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Abstract 

The inter-firm cooperation between partner companies is a central element of most 

business models in an open innovation perspective. A closed innovation approach 

cannot be effective anymore, and most of the companies have been trying to 

embrace open innovation concepts by developing various types of inter-

organizational ties with a diverse range of partner companies. Building a solid 

cooperative model with partner companies is becoming vital success factor in an 

increasingly competitive global market. Companies are required to build teams with 

other partner companies in order to develop or internalize new technologies, and 

commercialize new products, and to remain technologically competitive. In this 

context, this research focuses to develop a structured framework of organizational 

challenges and challenge management model in collaborative innovation projects 

in inter-organizational relationship. In order to achieve these goals, the key 

organizational challenges in cooperate with partner companies and root causes of 

them are defined and analysed. Furthermore, challenged management programs 

are analysed based on the framework developed in this research.  

The result of this study support for readers to gain a comprehensive understanding 

on organizational challenges in open innovation. Furthermore, it also provides 

managerial implications in terms of challenge management in a collaborative 

innovation project. 

Keywords 
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Sammanfattning 
 

Samverkan mellan partnerföretag är ett centralt element i de flesta affärsmodeller 

sett från ett öppet innovationsperspektiv. En sluten innovationsprocess är inte 

längre effektiv och de flesta företag, framförallt företag i högteknologisk industri, har 

anammat en öppen innovationsprocess genom att utveckla olika typer av 

samarbeten med ett brett urval av partnerföretag. Att bygga en solid 

samarbetsmodell med partnerföretag är en vital framgångsfaktor i en alltmer 

konkurrensutsatt global marknad. Företag bör bygga team med andra 

partnerföretag för att utveckla eller internalisera nya teknologier samt 

kommersialisera nya produkter för att förbli tekniskt konkurrenskraftiga. Denna 

studie ämnar utveckla en strukturerad modell för hantering av organisatoriska 

utmaningar i innovationsprojekt mellan företag. Genom en fallstudie på Samsung 

Electronics, definieras och analyseras de viktigaste utmaningarna i 

samarbetsprojekt samt dess bakomliggande orsaker. Vidare analyseras etablerade 

teorier för hantering av utmaningar inom öppen innovation baserat på modellen 

som utvecklats i studien. 
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1. Introduction 

In this chapter, the background of the research is introduced, followed by the 

problem formulation, purpose of research and key research questions. Finally, 

delimitation and expected contribution of this research are presented as well. 

1.1 Background 

In a traditional understanding, innovation has been perceived to be managed in a 

closed innovation paradigm (Chesbrough, 2003). From this perspective, successful 

innovations can only be developed by companies internally and most innovation 

processes take place within companies from idea generation to market releasement. 

However, during recent decades, this paradigm has been seriously challenged, and 

most innovations are now believed to originate externally as a result of inter-

organizational cooperation. Companies are not able to internalize every resource 

required for the continuous innovation due to the enormous R&D costs, increasing 

business complexity, and distributed cutting-edge knowledge emerging from 

various entities outside of the company. In this circumstance, a closed innovation 

approach cannot be effective anymore, and most of the companies, especially 

companies in the high-tech industry, have been trying to embrace open innovation 

concepts by developing various types of inter-organizational ties with a diverse 

range of partner companies.  

From an open innovation perspective, the inter-firm cooperation between partner 

companies is a central element of most business models (Kaplan, Norton, and 

Rugelsjoen, 2010). Building a solid cooperative model with partner companies is 

becoming vital success factor in an increasingly competitive global market (Ohmae, 

1989). Companies are required to build teams with other partner companies in order 

to develop or internalize new technologies, and commercialize new products, and 

to remain technologically competitive. In this context, expertise in innovation 

management and partner cooperation is becoming more important, and developing 

profound open innovation models is an essential assignment.  

This research focuses on the inter-organizational challenges of open innovation and 

investigates the key barriers to cooperation between partner companies as well as 

how these obstacles can be overcome systemically. Theories and frameworks of 

open innovation that focus primarily on the inter-organizational level are utilized to 

identify key organizational challenges in cooperative innovation processes. Also, 

theories of competition-cooperation models and innovation capabilities in 

technological innovation are examined to analyse root cause of these obstacles, 

and to discuss the solution for them.  
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This report is structured in 7 chapters, starting with introduction which helps to 

understand the purpose and key question of this research, and followed by literature 

reviews introducing main theories that utilized in this study. The research methods 

utilized in this study are explained with detailed research processes, and result 

chapter provides empirical findings from the case study and analysis on them. 

Finally, discussion on the results and final conclusion based on the result are 

addressed at the last chapter of this research including a discussion on the further 

research area.  

 

1.2 Problem formulation 

As the concept of open innovation widely accepted by various companies in high-

tech industry, the R&D and innovation processes which are concealed inside the 

company previously are increasingly opened to outside the company. How to utilize 

external sources in order to accomplish continuous innovations through 

collaboration is becoming vital success factor for most of the companies.  

Despite of the importance of innovation through an inter-firm cooperation process, 

there are various barriers in cooperation between partner companies. Especially, 

for high-tech companies which should lead technological innovation, inter-

organizational cooperation management capabilities are recognized as the vital 

factors to be competitive in a current business environment.  

However, the barriers in inter-firm cooperation in industry 4.0 circumstance are not 

deeply investigated with empirical researches in a perspective of leading high-tech 

company. Thus, it is required to identify the key challenges of cooperation in inter-

organizational relationship, and to investigate how to overcome these challenges 

based on the empirical researches.  

 

1.3 Purpose 

The main purpose of this research is,  

to develop the structured framework of organizational challenge management in an 

inter-organizational innovation project. In order to achieve this goal, the key 

organizational challenges in cooperation with partner companies are defined, and 

challenged management programs and activities are analysed based on the 

framework developed in this research.  
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1.4 Research questions 

In order to achieve the research purpose introduced in the previous section, 2 main 

research questions are developed.  

Q1. What are the key organizational challenges in cooperating with partner 

companies in open Innovation? 

Q2. How these challenges can be managed to lead the collaborative innovation 

successfully?  

The first question aims to identify the key challenges and root causes of them in a 

cooperating between partner companies in a process of innovation activities. In 

order to answer this question, the types of partner companies are defined firstly, 

and distinctive issues of each types of partner relationship in different contexts are 

discussed with empirical researches. 

The second question is main focusing on how to minimize these obstacles in 

cooperating with partner companies. Based on the root cause analysis of each 

challenges and case studies, the systemic way of overcoming these challenges will 

be discussed. 

 

1.5. Delimitation 

The research is delimited to discuss the organizational challenges of collaborative 

innovation in an inter-firm relationship. More explicitly, this implies exploring 

organizational challenges and capabilities required to deal with the tensions 

between competition and cooperation between partner companies. In this context, 

this thesis focuses more on individual and organizational level within the system 

perspectives of industrial management, not on industrial level. Also, the challenges 

regarding intra-organizational issues and legal/policy issues in the innovation 

process are delimited if they are not directly affecting the inter-organizational 

contexts. 

Secondly, the respondents of interviews and target companies of observation in this 

research are limited to the Samsung Electronics and its partner companies mainly 

located in South Korea. It denotes that empirical findings and analysis based on 

them can be biased to regional specific characteristics including business culture 

and regulations of South Korea. In order to minimize these issues, additional 
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studies and adjustments should be conducted, and it will be evaluated and 

discussed in the method chapter.   

Lastly, partnership companies are categorized based on the partnership types of 

Samsung Electronics, and key organizational challenges, root causes and 

managing program of them are investigated based on the case study on them. Main 

types of partner companies are technological suppliers, cooperating competitors in 

high-tech industry and related industries. It means other type of partners such as 

governmental institutes, university, and B2B customer companies are excluded in 

this research, because those types of partner companies have different 

characteristics to combine in a same framework. This delimitation issue will be 

discussed more deeply in the chapter 5.1 Types of partner relationships in 

Samsung Electronics.  

 

1.6. Contribution 

This study follows a gap-filling approach and utilize the qualitative research 

approach to develop a structured framework of challenge management in 

collaborative innovation in an inter-organizational relationship. This research 

elaborated on the previous literatures of open innovation, coopetition, 

organizational challenges and challenge management theories related to open 

innovation processes. Previous researches have developed in each perspective of 

industrial management, however, there was no well-structured framework which 

explains the root causes of these challenges and how these challenges are 

managed based on the business cases. In addition, by investigating the 

collaborative innovation cases of leading high-tech companies mainly conducted in 

South Korea, it is believed to provide unconventional point of views comparing to 

other master thesis conducted in KTH.  

Furthermore, in a practical aspect, this research could support managers engaged 

in a collaborative innovation project with partner companies to minimize 

organizational conflicts and lead the innovation more successful way. By providing 

results of interviews, observations, and analysis on them, managers of case 

company could have more structured views on the organizational challenges in their 

collaborative innovation process. Also, by enhancing their challenge current 

management programs, the cooperation process can be more efficient and final 

result of cooperative innovation is expected to be more successful.  
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2. Literature review  

In this chapter, academic foundation of the research is presented in 4 categories. 

Firstly, the major challenges in open innovation are examined mainly focusing on 

the inter-organizational context. Secondly, the competition-cooperation paradox 

between partner companies is introduced based on the conceptual framework 

developed by previous researches. Thirdly, the cooperative innovation theories are 

discussed in order to provide comprehensive answers for the research questions 

on developing capacities and solutions for cooperative innovation in inter-firm 

context. Lastly, the challenge management programs in open innovation arena are 

discussed in 2 major perspectives: firm and interfacing. Based on the theories and 

frameworks introduced in this section, the theoretical framework utilized in this 

study is presented.  

 

2.1 Open Innovation in inter-organizational level 

Open innovation is a term which Henry Chesbrough coined in his book, “Open 

innovation: The new imperative for creating and profiting from technology” (2003, 

HBS press). It is a new paradigm that assumes that meaningful business insights 

might come from both outside and inside of the company, and can also affect 

market both from inside and outside of the company as well. The concept of open 

innovation has been expanded and evolved by various researches conducted in 

different perspectives, leading to valuable business insights into how firms utilize 

outflow of knowledge to develop new market for external innovation and inflows of 

knowledge to promote internal innovation (Chesbrough 2006).  

Different perspectives of open innovation can be organized within 5 distinctive 

aspects based on the framework suggested by Chesbrough and Bogers (2014); 

Intra-organizational, organizational, extra-organizational, inter-organizational, and 

industrial innovation system. Even though every perspective of open innovation is 

interconnected closely, the inter-organizational level is selected as the key focus of 

this research, and other perspective such as regional context or intra-organizational 

culture will be discussed as additional consideration.  

