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Abstract

Opportunities and challenges in the management of an
innovation laboratory:                                                       
A case study of Semcon Innovation Lab
Anna Bondeson and Sanna Grönlund

Innovation laboratories are environments
especially designed for carrying out the
innovation process. They are an example of a
new kind of organisational structure that has
emerged as a managerial response to challenges
associated with organisational dynamic
capability development. Using a mixed-method
approach, this thesis attempts to create an
understanding for the challenges and
opportunities that exist in the management of an
innovation laboratory, both on a level of
organisational innovation and of individual
creativity. The componential model of creativity
and innovation in organisations is used as a
framework for analysis of an innovation
laboratory in the case company, the tech
consultancy firm Semcon.

The results confirm that there is a lack of clarity
in the conceptualisation of innovation labs. Some
important findings are that the implementation of
an innovation laboratory could in itself be seen
as an opportunity, but that acting in the
borderland between the objectives of profitability
and creativity could prove a challenge. A
challenge may also lie in maintaining a realistic
view of the actual abilities of the innovation
laboratory. Cross-functional collaboration
between consultants seems to bring
opportunities in that it may contribute to
knowledge creation and transfer within the firm,
but there is a challenge in that teams are in need
of leaders with skills in creativity management
and agile project management, but also technical
expertise. A general conclusion for managing
innovation laboratories is that they need enough
resources to have room for mistakes. The
findings have implications for the management of
existing innovation laboratories and those in the
planning.
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Populärvetenskaplig sammanfattning 
Globalisering, ökande konkurrens och osäkerheter i den externa miljön innebär att företag idag 

kontinuerligt måste förändra sig för att fortsätta vara innovativa, för att behålla sin position på 

marknaden. Kreativitet och innovation blir därför nyckelfaktorer för företagens överlevnad. 

Innovationsprocessen börjar med idégenerering, där individens kreativitet är en nödvändig 

faktor, och slutar med implementering av idéen på marknaden. Ett sätt att för företag att anpassa 

sig efter en föränderlig omgivning är att förändra delar av organisationens struktur. Ett sådant 

exempel är genom att införa ett innovationslabb. Ett innovationslabb är en miljö där strategier 

för tillväxt kan realisereras på ett roligt, dynamiskt och användbart sätt genom innovation. 

Innovationslabb har många likheter med forsknings- och utvecklingsavdelningar men skiljer 

sig framför allt i att de har en lägre formaliseringsgrad. Till vilken grad individer och team 

producerar nya och användbara idéer beror delvis på individens kunskaper och förmågor, men 

också på faktorer i dennes omgivning inom företaget.  

 

Idag saknas forskning om hur innovationslabb bör ledas och organiseras. Studien ämnar att 

undersöka vilka möjligheter och utmaningar som finns i ledningen och organisationen av ett 

innovationslabb, både inom organisationen och i att stödja individuell kreativitet. Studien 

baseras på data från ett fallföretag, teknikkonsultföretaget Semcon, som befinner sig i en 

omvärld där kundernas behov och konkurrensbilden ständigt förändras. Som ett svar på detta 

har företaget startat ett innovationslabb.  

 

Studien genomfördes med hjälp av intervjuer med företagsledning, ledare och ansvariga i 

innovationslabbet, samt med konsulter som arbetade i innovationslabbet. Författarna 

genomförde även deltagande observationer av aktiviter i innovationslabbet. Genom att 

applicera delar av Theresa M. Amabile’s componential model of creativity and organisational 

innovation för att analysera fallföretaget idenfierades ett flertal möjligheter och utmaningar. 

Här följer en kort beskrivning av några av de fynd som gjorts. 

 

Generellt sett kan införandet av ett innovationslabb i sig ses som en möjlighet, då detta kan 

betraktas som bevis för att företaget har goda dynamiska förmågor, och därmed kan behålla sin 

konkurrenskraft. Precis som forskare tidigare uttryckt finns oklarheter kring konceptet för 

innovationslabb, och denna studie bekräftar att så kan vara fallet. Det i sin tur kan, generellt 

sett, innebära utmaningar för företag. Att syftet med innovationslabbet visade sig ligga i 
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gränslandet mellan lönsamhet och kreativitet kan innebära utmaningar, då dessa olika syften 

sannolikt kräver vitt skilda resurser från ledningen. Möjligheter ligger sannolikt i att 

innovationslabbet skapade en känsla av stolthet inom företaget, men författarna understryker 

vikten av att behålla en realistisk syn på innovationslabbets faktiska förmågor, så att dessa inte 

överskattas.  

 

Författarna fann att projekten i innovationslabbet tekniskt sett inte uppfyller definitionen av 

projekt, vilket kan innebär en utmaning i ledningen av dessa. Sannolikt skulle hanteringen av 

projekten underlättas om projekten specificeras så att de uppfyller definitionen av ett projekt; 

en unik process med förutbestämda mål samt specifika begränsingar för tid och kostnad. På 

grund av osäkerhet i projektens natur föreslår författarna att en agil projektledningsmetodik bör 

vara lämplig för innovationslabb, och att innovationslabb bör ledas av projektledare med 

kunskaper inom agil projektledning. Författarna identifierade en ledarstruktur bestående både 

av formella och informella ledare. Utmaningar identifierades i att det saknades projektledare 

och i att ingen av ledarna arbetade heltid i labbet. En generell slutsats är att innovationslabb 

sannolikt behöver ledare med förmågor både inom kreativt ledarskap och projekledning, samt 

tekniska kunskaper.  

 

Många deltagare i studien uttryckte sig positivt till innovationslabbet. Frånvaron av en formell 

ledarstruktur gjorde sannolikt att labbet var beroende av motiverade individer med en stark egen 

drivkraft. En generell slutsats är att en stark inre motivation hos deltagarna troligtvis är en stor 

möjlighet för ledningen av ett innovationslabb. Möjligheter identifierades dessutom i 

samarbetet mellan konsulter från olika avdelningar och olika orter, vilket verkar bidra till att 

nya kunskaper uppkommer och sprids i organisationen samt att förståelsen ökar för arbetet på 

andra avdelningar. 

 

Förhoppningen är att lärdomar från studien kan vara av nytta för företag som har ett 

innovationlabb eller som planerar att införa ett sådant.  
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1. Background - Industry competition and 
organisational change 

Globalisation, demographic shifts, hypercompetition and advances in information technology 

are strong forces that are reshaping the competitive landscape throughout the world (Dess and 

Picken, 2000:18; Ilinitch et al., 1996:211). Organisations, therefore, continuously need to 

change in order to stay innovative (Biedenbach and Söderholm, 2008:123). Creativity and 

innovation in any organisation have been proven essential for successful performance and long-

term survival (Anderson et al., 2014: 1297).  Creativity refers to the first stage of the innovation 

process, and can be seen as a subprocess of innovation, which includes both idea generation 

and idea implementation (Hülsheger et al., 2014:1129). Creativity and innovation are key 

sources for competitive advantage, and for many organisations the question is not whether or 

not to innovate, but rather how to innovate successfully (Prajogo and Ahmed, 2006:499). This 

question has led to a fundamental shift in the rules of the competition and the way that the game 

of competition is played (Ilinitch et al., 1996:211).  

 

The appearance of organisational innovation laboratories, dedicated facilities for encouraging 

creative conducts and supporting innovative projects, is an example of a new kind of 

organisational structure that has emerged as a managerial response to challenges associated 

with capability development (Lewis and Moultrie, 2005:73). However, little is known about 

the effectiveness of innovation laboratories, and few attempts have been made to understand 

the supporting concepts, overall benefits and disadvantages of these facilities (Birdi and 

Magadley, 2009:316; Lewis and Moultrie, 2005:74). Innovation laboratories are attracting 

greater attention from organisations and the research interest for facilitators of innovation and 

creativity in workplaces has increased during the last decades, and has led to a growth of 

findings and practical suggestions (Hülsheger et al., 2009: 1128). 

 

There is a lack of knowledge concerning management practises for innovation laboratories, but 

previous research suggests that organisational innovation laboratories can enable organisations 

to innovatively change their way of managing resources (Lewis and Moultrie, 2005:82). 

Management competence plays an essential role in balancing flexibility and control within the 

company (Biedenbach and Söderholm, 2008:141). The responsibilities of managers include 

building an organisation structure that is favourable for innovation (Gaubinger et al., 2014:6), 

but also supporting new product development (Cooper and Kleinschmidt, 2007:3), such as 
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innovation projects. Innovation is characterised by uncertainty and complexity, which is 

influencing management processes (Tidd, 2007:169). Because of these characteristics, 

traditional models for project management such as the stage-gate approach may not be suitable 

for innovation projects (Cooper, 2014:20). Conforto and colleagues (2014) state that 

establishing a more flexible approach that is adaptable to the contingencies of the project 

environment could be the solution (Conforto et al., 2014:21). Also, little attention has been 

given to the managerial issues of creativity in innovation projects, despite being referred to as 

the most basic and the most critical element in the process of innovation (Udwadia, 1990:65). 

The extent to which creative individuals and teams will produce creative, novel and useful ideas 

depend not only on their individual characteristics, but also on social and environmental 

influences, such as management practises (Amabile 1988:153).  

 

Researchers have previously called for further research on how organisational innovation 

laboratories can be conceptualised, including both design and management (Haner, 2005:297). 

Also, Lewis and Moultrie (2005) imply that future studies of organisational innovation 

laboratories can help to improve understanding of the effect that innovation laboratories have 

on dynamic capabilities in organisations (Lewis and Moultrie, 2005:80).  

 

Thus, this thesis has the following three objectives: 

1) To raise academic interest in innovation laboratories and encourage discussion 

regarding the opportunities and challenges with such facilities; 

2) To create an understanding for what opportunities and challenges exist in the 

management of an innovation laboratory; 

3) To identify opportunities for future research. 

 

1.1. Purpose - Understanding opportunities and challenges 
As argued above, little is known about organisational innovation laboratories, despite their 

increasing popularity in organisational settings (Lewis and Moultrie, 2005:82; Haner, 

2005:297, Birdi and Magadley, 2009:316). Therefore, the purpose of this study was to create 

an understanding of the opportunities that an innovation laboratory can create, but also of the 

challenges that can come with it. Challenges and opportunities for the management of an 

innovation laboratory were investigated both on a level of organisational environment and on a 

level of individual creativity.  
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In a long-term perspective, investigating the above stated might be of importance to any 

organisation that has an innovation laboratory or is planning to implement one. Lewis and 

Moultrie (2005) suggest that innovation laboratories could contribute to an organisation in 

terms of learning and dynamic capabilities (Lewis and Moultrie, 2005:82). However, there is a 

lack of knowledge concerning how an innovation laboratory should be managed, both on an 

organisational and an individual level. Thus, this thesis attempted to answer the following three 

research questions: 

 

What opportunities and challenges exist in the management of an innovation laboratory? 

a) What opportunities and challenges exist in the organisational environment? 

b) What opportunities and challenges exist in supporting individual creativity? 

 

1.2. Demarcations 
The first demarcation is that this thesis is focused only on internal management and organisation 

of the innovation laboratory. External aspects, such as the potential of innovation laboratories 

as a business model, are not considered. Second, the case study is set in a private sector 

organisational innovation laboratory. Therefore, other types of innovation laboratories such as 

public innovation labs, social innovation labs, international innovation labs or living labs are 

excluded in the research. Third, because of the limited time frame and scope, this thesis 

investigates only the organisational and individual components of the componential model of 

organisational innovation and individual creativity (Amabile, 1988). The organisational 

innovation process and the process of individual creativity are not considered in depth.  
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2. Theoretical framework and case description 
This section introduces the reader to previous research made in the field of organisational 

change and dynamic capabilities, as well as organisational innovation and individual creativity. 

A theoretical background of innovation laboratories and innovation management is presented. 

A case description of Semcon Innovation Lab is given along with some parts of the theoretical 

framework. Also, the componential model for individual creativity and innovation by Theresa. 

M. Amabile is introduced.  

 

 

2.1.  Organisational change and dynamic capabilities   
To create an understanding of why organisational innovation laboratories have become popular, 

it is of importance to  outline the factors that an innovation laboratory could be a reaction to. 

The appearance of organisational innovation laboratories is an example of a new kind of 

organisational structure that has emerged as a managerial response to challenges associated 

with organisational capability development (Lewis and Moultrie, 2005:73). 

 

“The entire organisation, collectively, must create and assimilate new 

knowledge, encourage innovation and learn to compete in new ways in an 

ever-changing competitive environment” (Dess and Picken; 2000:18). 

 

The traditional view of organisational change commonly includes the creation of new attributes 

within the organisation, such as adding or removing certain departments. This is argued that 

organisational forms rest on the dynamic capabilities and strategic flexibility of a firm (Rindova 

and Kotha, 2001:1264). This statement is connected to contingency theory, which states that 

there is no best way of organising a corporation. Instead organisations should strive toward 

organic and flexible structures in order to adapt to changing environments and internal 

situations (Burns and Stalker, 1994:ch. 6).  

