
IN THE FIELD OF TECHNOLOGYDEGREE PROJECT 
DESIGN AND PRODUCT REALISATION
AND THE MAIN FIELD OF STUDY
INDUSTRIAL MANAGEMENT,
SECOND CYCLE, 30 CREDITS

,  STOCKHOLM SWEDEN 2019

Inter-organisational collaboration 
for large-scale recruitment

Investigating the collaborative challenges and 
opportunities

EGHOLT, MARTIN

HAGLUND, HANNA

KTH ROYAL INSTITUTE OF TECHNOLOGY
SCHOOL OF INDUSTRIAL ENGINEERING AND MANAGEMENT



TRITA TRITA-ITM-EX 2019:336

www.kth.se



   
 

 
 

 

 

 

 

 

 

 

 

Inter-organisational collaboration for 

large scale recruitment 

Investigating the collaborative challenges and 

opportunities 

 

by 

 

Martin Egholt 

Hanna Haglund 

 

 

 

{Puicture?} 

Master of Science Thesis TRITA-ITM-EX 2019:336 

KTH Industrial Engineering and Management 

Industrial Management 

SE-100 44  STOCKHOLM  

 

  



   
 

 
 

 

 

 

 

 

 

 

Inter-organisationellt samarbete för 

storskalig rekrytering 

Undersökande av samarbetsliga utmaningar och 

möjligheter 

 

av 

 

 

Martin Egholt 

Hanna Haglund 

 

 

 

{Bild?} 

Examensarbete TRITA-ITM-EX 2019:336 

KTH  Industriell teknik och management 

Industriell ekonomi och organisation 

SE-100 44  STOCKHOLM 

  



   
 

 
 

 

 
 

 Master of Science Thesis TRITA-ITM-EX 2019:336 

 

Inter-organisational collaboration for large scale 
recruitment 

 

   
  Martin Egholt 

Hanna Haglund 

Approved 

2019-06-10 

Examiner 

Charlotte Holgersson 

Supervisor 

Åsa Johansson Palmkvist 

 Commissioner 

Northvolt AB 

Contact person 

Emad Zand 

Abstract 
Together with the EU2020 goals, set in order to increase sustainability, there is an 

oncoming storm of electrification. The need of Batteries is growing, but Europe is 

lacking both production and competence in the area. Unrestricted new establishments, 

so-called “greenfield” ventures are a growing trend, which are often placed in rural 

areas where recruitment can be difficult. What follows is the necessary collaboration 

between the greenfield venture itself and local as well as national government to 

consolidate enough power and competence so that the parties can complete the task 

at hand. Collaborating between such different organisations are bound to spark 

conflict and shed light on organisational differences all the while exploring the benefits 

of the collaborative venture itself. 

The aim of this research is to investigate which challenges and opportunities arise 

during the initial phase of an inter-organisational collaboration for a large-scale 

recruitment effort. Where the main questions to answer were; What challenges can be 

identified throughout the collaboration? And, what opportunities arise during this 

collaboration? 

 

In order to investigate this, the case of Northvolt-Västerbotten was selected which is 

the collaborative project that has been established between the Region Västerbotten 

(RV, regional government of Västerbotten), Skellefteå Municipality, local employment 

service and Northvolt. 

This collaboration was studied through continuous observations of 16 project 

participants, close day-to-day work with the project manager as well as two rounds of 

interviews with 5 participants. All of which performed through the eyes of a 

participating researcher. 



   
 

 
 

The research concludes, that entering an inter-organisational collaboration means that 

resources and knowledge from each actor can be shared. When this collaboration takes 

part between organisations in the public and private sector it can be of further 

advantage. 

Differences, while sometimes hard to manage, can if done so successfully be avoided 

and turned into opportunities. If you manage to combine private and public actors to 

create a team with clear communication, established trust and aligned goals you can 

instead utilise the differences and by doing so save money, time and resources. 
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Sammanfattning 
Tillsammans med EU’s 2020-mål, satta för att öka focus på hållbarhet, finner vi en 

ankommande storm utav elektrifiering. Behovet av batterier ökar, men Europa saknar 

både kompetensen och produktionen utav dem. Obehindrade nyetableringar, eller 

“greenfield”-satsingar är en ökande trend, dessa är ofta placerade i icke-urbana 

områden där rekrytering kan vara svår. Vad som följer är det nödvändiga samarbetet 

mellan nyetableringen och lokala så väl som nationella myndigheter för att samla 

tillräcklig makt och kompetens för att kunna utföra uppgiften. Samarbete mellan 

sådana olika organisationer kommer allra troligast att föda konflikter och belysa 

organisationella skillnader allt samtidigt som de utforskar fördelarna med samarbetet. 

Syftet med denna studie är att undersöka vilka utmaning och möjligheter som uppstår 

i uppstartsfasen utav ett inter-organisationellt samarbete för en storskalig rekrytering. 

Varvid huvudfrågorna att besvara var:  

• Vilka utmaningar kan identifieras? 

• Vilka möjligheter uppstår? 

För att undersöka detta valdes fallet Northvolt-Region Västerbotten ut. Detta är ett 

samarbetsprojekt som har etablerats mellan Region Västerbotten, Skellefteå kommun, 

Arbetsförmedlingen och Northvolt. 

Detta samarbete har studerats genom kontinuerliga observationer utav de 16 

deltagande personer, dagligt arbete med projektledaren så väl som två rundor utav 

intervjuer med 5 deltagare i projektet. Allt genomfört som deltagande forskare. 

 

Vi drar slutsatserna att ett inter-organisationellt samarbete innebär att alla 

medverkande organisationers interna resurser och kunskaper kan utnyttjas 



   
 

 
 

gemensamt. När ett sådant samarbete äger rum mellan privata och statligt ägda 

organisationer kan dessa fördelar bli av extra värde. 

Skillnader mellan organisationerna, som ibland kan vara svåra att hantera, kan om de 

hanteras korrekt istället bli till fördelar. Om man kan lyckas att kombinera privata och 

offentliga organisationer för att skapa ett team med en tydlig kommunikation, etablerat 

tillförlitlighet och sammanstrålade mål kan man istället utnyttja skillnaderna och på så 

sätt spara pengar, tid och resurser. 
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Inter-organisationellt samarbete, rekrytering, greenfield 
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1. Introduction 
This chapter will introduce the background for the problematization, the recent history of studied 

phenomena as well as problematization, purpose of the study as well as delimitations of the study. 

1.1. Background 
In recent years the threat of climate change has been increasingly worrisome and both 

great complications and great accomplishments are sprinkled on the timeline of the 

21st century.  

The world is changing, and the oil industry is being threatened by the oncoming storm 

of electrification. The European Union has set ambitious targets for the year 2020, 

emphasizing the need for sustainable change (European Commision, 2019b). Further, 

Europe needs batteries but has little-to-none in terms of competence or production 

(European Commission, 2019a). This ongoing change means that in the future, a large 

number of greenfield establishments -unconstrained by earlier work- must take place. 

To minimize costs or gain localized benefits, these are often placed in remote locations 

(Keeble and Tyler, 1995) and as such do not benefit from the attractive qualities 

associated with urbanized areas. This poses challenges with regards to recruitment 

processes and opportunities.   

Acquiring building permits, funding through state programs, establishing schools, 

designing new vocational education and understanding the existing workforce are all 

challenges that must be overcome. These require different actors with different powers 

to do so, including but not limited to political and monetary power. As a result, the 

greenfield venture will require a great deal of consolidated power and national mandate 

to successfully establish their operations, especially in regulation-driven countries such 

as Sweden, and as such, cross-sectional collaboration will become a central issue for 

any actor following this path. 

What follows is the necessary collaboration between the greenfield venture itself and 

local as well as national government to ensure that enough power and competence is 

gathered and that the parties can enable the task at hand. 

Collaborating between such different organisations are bound to spark conflict and 

shed light on organisational differences all the while exploring the benefits of the 

collaborative venture itself. 

Perspectives through which inter-organisational collaboration can be viewed have 

been studied in several previous cases, trying to understand what drives organisations 

to enter one (Barringer and Harrison, 2000) and relational performance of the 

collaboration itself (Palmatier et al., 2007). Palmatier et al., (2007) argues the case that 

none of the previously studied perspectives provide a full picture on their own. This 

opinion is strengthened by Kozuch and Sienkiewicz- Malyjurek (2016) who argue that 

each inter-organisational case is unique and must be considered on a case-by-case 



   
 

2 
 

basis. Further, Barringer and Harrison (2000) find that the research on the subject 

lacks the perspective of how inter-organisational collaborations are actually managed. 

The combination of these forms an image where the factors of success and 

perspectives with which to generally analyse an inter-organisational collaboration are 

relatively explored, but every specific case of one of these collaborations requires 

further investigation based on the specific context of the inter-organisational 

collaboration. 

This research aims to investigate the context of trying to manage a large-scale 

recruitment effort through inter-organisational collaboration. 

1.2. Problematisation 
Ensuring a supply of competence to a greenfield factory within a low mobility labour 

market can prove troublesome, especially with geographical limitations where the 

establishment is distant from most urbanized areas. These effects are severely 

multiplied as the relative size of the establishment outmatches the location it is placed 

in. Subsequently a greater deal of collaboration is required to reach a necessary level 

of consolidated power. This is one of the causes for the increase in inter-organisational 

collaborations in recent years since no single organisation possess the political or 

economic power and competence necessary to carry out projects of this size. 

This collaboration between public and private organisations comes with great benefits 

but brings with it a great deal of risks. Huxam and Macdonald (1992) argues loss of 

control, flexibility, glory or direct resources to be pitfalls associated with collaboration. 

Moreover, Huxam (1996) exemplifies differences in aim, language and procedural 

differences to be causes of inertia between organisations within a collaboration. 

Each collaboration is a complex constellation, and for every combination there might 

be different challenges that must be overcome as well as different opportunities that 

present themselves.  

1.3. Purpose 
The purpose of this study is to investigate which challenges and opportunities arise 

during the initial phase of an inter-organisational collaboration for a large-scale 

recruitment effort. 

1.4. Research Questions 
The research purpose will be answered through investigating the following questions: 

− RQ1: What challenges can be identified throughout the collaboration? 

− RQ2: What opportunities arise during this collaboration? 

1.5. Delimitations 
This thesis delimits itself to the study of an inter-organisational collaboration for large-

scale recruitment within a low-mobility labour market. This context of low mobility 

heightens the difficulty in terms of recruiting and as such serves as a good source of 
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challenges, highlighting the need for successful collaboration and placing a higher 

dependence on its success. 

Further, the study is conducted in a Swedish context, which provides a perspective 

from a country which has a historically heavy reliance on municipal government and 

is with its high rate of carbon free electricity in the grid, will be a prime location for 

future establishments in the green sector. 

The study focuses on the initial phase in a long-term project of large-scale recruitment. 

By doing studying this start-up period of the project we can observe the groups’ 

formation, a phase which is traditionally the part where conflicts arise and as such, 

serves as a prime example to investigate which challenges might materialise. 
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2. Literature 
This chapter will introduce existing literature related to the research topic. Focusing on inter-

organisational collaboration and how this phenomenon comes to fruition. We are looking at different 

types of inter-organisational collaborations as well as what drives them to formation. Collaborative 

factors as well as recruitment processes are also investigated. 

Theoretical perspectives of inter organisational performance has been discussed in 

previous research, such as Barringer and Harrison (2000) investigating the formation 

process of inter-organizational collaborations by reviewing six different perspectives. 