In an inter-organizational perspective of open innovation, researchers mainly focus 

the way the companies integrate and manage the external relations into their 

strategy over time. In this perspective, there are various type of ties exist between 

companies in a cooperative context from deep to wide (Simard and West, 2006). 

Deep ties are useful when a certain company tries to capitalize on its internal 
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resources. On the other hand, wide ties help a company to find new technologies 

and markets. Deep tie focuses mainly on exploitation of current technologies, but 

wide ties provides opportunities to explore upcoming technologies. Companies 

required to combine both deep and wide ties to lead their innovation activities to be 

successful from their external relations (Uzzi and Gillespie, 1999). 

Inter-organizational relation building and managing external networks are vital 

dimension of open innovation. Open innovation framework implicitly presented that 

the insourced external ideas can contribute to the current businesses, and also 

internal ideas opened to the market through external channels can create additional 

values (Chesbrough, 2004). Especially, in case companies are dependent on other 

external companies or other organizations for their supply of new technologies, 

managing external networks should be emphasized to lead the successful open 

innovation. The previous researches on key challenges in inter-organizational 

relationship are discussed more deeply in 2.2 Organizational challenges in open 

innovation, and researches on challenge management are presented in 2.4 

Challenges management in open innovation.  

 

2.2 Organizational challenges in open innovation 

Open innovation assumes that ideas and knowledge can be generated outside and 

inside the company, and they also can be transferred to the market from outside 

and inside of the company as well (HBS press, 2003). Despites of its beneficial 

effects on encouraging technological innovation, this openness also can cause 

potential organizational challenges in managing innovation, especially in a 

collaborating environment. In the literature “Open Innovation - Organizational 

challenges of a new paradigm of innovation management” (2011), Rodríguez and 

Lorenzo, analysed the key challenges that arise from the open innovation model. 

They adopted an analytical framework which categorize the key challenges which 

emerge from the open innovation concept in two main perspectives; Coordination 

challenge and incentive challenge (Rodriguez and Lorenzo, 2011). 

Coordination Challenges 

A coordination indicates not only the mechanisms of inter-relation between 

organizations, but also the searching ideas and knowledge for carry out the 

innovation activities. In this context, firms that try to implement an open innovation 

system might face several problems related with coordination such as networking, 

divergence, and searching.  
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The first coordination challenge in open innovation is a problem of networking. The 

coordination tasks are becoming complex in case an open innovation is operated 

through the collaboration of various partner companies. Openness might increase 

the costs of the innovation task because of the increasing number of stakeholders 

(Greenstein, 1996), and inefficient coordination can decrease the value of 

innovation not only for companies engaged in innovation process but for customers 

and society as well.   

The second coordination challenge in open innovation is a divergence problem 

(Almirall and Casadesus, 2010). The partner companies including technological 

suppliers and platform providers are expected to pursue the maximization of their 

own benefits. The interests of different entities cannot be perfectly aligned in the 

innovation process, and Almirall and Casadesus (2010) pointed out that this 

misalignment can generate cost of divergence inevitably.   

The third coordination challenge of open innovation is the problem of searching 

valuable external sources. The cost of searching ideas and knowledge outside the 

company can be very high due to the increasing complexity of innovation process 

and multiple stakeholders in the process of cooperative innovation. Furthermore, 

this searching cost of open innovation is not clear enough at the first stage of the 

innovation, and potential cost from partner companies can be included later in the 

process of cooperative innovation (Almirall and Casadesus, 2010). 

Incentive Challenges 

Incentive challenges of open innovation are arisen from opportunism of partner 

companies which participate in the innovation process (Almirall and Casadesus, 

2010). Direct and indirect incentive can affect the whole process of cooperative 

innovation from the idea generation to commercialization, so it should be managed 

carefully in open innovation (Rodriguez and Lorenzo, 2011).  

The first incentive challenge in open innovation is the problem of revelation. Most 

of the Ideas and knowledge possessed by a certain company should not be 

revealed entirely to collaborating companies or market without proper 

compensation. If the valuable confidential information is transferred into the market, 

the company would lose its economic value making it difficult to recover. In a 

process of collaborative innovation, the risk of intentional or unintentional revelation 

of valuable information from partner companies caused by their own incentive can 

obstruct cooperation between companies.  
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The second incentive challenge in open innovation comes from the problem of team 

production. In a cooperative project conducted by multiple companies, it is difficult 

to compare each firm’s contribution to the final result of innovation. Some of the 

participants may not carry out appropriate level of effort in their responsibility, and 

the final quality of cooperative work can be decreased. Therefore, there should be 

proper incentive management system in order to prevent from these free riders in 

cooperation between companies.  

The third challenge in open innovation comes from exploitation problem. In open 

innovation environment, the strength of intellectual property can be damaged by the 

technological sharing on the result of innovative work, and this risk affects the 

incentives to invest. (David and Greenstein, 1990). Furthermore, in case that a 

small supplier cooperates with a big company in an innovation project, the 

companies has to be assured of that the ideas and technologies are well protected 

because of imitation issues.  

 

2.3 Competition-Cooperation paradox 

Most of the inter-organizational relationships in an open innovation process involve 

the simultaneous pursuit of cooperation and competition (Gnyawali & Madhavan, 

2001). In this relationship, there exist a fundamental paradox that each participant 

with its own distinctive identities, goals, and motives aims to create common value 

and also maximize private benefits as well. This paradoxical relationship, which is 

referred to as “Coopetition” (Brandenburger & Nalebuff, 1996), is becoming more 

common as the business complexity increases and industrial boundaries are 

becoming blurred. Especially, in case a company engages in cooperation with a 

rival company in the same industry, the paradox of coopetition becomes more 

prominent.  

Raza-Ullah and Bengtsson explored the nature of the coopetition paradox and 

tension in the coopetition relationship at multiple levels including individual, 

organizational, and inter-organizational levels (Raza-Ullah and Bengtsson, 2014). 

Figure 1 shows the conceptual framework of this paradox lens. The coopetition 

context such as industrial, relational and firm-specific factors drives coopetition 

paradox encouraging competing companies to cooperate or cooperating 

companies to compete. The tension in coopetition contains both negative and 

positive emotions, which are defined as “emotional ambivalence” (Fong, 2006). This 

emotional ambivalence can be developed both in individual and inter-organizational 

relationships, and it is explain that the intensity and persistency of this ambivalence 

are dependent on the cooperation context.   
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Figure 1: A model of the coopetition paradox and tension (Raza-Ullah et al., 2014) 

Furthermore, in the literature “The competition-cooperation paradox in inter-firm 

relationships” (Gnyawali et al., 2016), the researchers developed a conceptual 

framework which emphasizes the importance of paradox management capabilities. 

Figure 2 illustrates the conceptual paradox model of coopetition developed in this 

literature.  

 

Figure 2: A conceptual model of paradox in coopetition (Gnyawali et al., 2016) 

This model explains that the paradoxical situations in coopetition is driven by 

dualities and contradictions, the critical sources of “felt tension.” Felt tension can be 

defined as the cognitive stress of organization which consists of strain and conflict. 

It explains that a certain degree of felt tension inevitably exists in all inter-

organizational relationship, because dualities in the paradoxical situation generate 

strain in the cooperative relationship and the contradictions lead to conflict. This felt 
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tension can be managed at a reasonable level by developing paradox management 

competencies, including analytical capability and executional capability, and it will 

improve the performance of the collaborative work.  

 

2.4 Challenge management in open innovation  
 

Cooperating with partner companies to obtain external knowledge is an attractive 

alternative for organizations pursuing technological innovation. In this context, the 

increasing acceptance of the open innovation concept has resulted in the 

emergence of new challenges in the managing innovation processes. In the 

previous literatures on the management of challenges in open innovation, two main 

streams were discerned; the company perspective and the interface between 

companies.  

Challenge management in the firm perspective  

Most of the literatures emphasizes that inter-firm cooperation is a good way of 

motivating creative individuals and organizations, however, open innovation also 

brings new challenges which should be managed.  

Herzog claimed that the degree of openness of a company is determined by the 

organizational culture (Herzog, 2008), thus cultural transformation is crucial for 

innovation activities (Slowinski et al., 2009). It is also argued that building a risk-

taking culture is required in an open innovation (Herzog, 2008), and driving 

innovation encouraging culture is the main responsibility of managers who take part 

in the innovation process (Slowinski et al., 2009).  

It is argued that providing clear incentive from the result of innovation can 

encourage cooperation between organizations (Slowinski et al., 2009). However, 

financial incentives are not enough to lead participants to actively cooperate (Füller, 

Matzler & Hoppe, 2008), but building an atmosphere of strong trust, altruism and 

providing space for creativity can be more effective to support open innovation 

culture (Bughin, Chui & Johnson, 2008). 

Mann and Kumar argued that there should be a strong government and control 

management system when engaging in an open innovation with inter-organizational 

relationship (Mann and Kumar, 2009). They claimed that weak control or hands-off 

management style are generally not appropriate for open innovation process, and 

introducing controlling mechanisms into the innovation process improves the output 

of the collaborative work (Mann and Kumar, 2009). 

 

Challenge management in the interface perspective  
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In an open innovation process of inter-firm relationship, managerial challenges are 

emerging linked to the interfacing with other parties (Harryson, 2008). Previous 

researches on open innovation has investigated these management challenges in 

the perspective of interfacing, and they can be determined in 3 categories; enlisting 

internal experts, selecting the right problems, formulating the problems (Ollila and 

Elmqiust, 2011). First of all, it is difficult to lead internal scientists to take part in 

innovation intermediary overcoming reluctance of collaboration. Secondly, 

selecting the right problems which can be solved in a collaboration of external 

partners can be challenging because the result of innovation can be revealed 

outside of the company. Thirdly, formulating problems in order to enable new 

solutions from the innovation can be challenging (Sieg, Wallin & Von Krogh, 2010). 

Furthermore, management challenges in interface perspectives also emerges when 

a company collaborate with communities, which defined by West and Lakhani (2008) 

as an association of voluntary actors, united by a shared instrumental aim. Fitcher 

argued that managers can utilize innovation communities in order to encourage 

ideas in the innovation processes (Fichter, 2009), and balancing control and growth 

of community can be managerial challenges of open innovation (Dahlander, 

Fredriksen & Rullani, 2008). 