 

The dynamic efforts a firm makes in order to improve what it currently does well and the way 

that the organisation intends to innovate for the future, is contributing to a company’s 

competitive advantage (Lewis and Moultrie, 2005:74; Teece et al., 1997:509). Teece and 

colleagues (1997) argue that the framework for dynamic capabilities suggests that monetary 

value creation in systems undergoing rapid technology change depends on internal 
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technological, organisational and managerial processes inside the firm. In other words, it is 

critical for companies to identify new opportunities and organising efficiently to embrace them 

(Teece et al., 1997:509). 

2.1.1. Case description - The dynamic capabilities of Semcon 

Semcon is a technology consultancy firm that delivers engineering services to its customers. In 

practice, this means that the company provides consultant expertise, mainly engineers and 

teams of knowledge-workers, to clients. The clients are found  in several different technological 

industries such as automotive, energy, industrial, pharmaceutical, life-science, processing and 

packaging as well as telecommunication (Semcon, 2015:24). 

Semcon is engaging in organisational change in order to survive external shifts in the consultant 

industry. In the most recent annual report of year 2014, Semcon’s external environment is 

described as uncertain, since changing environmental factors are affecting the firm’s customers 

(Semcon, 2015:10). One main trend is that the company’s clients are demanding cost efficient 

solutions, with the ability to make global deliveries (Semcon, 2015:20). Part of the 

organisational change is to make a shift away from the traditional consultant delivery, in which 

the consultants usually make a smaller contribution to a project and is charged by the hour. 

Instead, Semcon is moving toward value-based deliveries and in-house full project deliveries, 

in which the company takes on an entire project and charge customers based not on man-hours 

but on the anticipated value that the consultant’s contribution is expected to create. 

 

2.2. The organisational innovation laboratory  
The structure, aim or outcome of an organisational innovation laboratory is not clearly stated 

in the management literature (Lewis and Moultrie, 2005:74). However, an attempt to 

understand the phenomenon of innovation laboratories is made in the following section. Along 

with the theoretical background concerning innovation laboratories, a case description of 

Semcon Innovation Lab is given.  

2.2.1. The purpose of an innovation laboratory 

Creativity is essential for generating new insights that can lead to innovation and competitive 

products on the market (Rickards, 1999:2). In practise, organisations may support these 

activities by facilitating innovation activities in environments especially designed for carrying 

out the innovation process (Haner, 2005:292). These special facilities are commonly referred 

to as innovation laboratories and are attracting greater attention from organisations, but little is 
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known about their effectiveness (Birdi and Magadley, 2009:316). The ambition with 

implementing an innovation laboratory is to create an environment where strategies for 

company growth can be realised in a fun, dynamic, quick and useful way. Innovation laboratory 

facilities are used in different industrial and public sectors, but consultancy firms are among 

the lead-users of these creative workspaces (Lewis and Moultrie, 2005:73).  

 

There is very little theory about the shortcomings or dis-benefits of organisational innovation 

laboratories. Birdi and Magadley (2009) identified a high commitment price tag from middle 

managers, and high financial strain on the organisation as challenges in the establishing and 

sustaining an innovation  laboratory (Birdi and Magadley, 2009:322). However, in their study, 

Lewis and Moultrie found that the performance of innovation laboratories seemed to be 

depending on the specific operating context (Lewis and Moultrie, 2005:81).  

2.2.2. An innovation laboratory setting 

The setting of an innovation laboratory may be different from case to case, however, most 

innovation laboratories includes simple devices such as post-it boards, large places for writing, 

paper, pens, cards and materials for visualisation. In many innovation laboratories there is also 

technological support for group brainstorming and group working (Nunamaker et al., 

1988:826). An innovation laboratory, in general, is a separate room or set of rooms with 

differentiated workspace constellations, as for instance open spaces and individual work 

cubicles (Griffin and Kacmar, 1991:302). Organisational innovation laboratories are made to 

support dislocation from day-to-day activities and the workspace is therefore separated from 

the general operations of the firm (Lewis and Moultrie, 2005:73). 

2.2.3. Innovation laboratories and other innovation facilities 

There are similarities between innovation laboratories and other innovation facilities, and it is 

in particularly difficult to differentiate the laboratory settings from a general R&D department. 

In order to better understand the difference between the two facilities, one can start by 

comparing the level of formalisation of innovation in the two settings. R&D departments 

generally have a low level of formalisation (Bodewes, 2002:214). An innovation laboratory is 

in general organised even more freely, since the agenda often represents a response to intangible 

and ambiguous problems, as for instance the need for a firm to become more creative or future 

oriented (Lewis and Moultrie, 2005:74). Furthermore, projects in organisational innovation 

laboratories should be distinguished from skunk-work projects. Skunk-work projects are 
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unofficial projects conducted by employees during work hours (Masoudnia and Szwejczewski, 

2012:36) whilst projects in innovation laboratories are officially supervised and initiated by the 

management. 

2.2.4. Case description - The innovation laboratory at Semcon 

The innovation laboratory is located in the Semcon company head office in Gothenburg, 

Sweden. It is under development, but operating activities are already taking place. It is 

designed, as seen in figure 1 and figure 2, to be a creative workspace where both employees at 

the office and virtual team members to take part in innovative product development projects. 

Employees that are working in the innovation laboratory are consultants that are free from 

occupation, i.e. are not currently allocated to clients’ projects. The participants are engineers 

with different backgrounds and educations, for instance, calculations engineers, electrical and 

automation engineers, design engineers, energy systems engineers and computer engineers. The 

innovation laboratory has resources for prototype building, design work, software development 

and 3D model printing, as well as tools in virtual reality (Sundin, 2015).  

 

 
Figure 1: Workspace stations at Semcon    Figure 2: Plants and playful colours create  
Innovation Lab.      an atmosphere for creative thinking. 
 

The research projects in the innovation laboratory are mainly focused on new technologies, 

such as user centered design, domain integration, improvement of methods and business model 

innovation (Info Innovation Lab, 2015). The projects in the laboratory are divided into four 

technological fields called Safe, Green, Light and Smart, as seen in figure 3. 
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Figure 3: An illustration and description of the four technological fields of projects in the innovation 

laboratory   (Info Innovation Lab, 2015). With permission from Semcon.  

The Safe category of technology projects is a broad field that covers safety systems mainly in 

the automotive domain. Green projects include energy, e-mobility, emission reduction and 

sustainable technologies. The Light technology field is engaging in future lightweight materials 

and design concepts. The Smart field includes computer power and sensors in connectivity, the 

Internet of Things, cloud services, human interaction and user experience in technology 

(Semcon website, 2015). 

 

2.3. Organisational innovation and individual creativity  
As previously stated, the innovation laboratory at Semcon, together with the firm’s shift 

towards value based deliveries, is a response to environmental changes in the consultant 

industry. In order to understand the concept of an innovation laboratory, it is of importance to 

first understand the concepts of organisational innovation and individual creativity. 

2.3.1. Linking organisational innovation and individual creativity 

Creativity refers to the first stage of the innovation process that includes idea generation, and 

can be seen as a subprocess of innovation. In turn, innovation includes both idea generation and 

implementation of the idea (Hülsheger et al., 2014:1129). 

 

According to Amabile (1988) organisational innovation is the successful implementation of 

creative ideas within an organisation (Amabile, 1988:126). Udwadia (1990), suggests that 

innovation on the organisational level is critically depending on creativity on an individual level 
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(Udwadia, 1990:66). From this follows that there will be no innovation without creative ideas 

from individuals or groups inside the organisation.  

 

Some argue that creativity primarily involves intraindividual cognitive processes, while 

innovation represents interindividual social processes in the workplace (Rank et al., 2004:520). 

The extent to which creative individuals and teams will produce creative, novel and useful ideas 

depend not only on their individual characteristics, but also on social and environmental 

influences (Amabile, 1988:153). Examples of individual characteristics that influence creativity 

are personality and cognitive style (Shalley and Gilson, 2004:936). Some external influences 

on creativity include job complexity, relationship with supervisors, relationship with 

coworkers, rewards, evaluation, deadlines, goals and spatial configurations of work settings 

(Shalley and Gilson, 2004:938). 

 

2.4. Management of innovation and creativity 
This section covers the concepts of strategic innovation management, creativity management 

and management of innovation projects.  

2.4.1. Strategic innovation management 

A common statement within the field of strategic management is that there is little coherency 

about what connotates management. On the contrary, Nag and colleagues (2007) state that there 

is a strong implicit consensus in the field about the essence of management, and propose the 

following definition: “The field of strategic management deals with the major intended and 

emergent initiatives taken by general managers on behalf of owners, involving utilization of 

resources, to enhance the performance of firms in their external environments” (Nag et al., 

2007:944).  

 

One important task for the management is to build an organisational structure conducive to 

innovation (Gaubinger et al., 2014:6). This is done through strategic innovation management, 

a central component of the business. The innovation strategy is a planned package of measures 

which a company uses in order to achieve long term innovation objectives and optimum 

allocation of resources (Gaubinger et al., 2014:63,64). The organisational structure keeps 

strategic behaviour in line with the intended strategy (Saleh, 1993:14).  

Another important factor in strategic innovation management is the management’s involvement 

with and commitment to new product development. This includes clear communication about 
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the importance of new product development, availability of funds, resources and commitment 

to risk-taking (Cooper and Kleinschmidt, 2007:3). 

2.4.2. Creativity management 

Research has defined creativity management as “supporting and organising the process of 

generating a new idea for further transformation into a successful commercial product” 

(Dubina, 2006:680). Individual creativity is a component of organisational innovation, from 

which follows that creativity management is a part of innovation management. Naturally, this 

implies that creativity management should be important for the creativity of the innovation 

laboratory, and therefore in the long run for the success of innovative efforts made. Dubina 

(2006) suggests that blocks to creativity management, leading to employee creativity being 

used inefficiently, mostly arise from an inadequate understanding of business creativity and 

creativity management  (Dubina, 2006:686).  

In their article, Brennan and Dooley (2005) suggest seven requirements for creating an 

organisational environment that is supportive of creativity: (1) The firm should support 

effective communication through relevant tools and information systems to encourage 

employee empowerment, new knowledge creation and creative idea generation, (2) the 

organisation should help employees to expand their worldview and support individual and 

perceptual cognitive sets, (3) the firm needs to supply the right tools and support for different 

views of creativity, (4) there is also a need of infrastructure that reflects the different phases of 

the creative process, (5) the company support and nurture creative initiatives from employees, 

(6) apply education and training in creative efforts of the workers and (7) offer support to the 

employees in their own way of learning (Brennan and Dooley, 2005: 1395). 

2.4.3. Management of innovation projects 

Keegan and Turner (2002) conclude that the interplay between innovation and projects is “[...] 

still dominated by ideas on how to correctly manage projects, rather than how to effectively 

manage innovation” (Keegan and Turner, 2002:383). Managing innovation projects in a 

conventional way through project control and planning is not effective, as innovation can not 

be precisely defined, planned or evaluated according to predetermined criteria (Keegan and 

Turner, 2002:383). Traditional models for project management such as the stage-gate approach 

are “accused of being too linear, too rigid, and too planned to handle more innovative or 

dynamic projects”. The stage gate system has received criticism for not encouraging 
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experimentation, not being context based and requiring too much non-value-adding 

bureaucratic work, such as paperwork (Cooper, 2014:20). 

 

Furthermore, Chin (2004) states that balancing the needs of a creative team against project 

management process in a technology environment is something of an art. With too much project 

management, innovation is easily stifled. However, with too little project managment there is a 

risk that the project is never completed. The imbalance occurs when classic project management 

methods are used in an agile environment (Chin, 2004:1). Conforto and colleagues (2014) state 

that establishing a more flexible approach that is adaptable to the contingencies of the project 

environment could be the solution (Conforto et al., 2014:21). In a similar way, Keegan and 

Turner suggest that innovation projects require a more informal and organic management 

method with “[...] higher tolerance for slack resources and greater levels of redundancy in 

order to create the time, space and creativity needed [...]” (Keegan and Turner, 2002:383). 

 

A definition of agile project management is “[...] an approach based on a set of principles, 

whose goal is to render the process of project management simpler, more flexible and iterative 

in order to achieve better performance (cost, time and quality), with less management effort 

and higher levels of innovation and added value for the customer” (Conforto et al., 2014:22). 

Although initially created for software development projects, many agile management systems 

can be adapted to other types of project environments and innovative product development 

(Conforto et al., 2014:22). Projects from the software industry carry many similarities with new 

product development, for instance when it comes to creativity and the development 

characterized by continuous cycles of prototyping and testing (Conforto et al., 2014:21). There 

is much research in the field of agile project management and readers that wish to learn more 

about the specific steps of the agile methods may look in the principles of agile project 

management are found in the “Manifesto for Agile Software Development” (Beck et al., 2001). 

 

2.5. A model of organisational innovation and individual creativity 
The componential model of creativity and innovation in organisations, composed by Teresa M. 