Further, they discuss six different types of inter-organizational relationships widely 

discussed in the literature. However, Hardy et al., (2003) suggests that the literature on 

joint ventures, alliances and networks lacks perspectives of collaborations in the public 

sector. 

Furthermore, Palmatier et al., (2007) compares four theoretical perspectives explaining 

the drivers of success within these relationships. Many researchers focus on how inter-

organizational relationships are created in terms of fostering innovation and sharing 

knowledge. The concept of triple helix systems of university-industry-government and 

its function is realized through many different scopes in knowledge, especially in the 

areas of knowledge and innovation (Ranga and Etzkowitz, 2013). 

However, previous research in the field of inter-organizational collaborations 

constructed in order to enable a large-scale recruitment process is limited or even 

unexplored.  

 

Due to a constantly changing market and a distinct increase of globalization, greenfield 

establishments seem to be a growing trend (Izaguirre, 2019). This in turn will require 

a deeper understanding about how to recruit for greenfield ventures, and how to 

recruit on a large scale. Something we foresee to most likely require collaboration. 

 

Therefore, we argue that inter-organizational relationships needs to be evaluated in the 

field of recruitment in order to manage these kinds of processes. 

2.1. Inter-organisational collaborations 
In contemporary development projects industrial and governmental collaborations are 

becoming more and more common. The diverse spread of power in modern society 

necessitates these collaborative engagements to consolidate enough of it to achieve 

great goals. No longer do any one actor possess the political, economic and social 

means to enable a large-scale recruitment project like the one studied here. 

Bryson et al. (2006) argues the essentiality for the success of these organisations in the 

establishment of a regime of mutual gain. In this case the word regime is described as 

procedures, norms and principles; either implicit or explicit and how they converge. 

(Krasner, 1983) 
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Simply put, a collaborative organisation whose goals aligns with those of the different 

organisations represented by the participants is more likely to succeed. (Crosby & 

Bryson, 2005). In the context of this thesis this suggestion emphasizes the need for 

clear goals and the importance of framing them in such a way that it encourages every 

participant that their own personal goals can be achieved through the common one. 

Hobday (2000) notes the presence of very specific risks in Project Based Organisations 

(PBOs) such as lack of cross-project learning as well as an employee fear for lack of 

career development, where the technical competences are spread out across the 

organisation. Risks that most likely will not be present in the thesis’ case due to its 

detachment from technical or competence developing tasks. 

Kozuch and Sienkiewicz-Malyjurek (2016) argues that it´s a challenging process to 

form appropriate relations in the scope of inter organisational collaborations. The 

whole process is filled with many different determinants and elements, both in the 

phase where actions are shaped, as well as when they are executed. The scope, structure 

and form of inter-organisational collaborations is wide and highly diversified. Each 

case is different where both internal and external determinants are crucial for how it 

will proceed. Moreover, it´s a challenge to identify conditions for inter organisational 

collaborations, since each case requires unique considerations and elements. 

Kozuch and Sienkiewicz-Malyjurek (2016) identifies a number of factors that affect 

the progress of inter organisational collaborations. Furthermore, they divide these 

factors into four different groups; factors of external environments, factors related to 

organization characteristics, factors related to people characteristics, relational factors 

and instruments of inter-organizational collaboration. 

2.1.1. Temporary inter-organisational collaborations 

The definition of an inter-organisational temporary collaboration differs from the 

classic definition of a normal organisation. An inter-organisational temporary 

organisation consists of several independent organisations compounded in order to 

achieve a common task for a limited time period. The presence of temporary 

organisations has over the last years increased in the society, due to the uncertainty of 

the market and the increased level of technological awareness. It is the term temporary 

that differ these inter-organisational project constellations from other types of inter-

organisational projects such as for example joint ventures (Kenis et al., 2009).  

The temporary organisations will work together for a limited time, either until the goal 

is reached or to a pre-defined point of time. These organisations seem to have a 

significant impact on both knowledge creation as well as innovation. Moreover, these 

constellations seem to generate internal benefits for all the organisations that 

participate. (Kenis et al., 2009) 

However, Kenis et al., (2009) further argues that along with these benefits, there seems 

to be a lot of complications to handle as well, far more than just the lack of time when 

working in temporary organisations. The fact that the project is temporary will also 

affect the level of commitment of the participants. 
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2.1.2. State-Business Collaboration 

There are many definitions on the concept of Public and Private partnerships (PPP). 

(Hodge and Greve, 2007). Hodge and Greve (2007) defines it as an institutional 

agreement between actors from the public and the private sector. Furthermore, a 

similar definition of PPP´s by Carroll and Steane (2000) is described as a co-operative 

venture with at least one private and one public institution. However, many people 

disagree about what PPP´s actually are. Some describe it as a new method for 

governments, that will replace the old way of contracting for public services. Other 

sees it as something that has changed the way in how to handle infrastructure projects 

(Hodge and Greve, 2007). 

Hodge and Greve, (2007) suggests that some sees PPPs as a tool for governance and 

others see it as a ”language game”. Many people connect the concept with institutional 

agreements and how infrastructure projects are handled through a new unit of 

organisations. And some sees it as a model that allows the public sector to take 

advantages of the private finance capital to create possibilities for both parts. 

 

One opportunity to classify a partnership is according to McQuaid, (2000) by defining 

its purpose. Whether its purpose is to gain more recourses, release synergy, or 

transform a partner organisation, or a combination of all, most partnerships will have 

some main focus. There are also implicit purposes of a partnership which are 

important to define. It´s of high importance to be clear with the priorities of the 

partnership, since it´s common with conflicts about aims. Partnerships may also be 

strategic or project driven, which means that the partnership is involved in a lot of 

different activities or programmes. 

There are implications when shaping inter organisational collaborations between the 

public sector and the private sector, due to differences in management. The 

management of public organisations is characterised by; decision making processes 

with less autonomy, an openness to environmental impacts, high authoritarianism. 

Kearney, Hisrich and Roche, (2009) defines authoritarianism as centrally controlled 

Furthermore, it is marked by reduced competitive pressure. However, collaborations 

within the sector and beyond it, is forced by both legal and organisational requirements 

(Kozuch and Sienkiewicz-Malyjurek, 2016). 

Kearney, Hisrich and Roche, (2009) means that the public sector needs to consider 

their policy environment, which is not entirely stable or neither predictable, resulting 

in less risk-taking decisions. However, the private sector is strongly incused by risk 

taking processes and innovation. They argue that the external environment the public 

sector needs to handle is complex and highly turbulent. 

2.1.3. Different types of inter-organisational partnerships  

There are many different types of inter-organisational relationships, where linkage 

between the participants vary. Joint ventures and networks are described as tightly 

coupled forms, which means it is formal structures that links the participants together. 
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Research consortia and trade associations on the other hand are loosely coupled forms, 

assonated with less structure and joint ownership (Barringer and Harrison, 2000). 

 

Joint ventures 
When two or more organisations decides to share a portion of their recourses in order 

to build a new organisation that is jointly owned, they are creating a joint venture entity 

(Barringer and Harrison, 2000). 

The increase of competitive pressure is one reason for the creation of joint ventures, 

which purposes can take a lot of different perspectives. However, many joint ventures 

are created when an organisation wants to reach foreign markets to sell a product or 

service by partnering with a local entity (Barringer and Harrison, 2000). 

Networks 

Social contracts seems to be the main reason for the building of networks, but the 

definition is very broad. Networks are sometimes described as a hub and wheel 

configuration, where one participants acts as the “hub”, facilitating the interaction of 

the “wheel” participants (Barringer and Harrison, 2000). 

Each firm participating in a network can let their own secondary activities be handled 

by other organisations that are able to manage these specific activities better, and 

instead focus on their own specialties. This means that a network consists of several 

firms where all are focusing on their own competency, but with common goal 

(Barringer and Harrison, 2000). 

Consortia 

When organisations with the same type of needs goes together to satisfy them by 

building a new entity, they are creating a consortia or a specialized joint venture. There 

are lot of different forms and structures of consortias but their typically focus often 

involves pre-competitive R&D in areas where new technology occurs (Barringer and 

Harrison, 2000). 

Alliances 

Alliances are described as loosely coupled partnerships between firms, without any 

joint ownership involved. It´s when two or more firms collaborate through a 

relationship of exchange. Marketing alliances together with technological alliances are 

the most common ones, but their purpose of collaborations differ. Technological 

alliances can achieve an increased market speed, product development but they will 

also share costs and risks. The main focus is often research and development, 

manufacturing or engineering. A common type of alliance is when a small firm and a 

large firm shares their skills towards achieving a common goal in which the smaller 

firm may possess a specific skill and the large firm may contribute with experience 

(Barringer and Harrison, 2000). 

2.1.4. Theoretical Perspectives on Inter-organisational Collaboration 

The intentions and motives for the formation of inter-organisational relationships are 

many. When firms partner with other firms, they create opportunities for several 



   
 

8 
 

potential outcomes they can achieve together, instead of trying to reach them alone. 

Barringer and Harrison, (2000) discusses 6 different paradigms explaining the reasons 

for the creation of inter-organisational partnerships, which are transaction costs 

economics, resource dependence, strategic choice, stakeholder theory, learning theory, 

and institutional theory.  

 

Resource dependence 
An organisation can not only rely on its internal sources but have to exchange with its 

environment in order to stay competitive. The need of external sources makes a firm 

dependent on other organisations. Barringer and Harrison, (2000) discusses how 

organisations try to decrease dependence on other organisations but at the same time 

increase other organisations dependency on them. One way to do so is by being a part 

of an inter-organisational partnership (Barringer and Harrison, 2000). Furthermore, 

Palmatier et al., (2007) argues that interdependence between partners tend to increase 

the performance of such organisations, since the actors strives for maintaining 

relationships and tries to prevent destructive actions. 

Whether it is about filling a gap of resources or gaining more skills, creating a 

partnership with another organisation basically leads to an increase of market power. 

It is not uncommon that small firms and bigger firms forms these types of 

partnerships. Bigger firms can take advantages by the energy filled smaller firms with 

a big amount of innovative thinking. And the smaller firms can at the same time use 

the financial resources and the distribution channels that bigger firms often possess. 

When two firms with unusual market power creates this type of partnerships it may 

lead to a creation of unique resources and a competitive advantage for the 

organisations combined (Barringer and Harrison, 2000). 

Child & Faulker (1998) argues that the theory of resource dependence is limited when 

it´s about explaining the formation of alliances. There might be other strategies than 

creating alliances for organisations to satisfy their resource needs, for example by 

recruiting from competitors, or capture resources trough transactions in the market. 

Further, Barringer and Harrison (2000) means that the theory lacks explanations about 

how competencies are developed and how they really take place. 

 

Strategic choice 

Organisations can also choose to participate in inter-organisational alliances for 

strategic reasons, such as increasing efficiency, or reduce costs. Inter-organisational 

partnerships with local partners can be a way for firms to enter foreign markets.  

Firms that are about to open new sights to increase their sales often partner with other 

already established organisations within that area. For example, many fast food firms 

do partner with gasoline retailers when opening new restaurants, to make the process 

of establishment faster (Barringer and Harrison, 2000). 
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However, the strategic choice theory is very wide, since the reason for joining an inter-

organisational partnership is a part of an organisation's strategy or maximization of 

profits. Four groups of strategic reasons have been developed where the relationship 

is created in terms of increased market power, increased political power, increased 

research efficiency or product-or service differentiation. 