 

Managerial Challenges of an Open Innovation 

In the previous literature, “Exploring challenges at the interfaces of an open 

innovation arena (Ollila and Elmqiust, 2011),” the researchers discussed the 3 types 

of challenges in managing open innovation based on the case of Swedish vehicle 

safety companies cooperates with partners in diverse industry: 1) in relation to the 

interface with partners, 2) to the collaboration among partners, 3) to the role of the 

innovation area itself. (Ollila and Elmqiust, 2011) 

The first type of innovation management challenges is associated with the 

collaboration among the partner organizations, including the difference of goals, 

purposes and motivations for participants. Ollila and Elmquist argued that providing 

clear incentives and motives can be vital factors in managing open innovation (Ollila 

and Elmqiust, 2011). Even though companies are engaged in open innovation 

process as peers to cooperate with, but the result of various studies indicated that 

they act opportunistically (Ollila and Elmqiust, 2011). The researchers argued that 

the innovation culture of an open innovation should be addressed by project 

managers.  

The second type of management challenges comes from competition between the 

participants in the open innovation arena. The individuals working at the innovation 

arena might have their own organization which they are employed, and it is 

important to manage cooperation-competition balance in open innovation process. 

The previous researches indicated that aligned processes between partners are 
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critical to overcome administrative obstacles in open innovation process (Fitchter, 

2009).  

The third type of management challenges is connected to the innovation project 

itself. For participants of the collaborative project, understanding the concept and 

system of arena is crucial not to make sense of it based on their experiences in 

their own organizations. Therefore, the management of open innovation project 

should provide clear image of organization regarding expectations of processes and 

routines supporting the daily works (Chantenier et al., 2009).  

 

2.5 Theoretical foundation 

The theoretical framework is utilized in the empirical part of this study and aims to 

combine different aspects of the theoretical topics covered in the literature review. 

Figure 3 depicts the different theoretical blocks covered in the literature review.  

 

 

Figure 3: The theoretical foundation building approach in the research 

The key points discussed in inter-organizational aspects of open innovation and 

cooperation-competition paradox in partnership relationship are applied to build up 

a context for understanding the empirical part of the research. Especially, the 

conceptual model illustrated at Figure 2 inspired to develop framework of challenge 

management in inter-organizational context.  
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The organizational challenges of in open innovation are defined based on the 

frameworks and theories mentioned in section 2.2, and challenge management of 

inter-firm relationship of 2.4 provided theoretical foundation to discuss the 

collaborative innovation of companies. The main purpose of this theoretical 

framework is to present more structured overview of the literature foundation of this 

study, the lens through which our empirics and findings are being analysed in a 

later step. 
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3. Method 

This chapter provides an overview of the chosen methods in this research in order 

to gather the empirical findings necessary to achieve the purpose of this thesis. 

Methodological choices in this research are thoroughly described and evaluated 

upon their appropriateness. Furthermore, research qualities are outlined in this 

chapter in a perspective of validity, reliability, generalizability, credibility, ethics, and 

source criticism. 

 

3.1 Research strategy 

In this section, the research paradigm and approach which utilized in this study are 

discussed with theoretical foundations along with the reasons why they are adopted.  

First of all, this research has followed the interpretivist paradigm, because the main 

scope of this study is exploring and extending the current literatures not validating 

the research subject selected. According to the Collis and Hussey, the interpretivist 

paradigm can be described as “rests on the assumption that social realities are in 

our minds and are subjective and multiple (Collis and Hussey, 2009).” The 

interpretivist paradigm has been utilized as a philosophical foundation of this 

research, and it guided to focus on producing qualitative data. The insights obtained 

from the qualitative data gather from interviews and observations in this research 

are analysed and interpreted to be aligned with the academic theories introduced 

in the chapter 2. Literature reviews.  

Secondly, there are two approaches in the thesis researches, qualitative and 

quantitative approaches, and a qualitative approach is primarily utilized in this 

research. In the quantitative approach, the numerical data gathered from empirical 

research are mainly analysed to achieve the goal of the research, whist a qualitative 

approach focuses the meaning and context of social problems. This research 

follows a qualitative approach by collecting and analysing qualitative data gathered 

from semi-structured interviews and observations, because qualitative data might 

appropriate to explore the key challenges in collaborative innovation, which is the 

key subject of this research. Qualitative research is described as observing things 

in their natural setting and interpreting phenomena in terms of meaning people offer 

to them (Denzin and Lincoln, 2011), and the understanding of context are prioritized 

over numbers and hard data (Blomkvist & Hallin, 2014). As the purpose of this study 

is to research the nature of business phenomena in a narrow context, the qualitative 

approach was considered as an appropriate method. 
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Thirdly, an abductive approach was mainly utilized throughout the whole process of 

research work among three main approaches in a perspective of logical reasoning: 

deductive, inductive and abductive approaches. The inductive approach is usually 

adopted when the empirical context finding comes first and develop exploration of 

theories in a later stage. On the other hand, the deductive one does the opposite 

and it takes its onset in theory and uses empirical data to verify this. A combination 

of the two is called abductive approach, alternating back and forth between the two, 

such as formulating a hypothesis inductively and then pursing it deductively.  

The main reason of using abductive approach is the lack of scientific hypothesis 

and established theoretical model within this area. Considering the main purpose 

of this research, development of a structured framework of organizational challenge 

management model in collaborative innovation, the framework should be developed 

and refined by empirical findings and analysis. Therefore, the conceptual framework 

is developed based on the previous researches at the first, and the structured 

challenge management framework are developed and refined based on the 

empirical research. More detailed approach and design of research is discussed in 

the following sections.  

 

3.2 Research design 
 

In this section, the major methods of this research will be discussed, and Figure 4 

illustrates the research plan and main activities of each components   
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Figure 4: The approach of the research 

 

This research starts with developing the conceptual research framework which 

utilized in empirical data collection. In this stage, the research boundary such as 

types of partner companies and challenge level are determined with theoretical 

foundation discussed in the previous chapters, and the structured view of 

researcher is presented in this conceptual framework.  

In the data collection section, the methodologies which used in the research are 

introduced with their detailed information such as respondents list. The detailed 

data analysis methodology will be followed to discuss the way of data codification 

and major issues in it. Next, the research quality of this project will be discussed in 

a perspective of validity, reliability, and generalisability. Finally, the major ethical 

issues of this research are introduced and discussed in this section. 

 

3.3 Conceptual research framework 

In order to analyse the organizational challenges of inter-firm relationship in a 

systematic way, the research framework which illustrated as Figure 5 was 

developed.  
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Figure 5: The conceptual research framework on the challenge management 

First of all, the types of partner companies in open innovation are defined. Samsung 

Electronics cooperates with a wide range of companies in diverse industries having 

numerous partners. There exist various types of inter-organizational relationships 

such as suppliers, competitors in the same or different industries, and R&D 

institutes including universities. Furthermore, relationship between governmental 

organization also can be important in innovation process. It is expected that each 

type of partnership possesses the distinctive challenges with its context of 

relationship, hence it is required to define types of partner company before 

investigate the challenges of them. Also, the type of partner company which mainly 

investigated in this research are defined at the first stage of analysis in order to 

focus on key challenges of collaborative innovation process of Samsung Electronics.  

Secondly, key organizational challenges are examined mainly through interviews 

with employees of Samsung Electronics and employees of its partner companies. 

In the analysis part, the phenomenon which found in an inter-organizational 

relationship between companies are mainly focused, and the root causes of them 

are discussed on the discussion chapters. At the first, the challenges discussed in 

the previous researches are mainly focussed, and it is tried to identify additional 

challenges through the empirical findings.  

Lastly, how to manage organizational challenge in an inter-organizational 

relationship was discussed based on the analysis of challenge management 

activities in SE. The challenge management program and tools within Samsung 

Electronics are examined, and opportunities to enhance them are suggested based 

on the empirical finding and theories discussed in the previous chapter.   

 

3.4 Data collection 

The data collection of the empiric part of this report aims to collect primary 

information on the focal topics of the report, such as open innovation, inter-firm 

cooperation, coopetition, and organizational challenges. Qualitative data, data that 

is not presented in the form of numbers and have multiple dimensions (Punch 1998; 

Gläser & Laudel, 2013), can be collected through interviews and observations.  
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3.4.1 Semi-structured interview 

Interviews are suitable when there is an interest in developing a deeper 

understanding of a phenomenon (Blomkvist & Hallin, 2015). The data collected for 

this research were collected through qualitative, semi-structured interviews with 

relevant companies.  

In advance to contact with employees of Samsung Electronics and its partner 

companies, three pre-interviews are conducted with consultants having expertise 

on ICT industry and open innovation process. Based on the findings and insights 

from these interviews, it is believed that the questionnaires of semi-structured 

interviews have become more clearer aligning with the main purpose of this project. 

Furthermore, it was also beneficial in the research analysis by broadening and 

deepening the understanding of researcher on the issues of responding companies.  

Most of the interview questions were open-ended questions. The answers were 

extracted and categorized under thematic categories, recorded during the 

interviews, and interpreted while and after the interviews. Most of the interviews 

were conducted in Korean, and the expected issues regarding data interpretation 

are discussed in the data quality part. The interview outline and questions followed 

a topic-specific structure as listed below. More comprehensive outline of the 

interview will be found in the Appendix.  

• Inter-firm Cooperation 

‒ Questions on the inter-firm relationship type that interviewees having 

‒ Questions on the innovation process that interviewees are participating 

 

• Organizational Challenges  

‒ Questions on the challenges of collaborating with partner companies in 

innovation work 

‒ Questions on the main causes of organizational challenges  

 

• Challenge management  

‒ Questions on how they manage challenges in inter-firm cooperation 

‒ Questions on what should be changed to improve inter-firm cooperation 

 

For each interview question, following up sub-questions and probing questions 

were used to make sure nothing was misunderstood or lacked replies (Blomkvist & 

Hallin, 2015). In addition to conducting interviews, secondary sources were used to 
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collect comparable information for a case study that is used as a reference case for 

information from the primary sources. 

 

3.4.2 Selection of respondents 

Respondents of semi-structured interviews were selected according to the 

parameters of delimitation previously stated. Employees of Samsung Electronics in 

different various division and position were selected first, and employees of partner 

companies which cooperate with SE were selected. Employee of Samsung 

Electronics headquarter located in South Korea are mainly selected, but some of 

employees are also selected in order to analyse cultural differences as well.  

