovation team.
Since an innovation team consists of team members, their reflections on the issues
should also feature in the discussions. They can also be applied to identify suitable
team members by touching upon how team members can contribute to different in-
novation opportunities.

The organizational/management perspective questions are asked from a “we,
in our organizational-perspective.” Notably, these questions can be answered by
management, the innovation team, and the individual team members. In discussion
of the same question from different perspectives, as suggested here, different answers
may emerge that be in tension, or gaps in understanding may be revealed. Such cases
can be further discussed to develop joint conclusions and common understandings
and knowledge. Involve expertise to learn about specific areas if necessary.

Awareness – The ability to “see” invisible or undiscovered innovation-related
opportunities
Organization/management
– How do we, in our organization, ensure that our innovation teams and other

employees are trained in the ability to pay attention to changes in the market or
to discover new product needs to develop solutions for, not only at work but
also in their spare time so that it stimulates innovation work?
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Innovation team
– How do we, in our innovation team, ensure that we train and develop our abil-

ity to discover new needs to satisfy?

Team member
– How do I, as a team member, train and develop my ability to discover new

needs to satisfy?

Capabilities – The skills and knowledge needed to work in innovation teams
Organization/management
– How do we, in our organization, match non-technical with technical capabili-

ties in our innovation teams?
– How do we, in our organization, teach, train and strengthen our innovation

teams’ members and other employees’ innovation-related capabilities?
– How do we, in our organization, avoid losing essential competencies related to

innovation work in the event of layoffs?

Innovation team
– How do we, in our innovation team, ensure a well-balanced mix of capabilities

for the innovation project?
– How do we, in our innovation team, teach, train and strengthen our innova-

tion-related capabilities?
– How do we, in our innovation team, notice that we may lack necessary capacity

for the innovation project?

Team member
– How do I, as a team member, develop my abilities to align with the develop-

ment of the innovation project?
– How do I, as a team member, help draw attention to the innovation team that

someone/some abilities must be added to the innovation project?

Climate – An encouraging environment stimulating new innovative initiatives and
creativity
Organization/management
– In our organization, what does an innovative working climate mean, and how

does it affect the work of an innovation team?
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– How do we, in our organization, develop and maintain an innovative working
climate?

– How do we, in our organization, ensure that an innovation team can maintain
an innovative working climate?

– How do we, in our organization, ensure that an innovation team can create the
conditions for self-government?

Innovation team
– What does an innovative working climate mean in our innovation team?
– How do we, in the innovation team, develop and maintain an innovative working

climate?
– How do we, in the innovation team, create the conditions for self-government?

Team member
– How do I, as a team member, help develop and maintain an innovative working

climate?
– How do I, as a team member, contribute to creating conditions for self-government?

Collaboration – Functional innovation teams and collaborations internally between
departments, and externally with suppliers, customers, and expert networks
Organization/management
– How do we, in our organization, ensure that an innovation team can establish

the collaborations they need for their innovation project?

Innovation team
– How do we, in the innovation team, establish collaboration with end-users,

suppliers and different customers in the value chain?
– How do we, in the innovation team, establish collaboration with other organi-

zations and external networks?
– How do we, in the innovation team, establish collaboration with student proj-

ects for increased inspiration for an ongoing innovation project?
– How do we, in the innovation team, establish collaboration with researchers to

develop new knowledge about advanced issues?

Team member
– How do I, as a team member, connect and establish collaboration with needed

partners for the innovation project?
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Culture – Norms and rules for “how to do here,” tolerance for initiatives
that go wrong
Organization/management
– In our organization, what does an innovative culture mean, and how does it

affect the work of an innovation team?
– How do we, in our organization, ensure that an innovation team can maintain

an innovative culture?

Innovation team
– In our innovation team, what does an innovative culture mean?
– How do we, in the innovation team, work to develop and maintain an innova-

tive culture in the future?
– How do we, in the innovation team, ensure that new or temporary team mem-

bers can easily understand and feel included in our culture?
– How do we, in the innovation team, build a culture that allows mistakes?

Team member
– How do I, as a team member, help develop and maintain an innovative culture?
– How do I, as a team member, contribute so new or temporary team members

can easily understand and feel included in our culture?
– How do I, as a team member, learn from my or others’ mistakes and not make

others feel bad for their mistakes?

Dedication – The personal commitment to want to participate in an innovation
team
Organization/management
– How do we, in our organization, create a willingness among our staff to engage

with the innovation team’s projects?

Innovation team
– On what is our commitment to the innovation team based?
– What do we, as an innovation team, want to prove?
– What are we, as an innovation team, driven by?
– How do we, as an innovation team, ensure that we maintain our commitment

to reaching the goal even when things are not going as planned?
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Team member
– As a team member, what is my commitment based on?
– As a team member, what do I want to prove?
– As a team member, what am I driven by?
– How do I, as a team member, maintain my commitment throughout the innova-

tion project?
– How do I, as a team member, help other team members maintain their commit-

ment throughout the innovation project?

Economy – Monetary and non-monetary resources
Organization/management
– In our organization, what are the investments for long-term innovation proj-

ects, and how is it reflected in the innovation team?
– How do we, in our organization, ensure that the innovation team has sufficient

finances to run the project all the way?
– What can non-monetary resources be in our organization when it comes to in-

novation projects, and how do we secure these resources for the innovation
team?

– What milestones in the innovation project are critical to achieving continued
funding, and how should they be prioritized?

– How do we, in our organization, encourage the innovation team to collaborate
creatively if the economy demands it?

Innovation team
– How do we, in the innovation team, ensure that we have enough finances to

run the project all the way?
– How do we, in the innovation team, deal with any lack of finances?
– What non-monetary resources are important for the progress of the innovation

project, and how do we in the innovation team ensure that they are acquired?
– What milestones in the innovation project are critical to achieving continued

funding, and how should they be prioritized?
– How can we create creative collaborations as a consequence of lack of money?

Team member
– How do I, as a team member, help secure the economy of the innovation project?
– How do I, as a team member, help acquire non-monetary resources if necessary?
– How do I, as a team member, help achieve important milestones in the innova-

tion project?
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Education – Innovation-related competence development in theory and practice
Organization/management
– How do we, in our organization, ensure that we train innovation teams about

innovation management and continuously train it?
– How do we, in our organization, utilize distance learning so that our innovation

teams and other employees can be trained at the same time?
– How do we, in our organization, create a commitment to and desire to learn

about innovation management?

Innovation team
– How do we, in the innovation team, continuously educate ourselves in innova-

tion management and other relevant training for the innovation project?
– How do we, in the innovation team, find out what training we need to handle

the forthcoming innovation work?

Team member
– How do I, as a team member, find out what training I need to handle the forth-

coming innovation work?
– How do I, as a team member, stay engaged and continuously develop my theo-

retical and practical knowledge of innovation work?
– How do I, as a team member, set aside time to prepare for upcoming training

sessions?

Empowerment – Trust from management to the innovation team to make
their own decisions about resources or investments; autonomous work under
the responsibility of the members of the innovation team
Organization/management
– How do we, in our organization, encourage innovation team members and

other employees towards empowerment and self-government?
– How do we, in our organization, ensure that the innovation team members and

other employees take responsibility to empower themselves and make the best
of self-government?

Innovation team
– How do we, in our innovation team, ensure that we create a good level of empow-

erment and self-government to promote creativity without losing focus on the task?
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– How do we, in our innovation team, communicate our expectations of responsi-
bility, decision-making, and implementation to the management to meet their
expectations?

– How do we, in our innovation team, communicate our progress to management
to feel confident that we can manage the responsibility we have been assigned?

Team member
– How do I, as a team member, demonstrate that I take responsibility for the

empowerment and self-government of the innovation team?
– How do I, as a team member, communicate that I take responsibility for the

empowerment and self-government of the innovation team?

Entre-/intrapreneurship – Doers that make things happen
Organization/management
– How do we, in our organization, encourage employees to become more entrepre-

neurial?
– How do we, in our organization, encourage entrepreneurs to join us, if only for

a short period?

Innovation team
– How do we, in the innovation team, commit to working entrepreneurially?
– How do we, as an innovation team, engage entrepreneurial people in our inno-

vation team for the innovation project if necessary?

Team member
– How do I, as a team member, ensure to working entrepreneurially?
– How do I, as a team member, develop my entrepreneurial skills if necessary?

Human resources – Access to colleagues within the organization who can
contribute to the innovation project and who can also share experiences and help
avoid bottlenecks
Organization/management
– How do we, in our organization, ensure that the innovation team can create

collaboration between departments?
– How can we, in our organization, help the innovation team spread information

about ongoing innovation projects to enable employees to more easily contrib-
ute knowledge and resources?
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Innovation team
– How do we, in the innovation team, create opportunities for collaboration be-

tween departments?
– How can we, in the innovation team, disseminate information about ongoing

projects to make it easier for employees to contribute knowledge and resources?

Team member
– How do I, as a team member, help involve people in the innovation project if

necessary?
– How do I, as a team member, actively disseminate information about our inno-

vation project?

Incentives – Financial and non-monetary rewards as motivators
Organization/management
– What does the reward system look like in our organization?
– What effects can be expected from the existing/non-existing reward system?
– How do we, in our organization, reward the internal driving forces of the in-

novator team members and other employees?
– How can we, in our organization, arrange a reward structure that stimulates

both in the short and long term?
– How do we, in our organization, stimulate positive feedback to the innovation

team members and other employees?

Innovation team
– How do we, in our innovation team, want to be rewarded for our work?
– How do we, in our innovation team, ensure that we don’t get greedy?
– How do we, in our innovation team, stimulate positive feedback between each

other?

Team member
– How do I, as a team member, contribute to the innovation team being rewarded

in the way we deserve?
– How do I, as a team member, make sure I’m not greedy?
– How do I, as a teammember, give feedback to my colleagues in the innovation team?
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Knowledge – Special knowledge concerning innovation and innovation work
Organization/management
– How do we, in our organization, ensure that the members of the innovation

team and other employees can develop their innovation-related knowledge?
– How do we, in our organization, leverage the innovation team members’ tacit

knowledge of innovation work so that other co-workers can benefit from it?
– How do we, in our organization, ensure that the innovation team can communi-

cate and share knowledge with the team, in the rest of the organization, and
across other networks?

Innovation team
– How do we, in the innovation team, continuously develop our theoretical and

practical knowledge of innovation work?
– How do we, in the innovation team, share knowledge and learning experiences

in the team, the rest of the organization, and other networks?

Team member
– How do I, as a team member, set aside time to develop my theoretical and prac-

tical knowledge of innovation work continuously?
– How do I, as a team member, share knowledge with the team, the rest of the

organization, and other networks?

Knowledge management – Knowledge of how to, in practice, use knowledge
and fill knowledge gaps concerning innovation projects
Organization/management
– How do we, in our organization, ensure the development and practice of inno-

vation-related knowledge management in our innovation teams and other
employees?

– How do we, in our organization, make sure to teach our innovation teams and
other employees to develop experience about how to apply innovation-related
knowledge management?

– How do we, in our organization, support our innovation teams and other em-
ployees to develop knowledge management through external networks?
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Innovation team
– How do we, in the innovation team, ensure the development of innovation-

related knowledge management?
– How do we, in the innovation team, ensure to apply the innovation-related

knowledge we have achieved?

Team member
– How do I, as a team member, develop and apply innovation-related knowledge?
– How do I, as a team member, make sure to practice the elements of the innova-

tion work I feel unsure about?

Management – Encouragement of exploration of new ideas
Organization/management
– How does our organization’s management plan for long-term innovation-related

activities, and how do those activities affect an innovation team’s work?
– How do we, in our organization, ensure that the managers of innovation teams

do not feel left out or threatened in their new function of supporting instead of
managing?

– How does our organization’s management handle incremental and radical in-
novation investments, and how does that handling affect an innovation team’s
work?

– How do we, in our organization, ensure that management shows interest in an
innovation team’s practical work?

Innovation team
– How do we, in the innovation team, ensure that management does not feel left

out or threatened in their new function of supporting instead of managing?
– How do we, in our innovation team, act to keep the management interested in

our work?

Team member
– How should I, as a team member, act upon management as a support function

to not create unnecessary tension or hurt feelings?
– How do I, as a team member, contribute to keeping the management interested

in our work?
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Mindset – Self-confidence and attitude of the innovation team members.
“I can. . .,” “I want. . .,” “I will. . .”
Organization/management
– How do we, in our organization, stimulate a positive attitude for the innovation

team members and other employees?
– How do we, in our organization, encourage the innovation team and other em-

ployees to celebrate small work victories in ongoing innovation work?

Innovation team
– How do we, in the innovation team, maintain a positive attitude towards the

innovation project and its development, and against each other in the innova-
tion team?

– How do we, in the innovation team, maintain a positive attitude towards each
other in the innovation team?

Team member
– How do I, as a team member, do to have a positive attitude towards the innova-

tion project?
– How do I, as a team member, do to have a positive attitude towards other

members?

Needs – Explicit and clarified needs to meet – Needs that explain why
the innovation project is needed
Organization/management
– How do we, in our organization, help the innovation team to identify existing

and future needs to develop products for?
– How do we, in our organization, ensure that the innovation team can require

the right skills and equipment to meet future needs?

Innovation team
– What do we, in the innovation team, do to identify existing and future needs to

develop products to?
– How will needs/problems change in the future, and how can that be addressed?
– What would a competitor have done to solve the same needs/problems?
– How do we, in the innovation team, ensure we have the right skills and are

rightly equipped to meet future needs?
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Team member
– How do I, as a team member, contribute, identify, and verify current and future

needs to develop products for?
– How do I, as a team member, search for appropriate skills if necessary to

strengthen the innovation team?

Processes – Processes, models, and proven innovation methods that guide ideas
to become established products on the market
Organization/management
– How do we, in our organization, ensure that the innovation team has access to

appropriate processes and methods for their innovation project?

Innovation team
– How do we, in the innovation team, ensure that we have suitable processes to

use for our work?
– How do we, in the innovation team, apply design thinking and user-centered

design to find relevant information about the problem to solve.
– How do we, in the innovation team, use simple tools at the beginning of the

innovation work and more advanced tools, such as CAD and CAE later, for fast
and iterative work?

– What criteria do we use to evaluate ideas, concepts, prototypes, and so on for
potential future work?

– How do we, in the innovation team, use the mindset of a potential competitor
to solve the identified problem?

Team member
– How do I, as a team member, actively learn and practice suitable innovation

tools for agile, iterative, and flexible innovation work?
– How do I, as a team member, do to think like a competitor?

Strategy – Organizations with clear innovation strategies are more successful
than others
Organization/management
– How do we, in our organization, define innovation?
– If there is no clear description: Write a two-sentence formulation in which the

first sentence describes what innovation means to us, and the second sentence
describes how we will work with innovation in our organization.

– What is our innovation strategy?
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– If there is no clear description, begin with the definition as above and continue
with a short description on how to implement innovation in our organization
on a generic level, formulated similarly as other formulations on strategies.

– How do we, in our organization, communicate the innovation strategy to the
innovation team and the rest of the organization?

– How do we, in our organization, collaborate with other organizations on a stra-
tegic level?

Innovation team
– How will we, in the innovation team, work to have the innovation strategy as a

guidance for our innovation project?

Team member
– How do I, as a team member, show that I understand what the organization’s

innovation strategy means for the innovation project, and thus my work?