 

Learning theory 
Organisational learning can be another reason for firms to join inter-organisational 

partnerships. Knowledge within organisations is a critical factor in order to stay 

competitive, and thereby it becomes a central part to consider. Many organisations 

spend a lot of time to increase their knowledge to stay up to date and joining an inter-

organisational partnership allows them to learn from partners. Since a lot of knowledge 

is tacit, it is difficult to buy. For an organisation that wants to acquire a particular 

knowledge it is easier to build a relationship with another organisation that has 

expertise within that area (Barringer and Harrison, 2000). 

The expertise within fast expanding or more complex industries, is often widely 

spread. When it comes to innovations within these areas, they are commonly 

developed in learning networks rather than within a single organisation (Barringer and 

Harrison, 2000). 

The concepts of exploration and exploitation is often mentioned when talking about 

inter-organisational learning. Exploration is about creating new opportunities and 

building new capabilities, through innovations and inventions. When exploration is 

associated with developing absorptive capacity, exploitation is more about developing 

existing capabilities. Exploitation is about increasing productivity in regard to capital 

or the assets of the firm. When firms for example partners with other organisations 

for the reason to increase economies of scale, it is for an exploitational reason. When 

organisations form alliances through inter-organisational partnerships they can share 

the costs of both exploration and exploitation, which otherwise can be costly for a 

single organisation to manage (Barringer and Harrison, 2000). 

 

Hamel, Doz, & Prahalad, (1989) argues that the limitations of the learning theory is 

that it lacks the perspective of costs involved, and only focus on the development of 

skills and transfers. Furthermore, there is a risk for organisations that joins learning 

alliances to miss information that comes from outside the scope. This is because the 

shared information often goes from an engineer to engineer, or from an operator to 

an operator. 

 

Institutional theory 
Institutional environments tend to increase organisations willingness to act legitimate 

and following social norms. This can be done by joining an inter-organisational 

partnership. When a smaller firm partner with a larger well-established firm it can easily 

gain a better reputation and become more visible. The larger firm can on the other 
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hand also increase its legitimacy by creating a good reputation among other firms 

through their show of goodwill, which in the longer run may tend to create 

relationships with other firms in the future (Barringer and Harrison, 2000). 

 

According to Osborn & Hagedoorn (1997), the limitation of the institutional theory is 

that the formation of these relationships can be explained by a behaviourally paradigm. 

It´s therefore hard to determine why the alliances exists. Also, any form of sustainable 

competitive advantage will be hard to develop through inter-organisational 

relationship, if every organisation just do similar as every other organisation. 

 

Transaction Cost Economics 
In the context of Transaction Cost Economics (TCE) an actor works to organize the 

boundaries of their organisation so that its interaction with internal and external actors 

are evaluated based on their cost. Following this theory an actor might join an inter-

organisational collaboration in order to minimize their cost of contact/collaboration 

with said parties. For example, by establishing a partnership with a supplier instead of 

keeping the relationship at a buyer/supplier-level in order to draw down the cost of 

interacting with them. It might also result in an organisation internalizing operations 

to seek efficiency that otherwise cannot be achieved through a collaboration, or where 

the effort to reach that efficiency outweighs the potential gain (Barringer and Harrison, 

2000). Palmatier et al., (2007) argues that enhanced performance can be achieved with 

a lower level of concerns of opportunism and safeguarding costs. When partnering 

with a firm, they mean that the opportunistically behaviour of switching threats can be 

minimized which furthermore leads to a lower need of monitoring safeguard assets. 

TCE can however be criticized for its ability to predict why alliances and collaborations 

form because of its cost-based focus in which it does not account for other reasons 

for alliances such as legitimacy as well as other soft attributes (Barringer and Harrison, 

2000). 

 

Ring & Van de Ven, (1994) argues that the theory of transaction costs economics lacks 

a clear explanation about the formation process of inter organisational relationships, 

due to its restrictions to minimizing costs and increasing efficiency. However, learning 

is just one example of another reason for joining an alliance. Furthermore, the theory 

tends to miss issues related to people and organisations, where it´s assumed that the 

culture of the operational organisations will fit (Barringer and Harrison, 2000). 

Stakeholder theory 
An individual that can affect or gets affected by the actions of a firm is called a 

stakeholder. Whether it is an investor, an employee, a customer, a competitor, a local 

community or a regulatory agency, all of them will affect or be affected by the 

organisation and whether it can achieve it is goals. Depending on who the stakeholder 

is, expectations can be written in more formal documents or just be informal 

agreements between the stakeholder and the organisation.  When organisations create 

coalitions with its stakeholders for the reason to achieve common goals it is often 
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referred to as a strategic network. Environmental uncertainties can be reduced in these 

types of networks and they can also be a tool for aligning the interests of the 

stakeholders (Barringer and Harrison, 2000). 

2.2. Collaboration 
In this chapter we discuss some factors that according to previous research affect collaboration in general 

and further we dive into factors of success within teams. 

2.2.1. Collaborative factors 

There are many different factors influencing collaborative success. Knoben and 

Orelemand (2006) discuss the relevance of proximity in inter-organisational 

collaborations, where they together with Wilkof, Brown and Selsky (1995) argue that 

culture is a critical factor for collaborative success. Bennett and Gadlin (2012) argues 

that trust is one of the most critical factors for enable team success. Furthermore, 

Mello and Ruckes (2006); Kahn and Kram, (1994); Galaskiewicz, (1985) discuss the 

influence of power and authority on collaboration. 

Proximity 
The concept of proximity is often discussed when it comes to inter-organisational 

collaboration. On a broad perspective, Knoben and Orelemand (2006) defines the 

concept as “being close to something measured, on a certain dimension”. When using 

the term proximity, it is often associated with a geographical context, which is the most 

common. However, the concept of proximity comes in various forms and can be 

discussed on many different levels, where technological, cultural and organisational 

proximity are just a few examples. 

The geographical proximity can be defined as the actual distance between the actors, 

but sometimes it is referred to as the actor’s perception of the distance. The 

geographical proximity between different actors tends to have a huge impact on the 

transfer of knowledge as well as innovation opportunities (Knoben and Orelemand,  

2006). Tacit knowledge is more easily spread when the actors are placed within a 

distance that enables face-to-face interactions. Furthermore, it seems to be easier to 

bring the organisations together when the distance is shorter. 

Culture 
When members of an organisation feel a belonging to the firm, are comfortable with 

all the structures and routines of the firm, and as a result can identify themselves with 

each other, it can be defined as organisational proximity. Culture can be defined as a 

set of thoughts and behaviours, shared by a group of people, that separates this group 

from other groups (Wilkof et al., 1995). The shared thoughts and behaviours give the 

actions made by the group a meaning. Both cultural and organisational proximity has 

similar impact of inter-organisational collaborations. When partners of the 

organisation share the same organisational context the mutual understanding will 

increase, the results will improve and the efficiency higher. This is because the 

interaction between the partners will be more easily made when interpretations and 

routines are similar (Knoben and Oerlemans, 2006). 



   
 

12 
 

 

Trust 
The root of trust can be developed either from past experiences or from anticipations 

about the future. In the latter case, there is high importance to clarify the partners' 

expectations in an early stage of a partnership. The building of trust will include a risk-

taking aspect and it comes with a fear that the partner will not be able to achieve the 

given outcomes. The whole process is closely related to vulnerability, because the 

“truster” will in some way be dependent of the “trustee”. 

 
Expectations of the outcome, and in what way the actors will perform to achieve them, 

are formed every time the actors meet. Each time the actors then contribute to achieve 

the outcome and the expectations are met; trust will increase. All these positively 

related actions will strengthen the future relationship and the sense of risk will be 

reduced (Vangen and Huxham, 2003). 

Authority and Power 
Mello and Ruckes (2006) discuss the importance of heterogeneous teams and how the 

variety of different sources of information are more able to take better discussions. 

Furthermore, they discuss the level of authority and how the difference of it between 

team members can affect team composition and the engagement of members. By 

lowering the level of the team leader's authority, they argue that the team members can 

be utilised better (Mello and Ruckes, 2006). 

Kahn and Kram (1994) discuss how different individuals can authorize or de-authorize 

both themselves and others when it comes to team work. They argue that the 

individuals internal view of authority will affect their effort, participation and their role 

in the team. They discuss authority on three different levels: Dependent, Counter 

dependent and interdependent. Dependent individuals are more prone to de-

authorises themselves and their colleagues and they often needs directions from other 

formal authority. Interdependent individuals do often take a leadership position in a 

team. They are excellent in utilising resources both inside and outside the team. They 

support and guide their colleagues and are not afraid of taking actions when they need 

guidance from others. People with a counter dependent view of authority will embrace 

their own skills and they may as well prevent other people to take the leadership of the 

team. They often take a distant role to their formal leaders and seems too favour to 

work in self-managing groups (Kahn and Kram, 1994). 

In exchange relations between organisations created in terms of resource dependence, 

it´s not uncommon to see differences when it comes to power. Whether the focal 

organisation is seen as influential or not, has to do with the other organisations level 

of dependence on their resources (Galaskiewicz, 1985). 

2.2.2. Team factors 

In this chapter we describe a model for the team building process as well as discuss 

some factors related to team performance. 
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Team building 
Tuckman (1965) divides a groups development into four different steps; Forming, 

norming, storming and performing. 

Forming the team is during the forming stage trying to orient themselves. Boundaries 

and behaviour limits are tested and some thoughts about leadership and follower roles 

takes place (Egolf and Chester, 2013). A lot of attention is on the organisations’ formal 

requirements and ideas and hypotheses are often formulated. 

At the storming phase the team starts to develop into a unit, and the roles and 

responsibilities of the team members are established (Bennett and Gadlin, 2012). But 

at this stage, there is also a high risk of conflicts where people start to question se 

autonomy. The leadership becomes very important in the storming phase, especially 

in terms of helping the team members to understand the value of the differences in 

personality and skills. 

Trust and effective collaboration are developed during the norming phase. The team 

members begin to relay on each other, and a feeling of comfort is starting to take place. 

Roles and responsibilities are adopted, and the group starts to work as a unit in an 

environment where opinions easily can be expressed (Bennett and Gadlin, 2012). 

In the performing stage, the group works together in order to achieve a common goal 

(Bennett and Gadlin, 2012). 

 

Teamwork 
By studying both teams of success and teams that did not manage to reach their goals 

Bennett and Gadlin, (2012) identified several factors affecting the eventual success of 

teams. It seems to be of high importance to create a shared vision and to clearly define 

the roles and the team members responsibilities.  

Whether a vison is developed from a group discussion, are self-generated by a team 

leader, or comes from someone in the top management in an organization, it´s of high 

importance that the team leader involves the whole group in the mission of the project. 

To create a shared vision, all participants in the group must be involved in the outlining 

of the project, together with participating in the development of project goals and 

objectives. The roles and responsibilities of the team members are also critical factors 

when creating a shared vision. Every member of the team has to know what he or she 

will contribute with in the project and see the value of their individual role (Bennett 

and Gadlin, 2012). 

Both self-awareness and team-awareness are important factors to consider when 

working in a team. Self-awareness is about knowing how you work as an individual in 

terms of for example giving and receiving feedback, how you manage a conflict, or 

how you communicate with others. Team-awareness is about understanding how the 

members in the team works, their strengths and weaknesses, as well as their 
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personalities. Developing awareness about yourself and the team becomes important 

for understanding the teams most efficient way of working (Bennett and Gadlin, 2012). 