High-level managers and directors were mainly targeted for the interviews, because 

the organizational challenges of open innovation in inter-firm relationship are mostly 

managerial problem. All the respondents have experience in a certain type of 

cooperative projects with partner companies, and some partner companies are 

selected among the start-up companies which participated one of the partners 

supporting program of Samsung Electronics.  

The differences in job titles such as HR manager, partners manager, and technical 

engineer, add to the nuances of the insights and evidently to the variance in 

situations that our analysis could apply in. The sample size, 22 interviews in total, 

is somewhat small to draw comprehensive conclusions, however, it serves to notice 

a meaningful patterns and similarities in the way that the respondents operate. Also, 

it is believed that it could provide insightful suggestion and note what would require 

additional in-depth analysis. Table 1 introduces the conducted interviews by the 

company type, position, and interview types. The partner companies and 

respondents have been left anonymous for their request.  
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Table 1: The list of the respondents of the semi-structured interviews 

 

3.4.3 Observation 
 

Participation observation was conducted as a tool of empirical data gathering in this 

research. These observations were gathered from time spent at the site of 

collaborating company located in South Korea mainly by participating meetings 

between partner companies. The result of observation has been reflected and 

applied to the analysis part of this research along with the result of semi-structured 

interviews. The observations have been a complementary method utilized to obtain 

insights and understanding of the case company providing opportunities to observe 

deeper side of phenomena. Finding and insights from the observations are 

explained in the Chapter 5. Result and analysis combined with result or interviews. 

The gathered data from the observation can be limited because the researcher 

could participate as an observer in two meetings of cooperating projects of case 
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company. Also, it was impossible to join the meeting deals with confidential 

information or critical issues of them, and it infers that organization challenges of 

them can be hidden in those meetings. Even though, it is considered that the 

tensions and causes of potential challenges can be observed through these 

processes providing meaningful insights for the purpose of the research.  

The first observation was conducted on the meeting of Samsung Electronics and a 

start-up company takes part in the program of Creative Lab, which will be introduced 

in an analysis chapter as a representative ecosystem building program of Samsung 

Electronics. 7 members are participated in a purpose of developing project scope, 

timeline and key milestones of the project.  

 

Table 2: The list of the members in an observation 1 

The second observation was conducted on the meeting of Samsung Electronics 

and supplier companies of SE pursuing to implement innovative system in their 

production process. 8 members are participated in a purpose of sharing the 

information regarding project progress and checking the main issues of each 

participants.  

Observation 1

No Company Region Position

1 Samsung South Korea Technical Mgr

2 Samsung South Korea New business Mgr

3 Samsung South Korea HR Manager

4 Samsung South Korea Partner Mgr

5 Partner A South Korea Director

6 Partner A South Korea Technical Manager

7 Partner A South Korea Associate

Participants

Observation Date 10:00-12:00, Apr 24, 2019

Location Meeting room 201, Samsung Electornics, Suwon

Main Agenda Defining the scope of projects, timeplan and key milestones
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Table 3: The list of the members in an observation 2 

The results from the observations have unsystematically gathered and expected to 

have relatively low validity considering the repeatability of data (Denscombe, 2017). 

Therefore, findings and insights from the observation are utilized very selectively in 

developing arguments not on building a foundation of the framework.  

 

3.4.4 Data analysis 

In a qualitative research, collected data through semi-structured interviews should 

be processed and analysed from their original state in order to derive the meaningful 

insights and conclusion (Denscombe, 2009). As a process of data analysis, the five-

stepwise method were suggested by Denscombe (2009), which composed of steps 

of preparation, familiarization, interpretation, verification and presentation, and this 

approach was utilized in this study.  

In the first step of preparation, all the interview notes and recordings were 

documented and organized in a systemic way. By utilizing identification tag, data 

gathered from interviews were categorized by key subjects aligned with previous 

literature studies. In the second step of familiarization, every result of interview was 

thoroughly examined according to the key research questions. By comparing the 

answers from different interviewees having their own distinctive background, and 

meaningful insights and deeper understanding on the subjects can be obtained. In 

the third step of interpretation, the collected data were codified into 5 labels and 18 

sub-labels. This codification enabled to derive general meaning of collected data 

and to determine key challenges of each partner types. In the fourth step of 

Observation 2

No Company Region Position

1 Samsung South Korea Biz Dev. Mgr

2 Samsung South Korea Business Mgr

3 Partner B South Korea New business Mgr

4 Partner B South Korea Product Mgr

5 Partner C South Korea Director

6 Partner D South Korea Director

7 Partner D South Korea Technical manager

8 Partner E South Korea Director

Participants

Observation Date 14:00-16:00, Apr 26, 2019

Location Meeting room 204, Samsung Electornics, Suwon

Main Agenda Sharing the progress of project checking main issues of each participant
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verification, the information obtained by interviews were cross checked and verified 

by comparing them with different sources. In the last step of presentation, the 

conclusion of analysis is presented aligned with the knowledge obtained by 

literature reviews.  

 

3.5 Research quality 

In a research of academic purpose, critical thinking means explaining, interpreting 

and aspiring to understand the deeper significance of what is being criticised or 

critically reviewed (Blomkvist & Hallin, 2015). Having a critical attitude in every 

source including primary and secondary ones is highly expected in scientific writing 

and recognised as ethically correct. The research quality can be discussed in many 

different ways, and Collis and Hussey (2014) defined validity, reliability and 

generalisability as the most critical factors in evaluating the quality of the research. 

Also, the source criticism for this research is followed in this section.  

 

3.5.1 Validity 

The validity in academic research mean whether the research truly measures which 

was intended to and how accurate the research results are (Golafshani, 2003). It 

means that validity assesses whether the research is studying what it intends to 

study. One of the common validity issues found in the research interviews is 

resulted by the different understanding between interviewers and interviewees. 

For example, if the interview questions are not clear enough, it could be difficult to 

measure what the interviewer intends them to measure. It means that the validity of 

the interview is highly related to the structure and documentation. To minimise this 

issue, interview questions were developed collectively to ensure a single approach 

to every interview, and interviewer tried to discuss the main purpose of the 

questions deeply to avoid the misunderstanding.  

Another potential validity issue can be come from the interpretation of the interview 

answers. In summarising and patterning the interview result, the original meaning 

of interviewee can be distorted. Also, permission to record the interview was always 

asked for before the interview, however, some of them rejected and some of the 

interviews were failed to be recorded with a technical issue.  
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Especially, most of the interviews and observation are conducted in Korean and the 

findings of them are translated into English by researcher. In this context, ‘correct’ 

interpretation is crucial to guarantee the validity level of the research (Harrington 

and Turner, 2001), and subtle differences in the meaning of two languages might 

change the result of findings. To minimize this risk, researcher tried to reconfirm the 

meaning of the answers in English when it was not clear enough, and tried to use 

both languages when the meaning of words having subtle different nuances.  

 

3.5.2 Reliability 

Reliability refers to “the accuracy and precision of the measurements and the 

absence of differences if the research were repeated” (Collis & Hussey, 2014). It 

means that the research is expected to generate the same results if it would be 

repeated by other people. The reliability of the interviews can be determined from 

the consistency of the answers to same questions. Therefore, the size and the 

quality of the interview candidate are substantial to have reliable research results. 

However, because of the limitation in timeline and resources, a certain level of 

compromise in a number of interviewees were inevitable, and 22 interviews were 

conducted in the research. 

Based on the framework introduced in Chapter 4.2, interview candidates are 

segmented in each type to find more reliable patterns. Also, the interviews were 

conducted with employees having proper background and skills in relevant function 

in their respective companies. 

 

3.5.3 Generalization 

In this research, most of the interviewees are employees of Samsung Electronics 

and partner companies which cooperate with them. The key purpose of this 

research is to identify the key challenges in cooperate with partner companies, and 

there might be a risk that biases of respondents can result in generalization problem. 

For example, some important challenges in collaborative innovation can be trivial 

issues for electronics companies, and there can be common biases only count on 

companies in in South Korea.  

To minimise these issues, generalisability is considered from framework 

development to data collection and analysis. The framework utilised in this research 

was developed not just for the high-tech industry but for the general industry, and it 
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is adjusted into high-tech industry for the analysis. Also, we interviewed experts in 

other industry such as telecommunication company in order to get balanced opinion 

from outside the high-tech industry. 

 

3.5.4 Source criticism  

The literature study of this research has conducted in 3 types of sources: academic 

articles, books, and annual reports from the companies. The reliability and 

credibility of data might differ Depending on the types of literatures, and that is why 

sources of them should be evaluated whether their opinions have any particular 

intentions or agenda. In this research, only data from highly credible literatures were 

utilized excluding biased or doubtful opinions.  

The main basis of the literature reviews of this research are academic articles. They 

have been accessed in order to build theoretical foundation of this study regarding 

on the research questions. In particular, articles published in conference papers 

might have lower quality, therefore peer-reviewed articles were mainly utilized in 

order to ensure adequate quality. Books are also used to provide holistic view of 

critical concepts of some theories such as open innovation or coopetition. It is 

believed that books also have enough reliability and credibility as academic articles 

if they have been reviewed before published.  

Annual reports from the companies and reports form the consulting firms might have 

less credibility comparing to academic reports or published books. There is a certain 

level of risks that they are biased according to the interest of writers, and it is difficult 

to ensure the quality of the information. Therefore, triangulation study between 

these reports and articles were used to ensure the validity of the report, and some 

information are discarded if the quality of the information can not be guaranteed.  

 

3.6 Research ethics 

This study takes considered ethical aspects of the research. When collecting 

empirical data through interviews and observation the ethical aspects were strictly 

reviewed in order to obey ethical principles including non-malfeasance and 

beneficence. The perspective of plagiarism and fabrication are strictly considered 

trying to follow a general guideline of citations and references. The purpose of 

interviews was clearly informed to interview respondents and the results of them 

were only used accordingly. 
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This study conducted in conjunction with Samsung Electronics, and confidentiality 

has been strictly respected in the research process. All the data used in this 

research are carefully managed, and sensitive information or knowledge dealt in 

this study are excluded from this report or modified based on the discussion with 

supervisors of Samsung Electronics. Also, this research followed the general rules 

of conduct in Samsung and an NDA (Non-disclosure agreement) was signed at the 

first stage of this project. The purpose and method of the research are explained to 

all the respondents in advance the interviews, and anonymity of them has been 

carefully maintained. Also, the general guidelines of research ethics in KTH have 

been strictly followed. 
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4. Case Company: Samsung Electronics  

In this chapter, the collaborative company of this research, Samsung Electronics 

(SE) is introduced as a case company. At the first, the business departments of SE 

are presented with its simplified history. The organization and activities of SE which 

are related with its innovation are followed.  