Time – Time set aside for the innovation project, time for reflection, and time
for education and learning
Organization/management
– How much time do we, in the organization, allocate for innovation teams to

work on the innovation projects?
– Is this time enough to reach the expected goals?
– If yes, we will get the desired results, but what would happen if we allocated

even more time or other resources?
– If not, how do we make more time for the innovation teams?
– How do we, in our organization, encourage the innovation team to spend more

time in the initial phases of the innovation project to really understand the
problem to be solved?

– How do we, in our organization, ensure that the innovation teams spend enough
time on the innovation project assigned, not being disturbed by other work or proj-
ects (multitasking) to the extent that it affects the innovation project negatively?

– How do we, in our organization, support our innovation teams and other em-
ployees with time for reflection?

– How do we, in our organization, support our innovation teams and other em-
ployees with time for work on personal interests, which may be useful for the
organization in the future?
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Innovation team
– How do we, in the innovation team, ensure that we prioritize work on the inno-

vation project for which we have allocated time?
– How do we, in the innovation team, ensure to allocate enough time in the first

exploratory phase of the innovation process?
– How do we, in the innovation team, ensure to prioritize time for recurring re-

flection during the innovation project?
– How do we, in our innovation team, find ways to work on the innovation proj-

ect in the case of insufficient time allocated by management?

Team member
– How do I, as a team member, prioritize time for innovation work?
– How do I, as a team member, avoid negative multitasking such as fragmented

tasks or being involved in too many projects?
– How do I, as a team member, approach management in the case of being in-

volved in too many projects, affecting the excepted results negatively?

The innovation enabler’s impact on innovation work

The factors (innovation enablers) demonstrated in the previous section all affect an
innovation team’s work, so the general question regards how to avoid them affect-
ing the innovation team negatively.

Organization/management
– How do we, in our organization, ensure our innovation teams strive to have the

innovation enablers met during start-up and ongoing innovation projects?
– How do we, in our organization, allocate resources to innovation enablers not

fulfilled?

Innovation team
– How do we, in the innovation team, support innovation enablers at an accept-

able level?
– How do we, in the innovation team, prioritize innovation enablers that are not

secured?

Team member
– How do I, as a team member, pay attention to whether the innovation project is

negatively affected by any innovation enablers?

Questions for reflections and discussions 93

 EBSCOhost - printed on 2/9/2023 3:04 AM via . All use subject to https://www.ebsco.com/terms-of-use



– How do I, as a team member, contribute to realizing innovation enablers that
are not secured?

Organizational structures and innovation teams

The structure of the organization affects how innovation work can be carried out.
As mentioned earlier, all organizations benefit from innovation in the long term.
However, If the owner of the organization plans for an exit or retirement in the near
future, heavy investments in innovation actions may not be profitable.

Organization/management
– How do we, in our organization, evolve towards and maintain a post-industrial

structure to promote innovation work?
– How do we, in our organization, involve more and more employees in innova-

tion work of various kinds?

Innovation team
– How do we, in the innovation team, utilize most of the opportunity to run an

innovation project ourselves?

Team member
– How do I, as a team member, contribute to making the results of the innovation

project as good as possible?

The innovation process

The innovation process has evolved from gradually developing a product, to work-
ing agilely and flexibly, to increasing the speed of development, where most of the
work is neither creative nor abstract.

Organization/management
– How do we, in our organization, communicate that innovation work is neither

fuzzy nor for the “smart ones”?
– What do we do, in our organization, to feel confident that the innovation team

is “doing what they are supposed to”?
– What do we do, in our organization, to feel confident that agile innovation

work delivers to the quality standard we expect?
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Innovation team
– How do we, in the innovation team, embrace an agile way of working?
– How do we, in the innovation team, track parallel projects in the innovation project?
– How do we, in the innovation team, relate to sudden changes in conditions re-

garding expected outcomes or goals to reach?

Team member
– How do I, as a team member, work quickly, iteratively, and in constant evalua-

tion of what other team members and I create in the innovation project?

The facilitator – Stimuli for successful learning

As mentioned, the facilitator is critical to the innovation team’s forthcoming work.
Different competencies and skills affect the innovation team’s learning and the out-
come of their first innovation project. The facilitator’s role is to support the innova-
tion team to get the most out of the project.

Organization/management
– How do we, in our organization, ensure that innovation teams have access to a

facilitator during the time the innovation team develops and learns about inno-
vation work?

– How do we, in our organization, ensure that the facilitator has the skills to sup-
port an innovation team?

Innovation team
– How do we, in the innovation team, relate to the facilitator’s advice, objections

and feedback to suggested, planned and conducted activities?
– How do we, in the innovation team, stay positive about conducting new activi-

ties we haven’t done before?

Team member
– How do I, as a team member, stay open-minded and at the same time critical of

the facilitator’s advice, objections and feedback to suggested, planned and con-
ducted activities?

– How do I, as a team member, dare to conduct activities that the facilitator
might suggest but that I feel uncomfortable doing due to uncertainty?

– How do I, as a team member, learn as much as I can from the facilitator’s
experience?
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3 Creating high-performing innovation teams
in five steps

This chapter focuses on how to create an innovation team, in practice. It builds
upon the previous chapters, whose focus was to demonstrate the building blocks and
foundations of what the innovation team needs to know about and handle in its up-
coming work (e.g., knowledge of the innovation process and the factors that enable
the work of the innovation team). Particular focus was placed on the facilitator, a
focal point that recurs in this chapter, as the innovation team forms. In this chapter,
the focus is more on what steps to take (as illustrated in Fig. 3.1, including which
members should be part of a new innovation team and the success factors in getting
the innovation team to take off. The process is based on step-by-step work that is not
nearly as iterative as the innovation process. The work is both top-down and bottom-
up, so management’s consent is crucial. However, it is equally important for employ-
ees to want to do the job.

In this chapter, you will learn more about the high-performing innovation
team process’s five steps:
– Top management commitment – ensure management’s commitment and support
– Convener identification – identify a convener of the forthcoming innovation

team
– Convener preparation – prepare the convener for the upcoming work
– Gathering of team members – identify the best fit people
– Kick-off – the official start of the innovation project

In the list of what steps to take to form an innovation team, notice that the innova-
tion team is not formed until point four. This may seem a late stage, but generally,
creating a successful innovation team is about good preparation – kind of like
when wallpapering a wall or removing rust on an old classic car. If the new, fine
wallpaper is carelessly glued on the wall without fixing old damage with filling and
sanding, the overall impression is not likely to be good. New paint on a rusty car
will return rust almost momentarily. In short, cheating on the steps will not yield
the desired result, and it may not be that fun. Accordingly, moving back to the crea-
tion of the innovation team, the preparations are about ensuring that management
believes in and supports the creation of the innovation team, as the work assem-
bling an ideal innovation team may not be the same as assembling other teams. In
addition, group dynamic problems must be avoided, which are all too common
when new groups are formed to work together. The aim is to create an innovation
team that consciously develops together, feeling joint ownership and leadership
of the innovation project. As such, the innovation team should have a convener in-
stead of a project manager. As noticed in the introduction. This work process for

https://doi.org/10.1515/9783110731934-003

 EBSCOhost - printed on 2/9/2023 3:04 AM via . All use subject to https://www.ebsco.com/terms-of-use

https://doi.org/10.1515/9783110731934-003


creating high-performance innovation teams is called the HIT process, or high-
performing innovation team process.

Now, it’s time to get into the different steps of the process. First, put down the book,
take some time to stretch the legs and get a cup of coffee or a favorite beverage. On the
way back, bring a pen and paper or a tablet to take notes on and to collect your
thoughts. If you’ve not yet been inspired, this chapter may take you there. At the same
time, equip yourself with patience. Things take time, as they say. Do not rush through
the process, and the result will be so much better. The most important element of the
process it is to create commitment. Most people don’t find being forced to do some-
thing to be engaging. Therefore, if you are initiating this process in an organization or
working as a facilitator or convener, be responsive and flexible in portraying things.
Let those who are involved shape their understanding of what is presented, at the
same time as you develop a common overall picture. Remember, each participant and
stakeholder will consider, “What’s in it for me?” Expect to repeat the same presenta-
tion many times but in different contexts, and recognize that different perspectives are
required to consider. The commitment will come as people are appropriately intro-
duced, given that they have a fundamental interest in the topic and have had enough
time to process what has been presented. Let it take time, but don’t let it slip peoples’
minds. After a few days or weeks, make a schedule to follow up on the people in-
volved, to take the next step. Push ahead, involve and engage but don’t push through:
That’s the difference.

Fig. 3.1: The HIT process, as part of the creating high-performing innovation team model.
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Step 1 – Top management commitment

In the first step, the focus will be on management explaining why it’s a good idea not
rush to step four, where the innovation team is formed. Here, the focus is on engag-
ing management and getting their full support, which is crucial for the future of the
innovation team.

Management is crucial for long-term success

To be clear, management support is crucial in establishing innovation teams as part of
an organization. Initiating such work and then leaving it to its fate is likely to damage
future innovation initiatives. The alternative, not to make this kind of work official, only
creates grounds for self-organization working “under the radar,” “pet projects,” or
“skunkworks,” where enthusiasts develop ideas without management’s knowledge. The
problem with these projects are they steal attention, and may not even align with the
organization’s objectives or strategy. Frankly, it is theft of organizational resources. This
phenomenon should not be mixed up with corporation labs, such as Google X, Apple
Labs, or Amazon Lab126. Here, people are employed to create disruptive solutions.

Develop understanding on innovation and innovation teams

One of the greatest challenges with this first step is to convince management that
some of the work is to be able to deal with uncertainty and that innovation work is
an investment and not a risk per se. In many cases, managers dislike risk and
spend many of their working hours minimizing it. Since innovation work does not
guarantee successful results in the short turn, the term “innovation project” seldom
results in standing ovations among those not convinced of its need for survival. On
the other hand, the argument that the opposite eventually leads to termination is
not noticed as long as the approaching disaster is not yet visible. This problem is
particularly significant in organizations with a large turnover of people in manage-
ment. Without a long-term approach, it is easy to get caught up in cost-cutting,
leaving little room for investments in innovation initiatives.

Therefore, the first step is to ensure that management takes responsibility for
the project. In doing so, the following questions can be used to study and discuss
the management’s approach to innovation in your organization:
– Does management support innovation efforts by allocating both financial and

human resources?
– Does management make realistic assessments of market expectations closely

linked to end-users to capture their expectations accurately?
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– Does management ensure that innovation projects receive the necessary sup-
port from all parts and levels of the organization?

– Does management ensure a structured system or method to assess potential in-
novations before significant investments are initiated?

– Does management encourage employees to take risks within reasonable limits
if at the same time it means taking advantage of learning from any mistakes
and not seeing mistakes and not successful initiatives as failures?

– Does management work actively to ensure that the organization maintains its
open and permissive structure to allow employees to engage between depart-
ment boundaries or work actively to develop the structure in this direction?

The sponsor – key person on an important mission

In addition to management’s pivotal function, the future innovation team’s sponsor
has one as well. In this case, the sponsor is a person who supports the team in their
work without directly interfering in what they do. The sponsor also acts as a communi-
cation channel between the innovation team and management and other department
managers or those involved outside the reach of the innovation team. The sponsor will
smooth the innovation team’s upcoming work, as they sometimes need access to skills
they lack, which may exist elsewhere in the organization. In those moments, the spon-
sor can act as a door opener. The sponsor has a further task, perhaps the most impor-
tant, which is seemingly relatively unappreciated: namely, to be accountable for a
potentially discontinued innovation project without necessarily blaming the innova-
tion team and its performance, as well as to give credit to the innovation team for their
successes and not take all the credit for themselves. To make this function work, the
sponsor must be as convinced as management is that innovation teams work agilely
suit the organization’s development.

Be patient, it takes time

If management is inexperienced in innovation work, it is worth bearing in mind that
it often takes up to six months to understand why innovation work has value for the
organization and to start implementing innovational activities such as trying out,
evaluating, and adapting different innovation processes to suit the organization and
rewarding employees for various innovative initiatives. To succeed in changing an
organization and to become more innovative, management must ensure accurate and
accessible information and time for employees to digest it, turning it into their own
knowledge. To create a sense of control for management, they can point out a strate-
gic direction with areas to develop instead of ordering innovations. This is a perfect
place for the innovation teams to start working for the first time.
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To learn the methodology, start small
One way to start implementing the process of creating innovation teams is to initiate one
or two pilot projects to demonstrate the benefits of innovation team work and build a
pool of knowledgeable employees who can pass the message on in the organization.
Also, pilot projects allow room to learn from any mistakes made. Admittedly, some have
argued that pilot projects are excuses used to shut down initiatives without being ques-
tioned. Instead, think in the same way as when advocating for the innovation model.
Think of prototypes that develop iteratively towards fully functional solutions. With this
mindset, a pilot for an innovation team is a good and concrete way to test, develop, and
improve a method under limited and controlled conditions. Strive for the best conditions
possible for the pilot, so that the evaluation is fair and so that lessons can be learned.

Empowerment for innovation

An individual’s ability to control and manage their work is an important ingredient
in the creation of an innovative organization; the same goes for innovation teams.
They must be given the space to work independently. Still, it also requires encour-
agement and active initiatives to ensure that employees feel that they are not mak-
ing fools of themselves or are being confronted with “this is not how we do things
here.” Even though empowerment is requested and provided, it can also be difficult
to know how far the team and its members’ responsibility to empower extends. To
ease such difficulties, certain guidelines can be helpful:
– Show the boundaries within which it is okay to develop ideas without getting

permission from management or starting a formal project.
– Describe the reasonable level of business risk for how far an initiative can go.
– Structure the organization to encourage it to involve many in new initiatives.
– Define responsibilities in the organization to increase clarity regarding how in-

novation work can be completed.

Increased space for empowerment, combined with training in problem-solving
methods, leads innovation teams to take more responsibility for their activities,
which is positive for innovation output. In addition, innovation teams who develop
their ability to propose improvements to their work have much greater opportunity
to successfully realize the improvements and find more uses for their solutions.

Brief summary of step 1
– Management support is crucial for long term success.
– Plan for a first small project; learn from that and advance.
– Set boundaries and empower the forthcoming innovation team.
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Step 2 – Convener identification

Now that management’s commitment is established, it’s time for step two: to identify a
convener to form the innovation team. It’s easy to think that a convener is equivalent
to a project manager, but this equivalence is false if the aim is to create long-term
learning as well, as explained below.

Establish conditions for long-term learning

Just as the innovation processes over time has moved towards becoming cyclical and
iterative, so too have the requisite skills of an innovation leader. Previously, innovation
work was primarily associated with engineers who developed technical solutions. Still,
since innovation work has evolved to be cross-disciplinary and multifunctional, inno-
vation leaders are now required to handle multiple areas. In practice, this expansion of
necessary knowledge has led to innovation leadership increasingly being about under-
standing, managing and leading the innovation process, as well as navigating all the
uncertainties constantly affecting the current conditions of an innovation project. In
other contexts or projects, it can be good to appoint a chief project manager, project
manager, or an external consultant who runs innovation projects and gets things done.
None of this is wrong if the main purpose is to quickly get to the finish line. If the intent
is to create an innovative organization and learn how to cope with the innovation work
without external expertise, then it is wise to reconsider the approach, however. After
all, as soon as the consultant leaves the innovation project, most often, everything re-
turns to what was before, and the learning aspect of innovation work is hollowed out.