Amabile, was first published in 1983. The components are factors affecting the processes of 

individual creativity and organisational innovation, such as individual skills or environmental 

factors. Although the model was introduced over thirty years ago, it is still relevant and 

frequently cited. The model has later been updated to include new aspects of intrinsic 

motivation and the effect of feelings or emotions on individual creativity (Amabile, 1988; 
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Amabile, 1993;  Amabile and Mueller, 2008). The componential model ties together 

behavioural research on individual creativity and organisational research on innovation, and 

proposes a two-way relationship between individual creativity and the organisational 

environment. For a simplified illustration of the componential model, see figure 4. The 

components influencing organisational innovation and individual creativity are described in 

following section.  

 

 
Figure 4: A simplified overview of the components in the componential model and their impact on the processes 

of organisational innovation and individual creativity (adapted from Amabile, 1988:152).  

2.5.1. The organisational components of the componential model 

The organisational components of the componential model influence both the organisational 

innovation process and the individual creative process. As stated in the demarcations of this 

study, details of the processes of innovation and creativity are not investigated in depth. The 

organisational components are described in the following sections.  
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Motivation to innovate: The organisation’s motivation to innovate can generally be seen in the 

corporate mission statement of the firm. How well it is communicated to the members of the 

organisation and what value is placed on innovation in general also contributes to the 

motivation. This orientation must come from the highest levels inside the organisation: the 

chairman, president or CEO. Middle managers also play an important role in communicating 

and decoding the orientation from those at the highest levels. The most important elements are 

having a clear overall goal for innovation, an orientation toward risk-taking, a sense of pride in 

the members of the organisation, and that enthusiasm is expressed and support given in 

exploration of new ideas. Having an offensive strategy of taking the lead toward the future is 

another element of the organisation’s motivation to innovate. (Amabile, 1988:153) 

 

Resources in the task domain: This component includes people with knowledge and experience, 

in particular market knowledge and knowledge about implementation of innovations. It also 

includes material resources  and funds, i.e. everything the firm has available for work within 

the task domain. The task domain is the general area that has been targeted for innovation. This 

component is closely connected to the creative work of the employees, since the lack of 

sufficient resources works as an environmental inhibitor for creativity. (Amabile, 1988:154) 

 

Skills in innovation management: This component includes management skills and styles that 

have an effect on individual creativity and organisational innovation. Amabile accounts for a 

long list of factors belonging to this component, including having a balance between freedom 

and constraint, open communication and clear overall goal-setting. (Amabile, 1988:155) 

2.5.2. The individual components of the componential model 

The individual components of the componential model mainly influence the idea generation 

step of the innovation process (Amabile, 1996:151). The individual components are described 

in the following sections.  

 

Intrinsic motivation: The individual component of intrinsic motivation rests on a baseline 

attitude, “a natural positive reaction to qualities of the task itself” (Amabile, 1996:115). It 

constitutes the individual's reasons to engage in the specific task, whilst extrinsic motivation 

constitutes for instance economic incentives, recognition and promotions (Mumford and 

Licuanan, 2004:167). According to Amabile (1988), the level of motivation to do an assignment 

or work makes the difference between what the person can do and what he or she will do. It is 
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suggested that this component may be the most important factor for individual creativity, since 

it can compensate for lack of appropriate domain- and creativity-relevant skills. The intrinsic 

motivation is also depending on environmental factors, therefore, even small changes in the 

work environment can change the degree of an individual's creativity. (Amabile, 1988:133) 

 

Domain-relevant skills: This component refers to the individual's factual knowledge, technical 

skills and special talents in the domain in question. The skills depend on both formal and 

informal education in the domain  area. (Amabile, 1988:130)   

 

Creativity relevant skills: The creativity-relevant skills refer to the individual's innate and 

learned ability to generate ideas, in addition to exploring and solving problems. This component 

emphasises the importance of personal cognitive style of taking new perspectives of problems, 

find inventive ideas in exploring new pathways of solutions and an energetic attitude to one’s 

work. Also, this component is about the individual's ability to break mental sets. (Amabile, 

1988:131) 

2.5.3. Implications and critique of the componential model  

The componential model can be used to make qualitative predictions of the level of creativity 

in the product, response or solution to a problem. It can also be used to predict the level of 

engagement in similar tasks in the future (Amabile, 1983:86). The componential model has, 

since it was written in 1983, been recognised as one of the major theories in organisational 

innovation and individual creativity. Also, it has been used as a partial foundation of research 

in the different topics in the model. One of the most studied topic is the individual component 

of intrinsic motivation (Amabile, 2012).  

 

One shortcoming of the componential model is that it is focused only on the internal links 

between organisational innovation and individual creativity, therefore, it fails to include factors 

external to the firm. Also, the model does not bring up the topic of spatial influences on 

creativity. It is suggested that the physical environment also affects creativity, however, in a 

weaker level than the social-organisational environment (Amabile, 2012).  
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3. Methodology and method - A qualitative case study 
In this section, arguments for choice of methods are presented and the research design 

described. The aim of a case study is to clarify certain understandings of a specific case, also 

referred as an idiographic approach (Bryman and Bell, 2013: 86). The case study research 

design can be used to increase the knowledge of a more general field of research, but not to 

investigate in bearings or correlations (Bryman and Bell, 2013: 87). One general definition is 

that it is about a specific delimited system, with its own characteristics, behavioural patterns or 

dissidence towards the surrounding environment (Stake, 1995: 52).  

 

3.1. Why a qualitative research method? 
In order to answer the research questions and receive an in-depth understanding of the case, 

multiple qualitative research techniques were carried out. The two methods; semi-structured 

interviews and participant observations, enabled collection of data that would not have been 

possible using a quantitative strategy (Bryman and Bell, 2013:623). 

 

The research for this thesis has been carried out using an abductive approach. The abductive 

approach is a combination of a deductive approach and an inductive approach, moving between 

theory and empirical data to gradually increase the understanding for the case and the research 

questions. Since this study has an abductive research strategy, the grounded theory 

methodology is of importance to connect theory with empirical findings. Grounded theory is 

not a theory in itself, but a methodology for developing theory that is grounded in data (Glesne, 

2011:21). The purpose of this approach is to present relations between categories and to qualify 

the circumstances under which theoretical relationships emerge, change or are maintained 

(Charmaz, 2002:675).  

3.1.1. Selection of study participants 

The study participants were people with different roles inside the innovation laboratory and 

from different levels within the organisation. For a description of participant roles, functions 

and relevance to the study, see figure 5 and table 1.  

 

The participant selection in this study was relatively heterogenous. The people involved in the 

research differed in demographics, educational backgrounds, geographical descents and time 
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spent involved in the innovation laboratory. This may be helpful in the making of subtle 

distinctions within the case study (Alvehus, 2013:69). In the beginning of the study, it can be 

challenging for researchers to know if the selection of study participants is sufficient to answer 

the research questions (Alvehus, 2013: 67). The selection for this study resembles a snowball 

sampling, since new informants were reached mainly through asking other informants if they 

knew somebody relevant for the study (Bryman and Bell, 2013:206).  

 
Table 1: A description of the selection of participants in the study. 

Function Description Number of 

participants 

in interviews 

Number of 

participants in 

observations 

Top 

management 

The highest ranking executives with responsibilities 

for the entire company, but also for the innovation lab. 

1 - 

Core-team A group of managers responsible for the four 

technological fields. Together with the lab manager, 

they select projects for the innovation laboratory based 

on the experience of the members and their perception 

of what projects may have potential. 

4 - 

Lab manager A person responsible for resource allocation, the 

overall workings of the innovation laboratory and for 

outward representation of the lab and its projects.   

1 1 

Creative 

manager 

A person responsible for supporting the creative 

process and giving help, feedback and advice to 

project team members. 

1 1 

Consultants Employees working in projects within the innovation 

laboratory, either in the physical settings or through 

virtual communication from other company sites. 

7 4 

Organisational 

stab 

A person from Human Resources working with 

questions concerning employee development and 

performance. 

1 - 

Total  15 6 
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Figure 5: A drawing of the the organisation of management actors and consultants in the innovation laboratory at 

the firm. Lines indicate who communicates with whom.  
 

3.2. Semi-structured interviews 
In this study, the majority of the qualitative data was collected through semi-structured 

interviews. This research method was chosen to bring out an in-depth understanding about 

opportunities and challenges from the participants in the innovation laboratory setting. It should 

be noted that all quotations presented in this thesis are translated from Swedish to English by 

the authors.  

 

A semi-structured interview method gives both structure and flexibility. Questions do not have 

to follow the interview guide and follow-up questions can be asked in order to receive more 

detailed answers. (Bryman and Bell, 2013:475) As an interviewer, one should not always 

passively absorb all answers from the respondent. In some cases there is a lot to win in asking 

why the respondent answered in a certain way. This can create deeper knowledge about the 

questioned topic (Alvehus, 2013:83).  

 

The interviews were carried out in quiet room and not inside the innovation laboratory itself. 

This was to create a safe atmosphere where the interviewed person could give his or her 

perspective without being restrained or interrupted. Some interviews where carried out over 

telephone because of geographical distance. The interview guides were made in three versions, 

adapted to different categories of respondents in the organisation; the top management, the 

middle managers and followers. Also, the guide was based on the componential model by 

Amabile (1988), in order to create questions relevant to the topic. 
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Half-hour long Interviews were held with fifteen participants. The interviews were mainly 

carried out as one-time meetings with the participants. However, two key people: the lab 

manager and the creative manager were chosen for additional interviews. According to Glesne 

(2011) an extended period of interviews creates a deeper understanding, but it is also efficient 

to make one-time interviews with more people in different situations (Glesne, 2011:108). 

 

All interviews were recorded in order to make a detailed transcript, and helped in not having to 

not analyse the content before all data was collected. Furthermore, the recording device was 

kept on after the interview guide questions was finished. This brought up some additional 

answers. 

3.2.1. Analysis of qualitative interview data 

The analysis was executed by selecting and setting up certain themes that was repeated in the 

interviews. This kind of technique is generally time consuming, however it is a popular method 

in the qualitative research field, because the analysis of the material is carried out when the data 

is compared with the theoretical framework (Bryman and Bell, 2013: 575).  

 

3.3. Participant observations 
A participant observation “entails that the researcher during relatively long time engage and 

participate in a social environment to create an understanding of the people in this milieu, [...], 

how and why they act in a certain way” (Bryman and Bell, 2013: 283). The aim of the two 

weeks of participant observation was to capture certain events, discussions and behavior that 

occurred inside the innovation laboratory. The main focus was to create and understanding for 

opportunities and challenges for those leading and participating in the daily routines of the 

innovation laboratory. Data from observations was recorded in field notes.  

3.3.1. Field notes 

“The difference between doing field work and just ‘hanging out’ is the writing. Without writing, 

the sharp, incisive details about people, places, and cultures are lost to us” (Sunstein and 

Chiseri-Strater 2002:56). As the quote states, the field notebook or field log is according to 

Glesne (2011) an essential tool in recording of the qualitative research material (Glesne, 

2011:76). In this study, the need for field notes was discovered very early in the research 

process. The field note material is a part of the analysis and is subjectively interpreted (Bryman 

och Bell, 2013: 458). These kind of analytical notes are also called observation comments and 
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is a type of data analysis conducted throughout the research process (Glesne, 2011:76). The 

analytical comments in the field notebook contributed to deeper understanding of patterns and 

themes in the research work. In this study, several kinds of data was collected, as seen in the 

summary in table 2.  

 
Table 2: Different types of data collected in this study. 

Data Description Documentation Usage 

Setting  
 

What the inside of the innovation 

laboratory looked like. 
Field notes, 

photographs. 
Understanding the 

innovation lab setting and 

its influence on people in 

the innovation laboratory. 

Acts Everyday behaviour, what people in 

the innovation lab did. 
Field notes. Analysing what persons 

say they do, and what they 

actually do in reality. 

Events Behaviours that normally involve 

more than one person. Both 

spontaneous and planned events were 

studied in the innovation laboratory 

(e.g. meetings or discussions). 

Field notes. Providing insight into how 

participants behave in 

groups. 

Talk What people say to each other inside 

the innovation lab. What people say in 

interviews. 

Field notes,  
Interview recordings and 

transcriptions.  

Identifying themes and 

statements other  than 

those brought up in the 

interviews.  

Documents Correspondence, project documents, 

general information about the 

innovation laboratory. 

Documents created by 

participants, information 

on Semcon’s intra 

network. 

General understanding of 

the case and case 

description, description of 

the innovation laboratory. 

 

Prior to the observation, some themes or topics were selected to be highlighted while observing 

in the laboratory. These were: (a) interactions between leaders and followers, (b) informal or 

formal meetings and (c) discussions about project progress and planning. In that way, the 

observations had some structural elements and make it easier to focus on information relevant 

to the componential model. The observations were carried out while the participants were 

engaged in their projects and daily work routines inside the innovation lab. Most of the time 
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observations were made of the entire project group. However, some observations of individuals 

were made when events occurred, such as meetings.  

3.3.2. Analysis of qualitative observation data 

The field notes from the participant observations were analysed through thematisation. The 

field notes were categorised by themes that reocurred, that came up in in the interviews or were 

relevant to the theoretical background. The process of thematization was iterative, requiring 

that previously analysed data was constantly re-analysed against new themes and new insights. 