4.1 Company overview 

Samsung Electronics (SE) is South Korea based information technology company 

which is one of the largest manufacturers of electronic components and 

semiconductors in the world. Established as a home appliances maker in 1969, SE 

has been expanded its business area into the information, telecommunication, 

healthcare, energy, and convenient services as well. The core businesses of SE 

are categorized in three business divisions. Figure 6 illustrates these three pillars 

of Samsung Electronics; CE (Consumer Electronics), IM (IT & Mobile 

Communications), and DS (Device Solutions). 

 

Figure 6: The Business Divisions in Samsung Electronics 

Basically, these three divisions carry out businesses independently to maximize 

their own competitive advantages. The consumer electronics division mainly 

manufactures visual display devices, digital appliances and medical equipment. 

The IT & mobile communications division focuses on smartphones, computers, and 

telecommunication network systems. The main businesses in device solutions 
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division are memory chips (DRAM, NAND flash, and System-on-Chips) and 

components for IT devices.  

 

4.2 Types of partners in Samsung Electronics 

 

 

Figure 7: The main types of partner companies of Samsung Electronics 

There exist various types of partnership in inter-organizational relationship in 

business. Figure 7 shows the typical types of partners, and most of the companies 

in high-tech industry are engaged in relationship with different companies in each 

type of partnership. In an open innovation environment, all of them can be a part of 

innovation process affecting the processes and result of the innovation. In order to 

lead the open innovation project successfully, it is important for management of 

innovation to understand key challenges in each type of relationships and manage 

them.  

Samsung Electronics also has enormous amount of inter-organizational 

relationship with hundreds of companies, institutes and communities all over the 

world which take part in innovation process of SE. The level of difficulty and 

importance in managing the challenges in them might differ along with the type of 
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relationship and the characteristics of innovation they participate. Open innovation 

collaboration types in Samsung Electronics can be divides in 4 distinctive 

categories: 1) Partnership, 2) Ventures, 3) Accelerators, 4) Acquisitions. 

Firstly, Partnership is defined as the collaboration between companies. This type of 

collaboration typically aims to develop new features or integrate within existing 

products and services. Secondly, Venture can be defined as the early investment 

on emerging start-ups or creative ideas of them. This investment enables for SE to 

access to new technologies which they can benefit from, and also can bring them 

revenue in case they are successfully exited. Accelerator provides emerging start-

ups with an innovate encouraging environments in order to support them to create 

new technologies. SE provides not only initial investment for start-ups, but also 

facilities to work in, some resources they need, consulting programs. The manager 

of SE insisted that the insights and ideas learned from this relationship could 

become a part of SE’s products over times, and these experiences also can be a 

valuable experience for the company. Lastly, Samsung also utilize acquisitions as 

a way of collaboration with start-ups in order to absorb their key technologies in 

case they expected to be the core of SE’s future businesses.  

This research aims to focus on the challenges of partner companies of Samsung 

Electronics such as suppliers and tech-based start-ups, competitor companies in 

the same or different industries, not on governmental agencies, scholar institutes 

or other communities. It is true that collaboration with non-profit organizations is 

crucial part of open innovation, however, the challenges in cooperating with them 

have different characteristics and require different perspectives to integrate in a 

same framework. Also, the collaboration relationship of partnership, ventures and 

accelerators are mainly focused not acquisition, because inter-organizational 

challenges in the process of acquisition are expected to have heterogeneous 

characteristics compared to other three types.  
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5. Result and Analysis 

In the current chapter, the key findings from the interviews and observation are 

blended together with the theories previously introduced. The results and the 

discussion of their implication will be presented in a research framework which is 

described in chapter 3.3. Based on this framework, the key partners of Samsung 

electronics, organizational challenges, and root causes of them will be analysed in 

this chapter.  

5.1 Key organizational challenges  

In this section, the key challenges and root causes of them are analysed based on 

the empirical findings from interviews and observation. Some of the challenges 

declared by interview respondents are main causes of other challenges, therefore 

they should be structured in a model of causality which illustrated in Figure 8.  

The components and factors identified in this organizational challenge model are 

developed and structured by data gathered through interviews and observations 

upon the theoretical foundation discussed in Chapter 2. Literature reviews. Each 

factor in this model are discussed in a following section, and the connection with 

theoretical foundation will be discussed as well.  

 

Figure 8: The model of organizational challenges and causes of them 
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5.1.1 Key causes of challenges  

Most common causes of organizational challenges in inter-organizational 

cooperation in innovation are categorized in 3 main categories. Imbalance, 

Uncertainty, and Misalignment.  

Throughout the interview processes, some of them are mentioned as an 

organizational challenge itself, but it is found that they usually acted as a main 

cause of other complex challenges in different levels. For example, imbalance of 

incentive between partner companies in an innovation project can be considered 

as a serious challenge to be managed by Samsung Electronics, but it also can act 

as primary cause of low motivation of internal participants or mistrust between 

external participants and employees in Samsung Electronics. It is difficult to 

separate challenges from main causes of them clearly, but based on the causality 

analysis of them, the crucial causes in collaborative innovation activities in 

Samsung Electronics which are mainly mentioned in empirical research are 

identified in this section.  

 

5.1.1.1 Imbalance 

The first key factor which determined to cause tensions and conflicts between 

organizations is imbalance. In an open innovation circumstance, there can be many 

different types of imbalance between participating companies and their employees, 

such as resources, competency, expected incentive, and potential risks.  

Most of respondents in partner companies of Samsung Electronics commonly 

indicated that imbalance of resource had obstructed the cooperation in every stages 

of cooperative innovation process.  

In this context, resource can include not only capital, human and infrastructure, but 

also intangible assets, business networks and various tangible and intangible 

assets within the companies which they can apply immediately when they are 

needed. As one of the largest global leading ICT company, Samsung Electronics 

has relative advantages over most of the partner companies in collaborative 

innovation projects, and it has acted as a main cause of some organizational 

challenges between companies.  

“Our affordable resources are quite limited compared to that of Samsung 

Electronics. Having a powerful partner is a great opportunity for us in pursuing 
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innovation, however, it is also a big threat for us in case they turn away from us.” 

(Respondent 12, Partner A)  

The imbalances of resources mainly generate individual and cultural challenges for 

both sides of companies; Resource sufficient side and insufficient side.  For a small 

company working with a large company such as Samsung, affluent resources can 

be a critical advantage in innovation process. However, there also exist risks such 

as the loss of technological ownership, in an open innovation environment, the 

strength of intellectual property can be damaged by the technological sharing on 

the result of innovative work, and this risk affects the incentives to invest (Davide 

and Greenstein, 1990). When a small supplier cooperates with a big company in an 

innovation project, the companies has to be assured of that the ideas and 

technologies are well protected because of imitation issues. However, even though 

the contracts are well established in a law, it is difficult to for small start-up 

companies to fight against the largest and influential high-tech company, especially 

in case they are relied on.  

On the other hand, for a resource sufficient side company such as Samsung, the 

relatively low level of resources and capabilities of partner companies sometimes 

give rise to mistrust and operational challenges.  

“We want to work together with them sharing knowledge and insight each other, 

however, some of partner companies are too protective regarding their technologies 

or just want to get our financial supports or interested to use our assets.” 

(Respondent 1, Samsung Electronics) 

For a sufficient company such as Samsung, it is difficult to work with small tech 

companies in an equal footing comparing to other large companies such as 

Ericsson or Apple, because of a huge gap of power and resource in order to lead 

the collaborative project efficiently. Furthermore, it is easy that insufficient company 

is becoming more and more dependent on the sufficient company, and sufficient 

company have to support them destroying the trust between them. The potential 

challenges expected from this imbalance will be discussed more in the next chapter.  

 

5.1.1.2 Uncertainty 

The second factor which causes organizational challenges between partner 

companies is Uncertainty or Unclearness. Uncertain roles, process and incentives 
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are pointed out by most repondents as a discouraging factor in a cooperative 

innovation projects in any stage of projects.  

“Most of the serious conflicts between companies arose from misunderstandings 

which can be avoided through transparent communication between project 

members” (Respondent 21, Consultant) 

At the initial stage of innovation process, it is difficult to define the clear role and 

responsibility of each entities. Furthermore, as the project progresses, the 

complexity of project can be increased by changing of the participants of innovation 

project, business environments, and technological advance. If the main roles and 

benefits from innovative projects are not clear enough, the level of motivation for 

cooperation might decrease.  

“It is natural to have a certain level of uncertainty, especially in an early stage of 

innovation. However, I believe continuous efforts to minimize unclearness through 

open discussion can effectively decrease unnecessary tension and conflicts.” 

(Respondent 4, Samsung Electronics) 

Especially, unclear benefit or value from the cooperative innovation are pointed out 

as a crucial factor for the conflicts in collaborative innovation projects. Even though 

companies are engaged in open innovation process as peers to cooperate with, the 

result of various studies indicated that they act opportunistically (Ollila and Elmqiust, 

2011). In this context, it is argued that providing clear incentives and motives for 

each individuals can be important factors in managing open innovation.  

Also, many respondents commonly commented that understanding the clear goal 

of their work is important to avoid unnecessary conflicts. Lichtenthaler et al. (2011) 

states that managers of innovation projects should communicate the innovation 

strategy and processes so as to increase motivation of individuals. Also, linking 

open innovation to company’s strategy is vital according to Slowinski et al. (2009). 

The clear purpose and strategy are closely linked to motivational factors such as 

recognition from management and other external parties.  

 

5.1.1.3 Misalignment 

The third type of causes which arose organizational challenges between partner 

companies is misalignment. Some of the respondents participated in a collaborative 

innovation project pointed out that misalignment of vision, goal, ownership and 

responsibility incurred conflicts and tensions between companies.  
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 “I believe the top ingredients of successful partnerships in open innovation is 

achieving alignment on vision with your partners, and roles and responsivities of 

each company should be clearly defined and well-aligned in a collaborative 

innovation project.” (Respondent 2, Samsung Electronics) 

The interests of different entities cannot be perfectly aligned in the innovation 

process, and Almirall and Casadesus (2010) pointed out that this misalignment can 

increase tension between participants inevitably. The partner companies including 

technological suppliers and platform providers are expected to pursue the 

maximization of their own benefits, and aligning the vision, goal and role of each 

participants is crucial in preventing organizational conflicts.  