The convener is not a project manager

To create the conditions for learning and joint ownership of the innovation project, a
convener is appointed, who, if needed, is supported in turn by a facilitator (as ex-
plained in chapter two). A high-performing innovation team has no project manager.
The innovation team leads itself based on what is best at the moment and what bene-
fits the project going forward. The convener is not a project manager but a person
who holds together the group that is to become an innovation team, which may
sound strange. The identification of the convening person is preferably made by man-
agement, together with the facilitator the first time, or times, as it is easy to confuse
the convener function with project management. The goal is therefore for the newly
formed innovation team to become a self-governing and self-leading innovation
team. In this work, the innovation team must be supported in how a team leads itself
when new challenges arise on an ongoing basis. Here, the facilitator crucially trains
and sometimes coaches team members in abstract problem-solving techniques.

Step 2 – Convener identification 101

 EBSCOhost - printed on 2/9/2023 3:04 AM via . All use subject to https://www.ebsco.com/terms-of-use



The convener wants change, in collaboration
The role of the convener is preferably assigned to a person who is trusted by their
management and colleagues, likes the organization, is proud to work there, and
wants to get involved in developing the organization’s work. In short, it’s an enthusi-
ast who wants to make a difference and can listen to others, share ideas and make
knowledge available to others, turn those ideas into action, stimulate others to get
involved, and can let other prospective team members take their place and run the
project together. The convener should also highlight the team members’ competen-
cies and strengthen their self-confidence in moments of mistrust. While the convener
will have a slightly larger holistic perspective at the outset and know the innovation
processes at a somewhat higher level than the rest of the innovation team, because
he or she has recurring conversations with the facilitator, the rest of the members
quickly catch up. The search for a convener requires much patience. Find the right
person takes time, as does meeting their immediate manager and describing and ex-
plaining the work of innovation teams and the role of the convener so that no ambi-
guity can cause concern to the convener or innovation team in the future work. As a
starting point, it can be expected that the convening person needs to have at least
15–20 percent working time available to work with and in the innovation team and
during the initial work, sometimes more, to properly integrate the role.

Case:

In one case, a project was initiated by a manager, who was also the project’s sponsor. A person
volunteered for the convener role, which surprised the manager/sponsor. The person in mind was
not known for taking command and initiative in projects and was not very experienced in innova-
tion projects. However, the person was interviewed by the facilitator regarding the role and expect-
ations to fulfill. As the convener in this case would also become a team member with a specific
function, the following step (step 4 in the HIT process) was also investigated. Even though the per-
son wasn’t the manager/sponsor’s first choice, the volunteering person got the job based on the
commitment communicated through the interview. The person showed to be a perfect fit for the job
and the project’s focus. Preparations went excellent, and the team members were swiftly gathered
for a kick-off shortly after the interview. As the project progressed, the convener showed persis-
tence and commitment not seen in other projects involved. The lesson learned in this case was that
people might possess hidden qualities suitable for innovation team work (in this case as a con-
vener) not shown in everyday work.

Brief summary of step 2
– The convener is not a project manager but aims for joint ownership and leadership.
– The convener channels potential issues with the facilitator, sponsor, and

management.
– The convener needs time for their duties and should not be an extra burden.
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Step 3 – Convener preparation

In the third step of the HIT process, the focus is on establishing the self-confidence of
the convener to start recruiting team members. Here, the facilitator puts much energy
into repeatedly explaining and reflecting with the convener. Everything must fall into
place to the level that the convener understands the whole project and some over-
arching details. The details will come as the work emerges. Accordingly, this chapter
covers aspects of how the introduction of the convener is conducted and what focus
to have. It also affirms that patience is a virtue in the creation of an innovation team.

The role of the innovation facilitator

The preparation of the convener should be executed by a person comparable to a
facilitator, that is, a person with both theoretical knowledge and practical experi-
ence regarding the formation of innovation teams and innovation work. Once the
convener has been appointed, preparations begin with the facilitator during meet-
ings before the innovation team is gathered. In the first meeting, it is appropriate
for the facilitator and the convener to get to know each other, before the innova-
tion-related methods and techniques are presented and explained. Of course, natu-
rally the discussions will regard how to do the practical work relatively quickly.

Generally speaking, the facilitator’s first role is to slow down the pace. The con-
vener is usually eager to get started and create the innovation team at once. How-
ever, to avoid failing before the project has even begun, the convener needs to
receive some explanation.

Crash course – this is what to know about

The introduction of the convener is equivalent to a warm-up for the upcoming crea-
tion of the innovation team. Without the preparation, there is a risk of the convener
getting too much information to absorb the essence of what is to be done in the
forthcoming work. The convener needs time to digest the information and room to
ask questions before engaging in real deal. However, not all possible scenarios can
be prepared for, because innovation work is unpredictable, even if it is structured.
In conclusion, the convener receives a crash course in the following subjects:
– The agile innovation process and the importance of not stopping for obstacles
– Team members needing to be selected based on divergence, specialist knowl-

edge, volunteerism, entrepreneurship, and organization development
– Empowerment and joint team responsibility to develop the structure and work-

ing practices of the innovation team
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– The group development process and what problems usually appear a group
emerges towards a team

– Development of joint ownership and leadership
– Change resistance and how to deal with it
– The facilitator’s role as a support and coach through the work

Creating the innovation team according to project focus
It is usually appropriate to start by explaining how the agile innovation process
works and then alternating with team members to invite, problem-solving techni-
ques, and so forth. Soon, the impression will become that everything is connected,
leading to difficulties keeping details separated. However, the innovation process
and the innovation team are the core to which all is related. The convener’s first
task is to define the competencies and functions needed for the team, covering all
the parts described in the Raft model (i.e., end-users, end-customers, suppliers, and
distributors). Of course, another innovation model can also work – the key is that
the mentioned functionalities are covered. Do not involve too many people (more
about team size in step 4). Together, the members are responsible to ensure that
various activities are carried out in these areas, thereby creating joint ownership
and leadership. The main work of the convener is to ensure that the work environ-
ment is satisfactory and that decisions are made jointly without spending too much
time on endless discussions before decisions are made, as well as to ensure that
everyone in the innovation team helps and supports each other even though the
work sometimes goes sideways.

Case:

In one case, a convener was introduced, supported by management and the sponsor. The kick-off
was smooth, and the project developed according to plan. All of a sudden, the convener signed off
and changed jobs, however. It was a surprise for all involved. The remaining team gathered to de-
termine whether the convener should be replaced by a new one with similar skills or if it was an
opportunity to add knowledge to the team that better suited the project’s current situation. The
solution was neither. One of the existing team members stepped forward, asking the team if it was
okay to take the convener role. It was okay for all involved, and the work continued with four peo-
ple. Shortly afterward, the same situation occurred, however: The second convener also signed off
for another job. An additional member was requested at this point, as the workload was assessed
to be too much for the three reaming persons. The third convener was recruited by the resigning
convener and introduced to the project by the facilitator. The project was completed on time. In
this case, the lesson learned was that conveners could change jobs unpredictably several times
without dramatically affecting progress. The reason was that the team was designed for co-leadership.
It was also reflected by the recruitment of team members, who were all self-motived, entrepreneurial,
and problem-solving individuals, to mention a few skills they possessed. (But more about that in the
following step 4 in the HIT process.)
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Unstructured vs. structured processes – sort out potential confusions
Among the most important work of the facilitator during the preparation is to be
calm and attentive to how the convener reacts to the different elements of the sug-
gested methods. Commonly, the agile innovation process feels unstructured and diffi-
cult to follow in an organization either with structured processes established already
or with no processes at all. The confusion can be significant for organizations apply-
ing agile project management for product development, as such procedures are rigid.
They usually divide into short sprints followed by reconciliations and updated back-
logs. Here, there is usually little room for innovation. On the other hand, the agile
innovation process, as demonstrated earlier, is also structured, but unexpected out-
comes are expected. In the meetings between the facilitator and the proposed con-
vener, it becomes clearer whether the convener has the strength to advocate for a
new, or at least different, way of working. Much courage and maturity are required
for such work. Therefore, the facilitator’s main task at these meetings is to build the
necessary self-confidence. The convener must feel that the sponsor and the facilita-
tor, if necessary, can intervene and talk to managers or other employees who need
extra explanation as the work progresses.

Clear goals but open-ended results
As mentioned, management should generally direct the development of new prod-
ucts. Still, it should be direction with a goal that can accommodate entirely new
solutions, which then become the innovation team’s task to solve. If the innovation
team is tasked with improving something with a set metric, such as 5 percent lower
production cost, 7 percent better performance, or 4 percent lower energy consump-
tion, that’s probably the results that will be achieved. Avoid setting the goal too
precisely. In the agile way of working, the innovation team will meet and be con-
fronted with all possible stakeholders, and together they potentially can generate
unexpected results.

Keep management and sponsor updated during preparations
In the preparatory work, close discussions are held between the innovation team’s
sponsor and the convener to align their understanding of the direction of the inno-
vation project. Once the work gets underway, the sponsor and or other management
persons should not practice micromanagement on the innovation team. Any discus-
sions of the project will preferably be had privately by the convener, the sponsor,
and the facilitator. When all ambiguities are worked out, the convener talks to the
rest of the innovation team.
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Manage change resistance
Innovation is closely associated with change management. Therefore, it also relates
to change resistance, as noticed through lively protests and silent indirect resistance
from both employees and people in management positions. To avoid group develop-
ment problems, it is important to plan for those problems before the innovation team
is created, beginning as the convener is appointed and continuing through the subse-
quent steps (i.e., when the convener is introduced and the team members are identi-
fied in the organization). Naturally, most people try to preserve what has been and
not put themselves at risk. For a convener of a new innovation team, it is not easy to
propose new ideas or new ways of working that challenge the familiar. Here, the fa-
cilitator must explain how the work will be done in practice. A key ingredient to pre-
vent resistance to change is transparency with all information and availability of
information on a platform on which everyone can take part, not only the innovation
team but also in the rest of the organization. Through open communication about
what the innovation team is currently working on, employees in the organization
cannot say that they didn’t know what was going on. With open communication, em-
ployees also gain the opportunity to get involved and help where needed. Here, once
again, the facilitator can notably explain and demonstrate how to leverage the infor-
mation flow to spread engaging information and to incorporate new opportunities
and solutions for the project, not only in what is communicated in the workplace but
also in things that are seen or heard in their free time.

If it stops – reboot

If it turns out, for some reason, that the convener does not want to proceed with the
work, look for another candidate who can take over before starting the work of the
innovation team. If it proves necessary to search for a new convener because the in-
tended person does not like the arrangement, or if the facilitator feels that there is
potential misrecruitment, then the need for replacement should not be seen as a fail-
ure. Rather, it is simply part of the process. If possible, it is much better to adjust at
this early stage than to do it once the innovation project has begun, as doing it at
that point may be far more complicated.

Case:

In one case, an intended convener was very interested in creating an innovation team. Management
agreed to initiate the project with the person in mind taking the role of convener. The convener was
introduced to the group development process and the agile innovation process. However, the fol-
lowing step involving the formation of the innovation team of people from different departments
didn’t feel right for that person. The work was halted, and a new convener was thus searched for
and identified, so the process started over with the introduction. Sad, of course, but it was the right
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decision for all involved. Moreover, though the kick-off was delayed, the innovation project, as such,
did not face any harm, as it had not yet begun. The next potential convener identified completed the
process and formed the innovation team, and the innovation project was successful. The lesson
learned in this case was that the process allowed the convener to take in the forthcoming work in
advance without affecting the project negatively.

Brief summary of step 3
– Preparing the convener is a crash course on both group development- and inno-

vation-related theories and practices.
– The convener must handle open-ended goals, iterative processes, and a lot of

uncertainties – and staff a multifunctional team that can handle the same.
– If the convener finds the assignment not suitable for any reason, it is not a fail-

ure but just part of the process – reboot and go again.

Step 4 – Gathering the innovation team members

Finally, it’s time to put the innovation team together. So far, the team-assembly process
has centered on a sweeping review of conditions and preparations. However, the invest-
ment in preparation will pay off in the practical work. In this section, the focus is nota-
bly more on competence and functionality than on personality characteristics when
inviting team members, as well as a clear focus on engaging team members’managers.

Key persons – how to select team members

For some time now, much research has been conducted about how different personal-
ity types have different characteristics and abilities, all of which affect how a team can
perform its mission. People can be introverts, extroverts, analytics, and so on, and dif-
ferent models have emerged for how this variation of personalities should be described
in team contexts. The Big Five is a relatively well-known model for categorizing people
according to their abilities and personality traits, organized in five areas describing
different characteristics, special skills, and areas of knowledge: conscientiousness
(i.e., the degree of a person’s tendency to be dependable, organized, reliable, ambi-
tious, hardworking, and preserving); agreeableness (i.e., a person’s ability to be help-
ful, friendly, warm, and cooperative); extraversion (i.e., the person’s ability to be
sociable, enthusiastic, and optimistic); emotional stability (i.e., a person’s ability to
be calm, secure, and steady); and openness to experience (i.e., a person’s ability to
be curious, imaginative, broad-minded, and sophisticated). Out of this process come
concepts such as “librarian,” “coordinator,” “manager,” “supervisor,” “starter,” “fin-
isher,” “team worker,” and so on, which have been developed to describe different
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people’s strengths and abilities. Another common method of analysis is to color code
different personalities with red, yellow, green, or blue color, reflecting whether they
are goal-oriented and enterprising, flexible and curious, service-oriented and empa-
thetic, or systematic and methodical in the way of being. However, do not be fooled
by the different ways of categorizing people. It is not a measurement of peoples’ capa-
bilities and should not be used as a tool to select team members for the innovation
team. What can be expected if someone is classified as unsophisticated or unreliable
even though they do a fantastic job and is considered an expert in their field of exper-
tise? Further, people act differently in different environments and situations, and are
likely to possess a mix of several traits.

For the innovation team, instead of doing personality analyses as described
above, look for key people in each area of expertise corresponding to the fields in
the Raft model, as illustrated in Fig. 3.2. A key person is a person who has unique
knowledge in their field of expertise and is appreciated among his or her colleagues
and managers, someone to turn to when you want something done, who likes their
job, wants to develop the organization, has established networks and can make
them grow, has social abilities, likes to work with others and open to new working
methods, and is unafraid to challenge established structures. Based on experience
explained what a “key person in an area of competence” is in relation to an upcoming
innovation project, it has not taken more than a few seconds to identify a key person
in, for example, quality control, document management, packaging technology,

Fig. 3.2: The innovation team members’ access to end-users, end-customers, suppliers, and
distributors. The figure is inspired by Johnsson, M. (2009), Sälj skinnet innan björnen är skjuten.
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marketing, systems engineering, logistics planning, foreign sales, and so forth. It
doesn’t matter what industry is discussed. Everyone knows who the key people are,
and they are preferable to recruit to the innovation team. However, remember that
the innovation project’s direction determines the relevant function and competence
criteria. As such, there is no a one-size-fits-all approach. For each new innovation
project, a new innovation team must be considered.

Function before personality & multifunctional before homogenous
Since the area of innovation is multidisciplinary in nature, innovation work also be-
comes multidisciplinary and multifunctional. To make the selection of members a
little easier than doing personality tests and the like, one can start from the differ-
ent fields of the Raft model and determine what functions are to be filled in the
team. That is, the innovation team will require members who are part of or at least
direct contact with end-users, the end-customer, suppliers, and the distributors. It
is the mix of functions that is important in an innovation team. The essential crite-
rion is to select members who can do the job that needs to be done from an individ-
ual perspective, but can also contribute to the innovation team’s shared goals and
assignments. To explain further, if the innovation team is assembled with members
who represent only one of the fields in the Raft model (e.g., the supply area) and
based on different personality types (e.g., according to the Big Five), the innovation
team will still be too homogeneous. This is because the innovation team will lack
important expertise on end-users, the end-customers, and the distributors. The
same thing occurs if the innovation team is built around one of the other fields in
the Raft model. The best results are achieved with divergent expertise through vari-
ous functions.