 

The qualitative analysis is affected by what the researcher finds meaningful, which influences 

the research findings (Alvehus, 2013:107). It is also of importance to be aware of that different 

observers have different backgrounds and viewpoint. This affects the inter-rater reliability, 

which is the degree of agreement between different observers (Bryman and Bell, 2013:291).  

 

3.4. Bias 
According to (Collier and Mahoney, 1996) selection bias is common and, in some cases, a 

serious problem: “Selection bias can still be an issue -- a dilemma that may seem 

counterintuitive to some qualitative analysts, but one that is essential to understand” (Collier 

and Mahoney, 1996:87). Bias can become evident to the researcher when new information 

creates a conflict with previous interpretations, also called a “challenge”. Such challenges can 

improve the  the intersubjective understanding of group members, something that is necessary 

in order to be able to describe it to outsiders. Intersubjective significations is what makes it 

possible to create a coherent completeness in the analysis of the conflicting data. (Michrina and 

Richards, 1996:ch. 1) 

 

It is of importance to recognise that the authors of this thesis have strived to be aware of bias, 

trying to understand it and to being willing to let own interpretations be proven wrong. In the 

first part of the study, the choice of contents in the theoretical framework was likely affected 

by the authors’ academic bias. Much of the theoretical background was selected after a few 

interviews were completed. This may have had impact upon which theoretical frameworks that 

were applied in the study and also on  what parallels were drawn between theory and data. 

During the qualitative data collection, the authors biases have affected which questions that 

were asked to the participants. Furthermore, follow up questions were also affected by the 

selection bias. This, in its turn, may have affected the outcome of the respondent’s answers.  
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Bias may also exist in that the authors have underestimated the main causal effects in the 

investigation of the case study analysis. In contrast, there might also have been a risk of 

overestimating the importance of explanations discovered in the case study (Collier and 

Mahoney, 1996:72). 

 

3.5. Research ethical framework 
It is the ethical responsibility of researchers to perform research of good quality that is also 

morally acceptable. Researchers are bound to follow global ethical norms, national rules and 

regulations established in law, and also to follow guidelines and praxis within their specific 

fields of research. (CODEX, 2015) Because compliance with ethical standards is the 

responsibility of the individual researcher, it was of the utmost importance to consider any 

consequences of the research before it was performed. As a moral compass, the authors have 

followed certain ethical codes in their work. What ethical codes to follow and how they should 

be addressed was decided upon before any contact was established with the participants.   

  
The main ethical code followed was The “European Charter for Researchers” is a list of 

principles and requirements which specifies responsibilities and entitlements of researchers 

(EURAXESS, 2016). The list of principles was carefully studied and those principles relevant 

to the thesis and the research context were selected. Each principle and their possible 

implications for the thesis project were then addressed, see table A1 in appendix A. 

 

Vetenskapsrådets (2002) principles of ethical science standards were also considered. In order 

to for the participants to get an understanding for how the principles would be handled, every 

participant received an informational letter before any interview or observation, that explained 

the purpose of the study and the participant’s rights according to the ethical principles. Every 

participant had to read and sign the agreement, ensuring that they had read and understood on 

what conditions they participated. For a description of the ethical principles and how they have 

been addressed by the researchers, see table A2 in appendix A. 

3.5.1. Research dilemma - The hawthorne effect 

One of the first ethical dilemmas that the authors came across was a conflict between the idea 

that the researchers should try to affect the informant as little as possible, and the informant’s 

right to know that he or she is part of a study. This dilemma became apparent in the preparation 
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stage for the participating observations. However, the right of the individuals to know that they 

were being observed was considered more important, and therefore they were given an 

informational letter about the observations. Being aware that they were studied, their 

behaviours were likely affected. One of the participants even expressed that he was taking his 

work more seriously because of the fact that he was being observed. It is important to be aware 

that the results of the study will be coloured by this aspect. 

3.5.2. Research dilemma - Position of power 

The researchers were in an inferior position of power because of the risk of losing an informant 

and dependence on the cooperation and honest responses from the informant. On the opposite, 

the informant was in an inferior position because it is in the hands of the researchers to choose 

informants to choose questions for interviews, analyse the data, and draw conclusions 

(Michrina and Richards, 1996:18). An uneven power distribution is unavoidable, but in an 

attempt to reduce possible consequences such as discomfort or worry, it was important to make 

attempts to build trust between the informants and the authors. Examples of such attempts were 

information letters and transparency through general openness to conversation, especially about 

the study and its purpose. 

 

It is also of importance to be aware of the power distribution between the company and the 

authors. The company found itself in an inferior position as it had little control over the analysis 

and conclusions drawn by the authors. In addition, the authors were given access to information 

that could be sensitive and potentially misused. In order to balance the power, a confidentiality 

agreement was signed beforehand. The authors found themselves in an inferior position of 

power because access to the study environment and the informants (and therefore data) was 

controlled by the company.  

 

Another ethical aspect in the study was the balance of power within the company and the 

employees. Participants may have felt an obligation to participate in the study in order to please 

the top management. In an attempt to avoid this, information letters specifically stated that 

participation was not compulsory. Also, all communication about the study took place through 

the authors and not through representatives at the company.    
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3.5.3. Research dilemma - Academic bias 

This thesis was written to produce results of interest both for the academia and for the case 

company. Naturally, the interests of the academia and the company are in part different because 

of their different objectives. The thesis should both contribute to the field of research and be 

useful for the company's improvement work. Because the authors were kindly given access, 

there was a certain obligation to produce a thesis that could be of use for the company. In order 

to meet the expectations of both, the research questions were answered both from a macro and 

micro perspective - from a macro perspective of innovation laboratories as a phenomenon in 

organisations in general, and from a micro perspective of the innovation laboratory at the case 

company.  

 

3.6. Critique of method 
This section presents some limitations of the research work and general critique of the chosen 

methods.  

3.6.1. Limitations of the case study research 

Flyvbjerg (2006) suggests some common misunderstandings about the case study approach 

(Flyvbjerg, 2006:221). One misunderstanding is that theoretical knowledge is more valuable 

than practical know-how. Alvehus (2013) argues that this is a misconception, since an 

advantage in using a case study research strategy is the possibility to get a more concentrated 

and realistic description of the empirical material (Alvehus, 2013:75). Another 

misunderstanding is that it is not possible to make general findings from only one case and that 

case studies do not contribute to science in the field. However, according to Stake (2000), a 

case study is a “case among other cases”, which means that there is a possibility to make 

general statements in research conducted through a single case (Stake, 2000:436).  

3.6.2. Critique on semi-structured interviews 

Since the case study was limited to the site of the innovation laboratory and the participants 

involved in the innovation project, the research situation was to vast to interview everyone or 

to observe everything associated to the topic. The fact that the participants were part of the 

innovation laboratory may have affected the general attitude towards expressing negative 

feelings about the laboratory.  
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3.6.3. Critique on participant observations 

According to Tedlock (2000) participant observation is a problematic term since the words 

themselves mean engagement and distance, involvement and detachment at the same time 

(Tedlock, 2000:456). This impacts observational research, since no observations can be made 

without affecting the participants (Bryman and Bell, 2013: 441). As an observer, the distance 

can make the participants feel as if the observer is evaluating the people in the innovation lab, 

but the participants may be suspect of the researchers closeness and involvement at the site 

(Glesne, 2011: 70) and therefore, not behave as they normally would.  

 

Because some particular areas of interest were selected before the observations were performed, 

this caused a selection also in the observations made. Important information regarding other 

aspects may unintentionally have been disregarded. However, the areas helped the authors 

focus on subjects relevant to theory, and therefore may have contributed to a larger and more 

focused data set.  

3.6.4. Critique on the sampling 

Snowball sampling is useful for getting started when there is no other way to find the 

participants. Thus, it is argued to not always be a sufficient strategy in itself for participant 

selection (Glesne, 2011:45). One other critique of the sampling method is that only a few of the 

participants were selected to participate before the study. Since there was not a possible way of 

knowing who would be working in the laboratory during the field research periods.  

 

Because interviews and observations were conducted with a limited number of participants, one 

can question if the group of participants were representative for leaders and consultants in 

innovation labs in general, and if this number of participants is sufficient for drawing 

conclusions about the innovation lab. However, theoretical saturation occurred when 

respondents in interviews stopped giving new insights to the questions, and therefore no more 

interviews were conducted. 

 

Because few senior consultants were present in the laboratory at the time of data collection, it 

is difficult to say how using the innovation laboratory for new employees might affect the 

motivation of those having more experience. One can speculate that the motivation of senior 

consultants in the innovation laboratory could be affected by working mainly with new 

employees. If the senior consultants are not included in the innovation laboratory to the same 
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extent, or if they choose not to be, this might also create a gap between junior and senior 

employees in the firm. 

 

Both above argued statements could create a mislead interpretation about attitudes and feelings 

of the people in the laboratory, since it reflects only a small part of the participations in the 

laboratory over time. This goes together with the critics in ecological validation.  

3.6.5. Critique of ecological validation 

The ecological validation is about whether the findings from organisational science is 

applicable in people's day to day life and natural routines in their social environment (Bryman 

and Bell, 2013: 65). The author's presence in the innovation laboratory may have influenced 

the way people acted at the time the research was conducted. However, it is possible that the 

participants became used to being observed, and therefore the qualitative data from the final 

observational period may be of higher ecological validation standards then data from the first 

period.  
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4. Results and analysis of qualitative data 
The result and analysis is structured around the six components of organisational innovation 

and individual creativity, see figure 4 (Amabile, 1988). With each component, opportunities 

and challenges for the management of the case company are presented and analysed. Along 

with the discussion, several representational or particularly notable citations from the interview 

study are accounted for. 

 

4.1. Opportunities and challenges in organisational innovation 

components 
The social-organisational environment has, as stated earlier, three components affecting the 

innovation process; (a) the organisation’s motivation to innovate, (b) resources in the task 

domain and (c) skills in innovation management. The three components are discussed in the 

sections below. 

4.1.1. The organisation’s motivation to innovate 

Among other factors included in the organisational component, the organisation's motivation 

to innovate is affected by its basic orientation toward innovation, an offensive strategy, the 

orientation toward risk, members pride and the enthusiasm and support expressed by high level 

of management. (Amabile, 1988:153) 

 

The basic orientation toward innovation 

According to the componential theory, the organisation's motivation to innovate is affected by 

the organisation’s basic orientation toward innovation. The basic orientation toward innovation 

must come from the highest levels of management (Amabile, 1988:153). When asked about 

Semcon’s basic orientation toward innovation, one of the middle managers explained: 

 

“I think it [the orientation toward innovation] is quite ambivalent. In my opinion 

everyone likes innovation and cheers for it when we succeed. [...] But innovation 

at Semcon is only great as long as it is profitable. And it has to be profitable from 

the very start”.  
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The general orientation toward innovation also applies to innovation activities in the innovation 

laboratory. In line with this statement, the qualitative interviews confirmed that the top 

management at Semcon strongly emphasises the requirement for profitability also for the 

innovation laboratory.  

 

“From the beginning, the idea was to take advantage of the power that you find 

in consultants in between assignments, to engage them in something sensible and 

good where you can get a result, where they feel that they can contribute and work 

cross-functionally between divisions [...] but now the most important thing is 

financial outcome.”  

 

It seems that the initial objective has shifted from being a workspace where consultants can 

engage in meaningful creative work in innovation projects, to instead focus mainly on 

profitability. Although the objectives for the projects in the laboratory may have been set at the 

time of launch, the long-term objectives were not.  A similar phenomenon has previously been 

brought to attention in the literature, where some argue that there is a confusion over the intent 

and contribution of organisational innovation laboratories in general, and that there is a lack of 

clarity in its conceptualisation (Lewis and Moultrie, 2005:74).  

 

“[...] There are many great ideas [in the Innovation Lab], but this have made us 

disorganised in our communication about the purpose of the lab. There is no 

commitment to any special idea, instead, the attention shifts when something new 

and exciting comes up.”   

 

The organisation's motivation to innovate originates from the corporate mission statement and 

how well it is communicated to the members of the organisation, therefore, Amabile stresses 

the importance of having a clear overall goal for innovation. The basic orientation should also 

be communicated and interpreted by the middle management. (Amabile, 1988:153) From the 

interviews with middle managers it became clear that their perception of the main purpose of 

the innovation laboratory was profitability. However, when asking the consultants about the 

same topic, not all mentioned profitability. It seems that communication regarding the main 

purpose of the laboratory was successfully communicated to the middle managers, but not fully 

communicated to the consultants working in the lab. 
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In the interviews with consultants, additional objectives surfaced that were not addressed by 

the managers. Because the management had a strong focus on business imperatives, it is 

possible that other objectives and outcomes from the laboratory are not taken into serious 

consideration, such as the possibility for individuals to learn from each other and practise 

creative thinking.  