 “Partner companies participating in a same project should share a common goal 

even though every participant pursues to maximize their own benefits.”  

(Respondents 15, Partner company C) 

Also, aligning the organization with operation systems or work processes in the 

project team such as reward systems and good communication is important to 

minimize the operational challenges.  

“When the drivers for the internal team and external parties not be aligned, then 

that can be a demotivating factor for the next innovation progress.” (Respondent 8, 

Samsung Electronics) 

 

5.1.2 Key organizational challenges 

Key organizational challenges founded in cooperative innovation activities of 

Samsung Electronics and its partner companies are identified in 2 different levels: 

Individual and operational levels. 

In an individual level, a low motivation for collaborative innovation and mistrust 

between participants are determined as main challenges in cooperation. In the 

operational level, coordination problems, incentive problems and communicational 

problems are identified as key challenges in cooperative innovation projects. The 

table 4 shows these five main challenges, and the legal and contractual level of 

challenges are excluded in this research and expects to be accessed by future 

researches mainly focussing on this aspect. In this section, these challenges are 

discussed and analysed with the empirical findings based on theoretical foundation 

built on the previous chapters.  
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Table 4: The main organizational challenges in SE 

 

5.1.2.1 Individual challenges  

Individual challenges of each participant act as obstacles in every phase of 

innovation process from partnership relationship building to finalizing stages. The 

low motivation for collaborative innovation and mistrust between participants are 

identified as key challenges in individual level by respondents of interviews who 

participated in the collaborative innovation project of SE.  

Low motivation for collaborative innovation 

Low motivation of each participant can be considered as a personal issue of 

individuals who participated in the project, but it can be generated and amplified by 

the circumstance of collaborative projects. Especially, unclear incentive and roles 

in the innovation project are pointed out as the main causes of low motivation by 

multiple respondents. Individual participants’ low motivation for collaborative 

innovation might decrease the quality of innovation activities, and it is key challenge 

should be managed by project leaders.  

Individual

Operational

Main Challenges Key Comments in interviews 

• “…even though individuals participating in an innovative 

project have great talents with good ideas, the results of 

projects were always not successful if they are not 

motivated enough.” 

• Imbalance

• Misalignment

• Uncertainty

Low motivation for
collaborative innovation

Mistrust
between participants

Coordination problems

Incentive problems

Communication /
Sharing Challenges

• “...open innovation needs to rely on trust between 

participants, …”

• “…I believe the outcome of the cooperative project are 

highly related to the level of trust between partners.” 

• “…People usually don’t want to adapt themselves to the 

new working processes” 

• “There are challenges in coordination of tasks between 

organizations in searching valuable ideas, knowledge 

outside, resources inside, and networking”

• “...I don’t believe in individual monetary incitements for 

open innovation, it is appreciation and recognition that is 

important to motivate people to work with open innovation”

• “…To lead an open innovation project successfully 

overcoming communicational obstacles, management 

should clarify open innovation strategy and information 

sharing rules in the team” 

1

2

3

4

5

A

B
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“Even though individuals participating in an innovative project have great talents 

with good ideas, the results of projects were always not successful if they are not 

motivated enough.” (Respondent 14, Partner company B)  

Herzog claimed that an inter-firm cooperation is a good way of motivating creative 

individuals and organizations, however, open innovation also brings new 

challenges which should be managed (Herzog, 2008). The degree of openness in 

a company is determined by the organizational culture, and innovation motivating 

culture is key for the success in collaborative projects (Slowinski et al., 2009).  

Also, resistance comes from changes of work process and insecurity come from 

the cooperative working environment are mentioned as other causes of 

demotivation by interviewer who participated in inter-firm cooperating projects as 

well as unclear role and incentives.  

“I believe the largest resistance for open innovation would be unwillingness of 

individuals. People usually don’t want to adapt themselves to the new working 

processes” (Respondent 10, Samsung Electronics) 

 

Mistrust between participants  

The second type of organizational challenge in an individual level is determined as 

mistrust between participants. Mistrust in the organization disturbs the 

communication and cooperation between participants from each company, 

eventually destroys the bonding of them. Every respondent emphasized that the 

trust is central to a successful relationship, and trust leads to higher level of loyalty 

all through the cooperative innovation processes. Furthermore, it encourages 

members of partner companies to cooperate, prevent from opportunistic behaviours, 

and seek long-term benefits. 

 “...open innovation always requires for participants to rely on each other in a strong 

trust between them…” (Respondent 8, Samsung Electronics) 

It is argued that building an atmosphere of strong trust can be more effective to 

support open innovation culture than providing incentives to lead participants to 

actively cooperate (Füller, Matzler & Hoppe, 2008). As the tension level in the team 

increases, the capacity of the individuals and the organizations is more dedicated 

to process the stress in them rather than to perform creative tasks. Furthermore, 
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increased conflicts might generate mistrust and compromise the quality of project 

output.  

“I believe the outcome of the cooperative project are highly related to the level of 

trust between project members.” (Respondent 17, Partner company E) 

Maintaining a trustful relationship between participants are commonly emphasized 

as a crucial factor in success of project, but most of them also commented that it is 

quite difficult and is associated with great efforts of managers. In an alliance project 

with problematic relationships, where the trust was low, work situations were 

described to be extremely difficult to manage and the collaborative efforts reduce 

dramatically.  

 

5.1.2.2 Operational challenges  

Operational challenges in inter-organizational relationship sometimes hinder the 

success of collaborative innovation project. The key operational challenges in 

collaborative innovation projects are categorized as coordination challenges, 

communication challenges, and incentive challenges by interviews and observation. 

These three types of challenges are also discussed in the previous literatures 

introduced in the chapter 2, and respondents of SE and partner companies 

exampled them based on their project experience.  

Coordination problems 

Coordination of actions in a cooperative project are claimed to be challenging owing 

to absence of hierarchical structures within organizations (Gulati and Singh, 1998). 

Considering the amount of required coordination to integrate different functions of 

each companies in innovation processes, management of coordination problem 

might be one of the most challenging issue for the leaders of collaborative 

innovation project.   

Doz insisted that how difficulties related to formal structures and coordination in the 

operational work in the cooperative projects affects the outcome of the projects (Doz, 

1996). In most of companies, employees are more tied to their own work routines, 

thus sometimes they feel reluctance to participate in collaborative projects (Doz, 

1996).  

In this context, most of the respondents pointed out coordination problems as the 

organizational challenges in their cooperative project experience.  
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“There are challenges in coordination of tasks between organizations in searching 

valuable ideas, knowledge outside, resources inside, and networking.” 

(Respondent 7, Samsung Electronics) 

“People usually don’t want to adapt themselves to the new working processes” 

(Respondent 12, Partner company A) 

Coordinating formal work routines and processes between organizations from 

different companies is associated with great tensions in the operative work. The 

rules and way of work in a certain company might be interpreted differently. The 

manager of collaborative project should rearrange and integrate some of the work 

routines and processes utilized in their own organization to find mutually accepted 

solution by negotiating with participants from different organizations.  

 

Incentive problems   

As it discussed in the Chapter 2, incentive problems are determined as main 

challenges of open innovation. Direct and indirect incentives can affect the whole 

process of cooperative innovation from the idea generation to commercialization 

(Rodriguez and Lorenzo, 2011), so it should be managed carefully in open 

innovation.  

Fu (2012) insisted that companies which provide clear incentive for innovation 

usually have a higher efficiency than other companies, and a long-term incentive is 

most efficient way of promoting innovative activities. But he also argues that the 

importance of incentive schemes because incentive for innovation sometimes 

decreases the motivation for innovation. This opinion correlates to De Jong (2006) 

who insisted that financial rewards for innovation might diminish the motivation for 

innovation.  

“I do not think it is a valid incentive, in fact it could be even demotivating” 

(Respondent 3, Samsung Electronics) 

“...I don’t believe individual financial rewards would promote innovative activities in 

open innovation, but appreciation and recognition are definitely more vital factors to 

motivate people…” (Respondent 13, Partner company B) 

Furthermore, Wendelken et al. (2004) emphasized the recognition as the most vital 

extrinsic incentive, and many of our respondents said that recognition of others is 
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vital motivation for their motivation. Also, most of our respondents admitted that 

recognition from management is more important than financial incentives in the long 

run. 

 

Communication and Sharing challenges   

It is shown that mutual adoption between team members create vital innovation 

knowledge (Mintzberg and McHugh, 1985), and positive effects from combining 

knowledge of different organizations explains why communication and insight 

sharing are substantially important in a cooperative project. Most of the respondents 

also pointed out that problems related communication and knowledge sharing 

between participants bring about serious challenges.  

“It is difficult to collect and share key knowledge among participating companies if 

they do not have proper protocols and systems.” (Respondent 4, Samsung 

Electronics) 

When collaborative project team is managed with resources encouraging rich 

communication and processes of sense making between members (Weick, 1995), 

the outcome will be more coherent and sensible. Working in collaboration with other 

companies in open innovation context means exposing your knowledge to external 

organizations with the reward of gaining others knowledge.  

Also, it is mentioned that fear of sharing too much information and lack of 

confidence about open innovation process sometimes hinder the communication 

between participants. One of our respondents insisted the importance of clear rules 

regarding what can be shared on what cannot be, in order to avoid the fear of 

sharing internal knowledge, and that might improve motivation for open innovation. 

“To lead an open innovation project successfully overcoming communicational 

obstacles, management should clarify open innovation strategy and information 

sharing rules in the team”  
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5.2 Challenge management of SE 

In this section, the innovation supporting activities and programs of Samsung 

Electronics are analysed which help to decrease challenges in collaborative 

innovation projects. Two types of challenge management programs and three types 

of informal management activities are discovered through interviews with employee 

of SE and they will be discussed in this section. 

 

Table 5: The main challenge management programs in SE 

 

5.2.2 Challenge management activities (Informal) 

Samsung Electronics’ managers involves in inter-organizational innovation projects 

consider the challenge management skills are crucial capabilities in a success of 

projects. Most respondents conceded that they had experienced serious conflicts 

in cooperative projects interrupting the smooth communication between 

participants and shared their experiences how they managed these challenges. The 

keys factors in preventing, solving, and managing the organizational challenges are 

directly and indirectly related to the key causes of challenge discussed in the 

previous section: Mistrust, Misalignment, and uncertainty. In other words, by 

conducting activities which decrease mistrust, misalignment, and uncertainty levels 

between partner companies, it is believed that most challenges in cooperative 

Types of challenge management

Building Cooperative 
Ecosystem 

(Creative Lab)

Partner Supporting 
Programs

(Samsung NEXT, GIC)

Increase recognition of 
innovative work

Keeping necessary
level of control

Strengthen the 
supporting functions 

Formal
Programs

of
Challenge

management

Informal
activities

of
Challenge

management

• “…an organization should appreciate the value of recognizing 

members for their efforts in innovation process both internal 

employee and external participants, and they must do it in public and 

individually.”