As mentioned above, the diversity of skills and access to different networks is
among the key factors in members recruitment. But there is also a need for some simi-
larity, meaning similarity to the extent that the members want to work together with
other colleagues towards a common goal and be part of the project, want to be present
and get involved in the team’s tasks, and want the best for the project and the innova-
tion team. Members who are “thrown in” by their manager often lack the genuine
commitment required to truly contribute to the best interests of the innovation team.

Case:

In one case, the purpose was to develop a solution to acquire new ideas for the company. For some
reason, it is a quite common challenge for companies. In this case, the company was reasonably
big and globally established. The first three steps in the HIT process were an easy ride. The man-
agement was on board, the sponsor as well, and the convener was introduced to the upcoming
work through a couple of meetings. At the meetings, the convener was informed about the concept
of multifunctionality, and there were no big issues or unclarities. However, at the kick-off, it turned

Step 4 – Gathering the innovation team members 109

 EBSCOhost - printed on 2/9/2023 3:04 AM via . All use subject to https://www.ebsco.com/terms-of-use



out that the invited team members all represented the same department but with different functionali-
ties. To conclude, the competence was well-distributed competence-wise, as all members represented
diversity, as requested. The work took off with the support of an external innovation facilitator, starting
with exploring the problem, following the innovation process. Quite soon, the team found already exist-
ing solutions for gathering in-house ideas, so they expanded the scope to develop a solution to gather
external ideas for the company. No big deal, or was it? At this point, the team determined that the
information they needed must be acquired externally. What became apparent was that the team mem-
bers had little experience in exploring end-users’ and end-customers’ requirements regarding the prob-
lem to solve. The project stalled. The facilitator advised the team to invite team members representing
external communication, as they probably knew about how to collect the information needed. After
some investigation, two new members were recruited, and the work took off again, now with new en-
ergy and experience of how to conduct advanced investigations into the topic. From that point, the
project developed quickly, and a concept was finalized and presented to the management. In total, the
core team was seven people, which was in the upper limit of what is recommended (see below in this
chapter: The power of small innovation teams). However, they managed to be effective, as the compe-
tences were diverse and complemented each other. The lesson was to be crystal clear that multifunc-
tionally in one context is not the same in another context. In this case, the direction of the solution to
develop slightly changed, which significantly impacted the team’s performance. However, as the com-
petence problems were solved, they could work out a solution.

In another case, however, the situation differed slightly. A problem was detected related to quality
issues in the production line. The problem was observed in the welding station, as the parts in-
tended to be welded didn’t fit as expected, leading to waste and time delays. However, in an analy-
sis of the problem in more detail to understand what caused problems for the welder, the core
problem was located at the cutting station. The pieces were not cut correctly. To find a solution, an
innovation team was to be created. Yes, correct. On the scale of incremental–radical innovation,
the solution would likely be on the incremental side of the scale. Anyhow, to accomplish that, the
manager and sponsor to the upcoming team were introduced to the Raft model and the HIT process
by an external facilitator. To sort the areas in the Raft model, considering the context to be fully in-
house (i.e., the problem was related to the production line, and the becoming solution was in-
tended to be implemented in-house in the production line as well) all team members in the in-
novation team would be part of the production line. In addition to the problem, there was an
ongoing conflict between the different stations in the production line, partly caused by the
problem identified. Therefore, a convener was assigned (i.e., a trustworthy person who could
talk to all persons working in the organization). The convener was introduced and prepared for
the upcoming work and, in turn, invited team members and involved people covering both the
cutting station and the station prior and after to get the full picture of the production line. As
the work eventually kicked off in line with the HIT process, a project plan was developed and
delivered. Except for solving the problem, the key takeaway for the involved parties was not
isolating the problem but involving a wider group of people to build commitment.

The quest for new knowledge
Another thing connecting the members of the innovation team is that they want to
develop their innovation management skills and acquire if it does not already exist.
For example, they may develop their understanding of abstract thinking so that
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they can more easily detect the opportunities arising in different contexts, which
may not be at all related to the workplace or the problem area in which the innova-
tion team works. These opportunities can appear everywhere at any time, such as
when one is shopping, exercising, conversing with a supplier, or perhaps attending
a birthday party. Team members must reach a level of innovation-related knowl-
edge to see how seemingly completely irrelevant things can help create new associ-
ations and solutions to the innovation team on explicit and implicit problems. That
is, the ability to “see the invisible” and discover unspoken possibilities through a
well-developed ability for associative thinking. Here, the facilitator is critically re-
sponsive to what is said at meetings, reconnecting that to previous meetings or pro-
viding suggestions for activities that fit the current question or topic. It happens
relatively often that innovation teams discuss different issues where a simple ques-
tion or comment can help them “see” the possibilities.

Criteria to fulfil by members

So, a Mayer-Briggs investigation, Big Five mapping, or color analysis is unnecessary
for the creation of an innovation team. However, all of these theories have select fac-
tors in common that are easy to track when the convener is to identify the new team
members:
– Team members should like their organization and feel proud to work there.
– Team members should voluntarily want to be part of the development of the

organization and its new products and have a positive attitude.
– Team members should be able to see the bigger picture rather than just the de-

partment in which they work. They need to understand that all parts of the
business connect in one system and that through collaborations, they can cre-
ate new, more significant products together.

– Team members should be part of or have direct contact with the different areas
of the Raft model or similar innovation model (i.e., end-users, end-customers,
suppliers, and distributors).

– Team members should be key persons in their respective areas of expertise.
That is, ideally they are explicitly good at their work and trust their colleagues
and managers; they understand, respect, and value the skills of others as an
asset and a complement to their competence. In this way, a team is created to
build on each other’s knowledge to generate new knowledge that is otherwise
difficult to succeed.

– Team members should be organized but flexible and curious, self-motivated,
and helpful with great self-confidence, capacity, and entrepreneurial abilities
in each area of expertise.

– Team members should find it easy to make new contacts and networks to ac-
quire new skills for the innovation team as the project develops.
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– Team members should feel they can handle vast uncertainty and rapid change
in an ongoing innovation project. They should be able to embrace new working
methods for the development of new products, open and understanding of iter-
ative work, and take in impressions and interpret them as opportunity.

– The team members should promise to navigate (i.e., break/bend/stretch) the or-
ganization’s stated rules for how development work is done if they counteract
agile and flexible work and promise to navigate in and outside the organization
to get ahead with the innovation project.

During the introduction, one thing the facilitator puts extra effort into explaining to
the convener is how important it is that the “right” people be recruited to the inno-
vation team. One of the points above is that, importantly, members should have a
positive mindset and attitude towards the agile work methodology. A negative atti-
tude easily influences the other team members. A single pessimist is enough for the
entire innovation team to function poorly. One thing to be sure of in innovation
projects is that they will not be straightforward all the time. There will be deviations
and unwanted changes that sometimes require new creative solutions to move for-
ward. However, it is part of the work to solve problems and to not worry about that
task, so long as the people engaged have a mindset that sees the problems that
arise as merely obstacles to overcome on the way to the goal.

Case:

In one case, the innovation team was quite successful in the initial phases of the innovation project.
The results came from hard work. Nothing was given for free at any point. However, there was a back-
lash. The organization had to lay off a lot of people. Even though all team members were allowed to
stay at the company, it affected the work anyway because of depressed colleagues who were about to
quit their jobs. The work wasn’t as fun as it used to be. It was hard to ask for help or support. Anyhow,
the team managed to keep up the work even though it was slowed down because of the situation.
After some time, the situation improved, and the energy returned to the organization, only to get even
worse because of a new series of layoffs. The situation was anything but optimal for a long time for
the team. However, they kept on working at the pace they could. It was slow but still progressing. The
project was stalled, but never canceled. It was heroic what they did. One of the team members was
asked why they continued the project given the situation:

“Because I believe in the product and that it can be profitable for the company.”

The story tells us that, thanks to the convener’s effort finding dedicated and committed team mem-
bers, the project progressed even through difficult situations.

Process knowledge before technology skills
As can be seen above, there is very little focus on technical knowledge, which is a
common misconception regarding innovation work. In view of the Raft model, the
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area related to suppliers includes different competencies and resources to develop
and realize the information received from end-users and end-customers into a pro-
duction-ready solution, which can involve several technical and non-technical com-
ponents that cooperate. It also includes design, text design, packaging, logistics, and
so forth (i.e., all knowledge and components needed to complete a product). As such,
a member in the innovation team that represents only one of the fields cannot know
everything. Instead, they should understand what must be done and the connections
to the target group and market channels, as well as have the ability to involve and
engage the right skills when required. Further, it means the innovation team can be
temporarily strengthened with various experts for certain specific tasks or some time.

The power of small innovation teams

The size of the innovation team should be kept small. An innovation team of four to
six members is perfect. As few as three people can work well. Since the innovation
team should strive for joint ownership and leadership, there are only advantages
with fewer team members. It is easier to make decisions, find meeting times, and cre-
ate a genuine commitment where no one “freerides” at someone else’s expense. It is
better to “keep” some empty seats in the innovation team for temporary team mem-
bers who join for specific tasks than to fill the innovation team completely and, thus,
encounter social loafing (i.e., where people do not do their best in a context where
other people are conducting the same task). For an innovation team consisting of too
many members, the team is most likely not working effectively with its resources.

The case doesn’t have to be that team members are consciously not making an
effort; it just happens. An example of how individual performance decreases with the
number of people involved is the classic tug-of-war experiment from the 1880s, con-
ducted by the German psychologist Max Ringelmann. This experiment led to the con-
cept of the Ringelmann effect. In the experiment, a person managed to pull an average
of 63 kilograms. A group of three people managed to pull 160 kilograms, and a group
of eight people managed 248 kilograms. Admittedly, more people drew more than one
single person, but the individual performance declined by nearly 50 percent when
eight people pulled the rope, as compared to a single person, as illustrated in Fig. 3.3.
Several different researchers with similar results later conducted the experiments. It
was also determined that the eight-people groups did not perform worse because they
were out of sync. They simply didn’t do as much when more people were involved.

Related studies on responsibility show that the easier it is to remain anonymous,
the less responsibility people tend to take. It is often noticeable in the shared kitchen
in the workplace or public toilets in everyday life. “Someone else will fix it” – the
mentality kicks in. A similar problem occurs in creative work or general meetings:
The results don’t get better the more people are involved. On the contrary, the overall
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result may decrease with the number of participants. Still, performance decreases
dramatically with the number of participants at the individual level, making the work
ineffective. This behavior is obvious in groups. In those of more than seven people,
the number of participants in discussions decreases, and decision-making takes lon-
ger time than with fewer people. Of course, setting an exact limit is difficult, and it
depends on who participates, but a reasonable limit to strive for is six to seven peo-
ple. Following the Ringelmann effect, could a six-person team be as strong as an
eight-person team in a tug of war, as illustrated in Fig. 3.4?

As noticed, there are many arguments for keeping the innovation team small.
At the same time, though, one of the success factors is that many people are in-
volved in the work. To solve that dilemma, sub-teams with specific tasks are created
for the project. With the same arguments as before, these are also created with few
participants to establish commitment and pace in work. However, unlike the core
innovation team, these sub-teams can be homogeneous in their expertise to quickly
build on each other’s ideas and create solutions for the innovation project. If neces-
sary, multiple subgroups can be created for similar or adjacent tasks.

Avoiding internal competition in innovation teams
As mentioned on several occasions, innovation teams are based on multifunctional-
ity, where people with different competencies collaborate. In addition to creating a
positive dynamic in discussions, this basis has another advantage. Namely, potential

Fig. 3.3: The Ringelmann effect. The figure is inspired by Ringelmann, M., (1913b). Recherches sur
les moteurs animes: Travail de rhomme (Research on animate sources of power: The work of man),
Annales de I’lnstitut National Agronomique, 2e serie – tome XII, 1–40).
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internal competition in the innovation team is decreasing, since appointing members
according to the “checklist” above means that all members are experts in their field.
There will be no discussion or intrigue around who is the best marketer, engineer,
designer, and so on. On the other hand, each member has a responsibility to seek
answers to the questions that they cannot answer in their area of competence by con-
sulting their colleagues or involving a temporary team member with a unique compe-
tence for specific tasks.

Effective communication for success
Another aspect of small and large innovation teams is that the fewer members an
innovation team has, the faster and easier it is to share all relevant information. Ac-
cess to information is essential for successful work. For example, a four-member in-
novation team has six links between the members. In contrast, a team of ten people
has forty-five, complicating communication, as illustrated in Fig. 3.5.

Fig. 3.4: Tug of war. The figure is inspired by Ringelmann, M., (1913b). Recherches sur les moteurs
animes: Travail de rhomme (Research on animate sources of power: The work of man), Annales de
I’lnstitut National Agronomique, 2e serie – tome XII, 1–40).

Fig. 3.5: Links between team members; a four-person team has six connections, and a ten-person
team has forty-five.
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The innovation team – a safe place

One feature that distinguishes a successful innovation team is that members have
confidence in each other and each other’s competencies. Building trust is a chal-
lenge. It must emerge from among the members of the innovation team. The easiest
way to do so is to discuss and develop the rules, norms and values that the innova-
tion team should have, then strive to follow them by having everyone be good role
models. As said before, all innovation projects will experience challenges, sometimes
caused by external events and sometimes by team members not quite following the
team’s agreed approach. A team member can become overloaded with other tasks or
with non-work events that require extra attention. Suppose the problems are caused
by a team member who has not been able to deliver what was expected. In that case,
the first thought of the remaining members should be, “How can we help?” not at-
tacks and exclusions of the person, thus creating additional problems. Innovation
work is about developing the unknown, and with that insight, not all answers can be
obvious in advance. If a person is recruited to an innovation team of this type, he or
she should feel confident of their place in the team, and not have to worry about
being left out, gossiped about, or subjected to other resource-wasting activities.
Through helping each other and finding personal solutions, a solid innovation team
is created. However, for it to work, even those who become overloaded for some rea-
son must involve the rest of the innovation team before that overload causes prob-
lems. The solution is to establish trust to communicate openly. It then becomes
easier to help.

Brief summary of step 4
– When finding team members, multifunctionality and key persons within their

expertise are in focus.
– Small teams perform better. Instead of allowing the team to involve too many

members – establish sub-teams for specific tasks.
– The innovation team should be a safe place – members must help each other to

solve potential issues.

Step 5 – Kick-off

Now, in the final step, it’s time to start the innovation project, right? The answer is
both “yes” and “no”: Yes, the kick-off is the official start of the innovation project.
No, the focus of the kick-off is to establish the innovation team and create the foun-
dations for how the team members will work together in the project. The kick-off is
devoted to members getting to know each other, sharing expectations, and setting a
common goal within the innovation project. Finally, it is to be a joint activity that
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everyone likes. The practical work of the innovation project begins after the kick-off
has been completed, usually with a first meeting, a week after kick-off. Yes, regard-
ing the joint activity, if everyone enjoys climbing trees, go for it.