 

Amabile (1998) addresses the conflict between profitability and creative work. She claims that 

in their strive to maximize business imperatives, there is a risk that firms unintentionally 

undermine creativity. Of course, managers should not ignore business imperatives, but in 

working toward their goals they may design an organisation that systematically hinder 

creativity (Amabile, 1998:77).  Acting in the borderland between profitability and creativity 

could prove a challenge for the management, as the two objectives likely require very different 

management efforts and resources. For the same reason, one of the middle managers believed 

that the management would have to choose direction:  

 

“Either, it [the innovation lab] can be an opportunity for internal creativity, 

knowledge and learning, or it can be a ‘cutting edge’ and cool workplace where 

we can show our customers what we can do. It may be possible to do both, but 

then different resources will be necessary”. 

 

However, combining the objectives of profitability through “cutting edge” innovation and 

meaningful creative work may not be impossible. Amabile claims that is possible to develop an 

organisation that can do both, where imperatives are attended and creativity flourishes” 

(Amabile, 1998:77). Therefore, it could be assumed that the management faces a challenge in 

providing enough and necessary resources. Managing an innovation lab with multiple 

objectives and different resource requirement is likely more difficult to manage than one with 

a single objective and a single set of resource requirements. 

An offensive strategy 

Through strategic management, the managers have introduced the innovation laboratory, a new 

organisational structure that supports the company's strategy to make in-house full project 

deliveries. This may prove that the firm is capable of undergoing organisational change. The 

implementation of the innovation lab is also evidence of an offensive strategy toward the future, 

which according to Amabile (1988) should increase the company's motivation to innovate 



 29 

(Amabile, 1988:154). One of the middle managers described the the organisational change at 

Semcon: 

 

“[...] To achieve this [organisational change], we need to do something of our 

own, not just what our clients tell us to do. [...] Actually, this means a 

transformation of the whole company. It is a new mindset, for the consultants and 

the management. The innovation laboratory could be an important part of that 

transformation. It is quite a long journey”.  

 

This implies that organisations which are adopting innovation laboratories as a consequence 

of  organisational change, if able to produce innovations, could also have higher odds of 

survival in the hypercompetitive environment in which they operate. Therefore, the 

implementation of the an innovation lab could in itself be seen as an opportunity.  

Organisational pride 

According to Amabile (1988) one important element of the organisation’s motivation to 

innovate is  to evoke a sense of pride in the organisation’s members (Amabile, 1988:154). 

Williams and DeSteno (2008) define pride as a positive, self-conscious emotion arising from 

achievements that can be attributed to one's abilities or efforts (Williams and DeSteno, 

2008:1007).  

 

“The purpose of the innovation lab is to create an internal pride within the 

company, to show potential co-workers what we do at Semcon and to market the 

innovation lab as an important pillar in an exciting workplace.”  

 

The kind of pride described in the citation above is a group-based, collective pride. This 

collective emotion is often experienced as a emotional atmosphere, also referred to as 

organisational climate (Sullivan, 2014:3). If the management can create an organisational 

climate that evokes a sense collective pride for the innovation laboratory, this may bring 

opportunities in reinforcing social structures and strengthen the organisation’s motivation to 

innovate. However, there could be a risk that collective pride turns into collective hubris 

(Sullivan, 2014:7). Hubristic pride is a feeling of pride based on an overstated or unsustainable 

view of abilities (Sullivan, 2014:7). It has been suggested that an innovation laboratory can 

bring instability and over-expectation of the innovative efforts conducted inside the laboratory 
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(Lewis and Moultrie, 2005:81). Therefore, one challenge in the management of the innovation 

laboratory might be to maintain a realistic view of its actual abilities. Related to maintaining a 

realistic view, Lewis and Moultrie (2005) cynically write that highly visible and expensive 

innovation labs could be seen as managerial fashion statements (Lewis and Moultrie, 2005:75).   

Orientation toward risk 

The firm's orientation toward taking risks contributes to the organisation’s motivation to 

innovate (Amabile, 1988:154). Change involves taking reasonable or calculated risks, 

experimenting, reducing the risk of others failing and providing the necessary resources to 

facilitate success (Pielstick, 2000:4). Risk is a complex concept and risk-taking brings both 

opportunities and challenges. One could argue that because the innovation laboratory engages 

in innovation activities, the management automatically engage in high risks.  

 

“All projects at Semcon are assessed based on risk. [...] There is a very strong 

focus on risk. And that makes sense, because then you know what risks you take.” 

 

The respondent pinpoints the fact that in order to make a risk assessment, awareness of possible 

risks are necessary. In the interviews, there was surprisingly little reflection (even after 

prompting) upon the risks of an innovation laboratory. In the interviews it became clear that no 

formal risk assessment was made before the innovation laboratory launched. The fact that the 

managers do not seem to have reflected on other risks than financial ones could possibly turn 

into a challenge for the innovation laboratory. When the top and middle managers were asked 

if they could see any risks associated with trying out an element of a new organisational 

structure, most answered that they could not. One of the managers responded: 

 

“No, I don’t think there are any risks whatsoever. I think that we have to try. We 

are way too conventional here [at Semcon]. I definitely think that this 

organisation benefits from experimenting.” 

 

At Semcon, it seems that the organisation is willing to experiment, running a risk of failure but 

also a possibility of success. However, it seems that the management do not know what risk 

they are taking on.  This may be a challenge for the management of the innovation laboratory, 

since this means that there is no preparation for unexpected events or dis-benefits of the 

innovation laboratory setting. Researchers have previously given attention this phenomenon of 
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managers experimenting with radical and sometimes ill-understood new organisational forms 

as a consequence of a changing environment (Ilinitch et al., 1996:211). 

 

The financial resources available for the laboratory were strictly limited, and an ultimatum was 

given by the top management - no more financial resources would be given to in the innovation 

laboratory before there was evidence that the concept was working. The limited financial 

resources is a question of risk-taking. This brings a challenge for the managers in the laboratory:  

 

“It is a very difficult equation. There is little money and you have to do the exact 

right thing with the resources that you have. It is an incredibly sensitive system, 

the smallest error will cause us to fail. So it is not easy, it is a challenge.” 

 

Indeed, it seems that the faith of the innovation laboratory rests on that a profitable innovation 

will come out of a small investment. If the innovation laboratory succeeds despite limited 

financial support, this could be a strong indication of the vitality of the lab, and an opportunity 

for Semcon to make a well-grounded investment. However, the small investment made so far, 

could mean that the innovation laboratory is evaluated on grounds that do not provide the 

conditions required to reflect its true potential to the managers deciding about its future. 

Enthusiasm and support 

According to Amabile (1988) expression of enthusiasm and strong support from the 

management fit within the motivation to innovate component (Amabile, 1988:154). Such 

support has been defined by Cohen et al.  (2000) as “the provision or exchange of emotional, 

information, or instrumental resources in response to the perception that others are in need of 

such aid” (Cohen, 2000:4). In an interview study performed previous to the introduction of the 

componential model,  Amabile (1987) suggested that encouragement and enthusiasm for an 

innovative vision is more effective when coming from the highest levels of the organisation 

(Amabile et al., 1987:16). In a study by Rooney and Gottlieb (2007), using a survey of 

employees, the authors created a list of supportive and unsupportive behaviours of managers. 

They found that managerial behaviours are related to job satisfaction, job strain and turnover 

intentions (Rooney and Gottlieb, 2007:197). In interviews with the top management at Semcon, 

enthusiasm and strong support for the laboratory was expressed.  
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“It [the innovation lab] is positive and fun, and it has been like that from the 

beginning. I think it would not be possible to run the innovation lab if it wasn’t 

fun.“ 

 

With a strong support for the innovation laboratory from the top management, opportunities lie 

in improving motivational aspects for employees. However, one challenge may lie in 

maintaining strong support over time. Being a part of the organisational context of the 

laboratory, support from managers could have an effect on the long-term viability of an 

innovation laboratory (Lewis and Moultrie, 2005:78). 

 

4.1.2. Resources in the task domain  

The general area targeted for innovation is referred to as the task domain (Amabile, 1988:154). 

The task domain varies depending on the technical nature of the projects, but could be seen as 

the four technological fields of Semcon Innovation Lab, see figure 3. Among other things, 

resources in the task domain include people with relevant knowledge and experience, people 

with market knowledge and people with knowledge about implementation of innovations 

(Amabile, 1988:154).  

 

People with knowledge and experience  

According to Amabile (1988:154), the resource component includes people with knowledge 

about and experience in the domain. The innovation laboratory consisted of many smaller 

projects for which the lab manager was responsible. The role of the lab manager is in many 

ways very similar to that of a project champion. According to research, the ability and 

judgement of a project champion is the most critical contributor to the success of innovation 

projects (Dougherty and Hardy, 1996:1144). When asked about his contribution to the 

laboratory, the lab manager mentioned some of his work activities: 

 

“To facilitate the overall workings [of the lab], I make sure that we [us in the lab] 

get as much finances as possible, look at possibilities in how to present the lab 

and the projects in the lab on the web and how to talk to customers about the lab. 

[...]”  
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Therefore, having a project champion in the innovation laboratory is probably an essential 

opportunity for the management. In agreement with this statement, Lewis and Moultrie (2005) 

found that human facilitation is an important factor for an effective innovation laboratory 

(Lewis and Moultrie, 2005:78). The lab manager performs many activities that research has 

associated with project champions, such as; overcoming organisational bureaucracy and 

resistance, obtaining the commitment needed to accomplish objectives, lobbying for resources, 

ensuring that the team is motivated and supported, building relationships across different 

functions, organizational units and managerial levels (Kelley and Lee, 2010:1010). Such 

activities require good knowledge about the organization and a substantial network.  

 

Mumford and colleagues suggest that leading creative efforts requires people with substantial 

technical and professional expertise and skills in creative thinking. This knowledge is 

fundamental for structuring ill-defined tasks and for providing the credibility needed to exercise 

influence  (Mumford et al., 2002:712). This knowledge was brought into the laboratory in the 

form of two additional managers, a creative leader and an informal technical leader.  

 

The participants were often left without support from formally assigned leaders, sometimes for 

several days in a row. One important challenge for the success of the innovation laboratory 

could lie in that the creative leader and the lab manager are not allocated to the lab full time, 

and have many other obligations. This is likely to have a negative effect on the management of 

the innovation lab. Supporting this claim, research has shown that champions may be too busy 

keeping an idea alive to generate adequate managerial and budgetary support (Burgelman 

1983:1353; Dougherty and Hardy, 1996:1123). 

 

In addition to the two formal leaders in the laboratory, there were also signs of an informal 

leader structure. Informal leaders are not in formal positions of leadership, but are recognised 

as leaders anyway (Pielstick, 2000:2). Informal leaders appeared both from within project teams 

and from outside the laboratory. The presence of informal leaders may have been a consequence 

of absence of formal leaders. The lab manager explained how some participants in the 

laboratory took on the role of an informal leader: 
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“There have been those who have taken on responsibility and who have done a 

good job. They liked the opportunity to become a mini-leader. [...] Some get to 

practise stepping forward, becoming a project manager without huge 

responsibilities unlike those in customer projects. So it is a good opportunity to 

practise. “ 

 

The projects in the laboratory were of a diverse technical nature, requiring technical expertise 

within many different areas. Therefore, the informal leader structure may also have appeared 

because of the formal leaders lacked some specific technical skills. Previous research found a 

positive impact of technical expertise on technical performance in R&D projects (Farris, 

1988:12). Because, as argued previously, there are many similarities between innovation 

laboratories and R&D departments, it is possible that this also is true for the innovation 

laboratory. “The role of technical expert encompasses many functions, including generating 

and recognizing good ideas, finding and defining the significant problems, providing technical 

stimulation, and fusing various ideas and solutions into an integrative framework or model” 

(Kim et al., 1999:156). The observations confirmed that all of these functions were carried out 

by the informal technical leader in the innovation laboratory.  

 

The presence of an informal technical leader brings both challenges and opportunities. To begin 

with, one opportunity for the innovation laboratory could be that it seems to be somewhat self-

managed. However, it is difficult to say if the technical expertise was brought to the laboratory 

because of free will or because of a sensed obligation to “save” the projects. One challenge for 

the management is that the presence of an informal technical leader in the innovation laboratory 

could mean that technical knowledge requirements are not being met elsewhere. Because the 

technical expertise is a critical function for technological innovations, not having that 

competence allocated to the laboratory could be a challenge for the innovation laboratory. 

However, because the type of technical expertise required may differ between project, the 

authors suggest that each technological field in the laboratory is formally assigned a tech 

sponsor who could provide the specific expertise needed for a given project. Another reason to 

secure technical resources in the form of formally assigned technical sponsors is that informal 

leaders do not  have access to the same power and resources (Oh et al., 2006:543).  
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Market knowledge and knowledge about implementation of innovations  

According to Amabile (1988) the resource component includes people with knowledge about 

the feasibility of implementing particular innovations and familiarity with relevant markets 

(Amabile, 1988:154). The general strategy for implementation at Semcon is explained by one 

of the top managers:  

 

“[Delivering value] [...] means that we try to start thinking more outside in than 

inside out. Before, we looked at what we had to offer, and that is what we sold. 