2.3. Recruiting 
Barber et al., (1999) argues that the recruitment processes of smaller firms and larger 

firms differ. The recruitment practices of larger firms are generally more formal and 

bureaucratic. Since larger firms often have a high number of applications, they need 

models for processing these in order to fill the amount of jobs. However, it´s more 

likely to find a dedicated HR staff in larger firm's recruitment processes, when smaller 

firms instead tend to use upper management for this. Furthermore, larger firms do 

more often have a specific role working with forecasting the hiring needs.  

 

Barber et al., (1999) means that the source of recruitment will also differ between large 

and small firms, where campus placement is one source normally used in larger firms. 

This process is filled with a lot of work that requires financial investments as for 

example; planning for internship programs, trying to build a long-term commitment 

with universities, as well as structure the work regarding how to distribute recruitment 

brochures. Even though, a lot of planning and investments are required for campus 

recruitment, it seems to be economically efficient for larger firms as they can spread 

the costs across the new hires. Screening processes are also more commonly used by 

larger firms, since they tend to have more resources required for using devices such as 

physiological and physical tests. 

Leung (2003) argues that the process of attracting and acquiring the need of human 

resources is a challenge for Entrepreneurial firms. These firms do often face difficulties 

when it comes to resources as well as legitimacy. They might also have troubles with 

defining the requirements for ”person-organisation fit”, since the process of leaving 

the start-up phase and turn in to a growth phase, means that the requirements will 

constantly change.  
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3. Methodology 
Our belief is that the reality is viewed through the interpretive lens of every individual. 

Meaning that no objective truth can be applied to the social sciences in the same way 

that a positivist viewpoint places on natural sciences. We have had the goal with our 

research to find an understanding of this subjective reality through our interpretation 

of interviews and observations. Our view is the social constructionist. 

A general view of the phases of the study was conducted can be seen in figure 1 below. 

 

Figure 1 - Overview of method 

3.1. Research strategy 
The aim of this research was to investigate the challenges and opportunities that arise 

in an inter-organisational collaboration, compounded in order to ensure supply of 

competence to a greenfield factory. The relatively unexplored area of inter-

organisational collaboration in a non-innovation context along with its connection to 

contemporary issues argues for an exploratory perspective for the study (Blomkvist 

and Hallin, 2015; Yin, 1994). 

In accordance with an exploratory perspective and an unexplored phenomenon, an 

abductive approach is suitable for studying something in which its definition is affected 

by gathered empirics (Blomkvist and Hallin, 2015). This method allows for 

investigation where periods of deductive and inductive research alternate. Effectively 

allowing for exploratory phases of the study to further define its purpose. 

Deductive phases allows for a hypothesis to be tested and generate results, while an 

inductive way of working means that observations of the world creates the base for 

which rules are established.  

The combination of a contemporary focus, questions phrased as how or why as well 

as when the study does not necessitate the behavioural control of its participants 

argues for a case study approach (Yin, 1994). Further, we seek to gather deep 

knowledge of the phenomena at hand through the lens of a qualitative study, argued 

by Yin (1994) to potentially contribute with new empirical data. With case we mean a 

singular happening of the research phenomenon – a collaborative project for large-

scale recruitment. By following this collaboration we can document our own 

experiences and narrate how we interpret the process. Further, a qualitative approach 

is suitable for uninvestigated phenomenon’s (Graebner, Martin and Roundy, 2012). 

The empirical material was continuously gathered under the research process through 
interviews with representatives from all the different actors. Observations of 
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interactions and different roles between the participants served as a non-intrusive 
method of gathering empirical data, allowing for the thesis authors to gather 
information about the participants outside of a structured situation such as an 
interview, where the responses of the participants might be reserved. 
 
An introductory literature review served as a base for a first round of interviews, which 
then allowed for themes to be formed to further evaluate against gathered literature 
and guide the next literature review phase. Following this, observations and 
subsequent interviews could be evaluated based on the established themes. The second 
round of interviews followed the same thematic structure as the first round, and 
allowed us to discuss whether opinions and believes of the interviewees had changed. 
For example by referencing an interviewees expectations and whether they had been 
fulfilled. 
 
An initial literature review served as an introduction to the subject and preparation for 
the initial round of interviews. After these were performed an initial analysis through 
listening and re-listening to recordings of the interviews served as a base for narrowing 
down the literature review further. In preparation for the second round of interviews 
the first ones were listened to and summarized, allowing for us as interviewers to 
question previous answers and how their impressions and opinions had/n’t changed.  
 
After the completion of both interview rounds a thematic analysis of observations 
throughout the study, interview responses and differences in responses between the 
two rounds could be conducted. 
 

3.2. Data collection 
In this chapter the methods by which data was collected and why that specific data has 

been included in the thesis will be explained. 

3.2.1. Case selection  

The study focuses on the contemporary project-based collaboration of public and 

private organisations, the goal being to understand how these organisations collaborate 

and what challenges and opportunities arise by doing so.  

The ongoing shift to sustainable technology is one of the largest challenges of our 

time. Followingly, the shift to electrification will be a driver in business establishments 

in the near future. 

Recruiting for these establishments in non-urbanized areas an employer must consider 

several factors that will affect their ability to attract potential employees to location. 

Included but not limited to housing situation, social events, school situation, public 

transport availability, road quality and more. Employers must evaluate the qualities of 

the location they have settled in and utilize its benefits while counteracting the eventual 

negative aspects. This does however require some form of collaboration with the 

region in question. 
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Following this argumentation, the case of Northvolt-Västerbotten was selected which 

is the collaborative project that has been established between the Region Västerbotten 

(RV, regional government of Västerbotten), Skellefteå Municipality, local employment 

service and Northvolt. Through funding via Tillväxtverkets ongoing engagement to 

increase the available competence in northern Sweden they have applied to conduct a 

pre-study to gauge the available competences in the area and what can be done to 

prepare for the incoming establishment. 

It is even more relevant in the perspective of the oncoming build-up of battery 

competencies in Europe, where similar projects will have to be conducted to meet the 

demands set by businesses going further and further away from unsustainable 

technologies. 

 

Northvolt AB, founded 2016, is a battery manufacturer in an early stage of starting 

operations. Northvolt strives to become the largest battery producer in Europe and 

will concentrate their main operations in northern Sweden. Effectively, they will 

establish a greenfield factory in an area with low workforce mobility and almost non-

existent unemployment. If other actors wish to follow in the steps of Northvolt in the 

future they will most likely have to abide by the same type of organisational structure. 

The battery industry being non-existent in Europe they’ll have to operate from a 

greenfield perspective, huge land and electricity requirements will force them out of 

urbanized areas and the regulatory environments in Europe will necessitate the 

collaboration with public organisations. These public organisations are in our case 

represented by the Region Västerbotten, Skellefteå municipality and the local 

employment service. 

3.2.2. Selection of respondents 

Primary sources have been selected due to their participation in the case project. This 

means that that group of relevant individuals that could be selected is very low, roughly 

16 individuals. Out of these project members working operatively at least one 

informant from each included actor has been interviewed. They were selected based 

on their level of involvement in the project and to be able to provide insights from 

every project-participant organisation. Further, all participants have been observed 

throughout the project. 

Interviewed participants are shown in table 1 below. 

Table 1 - Conducted interviews 

Interviewee Organisation Purpose Type 

A  Skellefteå 
Municipality 

Exploratory Semi-structured, 
Skype, 60min 

A Skellefteå 
Municipality 

Follow-up Semi-structured, 
phone, 30min 

B+C Arbetsförmedlingen Exploratory Semi-structured, 
Skype, 60min 
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B Arbetsförmedlingen Follow-up Semi-structured, 
Skype, 30min 

C  Arbetsförmedlingen Follow-up Semi-structured, 
Skype, 30min 

D  Region Västerbotten Exploratory Semi-structured, 
Skype, 60min 

D Region Västerbotten Follow-up Semi-structured, 
Skype, 30min 

E  Region Västerbotten Exploratory Semi-structured, 
Skype, 60min 

E Region Västerbotten Follow-up Semi-structured, 
Skype, 30min 

 

3.2.3. Data collection method 

The literature review was written in an early stage of the research process in order to 

deeper our knowledge about different types of collaborations. This data was gathered 

through peer reviewed articles together with insights from other case studies. The 

literature review was however continuously updated and reviewed throughout the 

whole research process, as new insights was made. 

Interviews 
A qualitative approach was used for the process of gathering material. Collection of 
primary data were made through semi-structured interviews, which according to 
Collins and Hussey, (2014) argues to be most suited when the research is about 
understanding opinions and beliefs of individuals.  
 
The first interviews took place in the beginning of the project, while the second 
interviews were conducted closer to the end of the project. The questions asked in 
both interviews were based on a rough framework of goals, expectations and potential 
obstacles. These were formulated after the initial literature review and allowed for both 
an exploratory initial interview phase and a follow-up one where we could discuss, 
contest and question previous answers. 
 
To get an understanding about whether the actors had the same view on the goal, we 
asked questions about both their internal goals and the overarching goal of the project. 
Questions regarding expectations on performance, both their own and that of other 
actors, were also posed. Finally, reflections on what they saw as potential obstacles 
were gathered. 
  
Building upon a structure of thematic subjects to discuss and beginning with 
establishment of research ethics and introductory questions to ease up the mood. 
Following these set themes interviewees were asked initial questions after which 
follow-up questions were posed depending on what the interviewee answered. 
Throughout the interview’s informants were allowed to explore and elaborate on 
topics that came to mind when the pre-determined questions were asked. 
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Due to geographical restrictions, interviews were conducted mostly via skype, some 
with video and some without. Interviews were conducted in a way where one 
interviewer focused on note-taking and the other having the main responsibility of 
leading the interview. 
 
These interviews were recorded through Skype with notes taken during the whole 
interviews, stored in video format and revisited for clarity as well as re-evaluation. 
 

Field observations 
For the gathering of data from field observations collected data has been compared 

between the two authors by taking independent notes, collecting thoughts and writing 

down concluding thoughts separately. These were then compared to form the herein 

described events of the different meetings and general observations of the phenomena. 

Informal observations of the interactions between project participants were conducted 

throughout the project at all meetings throughout the spring of 2019. Doing so we 

acted as insiders, taking part in the day-to-day project work as well as acting as 

researchers (Luis and Bartunek, 1992). This can also be described as participatory 

research, in which we were both researchers and members of the group that the study 

refers to.  

Marvasti (2013) reflects on the variable status of a researcher’s level of participation, 

suggesting it varies throughout the study and cannot be defined as a single way of 

interacting with the studied subjects. We agree with this fluidity and have as the project 

progresses taken roles as complete participants as well as remaining very external and 

focusing on observations, all depending on the task at hand and whether our 

competencies aligned with the tasks.  

This role as a participatory researcher allows us to reach a level of familiarity with the 

studied subjects that otherwise would have been problematic to reach, or perhaps 

would have taken much longer. This does however pose challenges for us as 

researchers where the need to balance workloads between thesis work and 

“participatory work” arises. This creates a complex situation since both serve the larger 

purpose of completing the study but solely focusing on one does not achieve this task. 

An aspect that must be taken into consideration is the risk of other forums of 

discussion and decision existing within the case project. Gioia et al. (2013) refers to 

the case of Gioia and Chittipeddi (1991) where after initial research they found out 

that a majority of decisions were taking during “lunch council” rather than through 

organised events. Meaning that they had to re-evaluate their empirics. To avoid this 

happening in the case of Northvolt-Västerbotten region we have not assumed the 

meetings we attended to be the only ways by which communication has been held but 

rather worked under the assumption that one-to-one conversations will be held 

outside of official project channels and that the results of those must be considered 

when analysing the rest of the data. 