A final check before take-off

Everything described so far is often relatively new to the convener. So far, the work
has focused on understanding the innovation process and how to collect the innova-
tion team. When the innovation project goes live, the facilitator must be calm and
help the convener, and potentially the sponsor, to foster thoughts and feelings that
the situation is under control, to keep the focus on the upcoming work in the project.
The most significant concern usually regards the management’s and sponsor’s feel-
ing of loss of control of what the innovation team should do when they become self-
governing, with the opportunity to take their own initiative and take paths in work
that may not have previously been taken in the organization. However, given that
team members have been recruited with qualities suitable for this type of work, one
can rest assured that things will develop. Therefore, before the actual kick-off, a final
check regarding innovation enablers’ fulfillment, the kick-off agenda, and so forth is
sensible. In that check, the sponsor and the facilitator may offer support, if needed. It
can be nice to discuss potential unclarities, and there will be things to discuss that
have not yet been contemplated. At the kick-off, the team members will have ques-
tions regarding the entire introduction and how the innovation project will affect the
daily work. All of which is not easy to answer – but some of the questions can be pre-
pared for, including those of goals, budget, time allocation, and so on (i.e., basically
the innovation enablers as discussed in chapter two). Also, a quite common question is
asked – “What happens if we don’t succeed, will that affect my career negatively?” The
answers should be crystal clear: – “Of course not.”

Time for action – and for patience

Until now, the work has focused on promoting the working methodologies and re-
cruitment of team members and creating confidence that “everything will go well.”
So far, the work has taken place in the shadows of the day-to-day operations, and
no one has really been disturbed by what has been going on. Despite all the prepa-
rations, management and the convener should count on the fact that there remain
many uncertainties and questions that the team members will want answered:
“How will the work be executed, in practice?”

When explaining forthcoming agile innovation work, text and arrows can be
written and drawn on a whiteboard or piece of paper. It’s easy to see and understand
how all is connected when it is demonstrated. However, theory and practice don’t
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always align. Time is necessary for all involved to develop their understanding and
knowledge of what has been explained and what will happen in the future. It also
takes time for the innovation team to develop their standards and routines and to
develop knowledge about agile innovation work. It should not be forgotten that man-
agement, the sponsor, and the convener have a significant head start on the team
members’ knowledge, as they have had time to digest all information provided by the
facilitator. It can take about six months for management to understand the impor-
tance of starting change towards an innovative organization. Therefore, the team
members also need time to grasp what is occurring, without unreasonable expecta-
tions for the innovation team. Learning begins individually and continues as group
learning through dialogue and discussions. Following the HIT process, learning
related to the innovation team starts with management, moving on to the sponsor,
the convener, and finally, the team members.

Keep calm and carry on
At the kick-off, among the main goals is to support the newly formed innovation
team in setting its overall plan, formulating project goals, developing the founda-
tion for how the team members will work together and communicate. In other
words, the innovation team needs to be allowed to self-organize, and in that work,
everyone must commit to everything agreed on. The role of the convener during the
kick-off is to create calm, trust, and commitment, which can be achieved by being
honest about, for example, budget and human resources so that false hopes are not
created. By knowing the limitations in advance, activities can be planned early to
resolve potential problems. There must also be no hidden agendas or filters in com-
munication with the facilitator, sponsor, or management persons.

One of the easiest things to get a smooth start is to set up a project number to
report time and a joint place to store documents. This information may seem banal,
but these two things are the most common new team members are concerned
about. The lack of project numbers as a problem may seem strange considering that
entrepreneurial members have been recruited. Nonetheless, it is so. If it is consid-
ered important, it is easy for the sponsor to solve such an issue.

Learning as an outcome
The innovation team will put great demands on themselves. Failure can be per-
ceived as a personal defeat, which must be avoided. Innovation is about change,
and when implementing agile and flexible innovation work by an innovation team
that may be inexperienced in such work, it needs support and guidance in the ini-
tial phases. Therefore, in the first project, there is every reason to keep ambition at
a reasonable level that still shows that the innovation team has achieved something
out of the ordinary. With a clear focus and a clear goal with the innovation project,
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where the innovation team can choose the path and develop suitable solutions, and
documented learnings of as part of the project result, they will, through their com-
mitment, ensure that they succeed.

On the kick-off – Activities to prioritize

The focus of the kick-off is not to quickly set a project plan, roll up the sleeves, and
get started. Instead, focus on putting the innovation team together properly, quickly
creating a team of people who want to work together towards a common goal (i.e.,
aligning the individuals’ potentially different goals and agendas). To succeed, the
focus must initially be on the innovation team and not on the project. It’s not that the
project isn’t important, but more importantly, it’s getting the innovation team to-
gether properly. Going back to the preparatory work, the aim is to create a process
consisting of forming, norming, and high-performing, avoiding the phase of conflict
(storming). Far too many innovation teams are assembled only for the reason that
they have free time that needs to be used, given that they have the right basic knowl-
edge as well. This work, on the contrary, should be done by people who want to par-
ticipate and who want to get involved. They are specially invited and prepared for
what is to come.

The kick-off, led by the facilitator and the convener in collaboration, concludes
the preparations conducted and divides into five parts – Introduction, the innovation
team, projects goals, structure and ways of working as a team, and next step to take.
Below, I suggest how a kick-off can be planned (see Fig. 3.6). The time schedule is
intended to work as tentative timeframes, where an experienced facilitator knows to
adjust as the team develops and where the discussions take more or less time. One
effect of the team being put together with entrepreneurial people is that they tend to
be quick to find solutions and are happy to initiate both solution proposals and activ-
ities to create solutions already in the kick-off. That initiative is wonderful, but then
the point of working innovatively is missed. As a facilitator at the kick-off, the work
mainly conveys the importance of not solving the problem yet, although it can be
perceived as a waste of time and frustrating for members.

Repetition to align the team
At the beginning of the kick-off, the convener and the facilitator repeat the intro-
duction to the group development process, agile innovation process, and the inno-
vation enablers to track, then explain the goal of the workshop and the initial steps
afterward, namely in problem identification. The first part of the introduction may
seem exaggerated: Is it really necessary to repeat everything that has been gone
through already? By experience, yes, without a doubt. For the simple reason that
the more times something is repeated, the more is remembered. Furthermore, team
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members have probably had time to reflect on what has been said before, and at
the kick-off, they can check with the facilitator and the other team members that
the most important points are understood the same.

Getting to know each other – professionally and personally
A common misconception is that the innovation team members already know each
other. This familiarity is not given in any organization. The kick-off commonly
marks the first time that the team members have met. Therefore, everyone must be
able to present themselves and reflect on their expectations for the work in the in-
novation project and on their way of working together. Not only is it good to hear
yourself describe what is ahead, but it’s also good to hear the other team members
describe what they see coming. In this way, everyone can see what skills are avail-
able in the team and which may need to be strengthened during the project.

The next step in the get-to-know-each-other process is for each member to de-
scribe why they have chosen to join the innovation team and what expectations they
have for the work, even though it is full of uncertainty and new ways of working.
Additionally, all describe what concerns exist on a personal level towards the project
and explain why the project will fail by demonstrating concrete examples. These ini-
tial exercises may seem too banal and simple, but they open discussion in a fantastic
way, as all members are often thinking about similar things. The most common prob-
lems highlighted are that people worry that there will be a lack of time and resources

Fig. 3.6: Example of a kick-off-agenda.
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regarding money and competence. There are also concerns that the project will not
succeed and, therefore, backfire on a personal level and be a problem in their con-
tacts with colleagues in future projects or career development. Further concerns in-
clude that not everyone will do their job as a team member or that the team will
generally underperform due to other priorities from managers or the busyness of res-
cuing other projects. From the eyes of the convener and other team members, spon-
sors, and facilitators, this is extremely important information as it describes precisely
the reality that is at risk of being realized if it is not prevented.

At this part of the kick-off, the final step is to discuss how every point of distrust
of the project can be prevented and avoided. Usually, straightforward and concrete
solutions arise that everyone can relate to, where some of the problems identified
and the solution proposals become tasks for the sponsor to address immediately.
Here, there is also relevant information for the convener and facilitator to remind
the team of when it is time to conclude and sign the blood pact (further explained
later in this chapter – “Swearing the blood pact”) at the end of the kick-off.

Setting innovation related goals and sub goals
Formulating a concrete goal to a specific date is always a good start of a project,
especially appropriate for innovation projects. The idea that innovation is a fuzzy
process is diminished by early talk of what is being created. Innovation is very
straightforward, as earlier explained. Setting concrete goals, future tasks will also
become concrete. As mentioned, though, the innovation team has probably only re-
ceived a brief problem description that takes a direction on the desired solutions.
How and what the result will be in concrete terms will be up to the innovation team
to develop, which will be their first task to complete.

A goal description can read as follows:
– On [date], a concept description should be presented to the management group.
– On [date], a model will be exhibited at the [industry fair] in [city].
– On [date], [the potential customer] will test a working prototype.

Establishing the innovation team – norms and ways of working
What emerges in the discussions about the team members’ thoughts on expecta-
tions, future problems, and goal formulation will offer a starting point for the next
part of the work. With the help of the information, the innovation team’s norms and
cultural development begins (i.e., how the members should relate to each other in
the upcoming work: “What’s okay and what’s not okay?” “What do we do if . . .?”).

Some suggestions on essential topics to discuss and agree to are these:
– How often should we (the innovation team) meet?
– Where/how are we going to meet (in person/online)?
– What are we going to talk about when we meet?
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– How to communicate between meetings?
– How long will the meetings be?
– Should everyone be present at the meetings?
– Is it okay to be late for meetings?
– What are valid reasons for deprioritizing a meeting for something else?
– How do we help each other if someone is overloaded with work or for personal

reasons?
– How do we relate to mobile phones and emails during meetings?
– How do we document our work?

There are no general answers to these questions. Every innovation team must de-
cide by themselves. However, the more often a new group meets, the faster it is pos-
sible to create belonging and become a strong innovation team. On the contrary,
the longer the team goes between meetings, the longer it takes to effectively start
the work. So, given everything else that team members are expected to do in their
professional roles, one meeting a week at the beginning of the project is usually
appropriate. The benefits are that the innovation team’s norms to develop much
faster. Further, the first phase of the innovation process is relatively abstract. Fre-
quent meetings ease the process of clarifying and identifying the problem to be
solved. When the work has started with more concrete tasks, meetings usually
occur less frequently, every two weeks or less. To think that the innovation team
should only meet when they feel they need to, however, is not a suggested way of
working. This feeling tends to emerge too rarely, with the risk that the project does
not develop fast enough or in the intended direction.

Joint ownership and responsibilities – why it matters
The innovation team lacks a project manager but has a convener, which is important
to discuss, so that everyone understands and feels responsible for driving and man-
aging the project together as an innovation team. The convener will indeed have a
slightly more significant role in the innovation team (e.g., ensuring that the meet-
ings are set and that there is an agenda). However, all team members are responsible
for actively proposing new activities within each area of responsibility and ensuring
that everything that is agreed upon is completed and that all material is stored in
the document structure that the innovation team creates. At the kick-off, one of the
topics to discuss should be how each member intends to be accountable for the de-
velopment and future of the innovation team. What may seem obvious requires
some discussion for everyone to understand that “my way” of working doesn’t nec-
essarily have to be the “right way” for the rest of the innovation team. Also, the con-
vener mainly communicates with the sponsor and management regarding progress.
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If an external facilitator is involved, the facilitator communicates with the convener
about feedback on work conducted and suggestions of coming work, and the con-
vener returns these suggestions to the innovation team. The innovation team thereby
feels it is in charge and learns faster.

The innovation team needs an identity
To create a sense of belonging and community more quickly, a name for the innova-
tion team is a relatively easy topic to discuss. Even though it’s not easy to agree on
a name at the kick-off, the discussion helps the team focus on something that con-
nects members and makes the project official, supporting the innovation team in
communicating with others who want to know more. It also gives the work greater
legitimacy and creates a kind of confidence that it is serious work. The name can be
as simple as a working name for the product to be developed or something that the
innovation team strives to achieve. My only tip here is to avoid names that can fuel
prejudices about the fuzziness of innovation work or that innovation work is a play-
house or hobby activity. To be considered serious, the work has to be conducted
seriously, even if the working methods are playful in spirit.

The innovation team – a safe place
The innovation team should be a safe place for all members. An innovation team
solves problems as a team together. It is something that the convener has already
talked about in the recruitment of members, but it bears repeating at the kick-off.
Everyone must understand the importance of that, no exceptions. No one should
talk behind anyone’s back, and there should be no pact formations or backstab-
bing. Suppose something disturbs any of the team members or the innovation proj-
ect in general. In that case, it should be discussed at one or several meetings until
there is a solution everyone agrees upon. Highlight that if someone is overloaded
and therefore underperforming, the other team members should first respond,
“How can we help,” not “how can we replace,” the person in question. At the same
time, an innovation team is a place to have fun. This work should be fun, creating
entirely new things that others will benefit from, and positive energy creates more
positive energy. Appreciating and recognizing each other for a good job and cele-
brating small steps on the journey makes work fun. Big things don’t need to be
achieved, but small steps deserve a pat on the shoulder and encouragement from
the team: for example, if a member has contacted a person who has been challeng-
ing to get hold of, or if a part of a field study is completed, or if a draft of a drawing
is ready.
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Breaking the rules – navigating in the organization

Being a member of an innovation team carries expectations and obligations. One of
the most challenging parts, often mistakenly thought to be easy, is making team
members feel comfortable breaking potentially established structures and norms
when conducting their innovation work. It’s easy to sit at the coffee table or be a
backseat driver, arguing that things can be done differently: However, doing so is
easier said than done, as is revealed when the chance arises. An innovation team
doesn’t sit around waiting for things to happen. They actively drive and ensure that
solutions to problems develop at the pace they need to. In the case of any obstacles
along the way, an innovation team finds an alternative path forward. Stig Ottosson
describes this excellently in the book Dynamic Product Development, where he
draws the comparison that innovation work is like running water. It does not stop
at the first obstacle. It smoothly rounds the barrier and runs on towards its goal.
This fluidity is not about cheating or lowering quality in any way, but about work-
ing smartly and efficiently, and quickly engaging the resources needed to get ahead
with the work. Put another way, an innovation team navigates their organization to
reach the market without stopping for any organizational obstacles.

Swearing the blood pact – let’s do this, full throttle

At the end of the kick-off, it’s time to swear the blood pact. To this moment, every-
one has received important information, also discussing their personal thoughts
about the upcoming work and the project’s goals. They have considered how to
work together and talked about how challenging it is to get something done for
real, concluding with “now we have the chance – let’s do it.” There is only one
thing left, other than deciding when to hold the first meeting – swearing the blood
pact. It sounds a bit scary, and it is. It’s now that every team member truly agrees to
the way of working, the goals to achieve, and the innovation team’s norms to fol-
low, as well as to navigate the organization. Below is a suggestion for content in a
blood pact (see Fig. 3.7). The team is likely to have more things they deem impor-
tant. In forming the blood pact, it is the facilitator’s task to challenge the team and
push it to conclude the discussions to generate concrete formulations in written
text to agree to, as with any contract. The blood pact is paramount. It is too easy to
end the day quickly, thinking that the discussions were clear and everybody will do
as discussed, then rush for dinner. The reason to conclude the discussions with
signing the blood pact should be stressed. Except that the team should be helpful
to each other, respect each other’s time, and have fun while working, the promise
to navigate the organization is the most critical part of the agreement. Unless the
team has the drive to get things done and find new solutions to any problems, the
team will struggle to reach their goals.
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To make the blood pact clear and visual, consider summarizing it on a white-
board or a flipchart. When everything is printed, all team members sign with their
signature, large and clear. The facilitator, for example, takes a photo of the team
next to the blood pact. The picture of the team (hopefully) smiling and showing
“thumbs up” is shared among the team, and a copy is stored in the project folder.