• “…Only in case top management actively go in the forefront and 

encourage new ideas, then I think more talented people would 

participate into open innovation process”

• “…team members should be able to focus on their own tasks and 

cooperation, and organizing, maintaining contacts and legal 

issues should be handled by managers.”

• “…C-Lab is SE’s representative innovation encouraging 

ecosystem initiated to create co-value between Samsung and 

start-up companies, and it is recognized as an great incentive for 

to get an opportunity to take the idea to market.”

• “The mission of Samsung NEXT is being an ambassador of 

Samsung to help inform people about what SE is, and how best 

we work together with our external partners.”
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projects can be minimized. In this context, the activities promote openness in 

projects, clear rules and strong government are emphasized in order to manage the 

conflicts between partners.  

 

Increase recognition of innovative work 

“An organization should appreciate the value of recognizing members for their 

efforts in innovation process both internal employee and external participants, and 

they must do it in public and individually.” (Respondent 9, Samsung Electronics) 

Recognition is an effective way of increasing motivation level of individuals 

participates in open innovation (Musselwhite, 2011). Recognition can be a useful 

tool for management to visualize the achievements of individuals’ innovative 

activities and it helps to motivate employee in the project (Musselwhite, 2011). 

“...the most important motivation for collaborative innovation is a positive 

encouragement in a proper way…” (Respondent 11, Samsung Electronics) 

The leaders in cooperative projects emphasized that management should consider 

a range of ways to show their recognition to employees including tools of intranets, 

magazines and awards. The main point is showing recognition to the active 

participants, and spread this message to the other members in the organization so 

as to build innovative culture. 

Keeping necessary level of control 

Working in an open innovation projects means a higher need for coordination with 

more people with different needs, and it infers that individuals are likely to have less 

control on the exact process of working. 

Most of the respondents agree that strong leadership of management and clear 

governing rules are required to lead an inter-firm cooperating projects.  

 “I believe leadership must be firm and consequent. Only in case top management 

actively go in the forefront and encourage new ideas, then I think more talented 

people would participate into open innovation process” (Respondent 14, Partner 

company B) 

When people work in an open innovation project, a high need of coordination is 

inevitably required compared to internal project. The different goals and work 
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processes of team member from each company always collide together. For a 

member of project, it is difficult to have controllability in their work process, because 

the way of work should be changed in a cooperating project. Each member required 

to compromise their way of work to minimize conflicts and to maintain a smooth 

work situation.  

“In an open innovation project, firms usually cannot have full range of control in the 

whole process. You might depend on external partners, what they are ready to 

invest and insights they put in” (Respondent 15, Partner company D) 

 

Strengthen the supporting functions  

Finding talented and motivated people is not be enough to lead open innovation 

project successfully. In order to reinforce the factors and suppress resistance 

factors in cooperative innovation processes, some of respondents highlighted that 

managers should facilitate open innovation in various ways.  

Facilitation can be performed centrally or by open innovation coaches. By helping 

employees, obstacles in coworking can be decreased and cooperative work can 

run more smoothly. Samsung and its partners mentioned tools of facilitation with 

different approaches, innovation mentors, others competence and external 

networks. They also commented that, team members should be able to focus on 

their own tasks and cooperation, and organizing, maintaining contacts and legal 

issues should be handled by managers. 

“Facilitation including IT tools, support regarding intellectual properties as well as 

applications, templates, and support for presentation are all necessary enabler for 

open innovation projects” (Respondent 20, Consultant) 

Also, some respondents added that managers should look for the right traits of the 

team members that should be engaged in the collaborative project. Open innovation 

not only demands strong intelligence and competency to analyse difficult problems, 

but also, they should enjoy team working with cooperative analysing skills.  

 

5.2.1 Challenge management programs (Formal)  

Samsung electronics have a range of official programs which supports its partner 

companies including suppliers, cooperating start-ups, and business partners in 
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different industries. These programs are initiated by their own purpose to encourage 

innovation activities and to strengthen the relationship between key partners, but 

most of the respondents insisted that they have acted a key role in managing 

challenges between Samsung Electronics and its partner companies. These 

programs are categorized in two different types, building cooperative ecosystem, 

and Partner supporting programs, and representative programs in each category 

are analysed in the following sections.  

5.3.1.1 Partner Supporting Programs 

In this section, the representative programs of Samsung Electronics which 

contribute to minimize organizational challenges in collaborative innovation projects 

will be introduced and analysed. Main programs are identified by interviewees who 

participated in these programs and related data are gathered by interview 

respondents and Annual report (2018).  

Building Cooperative Ecosystem (Creative-Lab of Samsung) 

Creative Lab is Samsung Electronics’ representative innovation encouraging 

ecosystem initiated to create co-value between Samsung and start-up companies, 

and through the activities in this program, it is argued that the challenges between 

start-up companies and Samsung are effectively decreased. 

In 2012, Samsung Electronics launched Creative Lab (C-Lab) Project in a purpose 

of promoting creative challenges of employees and finding next growth engines for 

the future. It is inspired by ‘Project X’ in Google, an in-house venture promoting 

program, at the initial stage, but now it is settled as a unique open innovation model 

for Samsung, start-ups and major stakeholders in regional venture ecosystem as 

well (Annual reports, 2018). 

 

Figure 9: Process in Samsung Creative Lab (from Samsung newsroom, 2017) 
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Introduced in 2015, the C-Lab spin-off policy supported employees of SE who have 

successfully completed projects to launch their own start-ups. Samsung supports 

the spin-off companies through capital investment and specialized consulting 

services to accelerate their growth. 127 projects are successfully finalized in C-lab 

and 45% of them transferred into Samsung as business divisions, 20% are spin-

offed as a new tech start-up cooperating with Samsung. C-lab is opened to all kinds 

of innovative idea even though it is not suitable for the business in case it has its 

own value (Annual reports, 2018). 

“C-Lab is recognized as an incredible incentive for employees and also a great 

opportunity to take the idea to market.”  (Respondent 16, Partner company E) 

 
Figure 10: Open Innovation Model of C-lab 

 

Figure 10 is the open innovation model structure of C-lab, and it shows the 

cooperative relation between a large company and start-ups within the start-up 

ecosystem. By providing proper resources including education, consulting services, 

and financial support to the collaborating start-ups, the imbalance of resources can 

be decreased in innovation process along with the motivation level for the 

innovation increases. Also, SE tries to create strong entrepreneurship culture in 

Creative Lab encouraging active communication and knowledge sharing between 

participating companies.  

 

5.3.1.1 Partner Supporting Programs 
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Samsung electronics have a range of official programs which supports its partner 

companies including suppliers, cooperating start-ups, and business partners in 

different industries. These programs are initiated by their own purpose to encourage 

innovation activities and to strengthen the relationship between key partners, but 

most of the respondents insisted that they have acted a key role in managing 

challenges between Samsung Electronics and its partner companies. 

Samsung Electronics have programs which supports innovation activities of partner 

companies in various aspects. They include direct and indirect financial supports, 

technical advice and business consulting services in order to solve the key 

challenges for small companies. By providing these activities, the imbalance of 

competencies and resources can be decreased, and the trust level of partner 

companies can be improved. There are various financial supporting programs for 

cooperating suppliers and start-up companies, and the representative program of 

Global innovation center entitled ‘Samsung NEXT’ will be discussed in the next 

section.  

Samsung NEXT (Global Innovation Centre) 

Samsung NEXT is established as the “Samsung Global Innovation Centre” in 2013 

in order to support technological innovation and to improve businesses of Samsung 

by investing in promising start-ups. It is known to drive global innovation for 

Samsung in a range of fields including AI (Artificial intelligence), IoT, digital 

healthcare, autonomous vehicle, and more. Located in Silicon Valley, New York 

and Tel Aviv, which are known as the cities having most attractive start-up 

ecosystem, Samsung NEXT tries to conduct a role as an accelerator which allows 

to work closely with the talented entrepreneurs. While most of the important 

innovations are previously known to be happen within South Korea, Samsung start 

to initiate, develop, and marketize its idea around the world.  

At the initial stage, Samsung NEXT began as a small division with a mission of 

developing innovative software and building and spreading start-up culture to 

Samsung. Since then, Samsung NEXT has successfully evolved into a global 

organization encouraging cooperation between entrepreneurs, investors, and 

business leaders from diverse fields to realize its vision in close partnership. 

Samsung NEXT has invested in more than 100 emerging start-ups in various 

industries and has seen 12 exits. In 2017, it launched the $150 million of “Samsung 

NEXT Fund”, to invest emerging start-up having technologies of machine learning, 

IoT, and virtual reality. After that, in 2018, Samsung NEXT announced to create 
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“Next Q Fund” to invest in AI-focused start-ups developing AI platform and 

technologies (Samsung Next, 2019).  

“The mission of Samsung NEXT is being an ambassador of SE to help inform 

people about what SE is, and how best we work together with our external partners.” 

(Respondent 5, Samsung Electronics) 

One partner company interviewed was expected to be selected as a candidate of 

funding program of Samsung Electronics, and commented it as a crucial benefit 

encouraging coworking with Samsung Electronics. It is not just a financial benefit 

but more a recognition from the external partner company strengthening the 

relationship between companies throughout the cooperative innovation process. 
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6. Discussion 

In this chapter, the challenge management framework structured based on the 

analysis of empirical findings is discussed. Also, the implications on sustainability 

of this research are discussed as well.  

6.1 Discussion on challenge management framework  

 

 

Figure 11: The challenge management framework in cooperative innovation 

Figure 11 illustrates the framework of organizational challenges and challenge 

management models of a collaborative innovation project in an inter-organizational 

relationship. The conceptual framework is developed based on the theoretical 

foundation illustrated in the chapter 2. literature reviews, and it is detailed and 

refined through the empirical researches on case company and partner companies 

of it.  