   
 

20 
 

3.3. Data analysis and interpretation 
Braun and Clarke (2006) argues that using a thematic analysis as a foundational method 

is suitable for qualitative approaches, which are both complex and diverse. It is a 

method for identifying and analysing data which further can be structured in themes. 

The process of analysis can be divided into six different phases. 

In the first phase, familiarising yourself with your data, we started to look for patterns in 

our collected data. After the interviews, the data was read through by the authors 

separately, where we searched for patterns. Notes was also taken throughout the 

project when we identified something of interest, and kept to be reviewed at this stage.  

In the second phase generating initial codes, we started to organise the data in groups, 

creating initial codes. All the interviews were recorded after approval by the 

interviewee. This allowed us to go back and listen to what had been said when 

evaluating the empirics. Further, it meant we could compare answers and opinions 

between the first and second interviews, developing codes from the differences and 

similarities between the two.  

Trying to find what stuck out as patterns in both interviews and observed situations 

which further was developed into broader themes in the third phase searching for themes. 

This was done by both authors going through the interviews separately to then discuss 

our different interpretations and evaluate the relevance of different themes together. 

To clarify, first order constructs in the form of direct quotes and actions such as Bill 

said X were gathered and converted to second order constructs, our interpretation of 

these actions or quotes in their context, such as Bill seemed Y. Done separately between 

the authors to then be combined to make up the themes in this report. 

Following this, the found themes were reviewed in phase four reviewing themes. In this 

phase we tried to see whether the themes were relevant, or if some might overlap each 

other. 

In the fifth phase, defining and naming themes, we started to identify the essence of each 

theme and discussed how they were related to each other. Here we could further 

structure our final themes under three main categories that became the headings for 

our analysis. 

The sixth and last phase, producing the report, we gathered our thoughts and findings to 

present in the analysis chapter of this report, where final themes and our interpretation 

of them and their context is presented. 

Other aspects that might have affected the analysis was that all interviewees had 

different roles and responsibilities in the project, and their participation differed. 

Furthermore, one interview had a peculiar situation where the intended interviewee 

invited another colleague who is also a part of the project, who we were intending to 

interview later. Situation slightly different due to the “group” format. Nothing through 

the interview seemed to signal a power imbalance but the possibility that it affected 

the responses of both individuals must be considered. An important aspect to consider 
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is that the first interview with interviewee E was completed a little bit later than the 

other ones, roughly 2 weeks after the first round of interviews for the other candidates, 

meaning that this individual had more experiences to share in the initial interview. 

3.4. Quality of research 
Realist approaches to knowledge suggest the use of reliability, validity and generalizability 

as criteria for quality of research (Blomkvist and Hallin, 2015; Yin, 1994). However, in 

the context of constructionism, such as in this paper, these categories are better 

replaced by conformability, credibility, dependability and transferability (Eriksson and 

Kovalainen, 2008). 

3.4.1. Quality criteria 

To ensure that trustworthiness permeates the research process we would like to 

address these criteria.  

We see the analysis as conformable due to the way in which both observations, quotations 

and interview answers are presented together with our interpretation of them, differing 

the two but explaining the link between them. 

Achieving a credible representation of our observations and one that can be interpreted 

in similar ways by other researchers is an inherently flawed goal in our constructionist 

approach. Observations made by us are shaped by our interpretation of them, 

regardless of how detailed descriptions of them we present in this report. To combat 

this somewhat we have the added benefit of interviews as an empirical base from 

which direct quotes can be drawn and further strengthen the credibility of our research. 

To heighten this, we also made sure to take note of our interpretations and general 

feelings regarding each situation at the time, to not lose it via the passage of time. 

Further, all interviews were recorded to allow repeat listening and allows for inflections 

in the language to be kept for later analysis. All of this documentation also adds to the 

dependability of the research itself. 

Furthermore, interviews were conducted in a semi-structured manner, asking the 

informants the same base questions but allowing for discussions to continue when 

interesting topics arose. By asking everyone the same base questions, the results can 

then easily be compared. 

In regards to the transferability the results presented and compared to previous research 

should speak for the studys ability to connect them with each other. In these we 

connect our niche context of inter-organisational collaboration to previous general 

studies. 

3.4.2. Research ethics 

Vetenskapsrådet (2017), The Swedish Research Council, describes four different 

principal requirements that has to be met to achieve an ethical study. These 

requirements are the; information, consent, confidentiality and the good use requirement. 
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Following these consists of ensuring that the study’s participants are informed of the 

study’s purpose, that they consent to being studied and have the ability to decline 

participation, that information gathered should be treated confidentially and that the 

material can only be used for the stated purpose. 

From first interaction with all participants in this study they have been informed of 

our position as students and our goal to write and publish a master’s thesis. Before any 

interview informants were informed of their ability to decline any and all questions 

and their ability to withdraw participation in the study at any point. Recorded material 

of interviews has been stored locally, anonymously and deleted after the study’s 

completion. It is the opinion of the authors that the requirements set out by 

Vetenskapsrådet (2017) have been met in this study. 
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4. Empirics 
In this chapter the gathered data in the form of observations as well as interviews will 

be presented. Observations have been written in a story manner and with the aim to 

describe the situations the refer to in as much detail as possible, allowing for the reader 

to build their own interpretation of the situation. 

4.1. Observations 
As a part of the empirical base the meetings of the project group will be described in 
this chapter. These varied in terms of attendance and location as well as method of 
communication. Some of which were conducted via a IP-telephony service, Skype; 
while some were held in person. 

4.1.1. Project initiation meeting, Skellefteå, February 13th 

As a start for the project that was about to begin, we were meeting all of the expected participants for 

a face-to-face start-up meeting in Skellefteå. The goal of this meeting was in part to put a face to every 

name since a lot of the work was to be done from different locations but also to set a common ground 

for the long-term goal and what type of competencies we were looking for in the end. 

“We paid 5 000SEK for these tickets, take all you can get!” He said jokingly as the 

flight attendant serving coffee and tea were passing us in the isle. Traveling with us 

were the Project Owner (PO) and the Project Manager (PM) from Northvolt, and a 

consultant from a partnered recruiting firm, henceforth named “Rec AB” and her 

colleague. 

We were flying up to attend the first initiation meeting for a massive project to enable 

a large-scale recruitment to a not-yet-built factory in a non-existent industry in a 

remote part of Sweden. Everyone was aware that this is a challenging task, but the 

attitude was one of excitement rather than fear. 

The goal for the day was to establish a connection between all the acting parties of this 

collaboration and to define and agree on the goals and time plan of the project, 

Northvolt taking the lead. On paper we’re writing a masters thesis in collaboration 

with Northvolt but to get closer to the process and enable observation we had taken 

the task of introducing and explaining the production process of Northvolt in a 

simplified way, “You’re engineers, this should be easy for you, right?”, “No one has 

worked in this industry before, you need to explain to them in such a way that they 

understand who we are going to recruit”. Our task was to simplify one of the most 

advanced manufacturing processes available and translate it from a technical 

description to a digestible presentation aimed at non-technical individuals. The weight 

here was placed on presenting a simplified explanation of the process so that the 

competence profiles required could be discussed from a mutual understanding. 

The second we turned off airplane-mode on our smartphones we heard several 

“dings”. The PM had gotten a few emails from the director of police, suggesting they 

meet at once upon arrival. 
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By the time our bus from the airport had arrived in town a meeting was booked, and 

the PM and the PO were to sit down with the director of police as well as a 

representative from the Swedish intelligence services, SÄPO. This meant our planned 

visit to the site was cancelled, we didn’t have time for that anymore. Their meeting 

finished 5 minutes after we were supposed to leave for lunch. There was a lot to be 

done in not so much time. The meeting seemed to be about general discussions 

regarding the future recruitment and the societal effects of adding nearly 10 000 people 

to the population in a town of 70 000. 

Our lunch gathered even more participants. We were joined by representatives of 

Skellefteå municipality as well as local representatives of Rec AB. The lunch was 

fantastic and in terms of food quality would compete with any restaurant in central 

Stockholm. So far Skellefteå was cold but very pleasant.  

Wherever we went during the day we were introduced to people who the PO obviously 

had met several times before. The first was before we even boarded the plane at 

Arlanda: 

“this is the CEO of Skellefteå Kraft AB, he’s the most important person for all of this. 

Without him, no Northvolt.”  

We shook hands and exchanged pleasantries before he walked off to take a call before 

boarding. 

These random meetings of the most important people for Northvolt continued during 

the day. When we were eating our lunch, the PO spotted a woman who he waved over 

to say hello. This was the municipal director of Skellefteå. 

“Now you’re meeting another one of the most important people for Northvolt, 

without her, no Northvolt.” She smiled as he spoke about her and shook hands quickly 

with all the people around the table. 

Each time we met any of these the expression of importance was genuine, establishing 

a factory out of nothing certainly had required a lot of cooperation and negotiation 

between all of these parties. By this time, we had been “working” for only 4 hours that 

day but met 90% of the essential external actors for the establishment of Northvolt in 

Skellefteå. 

Lunch didn’t last for long, we had arrived slightly late at 12:15 and had our main 

meeting at 13:00, a ten-minute walk away. We all finished our food, started getting up 

and out of nowhere the bill was already paid. 

Our main meeting was that of project initiation and were to be held on a conference 

room at the local offices of the Swedish employment agency, AF. We arrived on 

premises at 12:55 for our meeting at 13:00. This coincided with the opening of the 

offices for the general public at 13:00, and because of that we had to squeeze ourselves 

past individuals who were waiting in line to maybe find work. 
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Arbetsförmedlingen office, Skellefteå 
Arriving at the entrance of the AF-offices at the same time as the office was supposed to open to the 

public, allowing for unemployed individuals to enter and get assistance in searching for jobs. Our first 

meeting with a large part of most of the individuals taking part in the project. 

“they must be doing something important” a bitter voice said as we were funnelled 

through and into an employee backdoor. 

“were doing something completely different, a meeting about other things” the PO 

exclaimed to the crowd as we were moving through, trying to disarm the bitterness 

with smiles and an energetic voice. 

“Great start to our recruitment of unemployed individuals in this region, cutting in 

line for our ‘important’ meeting” he ironically pointed out. If northern swedes had a 

preconceived notion of Stockholm natives being “all important” we certainly enforced 

that today. 

A representative of AF then guided us to the conference room we we’re to be having 

the meeting in. First on the agenda was to go around the table and present ourselves, 

what organisation we were part of and what responsibilities we had. The general 

response to our presence and writing our masters thesis with this project was positive. 

Having no experience of being present at a meeting with municipal and regional 

officials we had nothing to compare with but the general opinion of the other 

Northvolters was that the engagements of the officials was surprisingly high. The 

mood seemed to be that of genuine excitement. 

Participants of this meeting were >75% male and between 35-55 years old. This didn’t 

seem to affect their will to listen to the female PM though, who was leading the 

meeting. After the initial presentations of everyone we delved into the agenda, the first 

difference was clear when we arrived at the time-plan for the project. Before departing 

to Skellefteå the PM and PO had discussed that we had to “widen it”, and that we 

couldn’t expect the speed that Northvolt usually works with, a pace which is more like 

that of a consultancy firm than that of a municipal government. 

Interesting that even though the PM had widened the time-plan and allowed for more 

buffer the general reception was that it could be pretty tight to be able to follow. 

Certainly, the expectation of follow-through-speed was not the same at our starting 

point. The discussion on this separate viewpoint did not linger, after some quick words 

regarding the detail of the plans and how the different timelines correlated with 

external deadlines the meeting agreed on the time-plan. You could still sense that most 

of them still felt some level of concern. 