Of course, the blood pact imparts nothing more than a moral responsibility.
However, it symbolizes that the innovation team members take the agreement seri-
ously and should do their utmost to make the project fly. The purpose of establishing
the norms and good will to help each other is among the cornerstones of the innova-
tion team. If the members can’t openly discuss topics concerning the innovation
team, serious problems can arise. For this reason, everyone “swears the blood pact”
in front of each other before the practical innovation work begins. The innovation
team is then as ready as it can be to roll up their sleeves and get their hands dirty.

Fig. 3.7: Example of a blood pact.
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Case:

In one case, the preparation of the team was working perfectly. Everything was in order, and it was
time for kick-off. Imagine: The management was introduced and committed. In conversation with
the sponsor, an appropriate convener was identified and prepared for the upcoming work. The
team members were invited to the team, and managers accepted their participation. The convener
planned and invited the team members to the kick-off. On the kick-off, everything was repeated. The
group development process was demonstrated, as well as the agile innovation process and the im-
portance of navigating the organization. The convener did a fantastic job. A team name was sug-
gested, and norms and structure were formulated regarding working and relating to each other. So,
finally, in the afternoon when it was time to summarize and sign the blood pact outlined on the flip-
chart. At this point, one of the team members got cold feet and couldn’t agree to the content of the
blood pact. The person in question ended up dropping out of the team at the kick-off. Catastrophe?
Absolutely, at the time it wasn’t funny at all. The energy drained immediately from the room. In an-
other way, it was the best thing that could happen. If the person had remained in the innovation
team, it would likely have generated significantly more problems with potential conflicts in the inno-
vation team. In this case, the convener identified a new team member, and the kick-off was re-
organized according to the same procedure. The only thing that happened was that the start was
postponed, and the new innovation team shot away at full speed.

In another case, the kick-off was completed. Up to a point, the project progressed as planned. After
some time, the team lacked commitment from a team member, who stalled the project by not com-
pleting the to-do-list in time. Here, on the facilitator’s advice, the team met to sort things out. To
enlist its inspiration, they put the blood pact (which was written on a flipchart) on the wall to study
the agreement they all had signed. They had agreed that the conversational tone should be polite,
separating the problem from the person and not kicking out members without significant reason.
Then, as a team, they discussed the problem not in terms of the person causing it (i.e., instead
how not fulfilled tasks affected the project), and ways to support members facing work overload
from other work. A couple of hours later, they had sorted the problems out, and the project took off
again, with new energy and committed members. In this case, the lesson was that the signed
blood pact, which served as their informal contract, helped the team to focus on a specific prob-
lem. Thanks to the members’ professional attitude, neither blaming nor trash-talking, the person
who caused the problem could feel safe and get the help needed.

After the kick-off

After the kick-off follows detailed and specific work to formulate a project plan with
the activities and resources needed to reach the goal. Here, the facilitator will initially
have to work hard because inexperienced people in need-finding work often begin gen-
erating solutions far too early. Here, it is time to recall, for example, the Raft model or
similar models that affirm the need to first address the underlying problem, which is
the reason the innovation team has a mission to solve. Once this affirmation is com-
plete and the innovation team clearly understands the problem, proposals for solutions
can slowly emerge. How the suggestions are then designed, technically or methodi-
cally, remains for the innovation team to solve together with different networks.
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Brief summary of step 5
– When planning for kick-off, make sure to do a final check regarding innova-

tion enablers and prepare for answering difficult questions asked by the
team members.

– The focus on the kick-off is primarily to establish the team, followed by initiat-
ing the practical work.

– Concluding the kick-off discussions to a signed “contract,” builds commitment,
belonging, and accountability.

Summary

This chapter has presented the step-by-step process for creating high-
performance innovation teams. In point form, it runs as follows:
– Top management commitment – ensure management’s commitment and support
– Convener identification – identify a convener of the forthcoming innovation

team
– Convener preparation – prepare the convener for the upcoming work
– Gathering of team members – identify the best fit people
– Kick-off – the official start of the innovation project

The first step is about ensuring the management’s commitment and support. Without
management’s explicit commitment and to the innovation team’s work, they will in-
stead cultivate a culture that encourages “skunkworks.” In this part of the work, a
sponsor of the emerging innovation team must be assigned with commitment to and
support of the innovation team. The commitment of management and the sponsor
must be, for example, that the innovation team will be self-organized, navigate the
organization, and collaborate with external partners if necessary. Management should
also point out directions in which they want the emergent innovation team to work or
specify a concrete problem to prioritize without ordering a ready-made solution. This
initial work can take several months to anchor.

The next step is to identify a convener of the becoming innovation team, con-
ducted by the sponsor. It is important to find a person who understands that the
leadership of the innovation team should be co-owned by the members invited to
the team. If the sponsor is inexperienced in this work, an experienced facilitator (in-
ternal personnel or external consultant) can be used to support the sponsor. The
role of the convener is to create the innovation team driven by the desire to want to
work together, where it is appreciated and understood that diverse competencies
are good for the team’s development and mission.

As a third step, it is time to prepare the convener for the coming work. As in
the previous work with the management and sponsor, the convener may need to
strengthen the self-confidence in the assignment. Here, the facilitator can offer
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support by describing specifically, but briefly, the most relevant points to start in
the best way possible. The main focus is on the group development process,
practical agile innovation work, and the factors promoting innovation work. The
convener is also instructed in what type of team members to look for, so that it is
possible to develop shared leadership and understanding that the innovation
team should not do all the work itself. After a couple of meetings, the convener
begins recruiting team members, and after a month or two, should be ready to
arrange a kick-off.

The fourth step is to bring together the team members who become the core of
the innovation project. The innovation team comprises preferable four to six mem-
bers. Three members can be workable, but at about seven people, social loafing be-
gins. Strive to gather people with diverse competencies who can trust each other,
are key people in their field of knowledge, can rely on the agile innovation process,
have the trust of other colleagues, can network, want to share knowledge, want to
invite more people to work, want to help each other in case of any problems, want
to deliver on time and therefore dare to navigate the organization by stretching es-
tablished routines and rules, and have received approval from relevant managers to
work in the innovation team.

The fifth and final step is to kick-start the innovation project through a kick-off.
The goal of the kick-off is to form a innovation team whose members have a strong
understanding of each other, establish ways of working together, and set goals to
achieve. The most important goal of the kick-off is for all members to feel safe in the
team and solemnly promise to work in the way they said they would in concluding
the blood pact, the signed “contract” between the team members. One of the most
important commitments is to navigate the organizational structure, if necessary, to
finish the project on time. In practice, this means that certain rules and routines
sometimes may have to be stretched or even broken to move the project forward.

Questions for reflections and discussions

Hopefully, the understanding of how the group development problem may be
avoided has increased through the step-by-step process describing how high-
performing innovation teams can be created. As the innovation team is about to
be formed, the reflection and discussion questions that follow slightly differ from
previous ones. Here, the convener significantly influences how the innovation
team is created and developed and therefore has some specific questions to con-
sider. The team members have not yet been assigned; however, if a potential team
member happens to read the book and wants to become part of an innovation
team, there are a few questions to reflect on.
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Step 1 – Top management commitment

Organization/management
– How do we, in our organization, ensure that the innovation team receives the

support it needs for the innovation project?
– How do we, in our organization, ensure that the rest of the organization sup-

ports the innovation team throughout the innovation project?

Potential convener
– How do I, as a potential convener, plan to pay attention that the management

provides enough commitment and support, including the innovation enablers?

Potential team member
– How do I, as a potential teammember, plan to pay attention that the management

provides enough commitment and support, including the innovation enablers?

Step 2 – Convener identification

Organization/management
– How do we, in our organization, affirm that the new innovation team is not run

by a project manager but by the convener and the team together?

Potential convener
– How do I, as a potential convener, plan to introduce myself to the management

to assign me as convener?

Potential team member
– How do I, as a potential convener, plan to support the arrangement with a con-

vener instead of a project manager?

Step 3 – Convener preparation

Organization/management
– How do we, in our organization, ensure that the convener has enough time to

prepare for the task?
– How do we, in our organization, ensure that the innovation project does not

become an “extra burden” on daily work once the project gets started?
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Convener
– How do I, as a convener, plan to set aside time for preparation, for example,

learning the most from the facilitator about group development, the agile inno-
vation process, gathering of team members and preparing for kick-off?

Potential team member
– How do I, as a potential team member, plan to, if possible, support the prepara-

tions of the convener?

Step 4 – Gathering the innovation team members

Organization/management
– How do we, in our organization, encourage the convener to invite team mem-

bers based on multifunctionality who may not have experience in innovation
work but who meet all other requirements?

– How do we, in our organization, help the convener explain the process and
work of innovation teams and agile innovation work to the managers of in-
tended team members?

Convener
– How do I, as a convener, plan to identify and invite team members best fit for

the assignment?
– How do I, as a convener, ensure commitment of the invited team members’

managers?

Potential team member
– How do I, as a potential team member, plan to introduce myself to the convener

to be invited to the innovation team?
– How do I, as a potential team member, convince my manager(s) I should be

part of the innovation team?

Step 5 – Kick-off

Organization/management
– How do we, in our organization, make the innovation team feel confident that

management supports the innovation team in the forthcoming work?
– How do we, in our organization, support the convener in the preparation of the

kick-off, including answers to challenging questions?
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Convener
– How do I, as a convener, plan to prepare for the kick-off, including answers to

challenging questions?
– How do I, as a convener, plan not to become a project manager but building a

self-govern innovation team?

Potential team member
– How do I, as a potential team member, plan to prepare for the kick-off and the

imminent innovation work?
– How do I, as a potential team member, plan to commit to agreements made in

the innovation team?
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4 The innovation team’s continued work

This chapter centers on getting the innovation team going, and certain chal-
lenges are highlighted. Once the innovation team is created and the practical inno-
vation work begins, further reading is recommended. Choose a recently published
innovation management book where the focus in the early stages is on need-
finding and problem identification before the development work begins. Under-
stand the problem that should be solved before starting to build a solution cannot
be stressed enough. Field studies are the thing to do. Many have argued that the
customers should not be asked about the problem identified. It’s said that Henry
Ford once stated, “If I had asked customers what they wanted, they would have an-
swered ‘faster horses.’” In my opinion, had Ford not understood the problem, he
probably would not have developed the assembly line based on inspiration from
the butcher business. Correct, the inspiration came from another type of production
line. It is not necessary always to ask people directly. They can be observed from a
distance or asked indirectly about a problem area without revealing compelling in-
formation. However, this is not the place for deep dive, and further reading is rec-
ommended if interested in innovation management practices.

In this chapter, you will learn more about the following:
– To develop innovation-related knowledge takes time – be patient, and
– innovation teams and isolation, and how to avoid it.

The development of the innovation team – Things to watch
out for

Once the kick-off is finished, the expectations of the team are high. However, there
are a few things to bear in mind. The team members are eager to solve the problem,
and management wants to see results, a fruitful combination if both parties are pa-
tient and work systematically to achieve the results.

Development in stages – The ketchup effect

The innovation team, as such, emerges in stages. In the beginning, its only chance
of survival is that the members want to be part of the innovation team and develop
the project together. Since the core of the innovation team is built by individuals
with diverse competencies and personalities, developing norms and group belong-
ing must be prioritized. Of course, the project should also start with its activities
and gradually increase its knowledge about how agile innovation work is con-
ducted. In this process, the innovation team will also dare to discuss the project in
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their daily work and with people outside the team. After some time, potentially sup-
ported by the facilitator, the innovation team will have reached a level of knowl-
edge at which they have learned how to “see” what is not visible, that is, to detect
unnoticed opportunities that can be developed into new products. How long this
process takes depends on the scope and complexity of the project. Generally speak-
ing, it usually occurs after the problem identification and in the process of choosing
which ideas to develop further. Once they start “seeing the possibilities,” it’s impos-
sible to stop. All of a sudden, there are opportunities everywhere to be developed as
new parallel tracks where the best suggestions are merged or into entirely new proj-
ects. Enjoy :)

Challenges for newly created innovation teams

Time, or lack of time, is a common cause for a lack of progress in a project. After
the kick-off, the team members are usually energized and ready to get going. How-
ever, too often, daily work hinders work on the innovation project, draining energy
and stalling progress. The reasons are many, all relevant and accurate, such as ap-
proaching deadlines in other projects or already planned work activities, travels,
meetings, and so on. When you sign up for an innovation team, it is essentially to
take responsibility and command over the calendar by allocating time for the inno-
vation project and prioritizing the work planned.

Another too-common problem is that the innovation team isolates itself from the
rest of the organization by doing all the work by itself. The team does not talk much
about the project with their colleagues, even though that is precisely what is desir-
able. The reason for this isolation is usually that they have not yet had time to accu-
mulate confidence about their innovation project, meaning that the facilitator needs
to step in more actively by pep-talking to suggest concrete activities to conduct.

Yet another reaction is that the organization helps to isolate the innovation
team by being skeptical and questioning their work because it does not understand
the reasons to change established practices. This resistance can be explained as
normal change resistance, preserving traditional working methods, and defending
ways of working that are normally topics of trash-talk at coffee break. This conser-
vative response is understandable to some extent. It is in our nature to feel safe in
the conditions already known, and preserving the status quo is perceived as better
even when it is a bad situation. The argument is one should avoid risking the situa-
tion becoming even worse. A facilitator for an innovation team must continually ex-
plain and repeat the process, as demonstrated earlier. One of the best pieces of
advice to the innovation team is to remain transparent with their work and invite
colleagues to participate when the opportunity arises.
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Case:

In one case, an innovation team was created. In the preparation work, management confirmed the
need for innovation and allocated resources to start the company’s innovation journey through an
innovation team. A convener was identified and prepared for the upcoming work by an external
facilitator. The convener identified team members, and a kick-off was organized. At the kick-off,
the team decided to begin planning to identify ideas to explore further, all in line with direction
from the management. The team had instructions to work broadly, as long as the target was new
products for external customers. Certain potential ideas were identified for further exploration to
find potential solutions. In-house meetings were thereby changed to collect information externally
from end-users, end-customers, suppliers, and companies in the value chain – all in line with the
innovation process. However, a few meetings later, it became clear that the same things were dis-
cussed repeatedly. The action lists were also the same. No new information was shared. At the
meetings, team members were energized and committed to developing a new product, but in prac-
tice, they were fully occupied with daily work and had no time to conduct the work required for the
innovation project. The project stalled, and after a few more months, the innovation team was dis-
solved. The team isolated themselves, believing they should do all work themselves. In this case,
time was not allocated, work tasks were not prioritized due to them having too many other things
to do, and their colleagues in the organization were not involved in getting the project going.

Summary

This relatively short chapter can be summarized in a few bullets:
– The innovation team emerges stepwise. Let it take some time to develop self-

confidence.
– Seeing unnoticed opportunities is a skill that develops as innovation-related

knowledge increases. Once the team can detect them, they will see opportuni-
ties everywhere.

– A newly created innovation team easily becomes isolated. One reason is that it
tends to do all the work itself. Another reason is that the rest of the organization
can be skeptical and not want to get involved. To break such isolation, a facili-
tator must support the team by building self-confidence and suggesting con-
crete work tasks involving colleagues when they are suitable for the work.