Is that what the customer wanted? Maybe not. [...] Instead we should  ask the 

customers about what it is that they want. It is a proactive form of selling, as 

opposed to  reactive selling that I think we are doing today.”  

 

The “proactive” market strategy described above is a pulled process, where innovation is aimed 

at finding solutions to specific customer needs. The implementation of innovations from the 

laboratory will be taking place through a pushed process, where newly invented technology is 

produced and that the management later tries to find profitable applications for. Therefore, one 

challenge for the innovation lab might be that the general pull strategy for market 

implementation at Semcon is in conflict with the push implementation strategy of innovations 

from the innovation lab.  

 

After examining many influential articles on technology push and demand pull, Stefano and 

colleagues (2012) concluded that “demand is a crucial component in order to direct the 

trajectory towards the right economic venues” (Di Stefano et al., 2012:1292). For one of the 

projects running in the lab at the time of data collection, it became clear that the project had 

reached the prototype stage without receiving feedback from a relevant customer source. This 

means that the project was running without sufficient knowledge about the market or the 

potential of the product. Therefore, the authors suggest that each project in the lab receives 

feedback from a group of experts within the domain, and if possible also from potential users 

and customers. 

Innovation lab versus other divisions 

Sharing resources, mainly human resources, between the divisions and the innovation 

laboratory brings both challenges and opportunities. To begin with, there is an opportunity in 

being able to utilise the competence of slack resources, consultants in between customer 
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projects, who would not necessarily otherwise have been engaged in value adding activities. 

According to Keegan and Turner (2002), there is a debate on whether the use of slack resources 

promotes or hinders innovation. However, theorists on both sides argue that the usage of slack 

resources in innovation promotes experimentation and that there is evidence that it is of 

importance to foster innovation (Keegan and Turner, 2002:369).   

4.1.3. Skills in innovation management  

As stated by Amabile (1988), a large number of elements in innovation management have been 

acknowledged in the management literature (Amabile, 1988:154). A selection of the elements 

from the thematisation of interviews is discussed in the following sections.  

Project management in the innovation laboratory 

The innovation management in the laboratory also involves project management, since the 

innovation work is carried out in groups of engineers working with certain tasks towards a 

broader mission. However, one challenge lies in that the activities taking place in the lab 

technically do not fulfill the definition of a project. A project can be defined as “a unique 

process, consisting of a set of coordinated and controlled activities with start and finish dates, 

undertaken to achieve an objective conforming to specific requirements, including the 

constraints of time, cost and resources [...]” (Kousholt, 2007:15). The main missions of each 

project was defined, but the projects were not assigned a timeline, resources or a budget. 

Instead, the projects were running on the total budget of the lab, and timelines for individual 

projects were set only when a certain amount of progress has been made. Because the 

innovation lab was s staffed by consultants who are in between assignments, the availability of 

organisational resources in the form of personnel is unpredictable. Also, not all projects were 

staffed at all times. In summary, the projects were highly stochastic and they were often 

interrupted for an uncertain amount of time. In order to properly manage the projects in the lab, 

perhaps the activities in the lab have to be redefined to suit the definition of a project. 

 

One manager in the innovation laboratory explained that none of the projects had a formally 

assigned project manager. Although some tasks project management tasks are performed by the 

lab manager, it is mainly up to the participants in the lab to manage the innovation process 

themselves. The creative manager explained: 
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“My role in the innovation lab is not to work as a project manager, instead, I’m 

more of a sponsor for the projects. I’m supposed to engage in some parts of the 

work with goal definition and objectives of the projects, but I’m not suppose to 

manage the projects in detail. This, instead, is up to the some of the participants 

in the lab”.  

 

Structuring and managing the innovation process has been associated with project success 

(Gaubinger et al., 2014:46). In addition, development activities in companies that have a 

innovation process with easily identifiable sections tend to be more successful than those who 

do not (Gaubinger et al., 2014:17). Therefore, a clear innovation process would likely create 

opportunities for successful innovation projects.  

Challenge in uncertainty 

Uncertainty can be defined as “a context for risks as events having a negative impact on the 

project’s outcomes, or opportunities, as events that have beneficial impact on project 

performance”. Examples of uncertainty factors within an organisation are resource uncertainty 

and task uncertainty. Resource uncertainty has to do with the type and amount of resources 

needed. Task uncertainty is caused by the non-routine nature of tasks.  (Gaubinger et al., 

2014:10) 

 

One major challenge for the innovation lab at Semcon is that the projects involve a great amount 

of uncertainty. Firstly, the lab manager does not know beforehand how many consultants that 

will be in between assignments at a specific time. Also, it is uncertain for how long time the 

consultants will be available for projects in the lab. It is also a difficult task to know what 

projects will be running at a specific time. The solution to this challenge may be to create a 

management strategy for planning in order to know which resources are needed for different 

projects. Therefore, the authors suggest that a process is established for uncertainty scheduling. 

Some approaches for scheduling under uncertainty reviewed by Herroelen and Leus (2005) 

who also argue that scheduling under uncertainty is particularly important for resource 

allocation in order to optimise project performance (Herroelen and Leus, 2005:289).  

 

Keegan and Turner (2002) argue that one of the most common failures in innovation projects 

is in the usage of unsuitable project models and methods, since their main purpose is often if to 

eliminate those projects not performing well enough. In general these project models have 
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certain decision points in tollgates, or barriers, where projects cannot pass unless they match 

with planned expectations (Keegan and Turner, 2002:374). Today, Semcon mainly uses a linear 

project management model in projects outside the innovation laboratory. The model is based 

on a stage-gate approach which includes activities, milestones and tollgates. As previously 

stated, the traditional models for project management, such as the stage-gate approach, is 

accused of being too rigid for innovative projects and not encouraging experimentation 

(Cooper, 2014:20). Therefore, such a project management method would likely be unsuitable 

for an innovation laboratory. Because the projects in the lab involve a great deal of uncertainty 

and require flexibility in resource allocation and goal setting, one opportunity for the innovation 

laboratory could be the implementation of an agile project management method. 

 

It is stated that some firms successfully integrated agile and traditional management methods 

(Hansson 2006:1296) with longer sprints and physical milestones in which the physical 

deliverable is demonstrated to stakeholders (Conforto et al., 2014:28). This may also be a 

favorable opportunity in the management of innovation laboratories. 

Goal-setting 

The formal evaluation of projects was surprisingly ad-hoc. Although the management had a 

strong focus on financial goals, one important challenge for the innovation lab and its projects 

is that there was a lack of clearly stated and measurable goals. When it comes to financial goals, 

the rule “all profit, is good profit” was applied.   

 

“We don’t have any measurable financial goals at all. [...] We look at how far we 

have come and where we need to put our focus right now”. 

 

“What differentiates the lab from other business areas is that they have business 

strategies based on customer segments and such. We are working with business cases 

and look at what we have to do in order to reach some specific goals [...]”. 

 

If the top management wants to support both creativity and profitability, then perhaps the 

innovation lab and its projects must also be evaluated based on other measures in addition to 

financial ones. Davila (2012) argues that non-financial measures give a better evaluation of 

current progress and likelihood of success in innovation projects. If these measures are not 

taken into consideration, the management will lose a key source of information and a possibility 
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to identify new opportunities.  (Davila et al. 2012:145) One can speculate that the innovation 

lab currently is evaluated only on profit, because soft values, non-financial benefits from 

creativity and innovation are perceived as difficult to measure. Examples of non-financial 

measures include a ratio of successfully commercialised ideas and ideas entered into the 

innovation pipeline and percentage of executives’ time spent on strategic innovation rather than 

day-to-day operations (Chen and Muller 2010:6). Also, because goals work as incentives to 

support innovation, subjective measures are better than no measures at all (Davila et al. 

2012:196). Since what is not measured tends not to get done, the authors suggest that an 

evaluation system is built into the project management process.  

Open communication 

One important skill in innovation management is to create open communication systems for 

top-down, bottom-up and lateral communication (Amabile, 1988:155). In the case of the 

innovation lab, top-down communication goes from the top management, through middle 

managers and to the consultants, whilst bottom up communication travels the opposite 

way.  Lateral communication is communication between team members on a project team level, 

between middle managers and between members of the top management. The empirical 

transcription data from interviews and observation field notes showed that there might be room 

for improvement both in vertical and lateral communication in the innovation lab.  

 

Amabile et al. (2004), suggests that a leader who interacts daily with subordinates may 

influence their day to day perceptions, feelings and performance. This in its turn, may also 

influence the overall creativity of the work that the employees do (Amabile et al., 2004:25). 

Vertical communication between middle managers and consultants was frequently observed 

and  open communication was characterised by a spontaneity in meetings and discussions. 

Another factor included in innovation management skills is to avoid unnecessary layers of 

hierarchy (Amabile, 1988:155), and it seems that the open communication observed was an 

indication of absence of such a hierarchy.  

 

As stated previously, meetings were characterised by a spontaneity, not only in the discussion 

but also in whether or not a meeting would take place, or where or when. However, observations 

of a few meetings suggests that there is also room for improvement in the structure of meetings 

in the innovation lab. Meetings were not concluded by assigning who would do what and when, 

only what task that should be done. Likely, this is again a symptom of the uncertainty of 
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resources at hand, but involving some kind of structure into the meetings would likely make 

them more productive and help the project team members to perform the task at hand.   

 

Lateral communication between team members was constantly taking place in the lab. The 

consultants were talking about how to solve problems and about technical details of the projects. 

There was surprisingly little conversation about non-project related topics, and the 

communication seemed to function well. However, team communication between consultants 

on site and virtual team members did not seem to work as well. Some virtual team members 

located at other offices expressed that they did not always receive information about project 

progress and were unsure about the idea of the task at hand. Therefore, they also felt that it was 

difficult to make a contribution to the project. Fostering good communication between team 

members is a task for the project manager (Amabile, 1987:20). However, since there was no 

formally assigned project manager, this may be one reason why the communication with virtual 

team members failed. This problem could also spring from the fact that team members were 

constantly exchanged. Because the intranet used for project documentation is not created with 

the intention to handle project management information, the common platform for sharing 

information was inadequate. Establishing the coordination necessary for knowledge integration 

is a task for the management (Grant, 1996:120). In order to minimize the consequences of 

information being lost as team members are exchanged and to improve communication between 

team members, the authors suggest that a common project management platform is 

implemented. One can also ask if innovation projects are suitable for partly virtual teams, as 

research suggests that face-to-face communication is necessary in certain tasks, such as creative 

work efforts (Leonard et al., 1998: 296). 

 

4.2. Opportunities and challenges in individual creativity components 
The individual creativity component has three components affecting the creative process; (a) 

the intrinsic motivation to do the task, (b) skills in the task domain (c) skills in creative thinking. 

All of the three components is needed for creativity, that means, none of them are sufficient 

enough in itself create creativity (Amabile, 1988:139). The three components are discussed in 

the sections below. 
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4.2.1. Intrinsic motivation to do the task  

This component includes the innovation laboratory’s influence in freedom and self-efficiency, 

social identity and uncertainty in team formation, which are further analysed in the following 

section. (Amabile:132) 

Freedom and self-efficiency 

Many of the consultants in the study expressed a high motivation and a positive approach to the 

innovation lab at Semcon. Motivation derived from the opportunity to work in self-selected 

projects and with fewer boundaries. One of the innovation lab managers explains:  

 

"Today, innovation is something many companies have been hyping, and it is 

something they want to engage in. It [innovation] derives from creativity and 

therefore it is something you cannot make a plan of. It has to come from a desire 

to innovate. [...] The innovation laboratory could become a special area where 

employees get to do things they find interesting and would like to engage in, not 

just assignments that others tell them to do”. 

 

One opportunity in the innovation lab may therefore be that it can create a higher intrinsic 

motivation to do the task when working in a less structured project environment. According to 

Amabile (1988), intrinsic motivation is one of the individual factors that is affecting creativity 

in a positive manner. Also, intrinsic motivation may make up for deficiency in domain-relevant 

or creativity-relevant skills (Amabile, 1988:132). Therefore, if the employees become 

motivated when working in the innovation lab, they may also increase their creativity in the 

innovation laboratory. One consultant explained: 

 

“I really enjoyed to having so much freedom to do something, and to think freely 

without any limitations. I learned a lot about software development which is new 

to me. We also got very positive feedback and it was fun to hear that we did 

something good and useful”. 

 

The citation above underpins that by allowing employees to be independent and work freely 

without constraints of the organisational innovation system, new and unexpected ideas are 

allowed to grow (Masoudnia and Szwejczewski, 2012:41). Baer et al. (2003) examines the 

importance of intrinsic motivation in how to reward creative work, whilst extrinsic motivation, 
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as for e.g. pay incentives and promotions, might have a negative effect on the individual 

creativity (Baer et al., 2003:570). It is important to mention that here was no extrinsic reward 

found in the lab by the authors. The citation above, nonetheless, illustrates that positive 

feedback from leaders in the lab created a feeling of doing something important.  