Out of all who were present there were a few who did not really voice an opinion 

throughout the whole meeting. Not that we interpret this as due to some sort of 

lacking social skill but rather that they might not have had a very defined role to begin 

with in this context. This might have been due to not being able to define which 

participants were essential for this project. To some regard the invitations to the 
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project start-up meeting were distributed in terms of “this person might have a role as 

the project unfolds”. It became more and more clear that it was uncertain of who 

should have actually be a part of this project from each institution, and to combat this 

insecurity more rather than fewer had been invited. 

Throughout the meeting a few individuals were more active in terms of giving 

feedback to the possible other analyses that could be performed, which groups might 

be interesting and how you could tackle certain issues. The ones who brought these 

up and provided solutions seemed to be individuals who were genuinely interested in 

the project and the future it might create. Others chimed in when the discussion closed 

in on their subject of expertise. 

4.1.2. Project checkup #1, Skype, February 21st 

A first project meeting was set up to make ensure the takeaways from the start-up meeting had been 

interpreted in the same way and to give a chance to voice concern if any obstacles had surfaced in regards 

to starting up their own analyses. 

The meeting was to be held in the afternoon. We booked a small room at the 

Northvolt offices and brought over a small conference speaker with us. The PM 

plugged it in and called into the meeting she had set up. Others were given a few 

minutes to join and hellos were shared. Excluding us and the PM, there were four 

others present. A representative of Region Västerbotten, a representative of Rec AB 

and two representatives of AF. 

Every actor got a chance to speak about their analyses and how it was going. Sharing 

what was hindering them or what had gone well. 

From the perspective of Northvolt a suggestion for a frame of analysis was brought 

up. To design a template in which others could paste their data and make sure that 

everything was presented in the same way. The response was from all participants a 

resounding yes, but not direct feedback as to how they thought it should be designed 

was given. 

4.1.3. Project checkup #2, Skype, March 7th  

This meeting was a bi-weekly check-up with the main goal to make sure participating parties were 

up to date with which task was being taken on by which actor, and to provide a means of discussion 

if any obstacles had arisen. 

This meeting was also held in the afternoon over skype with the purpose to do a check-

up and allow for obstacles to be vented to the group. The PM and ourselves were 

seated in a room at the office of Northvolt. 

The participating actors of this meeting were, excluding us and the PM, two 

representatives of RV, one representative of AF and one representative from the 

municipality. 
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The meeting was closed with a discussion about further work, and a reminder from 

the PM that all material should be conducted in share-point. She emphasized that most 

of the Analysis should be done until the next meeting. (19th of Mars). 

4.1.4. Project checkup #3 – Working meeting, Skellefteå, March 19th  

This meeting was a face-to-face meeting held at the office of RV. The purpose of this meeting was 

partly to update each other on how the separate analyses of potential recruits was going as well as 

discuss what analyses could be drawn from the data gathered so far. 

This day started very similarly to the last trip to Skellefteå. Taking the early morning 

flight and the only rest between travels and the meeting being the 2 minutes of 

bathroom breaks and coffee pouring before we sat down around the table. We arrived 

15 minutes late because the airport coach was slightly delayed. When we got there, 

fresh sandwiches were set out on the table and the other participants were having 

breakfast. 

It was sunny outside and the general mood in the room was very positive. By now 

most participants are starting to get to know each other and the environment is more 

friendly. Some jokes about how “were happy to buy breakfast with others money” 

were exchanged, referring to it being financed by Tillväxtverket. After pleasantries 

were exchanged, and we had all gotten ourselves a tasty sandwich the PM started up 

the meeting. Focus today was to discuss the ongoing analyses of competence 

availability conducted up until now and to align on the way forward.  

In general the group seemed to be in agreement of the results of the analysis so far, 

most of them having contributed to the material we were now looking at through a 

presentation summarized by ourselves. Still, all of it had gone through the filter of 

Northvolt somehow and had been slightly altered to bring out analyses and results that 

can be used. At this point we were starting to see some differing views on what flies 

under the flag of analysis where some things Northvolt would consider just 

presentation of data another entity might consider to be an analysis. 

4.1.5 Educational workshop, Skellefteå, April 3rd 

One more face-to-face meeting at the office of RV with the purpose of having a workshop to discuss 

what types of education that might be relevant to establish. Doing so in order to ensure that potential 

recruits of differing previous experiences all have a clear route to follow in order to gain employment at 

Northvolt. 

Following the projects continuation, it has moved on to the question of how the 

different experience-levels of potential recruits should be treated in order to ensure 

that there is a clear path to follow for them to achieve a hiring-ready level of expertise. 

To do so we, the PM and representatives of YH, Skellefteå Municipality and RV met 

up to discuss conceptual ways forward. By now we can almost recognize the other 

individuals taking the morning business-flight to Skellefteå. This time for once the 

SAS-flight to Skellefteå was early rather than late, which the enthusiastic pilot did not 
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hesitate to point out; “we have arrived 10 minutes early to sunny Skellefteå, that is 

flying with SAS that is”. 

Arriving at the offices of Västerbotten Region was almost the same as last time. By 

now they had managed to get their broadband working and to get most of the furniture 

set up, we did not have a project-sponsored breakfast this time. 

The attendees at this meeting were slightly different from previous meetings. Since the 

goal was to conceptualize educational paths towards getting hired at Northvolt we also 

had some extra representatives of adult high school education (VUX), high schools, 

YH and our regulars present. 

This became abundantly clear as we begun discussing how to move forward and how 

to solve the issue at hand, the “new” members had a lot of trouble sticking to the point 

of this meeting and wanted to discuss larger issues, straying away constantly. Causing 

us to think that this was a sign of unclear goals? In terms of re-aligning on goals the 

whole day begun with a presentation from the PM explaining the type of need for 

competencies the factory will have, roughly going through the process itself with some 

support from us. Essentially retelling an improved version of our initial description of 

the competencies required for the factory. 

This must have helped in visualising what type of competencies we need, because no 

questions about that were ever raised. It did not however assist in making clear the 

overarching goal of the project, which practically all of the new members had to be 

reminded of constantly. This compared to the “original” members who did not stray 

from the goal of the day. A result of this was a lot of time being spent on discussions 

not related to the goal of the day, creating some frustration in the PM as well as the 

authors. Trying to be reflective this might be due to us being used to a much higher 

pace of working, effects of studying this project as an insider perhaps? Being coloured 

from working with Northvolt or just our experience from KTH? 

Except for these hiccups in the flow of the meeting, everything went smooth. We 

initiated discussions and aired a lot of thoughts about potential ways to move forward. 

We did however not really do a lot or bring in a lot of new information – compared 

to the time spent. An opinion shared by the PM. 

4.1.5. Continuous observations 

Discussions about involving external actors in specific parts of the project has been 

brought up several times. Since there is a lack of competence within the battery field 

in Sweden, educations and vocational learning have to be developed from the ground 

up. There is however an opportunity for collaboration with other industry actors who 

are not direct competitors of Northvolt, but could utilise the same base competencies 

for factory workforce.  

Northvolt also aims to create job opportunities for people far outside the labour 

market, which will require even more preparation to ensure that the basic competences 

being covered. Educations preparing for industry environments and language courses 



   
 

29 
 

must be set up. This is something that could create opportunities for external actors 

in Skellefteå as well. 

PM has several times expressed a feeling of disappointment of how being treated when 

trying to invite for a cooperation with external industry actors. She has been trying to 

push for a collaboration regarding potential educational programmes in Skellefteå, but 

without response. These actors are not competitors as a company but do compete for 

the work-force this project intends to attract. It has during the project been discussions 

about how external actors might see Northvolt as a threat.  

Through casual conversation throughout the spring it has been mentioned several 

times that Skype as a means of communication is limiting, but it is not feasible nor 

sustainable to set up face-to-face meetings on a more regular basis. 

4.2. Interviews 
Within this chapter general descriptions of the interviews as well as key points within 

them will be shared.  All actors have been interviewed twice, where the first and second 

interview had the same structure and themes of discussion. The purpose of the second 

interview was to see whether the interviewees opinions and thoughts had changed, 

investigate how they reflected on their previous assumptions and provide a 

comparison point. The findings will be presented under three main categorizes; external 

factors, difference in organisation characteristics and relational factors. 

External factors include factors of external environments and how these affect the 

collaboration itself. Basically, it is factors that are outside the scope of what can be 

managed or influenced by the actors within the collaboration. 

Factors related to the differences in organisation characteristic includes differences 

related to culture, organisational structures, and experiences. 

The relational factors are about how the organisational relationships to each other 

affect the collaboration. It is factors related to the importance of creating a shared 

vison as well as communication, sharing knowledge and trust. 

4.2.1. External factors 

Both governmental policies and legal regulations have been mentioned in the 

interviews as well as spoken of in day-to-day work. Through which, it has been made 

clear that factors of external environments such as these have a great influence on the 

project. 

Interviewee E mentioned that the tender process of hiring a consultant took longer 

than expected, which led to slight delays in the project. He suggested that Northvolts 

attractiveness lead to many more offers than expected. Not only did the collaboration 

have to go through the process of creating a public tender but due to the large amount 

of applications it was slightly delayed further. 

Furthermore, one organisation stands in front of a severe internal complication due to 

the political state of Sweden, as a result of this they will soon have to handle a lot of 
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personnel cut-downs, cutting 4500 employees from a previous total number of 13000. 

(Arbetsförmedlingen, 2019)  

When talking about potential internal obstacles that might affect the project during 

the first interview, this becomes a subject of discussion.  

”Politics may be a threat – we are soon about to be fewer.”  (Interviewee C). 

Both representatives of AF mention this as a potential threat while still being relatively 

calm about their own situation. The luck of the draw might have resulted in a situation 

where they are not directly affected to the same extent as many others are.  

The projects influence on external actors is discussed in the interviews. 

Interviewee E is very positive and enthusiastic about that the project is ongoing and 

he has high expectations on what it will generate. He talks a lot about how Skellefteå 

will transform because of Northvolts establishment. But later, he also points out that 

this project will not only affect Skellefteå and all the actors participating in the project, 

but external actors as well. 

Furthermore, the topic of other actors’ influence on the project is brought up by 

Interviewee C. 

“It´s not only Northvolt that will be a part of attracting people, but other employers will also be a 

part of that process.” (Interviewee C). 

One actor expressed some worry that people don´t believe that Northvolts 

establishment will happen. This is brought up both in interview one and two where he 

mentions that external actors don´t believe in this, and it is of high importance that 

this becomes more official. Mentioning that he constantly emphasizes its inevitability 

but can only do so much. 

“It´s the people who are involved in this’ responsibility to spread it.” (Interviewee B). 

4.2.2. Differences in organisation characteristics 

Every organisation participating in the project has different experiences when it comes 

to collaborations. 

Interviewee D points out that RV normally is involved in the process of defining and 

framing the project and it´s a little bit unusual for him to not be a part of that process 

this time. Referring to the projects inception which begun in the hands of Northvolt, 

to then formally be handed to RV to act as formal project owners and the ones who 

will report to TVV. 

Interviewee B expressed that he is involved in many collaborations, but there are more 

actors in this project then what he is used to. Suggesting that this context is much 

bigger. 
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Furthermore, when discussing the time-plan for the project, the interviews revealed 

that many actors thinks that it´s a tight one.  

“We can say that it´s an ambitious one, haha.”  (Interviewee E). 

” It should be a tight schedule, haha.” (Interviewee B). 