Questions for reflections and discussions

The topics for reflections and discussions assume the innovation team is up and run-
ning. Of course, reflecting and discussing in advance makes perfect sense, as it pre-
pares one for later discussions. Here, once again, the three perspectives of the
organization/management, the innovation team, and the team members are in focus.
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The innovation team’s challenges and development

Organization/management
– How do we, in our organization, create a commitment to the innovation team

and its project by the rest of the organization?
– How do we, in our organization, encourage the innovation team to involve

other colleagues from the rest of the organization in the project?

Innovation team
– How should we, in our innovation team, make colleagues in the organization

feel welcome to get involved in the innovation project?

Team member
– How do I, as a team member, develop confidence in handling uncertainty and

not knowing everything all the time?
– How do I, as a team member, ensure that my colleagues in the organization

don’t have to be skeptical about the way we work in the innovations team?

Questions for reflections and discussions 135

 EBSCOhost - printed on 2/9/2023 3:04 AM via . All use subject to https://www.ebsco.com/terms-of-use



5 Innovation teams in a global setting – Global
innovation enablers

One dimension not yet considered is international companies conducting innova-
tion work globally. In that case, innovation team members can be dispersed in various
places. To avoid confusion, there are a few things to sort out when discussing global
innovation teams, as this chapter aims to do. Working globally, remotely, dispersed,
and virtually are substantively different. Subsequently, creating a global innovation
team differs from doing so for a co-located innovation team.

In this chapter, you will learn more about the following:
– what a global innovation team is, alongside its benefits,
– factors affecting a global innovation team, and
– how to create a global innovation team.

What is a global innovation team?

A global innovation team is similar to an “ordinary” innovation team. It is intended
to conduct innovation work. However, its members are located in different countries
or they are dispersed so that they can hardly meet each other except through techni-
cal devices, marking the difference between dispersed and remote innovation teams.
The latter may be located in in the same building, next city, or similar, where for con-
venience members meet through technical devices. A virtual innovation team is, by
definition, a team meeting online. It may be the same as a dispersed or remote team,
meaning they might meet depending on distance between their locations. Distinc-
tively, that is, a global innovation team cannot meet physically without travelling
great distances.

The benefits of global innovation teams

Working globally conveys a number of advantages. For example, the company can
attract the most talented people, not just those in their location. Furthermore, span-
ning time zones means that projects don’t have to stop – ever. As one person leaves
the job in the evening, another team member may pursue the work, which can save
incredible amounts of time.

Cross-cultural teams outperform homogenous teams, adding value to global
teams if they are made right. There are other aspects to consider. Not traveling long
distances has positive effects on performance and on the environment. People who
travel usually become less productive, which can affect the work quality negatively,
particularly as related to jetlag. Those who have experienced jetlag know that it can
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be very annoying to wake up in the middle of the night and become very sleepy in
the early afternoon. It affects performance. However, performance is also affected
by wasted time: for example, in taking the flight to wherever, there is time spent in
transit, in ticket/passport control, baggage drops and claims, security checks, cus-
toms control, and so on. Some time for work may be available while a person waits
in the gate or on the plane, if not disturbed by the boarding ceremony or the cabin
service on the plane, that is. Taking a flight for a two-hour meeting easily costs
a day’s travel, and an overnight as well, depending on the time of the meeting and
the travel distance.

From an environmental perspective, it goes without saying that traveling has a
negative impact. It doesn’t matter whether the energy used is green. It has to be
generated from some source that has been produced somehow. Even though the ex-
perience of meeting colleagues is great and fantastic results can be seized in com-
panionship, the negative environmental impact will remain. Recently, we were all
forced to stop traveling due to the Covid-19 pandemic. To most of us, it came as
shock, but as a result, the number of online meetings sky-rocketed. First, meetings
were chaotic many times, they suffered technological issues, and people became
tired from attending meetings without breaks. Shortly afterward, most people be-
came self-taught virtual meeting ninjas. However, there are a few things to high-
light related to global innovation work, which builds on the previous chapter on
innovation enablers (i.e., factors enabling the innovation team’s work as detailed in
chapter two).

Innovation enablers from a global innovation perspective

This chapter builds on chapter two’s identification of enablers affecting innovation
teams. Here, considering factors affecting global innovation team’s work, we add a
few nuances to that list, identified through a literature review regarding factor influ-
encing global innovation work. For consistency, these factors are divided into the
perspectives of the organization, innovation team, and team members (see Tab. 5.1).
The literature specifically identifies that global teams need teaching related to global
work to be fully functional, as a result of not meeting each other nor (in most cases)
their managers, in person.
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Innovation enablers in three perspectives – The organization, the team and the
team members

Similar to the previously demonstrated innovation enablers in chapter two, several of
the factors shown here affect more than one perspective; they overlap and intersect.
What is significant regarding the factors is that most of them address the perspective
of the team member, followed by those of the team and the organization.

Global innovation enablers from the organizational perspective
This section considers the organizational and management perspective. Although
the organization as a whole affects the team indirectly as well (as in the reflective
questions at the end of this chapter), five areas from this perspective directly impact
the global innovation team, as follows:
– Communication
– Culture
– Management

Tab. 5.1: The global innovation enablers from different perspectives.

# Global innovation enabler Perspective

Organization Innovation
team

Team
member

 Collaboration: functional innovation teams and
collaborations internally between departments, and
externally with suppliers, customers, and expert networks

X X

 Communication: formal and informal communication
channels dependent on intention and purpose

X X X

 Culture: norms and rules for “how to do here”; tolerance
for initiatives that go wrong; respect for other’s culture

X X X

 Interaction: how to build relationships, trust, and social
capital

X

 Knowledge: special knowledge concerning innovation and
innovation work; diverse knowledge areas

X

 Management: encouragement of exploration of new ideas X X

 Sense-making: ways to make agreements and decisions
for progress

X

 Technology: choice of technology to enable, e.g.,
communication and interaction

X X X

 Trust: believe in each other (e.g., to solve tasks) X X X
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– Technology
– Trust

Communication
From an organizational perspective, communication is key for successful global inno-
vation work. It is crucial for developing trust and resolving conflicts. Further, it enables
knowledge transfer to reduce knowledge gaps. However, time zones must be consid-
ered, alongside training on how to communicate; that is, language barriers can stifle
communication, so it is on management to establish polices and language training. To
make the communication work, communication channels are needed, including chan-
nels for instant or informal communication, as they spur team communication.

Culture
Culture from the global perspective adds quite a few nuances to the previous dis-
cussion on innovation enablers. As before, the following is overlapping other ena-
blers. On the organizational level, handling diversity related to language, time
zones, and cultural aspects requires attention. For managers not spending unneces-
sary time on people, communication is preferably short, structured, and task-
progress oriented. However, social-emotional communication is also necessary. To
show interest in the team, managers must follow up not only on goals, deadlines,
and related progress, but also act predicably and responsively to messages from the
team. Moreover, show respect by attending meetings on time and being present at
meetings with active participation. In a global team, it may be more difficult for a
member to raise their voice if another member is not acting professionally. There-
fore, to avoiding bullying, potential team members are strongly advised to be evalu-
ated on negative workplace acts before being invited to become a team member.

Management/leadership management
To set up a global innovation team may be even more challenging than an ordinary
innovation team. For global teams, an emergent, coaching, and transparent leader-
ship style yields positive effects on performance. Further, managers who work on
task-oriented projects and who strive regularly to establish trust, guidelines, and
communication increase the chances of team success. Regarding communication,
as just mentioned; it is necessary to establish well functionally communication
channels, which represent the only way to communicate to the team and vice versa.
It is also needed for the team’s work, as without functional communication chan-
nels, team members will become isolated, stalling progress.
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Technology
Alongside communication channels, the technical equipment enables the global in-
novation team to work together. It is the glue that binds the team in knowledge shar-
ing, collaborative workshops, relationship building, and so on. To enable a global
team to get tighter, there is existing technical equipment, such as “transparent walls”
where people can meet live and interact from a distance or in three-dimensional virtual
reality environments. In the simplest application, by just adding video to an online
meeting, trust and collaboration are likely to increase. From a manager’s perspective,
investment in proper technology to enable global innovation teams work should not
be compromised. With technology comes education on how to use it. Too often, heavy
investments are made in technology where its full potential is never reached due to a
lack of instruction on how it works. To ease the work of the global innovation team,
educate them in the use of the chosen technology. However, unethical application of
technology for surveillance or monitoring leads to mistrust: Do not forget.

Trust
To build trust in a global innovation team, management must feel confident in the
team and its members. To reach that level, management must develop and apply
shared leadership in the team. To a certain extent, an ability to build trust depends
on leadership and communication style, as well as the diverse cultures and the tech-
nology used. These variables are intertwined, meaning that trust develops alongside
the progress of the other factors.

Innovation enablers from the global innovation team’s perspective
This section considers the perspective of the global innovation team. Taking a team
perspective means that the team acts as one unit, the team members together. Here,
six aspects are discussed, as follows. To some extent, they overlap with the perspec-
tives of both the organization and the team members, as all actions are conducted by
an individual within a broader context (i.e., the organization).
– Collaboration
– Communication
– Culture
– Management
– Technology
– Trust

Collaboration
Collaboration from a global innovation team perspective relates to collaboration
with parties external to the team, such as colleagues in different departments, sup-
pliers, end-users, and so on. The benefit is that global teams can attract even more

140 5 Innovation teams in a global setting – Global innovation enablers

 EBSCOhost - printed on 2/9/2023 3:04 AM via . All use subject to https://www.ebsco.com/terms-of-use



diverse resources than is possible with co-located teams, as the geographical area is
much greater. The challenge, however, is that the dispersed team members must
work independently without the support of other team members (if not meeting vir-
tually, of course). Hence, joint field studies may be impossible to arrange. In such
cases, the use of technical equipment for information gathering, such as video re-
corders, templates for notes, and so forth, eases the work of sharing experiences.

Communication
From the perspective of a global innovation team, communication revolves around
ways to communicate effectively given the dispersion of the members. As suggested
above, informal communication is essential, easing the particular difficulty of not being
able to meet in person. For that purpose, take the effort to identify communication tools
that encourage communication in knowledge sharing and insights and are at the same
time easy to use. Time zones may erect problems for how and when to communicate.
Here, however, it is vital to discuss and find solutions sustainable for all team members.

Culture
At the level of the global innovation team, culture is similar to how it is at the organi-
zational level; however, it is more condensed, as the team members represent the cul-
ture in person when attending a team meeting. The immediate challenges to solve
include potential language barriers, communication behaviors, working hours, and
so on. The team must establish a structure for meetings comprising both the content
and the social aspects, such as norms for attendance and behavior at meetings. For
progress, information about work tasks must be shared in the team, including actions
and upcoming deadlines. To build an understanding of different cultures, one easy
thing to do is to openly give examples of how certain things are done and why. An-
other is to create an awareness of national holidays, not necessarily celebrate them
“all in” together but at least highlight them with a gentle “happy . . .,” followed by a
short version of something representing that specific holiday.

Management/leadership
Consideration of a global innovation team’s perspective on management relies on the
team to work as one, leading itself based on the set conditions and taking responsi-
bility for communicating progress with management and for earning the trust that
management hopefully strives to establish, by delivering on agreed goals. For co-
leadership, when working remotely, team members must rely on each other, doing
what they say they intend to. They will not accidentally meet at the coffee machine
unless they have implemented technological tools enabling that sort of encounter.
That is, team members need to be self-propelled and motivated to get things done.
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Technology
Technology is what brings the global innovation team together. Therefore, the team
must discuss what type of technology best suits their purpose in the project and the
work environment at the different sites. As seen in the previous section about tech-
nology, the problem is not that there are no solutions out there, but that the team
may be unaware of them. Even though management shouldn’t be stingy regarding
this kind of equipment, the team should not ask for something unneeded. To find
the best solution within a reasonable budget, the team should carefully discuss
ways to communicate formally and informally, build relationships, store common
project material, and so forth. Technology providing the requested functionality
can thereby be sought and evaluated.

Trust
For effectiveness in a global innovation team, it is essential to establish trust, col-
laboration, and job satisfaction. Trust can be achieved through various of ways, but
one way is to as soon as possible learn about each other’s behaviors, personal inter-
ests, and drivers, to mention a few. In the previous chapter on team-building activi-
ties (see chapter one), certain highlights were raised, and the same applies for
global teams. For example, to meet for a team-building activity, however, the choice
of technology must be considered (as traveling may be impossible).

Innovation enablers from the perspective of members of the global
innovation team
The global innovation team members face unique challenges, to some extent as a
result of working remotely. The individual team member’s responsibilities are more
but also more challenging than for co-located innovation teams. Here, eight key
considerations are discussed, as follows:
– Collaboration
– Communication
– Culture
– Diverse knowledge
– Interaction
– Sense-making
– Technology
– Trust

Collaboration
Global teams built on diverse functions have a good setting for collaboration and
have good chances for speedy processes. The basis of high-performing collaboration
work globally is formed by putting enough effort into building relationships and trust
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and spending enough time communicating and interacting. However, collaboration
over a distance is challenging, as the feeling of being alone can be overwhelming.
Since meetings online can make unavailable what is common in physical meetings,
the choice of technology becomes important for collaboration. Therefore, try to
choose tools that allow non-verbal communication, such as smiles, head shakes, eye
contact, and gestures, which are easy to learn and use.

Communication
Each individual team member is central to the success of the communication. As all
team members work globally, each must actively communicate, or they might risk
being left out. The reason for this imperative is that there is no easy way to visit the
team member to ask, “Hey, what up? We haven’t heard from you for a while.”
Therefore, it is on each member to learn to communicate and use the chosen tools.

Culture
For the individual team member, he or she is part of a global setting, which means
communicating with respect with team members of different cultural backgrounds,
languages, and mannerisms. For the individual team member, two things are impor-
tant. First, they must be open-minded to the other team members’ cultures by reflect-
ing on how they communicate and behave without being offended or irritated, just
taking it in and reflecting. Second, they must contemplate their own ways of commu-
nicating and behaviors. These two areas of consideration offer a good chance to
build a strong understanding of how all cultures may affect the common work in pos-
itive or negative ways. Time zone differences are common for global innovation
teams, meaning that there will be compromises related to working hours regarding
meetings in early mornings, during lunchtimes, or late evenings. Therefore, the team
must continuously develop and follow norms, such as how to share knowledge and
reach agreements, to ease the team’s work, but also allows socializing through non-
task conversation. Participate actively, invite team members to contribute, listen to
others, do not multitask in meetings, and behave respectfully.

Interaction
Working remotely is not a hinderance to innovation. On the contrary, the greater
the distance from the problem area, the more significant the results that may be
developed. However, the level of interaction between team members makes a differ-
ence in trust building, building social capital, and collaboration. In this work, for
team members to discover who to trust, they need to explore through interaction
the who-knows-who and the who-knows-what. For global innovation teams, this
activity becomes significant, as the team must rely on advice from people in other
areas of expertise, impossible to meet in person.
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Knowledge/diverse knowledge, function
Diverse knowledge supports innovation in global innovation teams. What is inter-
esting for global teams, though, is that well-balanced teams, gender-wise, perform
best Additionally, to get the most out of the knowledge of the people in a global
innovation team, they should also be doers, as they contribute to high performance.
For global innovations team, activity is significantly vital, as the team members
must, to a large extent, solve emergent challenges alone.