 

The project documentation in the laboratory was carried out using Semcon’s internal intranet 

website. The whole organisation, therefore, was given an opportunity to give feedback to the 

project. On one hand, the input from colleagues in other part of the organisation might increase 

the intrinsic motivation in the lab. On the other hand, there might also be a challenge for the 

management if the feedback instead create a negative atmosphere. The management in the 

innovation laboratory should therefore take into consideration which kind of feedback system 

applied in the lab.   

Social identity 

The participants in the study also expressed that the innovation laboratory helped them to learn 

more about Semcon and helped in “getting to know” the company’s processes and ways of 

doing things in the firm. The innovation laboratory could be an opportunity for creating a higher 

level of social identity at Semcon. According to Alvesson and Kärremar (2004), “Social identity 

has particular relevance for organisational activities, due to the facts that it provides clues for 

action, interpretation and conduct” (Alvesson and Kärreman, 2004:154). This could make the 

employees feel more included in the company, become more eager to engage in work 

assignments and create a belief, or commitment, to the idea of the innovation laboratory.  

 

Lewis and Moultrie (2005) argue that consultancy firms, in general, are a part of an already 

creative environment and therefore the value of an innovation laboratory can be quickly and 

broadly accepted by the rest of the organisation (Lewis and Moultrie, 2005:81). Therefore, it is 

likely that the innovation laboratory also will easily be accepted by all parts of Semcon 

corporation.  

Introduction of new employees 

Most of the consultants working in the innovation laboratory were newly employed at the firm. 

This may also have had an effect on their intrinsic motivation perform a given task. 
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“I have been studying for a long time and just going to work gets me motivated. 

[...] It is a little bit difficult to not have work experience, and sometimes I can be 

a bit negative and think that I’m not capable of performing a certain task. But 

then, you realise that you actually can. [...] I think it gives me experience”   

 

Using the innovation laboratory as a way to introduce new employees could be an opportunity 

for the company to create a positive baseline attitude toward the innovation laboratory and the 

company itself. A baseline attitude towards an activity is a person's natural tendency towards 

or away from tasks of a specific sort (Amabile, 1988:133). Tannenbaum et al. (1991) argue that 

a new employees in general get their first experience of the organisation in some kind of training 

setting, and that this is helpful in creating greater levels of organisational commitment 

(Tannenbaum et al., 1991:760). In their study, they also suggests that companies should try to 

enhance training fulfillment in order to develop employee motivation and self-efficiency 

(Tannenbaum et al., 1991:767). The consultants in the innovation lab are largely self-managed, 

the innovation laboratory is highly dependent on that the workers in the in the innovation 

laboratory are motivated, self-driven and enthusiastic. Therefore, using the innovation 

laboratory to introduce new employees, who have a positive baseline attitude and who are 

motivated to work, could help facilitate the management of the innovation laboratory.   

Uncertainty in team formation 

The fact that a consultant working in the lab, could be allocated to a client's project at any time 

is a challenge not only for the managers, but also for the consultants working in the innovation 

laboratory. This could have a negative impact on the intrinsic motivation of the staff.   

 

“I believe it is very hard that people are coming and going at any time. I hear 

that from the people in the innovation lab: ‘How am I supposed to have time to 

finish and document everything before I leave the project?’ [...] So, I think it's 

difficult for the whole team, the project and the individual who feels a great 

responsibility to deliver something”.  

 

This may create a stressful and uncertain work environment for employees in the laboratory. 

The individuals in the lab feel a responsibility achieve someting in the lab, but they do not 

always have the sufficient time to do so.  
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From the interviews it became clear that the consultants working in the innovation lab were 

happy to do so. The main reason was that they enjoyed the company of other employees in the 

innovation lab, that they had something sensible to do and that they enjoyed the freedom of the 

working processes. However, a challenge could lie in keeping the consultants motivated for a 

longer period of time in the lab. Some new employees explained that staying to long time in the 

innovation laboratory, might make them feel as if they were poor workers, since they were not 

allocated in clients projects. This could add to the stress from project team members coming 

and going. One can assume that this, in it’s turn, could decrease creativity in the laboratory.  

4.2.2. Skills in the task domain 

This component includes a general definition of domain skills, such as mathematical reasoning 

and creative thinking, instead of only certain task-relevant skills (Amabile, 1988:138). These 

skills are critical for determining what pathways that will be investigated and the criteria of 

research (Amabile, 1988:139). The skills within a particular domain, are relevant to the 

consultants in the lab regarding any given task, and our findings are discussed further in 

following sections.  

Personal qualities, skills and knowledge 

When asked about what personal qualities that were important for individuals working in the 

innovation lab, several answers were related to skills in the task domain. These domain-relevant 

skills include factual knowledge, technical skills and special talents in the area of technology 

development (Amabile, 1988:130).  

 

Our findings show that the participants thought that favourable qualities for working in the 

innovation laboratory were being ‘knowledgeable’, ‘smart’ and ‘experienced’. There was a high 

level of knowledge in the task-domain of technology development in the innovation lab at 

Semcon. The engineers working in the lab had in common that they are advanced knowledge-

workers with an academic background. Because knowledge is required for creativity within a 

domain (Amabile, 1988:131), we suggest that such personal qualities are likely to be even more 

important when it comes to creativity in solving advanced technical problems.  

 

One opportunity is that the innovation laboratory encourages collaboration between divisions 

also on individual level. This may help create knowledge sharing and networking within the 

firm.  
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“I think the innovation laboratory is great. I can see that it is going in the right 

direction and we have noticed that divisions rarely know about what other divisions 

do, so it is very positive that different people in the organisation could meet, 

exchange knowledge [...] and learn from each other.”   

 

Supporting this finding, Perry-Smith (2006) argues that by staffing a team with a diversity of 

members with differentiating skills, knowledge and expertise, it will improve the participant's 

ability to solve complex tasks when developing new products or processes. Also, differentiated 

backgrounds will help the team members in achieving a variety of perspectives and approaches 

that trigger creativity-related cognitive problems (Perry-Smith, 2006:87).    

 

New skills and knowledge 

A majority of the participants explained in the interviews that working in the innovation 

laboratory made them improve their skills and broaden their knowledge in the task domain, 

since they got to share different views and insights of the problem. Nonaka and Konno (1998) 

state that there are two types of knowledge; explicit knowledge and tacit knowledge. The former 

can be expressed in form of data, specifications, manuals and scientific formulas and is 

explained in words and numbers. The latter is built up by two dimensions; both a technical 

dimension that include “know-how”, skills and crafts and a cognitive dimension, including 

beliefs, ideals, values and deep mental models. Tacit knowledge influences the way people 

perceive the world (Nonaka and Konno, 1998:42). As argued in their article, knowledge 

creation is a spiral process with interactions between explicit and tacit knowledge.  

 

In the innovation laboratory at Semcon, the authors witnessed exchange of knowledge with 

both explicit and tacit nature. Therefore, collaboration between consultants belonging to 

different departments seemed to bring opportunities through contributing to knowledge creation 

and transfer, but also through creating awareness and understanding for the work of other 

departments. Supporting this claim, Lewis and Moultrie (2005) argue that a successful 

innovation laboratory appear to be those where problem-solving, team-based new product 

development and inter-organisational collaborations are closely related (Lewis and Moultrie, 

2005:81). 
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4.2.3. Skills in creative thinking 

It is argued by Amabile (1988) that “creativity-relevant skills act as an executive controller; 

they can influence in the way in which the search responses will proceed” (Amabile, 2988:139). 

Some elements of this component that was seen in the innovation lab consists of the individual's 

creative working style and the role of the creative leader. 

Creative working style 

The individual’s skills in creative thinking include a working style that is conductive to 

creativity, Among other things, personality traits are related to independence, perseverance and 

an absence of conformity in thinking (Amabile, 1988:132). When asked about working styles 

conducive to creativity, many consultants responded that it was important to be open to trying 

different things.  

 

“Because we had never worked with programming before, we had to work with a 

trial and error approach. We never really knew what we were doing, but 

sometimes things just work out and that felt really good.” 

 

Related to the trial and error strategy is the importance of not getting stuck on an idea or a 

possible solution to a problem, also brought up in the interviews. Amabile includes being able 

to temporarily put aside stubborn problems and to abandon unproductive research strategies as 

part of creativity-relevant skills (Amabile, 1988:132). Thomke and colleagues (1998) propose 

that experimental strategies can be an important factor for the competitive position of a firm 

through affecting the effectiveness of a firm’s innovation processes (Thomke et al., 1998:329).  

 

According to Amabile (1988) creativity skills depend on training, and can be learned both 

through experience and though being explicitly taught (Amabile, 1988:132). We assume that 

opportunities lie in the possibility for consultants to learn creative skills  through working with 

idea generation in the innovation laboratory. This knowledge is likely to be beneficial also to 

the consultants work in projects outside the laboratory. Furthermore, there might be an 

opportunity for the management to offer the consultants in the lab some education in creativity 

thinking. 
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The role of the creative manager 

As stated by Shalley and Gilson (2004), creative managers should work on encouraging and 

supporting their employees, since it will make creative activities more likely to occur (Shalley 

and Gilson, 2004:41). This statement implies that it is of importance that the management 

should strive to create an environment where leaders understand their employees and provide 

the right tools for creativity. Brennan and Dooley (2005) suggests seven key requirements for 

creative management which is presented in the theoretical framework. Among these seven 

steps, this study shows that the creative manager might especially account for number (5) 

nurture creative initiatives, (6) education and training in creative efforts, and (7) support of 

individual learning-styles (Brennan and Dooley, 2005: 1395). Therefore, the presence of a 

creative leader might be an opportunity for the management of the innovation laboratory. 

However, since the creative leader was not allocated at full time, many participants stressed the 

lack of creative feedback.  

 

One very interesting finding is that none of the participants could describe any event in which 

they felt creative in the innovation laboratory. This might be because the the work in the projects 

in the lab is engaging in creative activities quite late in the innovation process, and that 

creativity at this stage probably concerns incremental problem solving rather than generation 

of whole new ideas for for innovations. If the consultant feel that they are not being creative, 

despite clearly being so, perhaps support for creativity is not emphasized enough by the 

management. This could be a symptom of the fact that the role of the creative manager is not 

allocated to the lab full time. In order to bring out  creativity, it could be of interest to conduct 

more creative activities in the lab, as for instance workshops and brainstorm sessions.  
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5. Conclusions 
During the study at the Semcon, the innovation lab launched its first commercial result. An E-

bike concept that received global attention in social medias. In the summer of 2016 the project 

was in negotiations of selling the concept to external investors. 

 

In the following section, the conclusions from the case study are presented, together with some 

management implications and recommendations. Also, some possible generalisations regarding 

opportunities and challenges in the management of an organisational innovation laboratory are 

accounted for.  

 

5.1. Conclusions from the case study 
Through using the components of the componential model to analyse the challenges and 

opportunities of an innovation laboratory, it has become clear that the managers face many 

kinds of challenges, but that the laboratory also brings many opportunities. The implementation 

of an innovation laboratory could in itself be seen as an opportunity, a sign of dynamic 

capabilities and responsiveness to changing environments. Therefore, the authors agree with 

other researchers in the field (Lewis and Moultrie, 2005; Haner, 2005; Birdi and Magadley, 

2009), who claim that an innovation laboratory could increase an organisation's dynamic 

capabilities. However, previous research has shown that there is a general confusion over the 

intent and contribution of organisational innovation laboratories (Lewis and Moultrie, 

2005:74). In similar, a lack of clarity was observed in the innovation laboratory at Semcon, 

particularly regarding the main objective of the innovation lab. Acting in the borderland 

between the objectives of profitability and creativity could also prove a challenge for the 

management, as the two objectives likely require very different management efforts and 

resources. The authors call for further research to investigate the opportunities and challenges 

in combining the two objectives.  

 

The authors conclude that the managers at Semcon have succeeded in creating an organisational 

climate that evokes a sense collective pride for the innovation lab. This may bring opportunities 

in reinforcing social structures and strengthening the organisation’s motivation to innovate. 

Another general assumption found in this study is that there might be a challenge for the 

management of an innovation lab to maintain a realistic view of its actual abilities. There might 
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be a risk of hubris and that the effects of an organisational innovation laboratory are 

overestimated.  

 

The study showed that the implementation of an innovation lab naturally comes with risks. 

There was, surprisingly little reflection upon the risks of an innovation laboratory and no formal 

risk assessment was made before the innovation lab launched. This could prove a challenge for 

the management, as the consequence is that they are unaware of what risks they are taking on. 

It seemed that the organisation was willing to experiment, running a risk of failure but also a 

possibility of success. However, the experimenting was held within strict financial boundaries, 

leaving little room for errors. Nonetheless, if the innovation lab succeeds despite limited 

financial support, this could be a strong indication of the vitality of the innovation lab, and an 

opportunity for Semcon to make a well-grounded investment. A general conclusion for 

managing innovation laboratories is therefore that they need room for errors and enough 

resources for mistakes.    

 

Opportunities may lie in being able to utilise the competence of slack resources. However, it is 

difficult to create a perfect match between the consultants’ competencies and the requirements 

of the projects in the laboratory. There is a challenge for any innovation laboratory in not getting 

the competencies that the projects would have needed in order to succeed. 