Both expressing the opinion that there is a lot to do in a little time but do so with a 

positive mindset and give the impression that it is doable, but will require a lot of 

effort. 

 

Since there is a geographical distance between the organisations, most of the 

communication has been through skype. That´s also a factor that affects the 

collaboration, and whether you are used to it or not, it can be more or less comfortable. 

However, no one expressed that this was something negative, rather the opposite. 

 

 “This is something a do every day” (Interviewee B). 

“Pretty used to it, when we work with inland municipalities we communicate via Skype and similar 

things all the time.” (Interviewee E). 

When we during the first interview talked about expectations on their own 

contributions, everyone expressed that they will try to do their best. In the second 

interview, all seemed to be pleased with what they had achieved. It was however 

revealed that some actors had which for some more internal help within their own 

organisations. And as before mentioned, one organisation is limited when it comes to 

their resources in terms of personnel.  

However, many actors argue, including the above-mentioned organisation, that they 

haven´t felt any resistance from higher management when it comes to prioritising this 

project. 

 

“The management says that this is a priority project” (Interviewee B). 

“Even the municipal director gives approval to the project” (Interviewee E). 

 

4.2.3. Relational factors 

The interviews expose that everyone has a shared vison about the goal. Everyone talks 

about the supply of competence and the importance of how to make Skellefteå 

attractive. However, there was a clear difference in the number of mentions that this 

project is a pre-study to the larger project at hand during interview one and two.  

 

Interviewee E is the only one that mentioned that fact of that this project is a pre study 

that will enable us to know what we will do later, in interview one. During the second 

interviews this was mentioned by all interviewees. 
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The fact that everyone has internal goals is also revealed during the interviews and It´s 

clear that everyone means that it will require a lot.  

Interviewee A means that Skellefteå municipality strives for reaching a number of 80 

thousand residents at the years of 2030. 

Interviewee D wants to be a part of this development of economic and social reasons 

- “you should be able to live in different parts of the region.” (Interviewee D). 

Interviewee B expresses several times that he expects a high degree of success for this 

project but that it will require a lot of work. Emphasizing that it is a huge task and that 

while he believes it to be possible it will require a lot of effort. Is this worry that we 

are seeing or is it a realistic approach to a gigantic project? 

It´s clear that Interviewee D has a lot of expectations on the project, but he is also 

aware of the scale of it. He means that will not only affect the society at its own, but 

also a huge amount of people. 

Interviewee C has a positive attitude to the project in general but she is also expressing 

the fact that it´s a massive project with many different parts. 

Interviewee C means that we are a little bit behind, but from a big perspective, she 

thinks that we will make it. Despite the fact that she hasn´t been able to participate on 

every meeting, her feeling is that everyone put´s a lot of engagement to the project. 

Even though, she says that she doesn´t have a clear picture of what all the actors have 

done. 

The importance of communication is a subject that almost every interviewee highlight. 

When discussing the most important aspects of the project at hand Interviewee B 

emphasizes how it should be achieved TOGETHER (Swedish “tillsammans”) and it 

will require INTERPLAY (Swedish “samspel”). It becomes clear through the interview 

that for both Interviewee B and Interviewee C this project is about collaboration and 

that it should be seen as something that is done together. 

Interviewee D brings several times during the interview up the subject about sharing 

knowledge. How important it is with communication and that everyone will share 

material with each other. He says that to be able to manage this project, it´s required 

to have a broad base of knowledge. 

“Everyone has different roles, and different prerequisites. This has to be handled with good 

communication.” (Interviewee D). 

Interviewee A lifts the subject of internal competition among actors, which he means 

is a problem that usually occurs in this type of collaborations. It´s an individual 

question, that may be a problem if people are more concerned about their own status 

then the team. Interviewee A places a heavy weight on OPENNESS! 

The geographical distance led to that most of the communication was handled through 

Skype. Despite the fact that one interviewee claimed that it had been some technical 
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problems, this was not an aspect that generally seems to have been something negative. 

Rather the opposite! 

“Actually, meeting face-to-face can sometimes make it less effective.” (Interviewee E). 

 

Without asking specifically about what the actors thought about the leadership, several 

of them mentioned that they were satisfied with how the project had been structured 

and said that the management of the project had been a well-run part. Shown below. 

 

“PM is doing a great job. She is trying to keep it moving, making sure it goes in the right direction. 

She is also open for inputs from all the actors involved” (Interviewee B). 

 

“PM is doing a great job managing it(the project), it´s always clear” (Interviewee C). 

 

“I have been able to reach PM every time I have called but one” (Interviewee E). 
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5. Analysis and Discussion 
In this chapter the analysis of the gathered empirics as well as a discussion of their 

relation to previous literature will be presented. 

5.1. Observed key factors of inter-organisational collaboration 
Through the case study several types of challenges have been identified. These have 

been structured through themes established throughout the study and will be 

presented in this chapter. 

5.1.1.  External factors 

In this chapter we include all the factors that influence the collaboration itself while 

originating from outside of the collaboration. An example of this is the regulatory 

environment in which the collaboration operates within or stakeholders of the projects 

success that do not have a direct causal relationship with it. 

It´s no doubt that the timeframe of the project was perceived as tight from the 

beginning, exclaimed by each interviewee. However, along with other factors, 

governmental policies and legal regulations forced the project to be temporarily 

delayed. These circumstances are out of the scope of the organisations to handle, 

where the public actors in the collaboration must abide by the process of public tender, 

which took longer than expected, due to an unexpected amount of offers. 

Kearney, Hisrich and Roche, (2009) argues that the public sectors have to handle a 

complex and unpredictable external environment. This in turn means, when 

collaborations between public and private sectors occurs, these environments will 

come to affect the private sector as well. Something that is clearly exemplified by the 

cut-downs happening within AF, a change that is politically motivated and through 

which their resources in terms of personnel were affected and followingly the progress 

of the collaboration. 

Outside the scope of the regulatory environments, there are other external factors that 

might affect the collaboration process. External actors within the industry sector will 

most likely be affected by Northvolts establishment, as well as they have a chance to affect 

the opportunities associated with it. While we have not observed direct causalities in 

terms of participant behaviour because of this there is a possibility that the existing 

large industries in the area could be a source of a conflict of interest for the actors 

participating from public organisations.  

These external industry actors and their non-participation have been a discussion that 

has been addressed during a few meetings but purely in the context of absurdity. From 

Northvolts perspective their establishment is inevitable, and it is up to these other 

actors to act if they wish to gain anything form the coming establishment. Contrasted 

by view that a lot of people still question whether Northvolt will happen at all 

(Interviewee, B). Their nonparticipation in some activities is seen as a loss on their 

part, since they veto their own ability to affect educational shaping. 
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5.1.2. Differences in organisation characteristics 

In this chapter we will discuss the differences of the organisations and how these 

affected the collaboration. 

Culture 

Differences in terms of the organisations themselves stems in part from the cultural 

differences between them. Each organisation will have their own unique cultural 

context in which they operate. Increased by the fact that this collaboration is between 

organisations from the public and private sector, where differences between the two 

are historically larger. 

Northvolt is a start-up, used to work under high pressure and with short deadlines. 

They have a culture driven by results and currently operate on borrowed money, which 

places high demands on their performance but also encourages a culture of over-

working, intentional or not. 

RV, AF and the Skellefteå Municipality are all stately owned organisations, which 

places them in a similar organisational context. Kozuch and Sienkiewicz-Malyjurek 

(2016) would characterise these types of organisations as authoritarian in terms of 

management and followingly suggests they would act very rigid. Similarly, Kearney et 

al., (2009) suggests that stately owned businesses are less innovative and risk taking. 

This does not correlate entirely with our perception of these organisations. We have 

not seen any signs pointing to differences in innovativeness but expectedly they follow 

a stricter organisational structure than a start-up does. Our interpretation is however 

that given their circumstances, they have been given relatively free reigns and been 

supported by management internally. This backing is mentioned by both Interviewee 

B and E. 

Experience  
All the actors have different experiences when it comes to collaborations. Some are 

used to work within large projects with many actors and some are used to work within 

small projects with fewer actors. 

When discussing what might come to be obstacles within this project, some actors 

gave examples of their previous experiences within other projects of public-private 

collaboration. In these cases, they exemplified previous challenges and suggested 

solutions for combating them. This in turn signifies the experience that a lot of these 

collaborators have, and that the work of putting the group together had been quite 

successful. 

There is a reason for why this collaboration with these particular actors took place. 

Every organisation has their own experiences and knowledge base which had a 

positively outcome on the project's success. The different experiences were clearly 

shown during the meeting, where the level of involvement in the different subjects 
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correlated with the participants areas of expertise, engaging primarily when their own 

subject was discussed. 

However, the different skills and experiences among the actors lead to a smooth 

process of defining the work tasks. Which as argued by Bennet and Gadlin (2012) is 

of high importance to define each members role and responsibilities in order to create 

a successful team. We would like to extend this argument to the project group as a 

whole, where the creating of the group based on the competences of each individual 

organisation meant that there was no overlap in competencies and allowed for a 

smooth division of tasks. 

This speaks to the success of putting the project group together, and while it happened 

outside of our involvement we see it as a key factor for the eventual success of the 

collaboration. 

Resources 

Given the differing backgrounds and competencies that each participating actor has it 

means that a wide variety of skills has been included in the project. This spread 

provides an opportunity to hasten the projects’ progress and potentially increase its 

efficiency. This is in part a reason to why one would enter these types of partnerships 

looking at it from the perspective of resource dependence (Barringer and Harrison, 

2000). Broadly, Northvolt could have ventured to recruit for their establishment on 

their own but gained the joint resources of the collaborative partners by committing 

to this collaboration. We see this wide array of resources to affect the collaboration 

positively, reducing the time required to conduct certain tasks. 

5.1.3. Relational factors  

This chapter will present the observed factors relating to the interactions between the 

parties and how their relation to each other affected the collaboration. 

Goal Alignment 
What became evident throughout the study is the natural alignment of the differing 

parties’ goals. It is our opinion that this has been an important factor to the 

collaboration's success, in agreement with Crosby and Bryson (2005). While the effort 

to align these goals have not necessarily been intentional but rather natural it has 

influenced the day-to-day work. Through the specified goal of the project the separate 

organisations have been able to see a means to their own long-term goals. For example, 

RV have the long-term goal of ensuring a supply of competence to the whole region 

as well as growing the region, a goal that can be satisfied by achieving the projects’ 

goal of ensuring competence supply to the Northvolt factory. Similarly, AFs core goal 

is to provide unemployed individuals with job opportunities, something which directly 

aligns with the long-term purpose of the project. Doing so, intentional or not, a regime 

of mutual gain (Bryson, 2006) has been established. 

From the perspective of a stately owned organisation, it will almost always be beneficial 

to increase the population due to economic reasons, especially when that is an increase 

in working population. If Northvolts establishment succeeds this is also an unspoken 
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goal that will be met. A factor that will always be present in the context of recruitment, 

where the end result should be more workers, more tax collected and therefore more 

income for the government. 

As a result of these aligned goals it has been obvious through observation that all 

parties display some sort of driving force and intent to push the project further. 

Closely related to the goal of the project we find differences in the necessity of the 

projects success. What we mean by this is how the organisations depend differently 

on the outcome. While Northvolt has the most to gain from the project succeeding 

they also have the most to lose. If the long-term goal of finding workers for the factory 

were to fail, the company is no more. This is contrasted to the other public institutions 

who might gain a lot from the projects’ success but retains their jobs and their 

positions regardless of its outcome. 

This difference in dependence on the projects’ outcome might have affected individual 

actors’ motivation but is hard to measure or evaluate properly. 