Sense-making
Sense-making in ordinary innovation work is complex. For a global innovation
team, sense-making is even more complex. The ambiguity that follows dispersity
(e.g., relating to language barriers, interpretation of uncertainty, or different stake-
holders and interests) needs to be addressed and discussed carefully. In co-located
innovation work, sketches and digitized models can easily be shared on a screen to
be discussed and to make decisions. For global teams, meetings to discuss physical
models or other artifacts in the same location are impossible if not making multiple
models to provide each team member. However, that can be expensive. Therefore,
the importance of global innovation teams accessing virtual environments equally,
for all participating, will increase, addressing their need to meet to discuss digital
objects appearing as physical.

Technology
The individual team member in the global innovation team is in charge of the use
of technology. Overall, the management and the team can establish boundaries,
norms, expectations, and so on. With respect to the factors supporting collabora-
tion, to enable collaboration the technology must allow team members to meet.
However, as related to the use of technology, team members must set aside time to
educate themselves on how to use it. Not seldom are there different tools depending
on purpose. Make sure to learn them all. If management forgets to provide educa-
tion, team members should ask for it. The cost of education is likely less than that
of being unproductive.

Trust
Trust is earned, not to be taken for granted, as true for members of global innova-
tion teams as in any relationship or collaboration. Teams should share a goal, and
the team members should respect each other, with all contributing to the goal. Tak-
ing some time to get to know each other and sharing personal information without
being too personal helps build cohesion and personal trust. Of course, at work, the
easiest way to build trust is to deliver what is assigned. However, if obstacles arise,
share them with other team members to find possible ways forward. Support each
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other. In some cultures, asking for help is taboo, and instead problems are commu-
nicated as if everything is in order – while in reality, it is not. Delays are excused
for “any reason available.” This logic is a trap. In the team, discuss this potential
trap and find ways to avoid it.

Creating global innovation teams – Consider this

Zoom out to take a systematic approach to the global innovation enablers, as previ-
ously demonstrated in chapter two, and a new figure emerges (see Fig. 5.1), slightly
different from Fig. 2.2. Specifically, it incorporates the global level, which encom-
passes the organizational perspective. It contains several of the innovation enablers
discussed earlier, but adds further nuance. At the core of the figure, the innovation
team’s members are separated to illustrate their different locations. For the team
members to meet, they depend on technology to connect them, which to some ex-
tent becomes the most critical enabler of the global innovation team’s work. Yes,

Fig. 5.1: The global innovation team, its context, and related viewpoints. The figure is inspired by
Johnsson, M. (2021), Factors enabling global innovation teams. In The XXXII ISPIM Innovation
Conference – Innovating Our Common Future, Berlin, Germany, 20–23 June, 2021.
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they can work independently, but not together. Without the technology being fully
functional, they cannot interact, making collaboration difficult.

Global innovation enablers are intertwined and closely related, as for the previ-
ous innovation enablers. Where it is even possible, they are difficult to separate.
For example, culture is often defined as the behavior of people, meaning the culture
is not the same across an organization, but can vary between locations or depart-
ments. Furthermore, the individual makes the culture through their actions (e.g.,
their communications and interactions), which in turn may be reflected by technol-
ogy, management, and so forth. Culture also incorporates changes in behavior that
may have been learned and practiced over generations. For a global innovation
team, it means management may practice leadership differently even if they are
part of the same organization, potentially leading to misunderstanding and conflict.
Culture also refers to potential sense-making issues, as decision are made differ-
ently depending on where on earth the decision is made. In some countries, deci-
sions are made by management, in other places, by consensus. For team members
not used to it, making decisions can be very difficult. It will not be easier if mem-
bers also differ in how they communicate verbally and through gestures, as loud
people may seem more convincing than are quieter people. Therefore, the techno-
logical aspect cannot be underestimated. It is the only tool available to overcome
all sorts of issues, enabling communication, interaction, trust building, and rela-
tionships, and thereby potentially skipping the storming phase, otherwise far too
common, and reaching the high-performing phase.

At the kick-off of the global innovation team, in addition to the suggested content
in Fig. 3.6 (i.e., the kick-off in chapter three), aspects to carefully discuss include
what is mentioned above. In particular, team members should discuss and agree on
ways to communicate, interact, build relationships, and establish trust for collabora-
tion that makes the project fly – and discuss things that make the project fun.

Summary

Chapter five builds mainly on chapter two by means of adding global aspects
affecting and influencing the global innovation team. As with the previously dem-
onstrated innovation enablers, the global aspects are also intertwined and en-
tangled, affecting each other directly or indirectly, making them very difficult to
separate or isolate. Therefore, they should be seen as a system. Not to be forgotten,
the global innovation team also needs preparation related to the group develop-
ment process and the innovation process. It will benefit the support of a facilitator
if the team is inexperienced in global innovation work.

A global innovation team is a team whose members cannot meet without travel-
ing great distances. Other types of remote teams, such as dispersed, distributed, vir-
tual teams, and so forth, may meet as they might be located in the same building,
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site, or region. In such cases, they are just a staircase or short trip away for a joint
meeting or a nice coffee break meeting in person.

There are great advantages to working globally, as work can continue around
the clock, reducing environmental impacts, saving working time, and avoiding peo-
ple suffering from jetlag.

A global innovation team needs self-propelled team members who can act
alone to solve tasks independently of support from other team members or manag-
ers. Furthermore, management must trust in the team, not trying to control it other
than being interested in the team’s progress and following up on planned tasks. As
the global team members probably work in different countries, the culture will dif-
fer more significantly than other teams. Therefore, culture in all its meanings must
be considered as part of the overall preparation by management and at the project
kick-off, when norms and ways of working are established.

What stands out among the global innovation team enablers is technology. It is
the main tool to enable the global innovation teams to do their work as teams.
Through the technology, the team should be able to communicate formally and in-
formally, socialize, interact, build relationships and trust, store work material, and
so on. Therefore, the technology is necessary for the team should be investigated
carefully. As a manager responsible for the investment and review of different op-
tions, consider also the cost of inefficient work.

Questions for reflections and discussions

In this chapter, the focus has been on global innovation teams, that is, innovation
teams whose members are spread out globally, meeting through technical devices.
The global perspective adds nuances to what has been said already, in addition to
the innovation enablers discussed in chapter two, making the work even more com-
plex. In the global setting, the individual team members work independently at each
location. Of course, they should collaborate with colleagues in the same way as co-
located innovation teams do. However, there is a risk they may feel lonely and iso-
lated. Although the identified global innovation enablers tend to focus more on the
team members than on the other perspectives, management is responsible for setting
the conditions. Therefore, the suggestion is that management should discuss all per-
spectives, and the team and team members should focus on their perspectives.

As before, try to meet all together to discuss your perspectives, align your
thoughts, and arrive at ways to progress.
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Global innovation enablers – Factors that enable global innovation team’s work

Collaboration – Functional innovation teams and collaborations internally between
departments, and externally with suppliers, customers, and expert networks
Organization/management
– How do we, in our organization, engage other departments to collaborate with

the global innovation team?
– How do we, in our organization, support the global innovation team’s collabo-

ration with, for example, other departments, clients, end-users, end-customers,
suppliers, and so on, in the case they do not have access to them?

– How do we, in our organization, support the individual global innovation team
members to establish collaboration with, for example, other departments, cli-
ents, end-users, end-customers, suppliers, and so on, if they struggle to work
independently?

Innovation team
– How do we, in the global innovation team, establish collaboration with other de-

partments, clients, end-users, end-customers, suppliers, and so on, in the case
they are not at the same location as the team’s expert of the specific topic is?

– How do we, in the global innovation team, support each other if anyone strug-
gles to establish collaboration with other departments, clients, end-users, end-
customers, suppliers, and so on.

Team member
– How do I, as a global innovation team member, engage in creating collabora-

tion with other departments, clients, end-users, end-customers, suppliers, and
so on, even though I must work independently?

– How do I, as a global innovation team member, seek help if I struggle to establish
collaboration with other departments, clients, end-users, end-customers, suppli-
ers, and so on.

Communication – Formal and informal communication channels dependent
on intention and purpose
Organization/management
– How do we, in our organization, establish communication channels that en-

courage other departments to communicate with the global innovation team
formally and informally?
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– How do we, in our organization, support the global innovation team to estab-
lish communication channels that encourage internal formal and informal
communication?

– How do we, in our organization, support the individual global innovation team
members to communicate frequently with the other members and with col-
leagues in the same and other departments?

Innovation team
– How do we, in the global innovation team, establish communication channels

and ways to communicate that encourage formal and informal communication
to share, for example, information, insights, and progress on project tasks?

Team member
– How do I, as a global innovation team member, engage and build routines to

frequently communicate internally and externally in formal and informal ways
to share, for example, information, insights, and progress on project tasks?

Culture – Norms and rules for “how to do here”; tolerance for initiatives
that go wrong; respect for other’s culture
Organization/management
– How do we, in our organization, ensure that cultural differences in different lo-

cations do not negatively affect the global innovation team?
– How do we, in our organization, support the global innovation team to make

the most of cultural differences in case there are any?
– How do we, in our organization, support the individual global innovation team

members to educate themselves in other cultures and to develop respectfulness
and understanding for potential differences.

Innovation team
– How do we, in the global innovation team, learn about cultural differences to de-

velop, for example, understanding, respectfulness, trust, and ways to collaborate?

Team member
– How do I, as a global innovation team member, learn about the other team

members’ culture to develop my understanding of certain behaviors, and how
do I ease for the other team members to learn about my culture and behavior?
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Interaction – How to build relationships, trust, and social capital
Organization/management
– How do we, in our organization, encourage other departments to interact with

the global innovation team?
– How do we, in our organization, encourage the global innovation team to inter-

act internally and externally to develop, for example, relationships and trust?
– How do we, in our organization, support the individual global innovation team

members to interact with the other team members and other colleagues to de-
velop, for example, relationships and trust?

Innovation team
– How do we, in the global innovation team, interact to ensure everyone is in-

cluded to develop, for example, relationships and trust?

Team member
– How do I, as a global innovation team member, interact in a way that increases

the possibilities for developing, for example, relationships and trust?

Knowledge – Special knowledge concerning innovation and innovation work;
diverse knowledge areas
Organization/management
– How do we, in our organization, ensure access to relevant expertise, supporting

the global innovation team when needed?
– How do we, in our organization, support the global innovation team to diversify

its knowledge base and encourage a well-balanced setting regarding gender?
– How do we, in our organization, support the individual global innovation team

members to benefit from other team members’ knowledge and reflect on the
team constellation when seeking additional team members?

Innovation team
– How do we, in the global innovation team, keep alert of the present and coming

potential need of knowledge contributing to the innovation work, and how do
we communicate our needs to the management?

Team member
– How do I, as a global innovation team member, share my knowledge with the

other team members so they can benefit from it, and how do I keep attention to
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knowledgeable people of all genders for potential future members to contribute
to a well-balanced team?

Management – Encouragement of exploration of new ideas
Organization/management
– How do we, in our organization, commit the management on all involved sites

to support self-governance in the global innovation team?
– How do we, in our organization, support the global innovation team to estab-

lish self-governance, taking the lead and responsibility for the innovation proj-
ect’s progress together?

– How do we, in our organization, support the individual global innovation team
members to manage and lead the innovation project as one unit in collabora-
tion with the other team members?

Innovation team
– How do we, in the global innovation team, communicate about the innovation

project’s progress to management to ensure self-governance is working alright?

Team member
– How do I, as a global innovation team member, communicate about my work to

the team and management to ensure self-governance is working alright?

Sense-making –Ways to make agreements and decisions for progress
Organization/management
– How do we, in our organization, engage stakeholders to add relevant informa-

tion and perspectives to the global innovation team’s sense- and decision-
making work?

– How do we, in our organization, support the global innovation team to ease
sense-making by, for example, accessing relevant information, providing lan-
guage courses if needed, and supporting the establishment of decision-making
tools, and so forth?

– How do we, in our organization, support the individual global innovation team
members to collect relevant information, lower language barriers, and take part
in choosing/developing decision-making tools, and so on?
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Innovation team
– How do we, in the global innovation team, ease the sense-making process, not

wasting time because of lacking information, language barriers, or decision-
making tools?

Team member
– How do I, as a global innovation team member, contribute to ease sense-making

by collecting and sharing relevant information, lowering potential language bar-
riers, and engaging in the evaluation/development of decision-making tools?

Technology – Choice of technology to enable, e.g., communication and interaction
Organization/management
– How do we, in our organization, provide technology enabling communication

and interaction with the global innovation team and other colleagues and sup-
port its use, for example, in building relationships and cohesion but not for un-
ethical monitoring or surveillance?

– How do we, in our organization, support the global innovation team with tech-
nical equipment enabling, for example, formal and informal communication,
interaction to build relationships and trust, storage of work material, and so
forth, but not for unethical monitoring or surveillance?

– How do we, in our organization, support the individual global innovation team
members to learn about what technology is best for the team’s purpose and
take responsibility for understanding all relevant functions to make the most of
the technology’s functionality?

Innovation team
– How do we, in the global innovation team, investigate what technology best fits

the team’s purpose and goals and support communication and interaction,
building relationships and trust?

Team member
– How do I, as a global innovation team member, engage in the investigation and

conclusion of what technology fits our team best, and how do I take responsi-
bility for learning how to use the technology we have or get.
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Trust – Believe in each other (e.g., to solve tasks)
Organization/management
– How do we, in our organization, commit the management to trust the global

innovation team is doing its best despite working “out of control”?
– How do we, in our organization, support the global innovation team to develop

internal trust and trust for other departments and the management?
– How do we, in our organization, support the individual global innovation team

members to contribute to building trust by, for example, frequently communi-
cating, interacting, and sharing knowledge and experience?

Innovation team
– How do we, in the global innovation team, develop trust internally in the team

and externally for other departments and management?

Team member
– How do I, as a global innovation team member, contribute to building trust in

the team and the management through, for example, my way of communica-
tion, interaction, and fulfilling work tasks.
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6 A final word

It’s a wrap

To wrap this book up, I’d like to start by thanking you for making it through. I
hope you liked reading it as much as I enjoyed writing it. However, creating high-
performing innovation teams is complex. Innovation efforts cover work even before
an idea is hatched, through all its phases of development, including successful in-
troduction and establishment on the market, subsequent lessons from the market,
and the start of another innovation cycle. Adding team aspect to the innovation
work makes it even more complex for all involved, including the organization as a
whole and its managers, the innovation team, and that team’s members.

Throughout the book, I have tried my best to be specific and to take things in
order, accounting for different perspectives. I hope your work benefits from the time
you’ve spent reflecting upon and discussing the questions related to the innovation
enablers, innovation process, HIT process, and so on, from the different perspectives.
Through all these years working with and developing my understanding of how to
create high-performing innovation teams, I have learned that the faster one comes
into action, the steeper is the learning curve. Even though unintentional, failure to
consider the basics can create irreparable problems. Therefore, the best advice is to
start small, reflect, learn, and advance. And, not to forget; first, set the direction of
the innovation effort, then create the innovation team best fit for the mission.

I also learned through years of practice that the methodology described in this
book applies in all types of organizations and businesses, which I, of course, find
very satisfying. What determines the nature of the innovation team created is the
desired scope and novelty of the innovation, as we learned that people tend to be
more or less specialists in their area of expertise. Keep people’s interests in mind,
and fantastic solutions can be created.
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Reach out or connect?

One more thing. If you want to reach out to me, feel free to send a message. Point-
ing your camera at the QR code by Fig. 6.1 will bring you to my LinkedIn page.

And, again, have fun!

Fig. 6.1: Link to Mikael Johnsson’s LinkedIn profile.

Best wishes
Mikael Johnsson, PhD
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