 

The activities taking place in the lab technically do not fulfill the definition of a project, making 

project management difficult. Therefore, the authors stress a need for making the projects in 

the lab become actual projects. Also, because of the ambiguous nature of  innovation projects, 

the authors suggest that an agile approach should be suitable for innovation labs, and that 

innovation laboratories should be led by project managers with agile project management skills. 

Some essential challenges for the success of the innovation lab at Semcon could lie in that none 

of the managers was leading the lab as a project manager and that none of the managers were 

allocated to the lab full time. Opportunities lie in that the lab seemed to be somewhat self-

managed. Also, having a project champion in the innovation laboratory is probably an essential 

opportunity for the management. The empirical data also showed a presense of an informal 

leader structure. This may have been a consequence of the absence of formal leaders or because 

the formal leaders lacked some specific technical skills. Because the technical expertise is a 

critical function for technological innovations, not having that competence allocated to the lab 

could be a challenge for the innovation lab. A general assumption for any organisational 
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innovation laboratory, is therefore, that the team of employees working in the lab are in need 

of leaders with both creative skills, technical skills and skills in innovation project management.  

 

When it comes to individual components, many of the participants in the study expressed a high 

motivation and a positive approach to the innovation laboratory. The absence of formal 

leadership in the innovation laboratory made the lab strongly dependent on self-driven and 

motivated employees. The authors conclude that using the innovation laboratory to introduce 

new employees can lead to opportunities due to a high baseline level of motivation. A challenge 

could however, lie in keeping the consultants motivated for a longer period of time. A general 

conclusion from this is that the individual creativity components, and especially intrinsic 

motivation to do the task, are important for the management of an innovation laboratory.  

 

There is a high level of knowledge in the task-domain of technology development in the 

innovation lab at Semcon. Because  knowledge is required for creativity within a domain, such 

personal qualities are likely even more important when it comes to creativity in solving 

advanced technical problems. Cross-functional collaboration means that the consultants will 

have different skills, knowledge and expertise. Collaboration between consultants belonging to 

different departments in the innovation laboratory therefore seems to contribute to the 

knowledge creation and transfer within a firm. A general conclusion from this is that cross-

functional collaboration in organisational innovation laboratories may be beneficial in helping 

team members in achieving a variety of perspectives and approaches that trigger creativity-

related cognitive problems. Also, collaboration in the innovation laboratory seems to help 

create awareness and understanding for the work in other departments at the firm. 

 

Projects outside the innovation lab are prioritised over projects in the innovation lab, and 

therefore, there is a dilemma in that the firm and the innovation lab cannot both be successful 

at the same time. Based on the assumption that success at Semcon means full allocation of 

consultants on a division-level, the downside of this means the lab will be left without human 

resources and will therefore fail. Vice versa, an innovation lab with a lots of human resources 

is a sign of failure for the divisions. However, it is possible that the goal of full occupancy on 

a division-level is impossible to attain, and that there will always be some consultants who are 

in between customer projects.  
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Our final conclusion is that the success of an innovation laboratory is highly dependent on the 

managers’ abilities to take advantage of opportunities and face the challenges presented in this 

study.  

 
5.2. Recommendations for management at Semcon Innovation Lab 

The projects in the innovation laboratory were highly stochastic and they were often interrupted 

for an uncertain amount of time. The fact that a consultant working in the lab could be allocated 

to a client's project at any time, was a challenge not only for the managers, but also for the 

consultants working in the innovation laboratory. Because of the uncertain nature of the 

innovation projects, the authors suggest that a process is established for uncertainty scheduling, 

and recommend the implementation of an agile innovation project approach in the lab. 

 

In order to evaluate if the effects of an innovation laboratory are in line with goals, the authors 

stress the importance to measure the outcome of the lab. In the case company, the formal 

evaluation of projects was surprisingly ad-hoc without any clearly stated or measurable goals. 

Since what is not measured tends not to get done, the authors suggest that an evaluation system 

is built into the project management process and that non-financial goals are taken into 

consideration. One other recommendation is to allocate one full-time leader in the lab with 

skills in agile project management, together with one, or a set of, managers with skills in 

creative management and technology knowledge in the task domain.  

 

This study was narrowed to not include the implementation of the inventions brought up in the 

lab. However, the authors find it of importance to acknowledge that there is a challenge in using 

a push strategy for market implementation. At the time of data collection, one of the innovation 

projects was running without sufficient knowledge about the market or the potential of the 

product. This stands in conflict with with the general pull implementation strategy that is used 

in the rest of the organisation.  Therefore, the authors suggest that each project in the lab 

receives feedback from a group of experts within the domain, and if possible also from potential 

users and customers. Feedback should be given early, already on a concept stage, and 

continuously throughout the process.  

 

Although communication between project team members on site seemed to functioned well, 

there seemed to be some issues in communicating with virtual team members and to structure 

meetings. In order to minimize the consequences of information being lost as team members 
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are exchanged and to improve communication between team members, the authors suggest that 

a common project management platform is implemented.  

 

5.3. Limitations and suggestions for future research 
One shortcoming of the study is that the conclusions based solely on a single case study. The 

authors, therefore, argue that further research in the topic is necessary in order to get deeper 

understandings of the innovation laboratory phenomenon. Below are a few suggested further 

research regarding innovation laboratories in private organisational settings: 

 

1. We stress the importance of creating a deeper knowledge for the concept of innovation 

laboratories. As we concluded in our study, there might be a lack of clarity in the intent, 

the outcome and what activities that actually should be taking place inside an innovation 

laboratory. What is the link between the organisational innovation process and the 

process of individual creativity, and what parts of the innovation process is an 

innovation laboratory suitable for?  

2. Since there are no set boundaries of what constitutes an innovation laboratory, it is 

difficult to understand what the outcome is meant to be. As we concluded in our case 

study, Semcon innovation lab is working in between the objectives of creativity and 

profitability. Is it is possible to do both, or should the management of innovation 

laboratories focus on one intent only? 

3. We concluded that the abilities of an innovation laboratory might be overestimated by 

the managers and the employees in the innovation lab. This study therefore suggests 

future research in the actual output of an innovation laboratory. How should the success 

of an innovation laboratory be measured? Further research is needed to evaluate how, 

and if, organisational innovation laboratories can make profit from inventions 

originating from an innovation lab.  

4. There is a question in what degree of slack is appropriate in organisations (Keegan and 

Turner, 2002:377). Our findings show that the intrinsic motivation to do the task was 

high from the consultants in the laboratory that were new to the firm. One can ask, 

would it be the same if the consultants were senior workers at Semcon and normally 

used their slack time to reboot in between missions?  
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 A1 

Appendix 
Appendix A: The ethical principles and how they were applied in this study. 

The two tables in this appendix section shows the ethical framework of the study, as seen in table A1 

and table A2.  

Table A1: Ethical Principles (EURAXESS, 2016) 

Principle Meaning (adapted from 
EURAXESS, 2016) 

Implications for present work How the principle was 
addressed by the 
researchers 

Research 
Freedom 

Any limitations to the 
freedom of thought or 
expression that could arise as 
a result of particular research 
circumstances or operational 
constraints 

Supervision/guidance 
Intellectual property rights 

Awareness of restrictions 
from supervisors and 
faculty/departmental 
representative 
 
Awareness of any 
sensitive information that 
cannot be communicated 

Ethical 
principles 

Researchers should adhere to 
recognized ethical practises 
and principles appropriate to 
their discipline and to other 
ethical standards 

The European Charter for 
Researchers and national ethical 
standards in Vetenskapsrådet 
(2002) 

Addressing principles and 
ethics standards and 
continuously assessing 
them. 

Professional 
responsibility 

Research is relevant to 
society and does not duplicate 
research previously carried 
out elsewhere. Researchers 
must abide by the principle of 
intellectual property. 

Avoid duplication and 
plagiarism 

Thorough investigation of 
previous research and 
good knowledge of 
research performed within 
the field 
 
Keeping detailed records 
of references and 
knowledge about 
reference management 

Professional 
attitude 

Familiarity with strategic 
goals governing their research 
environment. 
 
Informing employers, funders 
or supervisors if the research 
project is delayed, redefined 
or completed, or give notice 
if it is to be terminated. 

Familiarity with strategic goals 
of university and company 
 
Communication with supervisor 

Familiarity with the 
university's goal 
description for the thesis 
and a good understanding 
of the strategic importance 
of the thesis for the 
company 
 
Continuous 
communication and 
openness with supervisors 
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and faculty/departmental 
representative 

Contractual and 
legal 
obligations 

Familiarity with the national, 
sectoral or institutional 
regulations governing 
training and/or working 
conditions. 
Delivering the required 
results as set out in the terms 
and conditions of the contract 
or equivalent document. 

Intellectual Property Rights 
regulations 
 
Knowledge of requirements and 
conditions of any sponsor, 
independently of the nature of 
their contract 

Awareness of IPR law 
 
Careful assessment of 
contracts made with the 
company and the 
university 

Accountability Awareness of  accountability 
towards  employers, funders 
or other related public or 
private bodies as well as, on 
more ethical grounds, 
towards society as a whole. 

Methods, outputs and details of 
the data should be open to 
internal and external scrutiny, 
whenever necessary and as 
requested by the appropriate 
authorities. 

Cooperation with any 
authorised audits of 
research 

Good practise 
in research 

Adopting safe working 
practices, in line with national 
legislation. 
 
Familiarity with the current 
national legal requirements 
regarding data protection and 
confidentiality protection 
requirements, and undertake 
the necessary steps to fulfil 
them at all times. 

Taking the necessary 
precautions for health and 
safety and for recovery from 
information technology 
disasters 

Having a back-up strategy 

Dissemination, 
exploitation of 
results 

Ensure, in compliance with 
contractual arrangements, that 
the results of the research are 
disseminated and exploited 

Communicating the research, 
transfer into other research 
settings or, if appropriate, 
commercialise. 

The resulting report is 
available online, 
applicable results may be 
exploited by the company 

Public 
engagement 

Researchers should ensure 
that their research activities 
are made known to society at 
large in such a way that they 
can be understood by non-
specialists, thereby improving 
the public's understanding of 
science. 

Engagement with the public Talking about the study 
and its possible 
implications 

Relation with 
supervisors 

Researchers in their training 
phase should establish a 
structured and regular 
relationship with their 
supervisor(s) and 
faculty/departmental 
representative( s) so as to take 

Keeping records of all work 
progress and research findings, 
obtaining feedback by means of 
reports and seminars, applying 
such feedback and working in 
accordance with agreed 
schedules, milestones, 

Regular meetings with 
supervisor and 
faculty/deparmental 
representative 
 
Keeping records of all 
work progress 
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full advantage of their 
relationship with them 

deliverables and/or research 
outputs. 

 
Attending seminars 
 
Setting goals and 
deadlines 
 
Continous follow-up of 
goals 

 

Table A2: Ethical Principles (Vetenskapsrådet, 2002). 

Principle Meaning How the principle was addressed 
in the study 

Information The researcher should provide information to 
informants about their part in the project and on 
what terms they participate. They should further 
be informed that it is not mandatory to participate 
in the research and that they were free to 
discontinue their participation at any time. 

Every participant received an 
informational letter before an 
interview or a participating 
observation  was conducted. The 
letter contained information about 
the purpose of the study, that 
participation was optional, and 
rights to discontinue. 

Informed 
Consent 

The researcher should obtain consent from all 
informants. 

 
Those who participate have the right to 
independently decide if, for how long, and on what 
terms they should participate. They should be able 
to discontinue  their participation without any 
negative consequences. 

 
In their decision to participate or not, the subjects 
must not be pressured or influenced in any way. 
Dependent relationships should not exist between 
the researcher and informants. 

Consent was obtained when the 
participants signed the informational 
letter. Subjects were not pressured to 
participate in the study. 

Confidentiality 
and anonymity 

All individuals involved in research projects with 
ethically sensitive information about single, 
identifiable individuals should sign an agreement 

The collected material was kept in a 
safe storage during the investigation 
time. After the study the data was 
destroyed. Care was taken that no 
single individuals could be 
identified in the report. 

Confidentiality 
and anonymity 

All personnel involved in research projects that 
involve use of ethically sensitive knowledge about 
single, identifiable individuals should sign a 
confidentiality agreement. All knowledge about 
identifiable individuals should be stored and 

The collected material was kept in a 
safe storage during the investigation 
time. After the study the data was 
destroyed. It was of importance to 
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reported in a manner so that they cannot be 
identified by others. In particular, this regards 
information that could be ethically sensitive. This 
means that it should be impossible for outsiders to 
get their hands on the information. 

not reveal any participant’s opinions 
in the final report. 

Utilization of 
data 

Information about the individual, collected for 
research purposes, can not be used for commercial 
purposes or other non-scientific purposes. 

 
Personal information collected for research 
purposes can not be used for decisions or 
interventions that directly affects the individual 
except when specific permission is given by the 
individual in question. 

The data was used  for this study 
only. Any records were deleted after 
the study was finished. 

 