While not a part of this specific project the same constellation of organisations will in 

the future have to operationalise the results of this study. This knowledge affects the 

situation today to a part through the certainty that they will need each other for 

different actions in the future. While the municipal government does not have access 

to the same amount of data as AF at this stage, they will be instrumental to enabling 

the construction of housing for those who will relocate. 

Time 

The perspective on time affects many factors in terms of collaboration. How the 

concept of time is viewed affects both efficiency and productivity but in extension 

quality of work. Differing views on this can partly be explained by individual 

differences but to a large part stem from the organisation and/or culture an individual 

operates in. 

All the actors in the case study originate from different organisations where their ways 

of working differ. These differences visualize themselves in for example opinions on 

time plans, how long time it should take to complete certain tasks and how deadlines 

are treated.  

We identified a very clear difference in what is regarded as a “tight” time-plan, where 

from the perspective of Northvolt it was set loosely and as “slow” as possible but in 

the eyes of the other participants it was very tight, all of them showing doubt at first 

sight of the proposed plan. This might be due to the private-public difference but is 

most likely amplified by the type of private actor Northvolt is. Sticking true to the 

start-up stereotype Northvolt has shown to work fast and efficiently, which 

emphasizes the differences between these types of organisations. 

A reason for some of these challenges identified might be explained by the differences 

between deadlines controlling how much you work or your working hours controlling 

when you can complete tasks. In public institutions your working hours takes the 
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controlling role while an employee in a private company is dependent on his/her 

ability to complete tasks to the set deadline, regardless of time spent working. 

Trust 
Trust between parties is an extraordinary important factor in terms of collaboration, 

especially across the borders of different organisations. This type of collaboration does 

to a part call for the sharing of internal materials and knowledge, which requires some 

form of trust to commit to, either informal or formal. 

At the start of the project several participants expressed their concern for this specific 

problem of lack of sharing. They had experiences form previous collaborations where 

this was not something people did and by doing so excluded some parties from 

particular information. Form our observations in the study this has not been the case, 

and during follow-up interviews this did not seem to concern them anymore – 

speaking for an open environment where information had been shared. Showing signs 

that this issue had been avoided by a clear information sharing practice within the 

project. 

Communication 

Due to the large geographical distances Communication between parties has mostly 

been through the channels of e-mail, Skype and phones, with a few face-to-face 

meetings throughout. This has meant that a lot of the communication the project is 

built upon has been lacking the detail of meeting first-hand.  

While technical struggles have been present at some points no participant expressed 

this difficulty at the time. Some did however do so in our follow-up interviews, 

speaking of the issues with communicating through skype. Contrasted by one 

participant who mentioned the benefits of doing so, saying that by meeting through 

Skype rather than face-to-face you kind of avoid the social part of it, not “wasting 

time” with pleasantries but rather saying what you have to say and leaving it there. 

This might be a benefit, but we argue it to surely be outweighed by the lack of 

teambuilding one can achieve by Skype-conferences compared to live meetings. This 

communicative situation has hindered the teambuilding possibilities of the group. 

While the atmosphere has been very positive we assume it could be even better with a 

closer working situation, enabling participants to get to know each other better. Bennet 

and Gadlin (2012) would argue this to be important for the teams efficiency. 

Leadership 

The team leader should according to Bennett and Gadlin (2012) involve the whole 

group to the projects mission. Everyone should be a part of the projects outlining, 

development of goals and objectives in order to create a shared vision. 

The interviews revealed that there has been a positive attitude towards the leadership, 

especially in terms of steering the project towards the right direction. In accordance 

with Tuckman (1965) we argue that the importance of the leader is higher in the initial 

stages of any teambuilding process. In this case the teambuilding process is drawn out 
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due to the limited contact between the organisations. The dependence on the leader is 

furthered by the organisational differences between all parties and places an emphasis 

on keeping the group together. 

Literature and the situation itself points towards leadership being a critical factor but 

in the studied case it has rather been a secure point, as expressed by several of the 

interviewees. 
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6. Conclusions 
To a part, some of the most common issues with cross-sectional collaboration has 

been avoided through the core purpose of the case project. While most literature 

points toward the risks of business-state collaboration in terms of goal misalignment 

the case has by its own nature aligned the purpose of all participant organisations. 

Throughout the project it has been clear that one of the central issues in previous cases 

- goal misalignment- has not been present to the same extent. While we would like to 

deliver a concise strategy to achieve this based off the study conducted for this thesis, 

we cannot draw that conclusion from this data. The project studied was put together 

based on the participants abilities and not due to forced collaboration of some kind, 

meaning that the participants of this study were at the projects birth already chosen 

due to their goal alignment. 

While we try to draw conclusions based on cultural differences and try to emphasize 

collaboration, we acknowledge that the actual time spent together is very low. The 

project participants in our case clocking in probably below 24 hours over the course 

of this study. This means that not a lot of time is spent challenging each other’s cultural 

experiences, discovering differences and expressing conflict. All of which are sources 

of collaborative challenges that have not been as present in the case of Northvolt-

Västerbotten. 

6.1. Addressing the research questions 
 

− RQ1: What challenges can be identified throughout the collaboration? 

Communicative challenges in terms of cultural and geographical proximity were 

observed as challenges for the studied case. Agreeing with previous studies of both 

collaboration in general as well as inter-organisational collaboration. 

While not being present as a challenge in this instance it is evident that the alignment 

of goals between participating organisations serves as a strong driver for positive 

collaboration. Many potential disagreements can be avoided by building the 

organisations core goals around the individual goals of the actors, or like in this case, 

by choosing the different actors due to their alignment with the goal of the 

collaboration. 

As a result of this we argue the process of participant selection should receive a higher 

status in the discussion of inter-organisational collaboration, which along with proper 

management of goals can have a strong correlation with the success of the 

collaboration.  

− RQ2: What opportunities arise during this collaboration? 
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Entering an inter-organisational collaboration means that resources and knowledge 

from each actor can be shared. When this collaboration takes part between 

organisations in the public and private sector it can be of further advantage. 

An (often) more driven and innovative private organisation in combination with public 

organisations that have access to a broad base of resources can, if the collaborational 

challenges are managed, be of high success. 

Differences, while sometimes hard to manage, can if done so successfully be avoided 

and turned into opportunities. If you manage to combine private and public actors to 

create a team with clear communication, established trust and aligned goals you can 

instead utilise the differences and by doing so save money, time and resources. 

 

6.2. Research contribution 
The authors of this thesis aim for its publishing to provide an additional perspective 

on the opportunities and challenges that might occur in a temporary inter-

organisational between actors of the public and private sector. By taking the role of 

project participant and studying the communication between parties as well as 

documenting their expectations and thoughts through interviews we provide an inside 

look at how the interactions between differing organisations affect the collaboration 

itself. 

6.3. Recommended actions 
There are both challenges and opportunities that must be considered in order to 

successfully manage a collaboration between inter-organisational organisations. While 

many theoretical perspectives reflect on the desire to enter one from a macro 

perspective few consider the complexities of different cultures mixing and the 

challenges come with it. As previously stated, there is a lot to gain from successfully 

doing so, but one should consider these aspects as well as the macro-perspective  

strategy. 

Our research focuses on the partnership between public and private organisations in 

the context of recruitment. However, our identified opportunities and challenges 

could be of relevance for other types of inter-organisational partnerships in other 

contexts as well. We’d like to summarize our thoughts for managers to consider as 

follows: 

• Firstly, evaluate potential challenges and account for the ones associated with 

organisational differences – regardless of the purpose for joining  

• Secondly, if entering, discuss the goals of the collaboration as well as all 

participants internal goals and try to clearly align expectations.  

• Thirdly, communication during the collaboration is of high importance. 

Different cultural “languages” can differ between the organisations, and 

depending on the means of communication this issue can be minor or major. 
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6.4. Suggestions for future work 
As the project progresses and develops from a pre-study towards a practical 

collaboration where on-paper analysis and data has to be operationalised the 

opportunity to further study this type of collaboration remains. We suggest this to be 

an interesting follow-up to gauge whether the identified challenges in this start-up 

phase of the project remains or are replaced by different ones. Doing so would allow 

for an analysis on the relation between challenging factors and the stage at which the 

collaboration is in. 
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8. Appendix  

8.1. Appendix A – Interview guide 1 (Swedish) 
Intro 

Vad jobbar du med normalt sett?  

I det här projektet? 

Hur har du kommit dit du är?  

 

Varför detta område? /detta projekt?  

 

Hur känns det att ha startat upp det här projektet? 

 

Mål 

Vad tycker ni att det här projektet är? 

1. Internt mål? 

Vad vill ni få ut av det här? 

 

2. Projektets mål? 

Projektet I stort då, vad är det viktigaste målen? 

Förväntningar 

1. Resultat för projektet I stort 

Vad kommer vi uppnå? 

Vad tror du kommer krävas för att vi ska uppnå det här? 

Kommer Skellefteå förändras? 

På vilka sätt? 

2. På de andra deltagarna 

Vad har du för förväntningar på de andra deltagarna? 

3. På din egen leverans 

Vad har du för förväntningar på din egen leverans? 

4. Projektets organisation 

Skiljer organisationsstrukturen sig från vad du är van vid? 

Hurdå? 
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Mötens frekvens? 

Hur förväntar du dig att samarbetet ska se ut? 

Hur jobbar ni med varandra mellan mötena?  

 

”Upplevelse” 

1. Initialt 

Hur var din upplevelse av det första uppstartsmötet? 

Skiljer sig känslan från annat arbete du gör? 

Hur? 

Skiljer sig arbetsbelastningen? 

 

Utmaningar 

1. Interna hinder? 

Vad utmanar er internt för att uträtta det ni vill? 

Finns det regelverk som kommer komma i vägen? 

Vilka då? 

2. Generella hinder? 

Vad blir den gemensamma organisationens största hinder? 

Vad kan bli ett hinder för Skellefteå som stad? 
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8.2. Appendix B – Interview guide 2 (Swedish) 
 

Mål  

Hur ser ni på projektets mål?  

Kommer vi klara det? 

 

Har målet varit tydligt under projektets gång?  

Har det genomsyrat arbetet? 

Har det någon gång varit otydligt? /tappat fokus? 

Är vi i takt för att uppfylla målen?  

 

Förväntningar 

 

Har ni “organisationen” (hittills) nått upp nått upp till förväntningarna på er egen 

prestation? 

 

Har de andra deltagarna (hittills) nått upp till förväntningarna ni hade på dom? 

 

Hur har samarbetet generellt nått upp till de förväntningar ni hade?  

 

Vad har fungerat bäst (sammarbetsmässigt)? 

 

Har du upplevt några problem/hinder med samarbetet?  

 

Hur tycker du att kommunikationen har varit mellan aktörerna? 

 

Hur har du tyckt att det fungerat att samarbeta på distans?  

Kommunicera över skype/sharepoint? 

 

Hur upplever du kunskapsutbytet mellan deltagarna?  

Har alla delat med sig av den kunskap dom har? 

 

 

”Upplevelse” 

 

Känns projektplanen rimlig?  

Är den för pressad eller känns den okej? 

 

Hur har du upplevt arbetsbelastningen hittills?  

Har arbetsbelastningen varit hanterbar? 

Eller har det varit stressigt? 
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Utmaningar 

Vad har utmanat er internt för att uträtta det ni vill? 

Finns det regelverk som har kommit i vägen? 

Vilka då? 

Vad har varit den gemensamma organisationens största hinder? 

 

 

 

 

 