The five main challenges are identified as low motivation, mistrust, coordination 

problems, incentive problems, and communication/sharing challenges. Also, three 

main causes of these challenges are determined as imbalance, misalignment, and 

uncertainty, and the correlation of them are anlayzed in the previous chapter with 
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the comments from the project participants. According to the responses of the 

interviewees, all three types of causes are directly related to both levels of 

challenges individual and operational. For example, imbalance in resources and 

competency can decrease the level of motivation of individual participants as well 

as bring about communication problems. Also, unclear rules and work process in 

collaborative project team can generate mistrust between participants as well as 

unexpected coordination problems in the organization. Therefore, the managers of 

collaborative innovation projects should take care of every three aspects of main 

causes to prevent form the main individual and operational challenges.  

The formal challenge management programs and informal activities of the case 

company are examined. Increasing recognition of innovative work, keeping 

necessary level of control and Strengthening the supporting functions are selected 

as main challenge management activities. Also, Creative-Lab is introduced as a 

case of building cooperative ecosystem, and Samsung NEXT is presented as a 

case of representative partner supporting program in the case company. 

Table 4 shows relationship between challenge management methods and main 

challenges based on the empirical findings, and it shows formal and informal 

challenge management activities have positive effects on mitigating organizational 

challenges in collaborative innovation project. 

 

Table 4: The relationship between challenge management methods 
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Firstly, increasing recognition of innovate work is effective to increase motivation 

level of participants and minimize conflicts regarding incentives and communication 

challenges. One thing managers of cooperative projects should consider is non-

financial incentive is recognized as a vital motivator for their works as much as 

monetary benefits.  

Secondly, a necessary level of controllability is required to minimize imbalance and 

misalignment related issues. Especially, the it is found that controllability of 

management closely related to the communication and sharing challenges of 

organization, thus maintaining appropriate level of controllability and 

communication transparency are important to decrease unnecessary tension in the 

organization. 

Thirdly, the importance of supporting function in collaborative project team is 

determined as important management activities, especially to minimize 

coordination challenges of cooperating organization. People from different 

organization usually have difficulties because of changed work processes and 

cultures, and smoothing the process of integration is regarded as a vital factor in 

challenge management process. 

As it discussed in the method chapter, this framework has its own limitation to 

provide the comprehensive view on organizational challenges in cooperative 

innovation project, however, it can be an initial step toward establishing systemic 

challenge management model for collaborative innovation processes. 

 

6.2 Discussion on sustainability 

In general, there are three levels of sustainability perspectives in a master thesis 

research: social, economical, and environmental. (Gimenez, et al., 2012). In this 

chapter, the impact of this research in these perspectives of sustainability are 

discussed.  

The social level of sustainability mainly focuses on the individuals’ well-being, 

justice and rights (KTH, 2016). The main purpose of this research is developing the 

framework of organizational challenges and challenge management models to 

support managers and participants take part in the cooperative projects. Thus, the 

result of the research is expected to help to build a more sustainable and supportive 

work environment. Therefore, it can be argued that this research contributes to the 
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well-being of managers and providing positive social impact allowing them to 

conduct cooperative innovation project more effectively.  

In as economical level, this study provides knowledge regarding productivity and 

quality in open innovation environment. By removing unnecessary tensions and 

conflicts, it can be argued that this study contributed to an economical sustainability. 

Also, the innovative products and services from the cooperative projects enhanced 

by the result of this study can be another contribution in an aspect of economical 

sustainability.  

Even though the aspect of environmental sustainability was not main focus of this 

research, this research can contribute on environment indirectly by reducing 

redundant work processes and optimizing resources of projects. Environmental 

sustainability can be achieved by minimizing environmental impact, it can be argued 

that minimizing challenge in cooperative project will reduce the level of over 

production and unnecessary redundant works.  

 

  



60 

 

7. Conclusion 

In this chapter, the conclusions will be presented with answers of each research 

questions. Also, limitation of the solution and further study area will also discussed.  

7.1 Answers for the research question  

The purpose of this research is to develop structured framework of organizational 

challenges and challenge management model in collaborative innovation projects 

in inter-organizational relationship. In order to achieve this goal, the key 

organizational challenges in cooperate with partner companies are defined, and 

challenged management programs are analysed in the framework developed in this 

research. Along with this purpose, the first question of the research was developed 

as,  

Research Question 1: What are the key organizational challenges in cooperating 

with partner companies in open Innovation? 

The structured model of organizational challenges in cooperating with partner 

companies is developed based on the theoretical foundation from the literature 

reviews and empirical research on the case company. The three types of challenges 

are determined and three main causes which generate organizational tension and 

conflicts are identified in this model. The five main organizational challenges are 

identified in two perspectives, individual and operational. The low motivation for 

collaborative innovation and mistrust between participants are specified in 

individual level, and coordination, communication, and incentive challenges in inter-

organizational projects are identified as operational challenges.  

Also, three types of main causes generate organizational challenges are identified 

as mistrust, uncertainty, and misalignment. These factors are inter-related with 

each other amplifying the tensions within the organization destroying innovation 

encouraging culture and disrupting the process of innovation. Most of the 

respondents have experience of these challenges in their cooperative innovation 

projects, and that is why they commonly emphasized the importance of challenge 

management programs.  

Research Question 2: How these challenges can be managed to lead the 

collaborative innovation successfully? 

The challenge management programs and informal activities in collaborative 

innovation projects of Samsung Electronics are examined in order to answer this 



61 

 

research question. Increasing recognition of innovative work, keeping necessary 

level of control and strengthening the supporting functions are selected as main 

challenge management activities. Also, building cooperative ecosystem and 

cooperative ecosystem building is discussed as a main challenge management 

programs which can support cooperating between companies.  

These programs and activities are analysed to have positive impacts on challenge 

management in cooperative innovation projects stimulating key causes of 

challenges both directly and indirectly. At the initial stage of the research, it was 

expected to define more specified causal relations between challenge management 

programs and root causes of them, however, most of the challenges and 

management activities are corelated closely, and it was difficult to measure the 

amount of effect and unexpected negative effect which can be generated in a 

specific context. However, it is believed that this research can provide an initial step 

toward gaining a comprehensive understanding of how these challenges should be 

managed.  

 

7.2 Further research area 

This research is conducted in a theoretical foundation of previous research works 

regarding on open innovation challenges in inter-organizational level. Even though 

there were a range of researches are conducted in this field, it was difficult to find 

structured framework to explain the organizational challenges in them, especially 

with a business cases of a high-tech company. This study can be an initial step 

toward gaining a comprehensive understanding of how these challenges in 

collaborative innovation should be managed systemically.  

First, this study mainly focuses on individual and operational levels of inter-

organizational cooperation, and it infers challenges in industrial level are excluded. 

Also, the challenges regarding intra-organizational issues and legal/policy issues in 

the innovation process are not included even though they have highly related each 

other. In the next research, extensive perspectives in a different level can be 

included to provide more comprehensive framework.  

Secondly, this result of this research is mainly based on the interviews with selective 

respondents and limited observation. Most of the interviews are conducted with 

employees of Samsung Electronics and its partner companies in South Korea. In 

the next study, more extensive companies can be included in or der to minimize 

biases and increase generalizability of the study. Furthermore, the number of 
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interviews and observation can be added in the next studies in order to ensure 

validity of the research.  

Thirdly, types of partners can be extended to other stakeholders such as university, 

communities, or governmental institutes, because there might be different 

organizational challenges with their distinctive characteristics. There are not so 

many literatures on this subject even though they are also important partners in 

open innovation to cooperate with, therefore, the challenges in this circumstance 

can be researched in the next researches.  
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Appendix 

 

Interview Questionnaires 

(English translated version from Korean version) 

 

 

General Questions 

1. Which business division are you work for?  

2. What types of partner companies do you cooperate with?  

3. What kinds of cooperative innovation activities are you participated?  

 

Organizational Challenges 

4. What were the main organizational challenges in cooperating with partner companies? 

5. What do you think are the main causes of these challenges? 

6. What factors are you considering most motivating in an open innovation project? 

and why do you think so? 

7. Have you feel resistance toward external knowledge? or sharing knowledge with other 

participants? 

8. What are the key incentives for you in open innovation projects? Do these incentives get 

you motivated enough? 

 

Challenge management 

9. How did you managed these challenges in a cooperating project? 

10. How do you think your company should work to motivate the employees in a 

cooperative project? 

11. Are there any programs or activities which support to improve cooperative innovation 

process in SE?  

12. Do you believe those program/activities are effective to overcome challenges?  

13. Any additional comments for the research questions? 
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Interview Questionnaires 

(Korean version) 

 

안녕하십니까? 

본 인터뷰는 “Innovation through Inter-organizational Cooperation” 석사논문 

작성을 위하여 개방형 혁신 과정에서 발생하는 조직간 갈등을 조사하기 위한 

목적으로 수행하고 있습니다.  

 

일반 질의 

1. 어떠한 조직에서 근무하고 계십니까? 

2. 어떠한 회사들과 업무적으로 협업을 하십니까? 

3. 어떠한 형태의 개방형 혁신 프로젝트에 참여해본 경험이 있으십니까? 

 

 

조직적 장애요인 (Organizational Challenges) 

4. 파트너 회사와의 협력 과정에서 주로 발생하는 장애 요인은 무엇이었습니까? 

5. 이러한 장애요인의 핵심적 원인이 무엇이라 생각하십니까? 

6. 개방형 혁신 프로젝트에 있어서 가장 중요한 동기부여 요인은 무엇이라 

생각하십니까? 그 이유는 무엇입니까? 

7. 개방형 혁신 프로젝트에서 외부 지식을 활용하는데 심리적 저항감을 느끼신 적이 

있습니까? 또한, 외부 조직과 지식을 공유하는데 어려움이 있으셨습니까? 

8. 개방형 혁신 프로젝트 참여시 주요 보상조건은 무엇이었습니까? 이러한 

보상조건이 프로젝트 동기부여에 도움이 되었습니까? 
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장애요인 관리 방안 (Challenges Management) 

9. 이러한 장애요인을 관리하기 위하여 어떠한 활동을 하였습니까? 

10.타 조직과의 협력 프로젝트에서 직원들을 동기부여하기 위해 어떠한 활동을 해야 

한다고 생각하십니까? 

11. 개방형 혁신 프로세스를 개선하기 위하여 귀사에서 수행하는 프로그램이나 

활동은 어떠한 것이 있습니까? 

12. 이러한 프로그램과 활동들은 조직적 장애요인 해소에 도움이 된다고 

생각하십니까? 

13. 추가적으로 본 연구를 위하여 해주시고 싶은 조언이 있으십니까? 

 

 

감사합니다.  
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