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Executive summary 

The aim and purpose of this master’s thesis is to dig into some of the current trends in research and development 

(R&D). The lifetime of businesses are getting shorter due to an acceleration in output of innovation and 

technology. This has led to an increased pressure on companies’ business models and strategies, as these are 

constantly threatened by disruption. Combining this with the opportunity and threat from internationalization the 

environment becomes rather complex. Therefore, it is important for knowledge companies, that they can source 

new knowledge and apply it into commercial interests. From this the following research question was derived: 

 

“How can an IT service company venturing into an international environment implement a valuable R&D 

structure that supports its business model?” 

 

The research is a case study, of Inspari, a medium sized IT service company. Inspari gave access to key areas, 

which is found to be relevant to analyse. First, it is found that the human resources are not surprisingly of great 

importance in a service based company. Both for service delivery but also for collaborations, knowledge sharing 

practices and creative thinking. Further, performance culture is found to be a challenge for innovation and 

development.  

 Further, the analysis shows that Inspari’s collaboration efforts are centered around incremental 

innovation. Especially their technical partners and customers are found to be important sources of knowledge. 

E.g. by sourcing new technology at suppliers or testing new ideas with customers.  

Additionally, the internationalization of Inspari is given some considerations. The matrix structure is found to be 

able to deal with some of the challenges of going abroad.  

 Lastly, the ability to search and learn are found to be of importance. It is found to be important to 

consider the relevance in abundance to the organizational life cycle, for Inspari this leads to a more incremental 

based innovation as a company in growth. However, they have already implemented preparation for the future in 

form of more bureaucracy and the R&D office, which can support more distant learning and radical innovation 

with a longer time orientation. It is found to be of value in securing the organization not to decline. The analysis 

gives the authors a foundation to suggest some recommendation to Inspari such as considering the 

implementation of organizational slack and country rotation to support its innovative efforts. In conclusion 

Inspari is found to be a company with a relevant case for the research question and further gives important 

insights in the consideration of how to structure an R&D structure. 
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Chapter 1 – Introduction 

The objective of this first chapter is to provide the reader with a general introduction to the paper.  Therefore, the 

chapter starts by touching upon the background of the study, where the relevance of the most prominent fields of 

research are introduced. After this section, the criteria for the empirical object are elaborated on, where the most 

important conditions for the ideal empirical data are outlined. Then a problem identification is specified upon, 

where more concrete thoughts are provided on the most relevant areas of research of this paper. This provides 

the research question and related sub-questions explained in the problem statement. Next, a section on 

delimitations is made to further narrow down the perspective of the paper, which is followed up by brief outlines 

of the methodical and theoretical perspectives of the thesis. Finally, the general structure of the paper is depicted 

as a whole. 

1.1 Background 

Over the last decades, there has been an increasing tendency towards internationalization. The most common 

explanations for this include improved possibilities for transportation making global travel and freight easier, 

improved technology making communication and information sharing more feasible, growth of multinational 

companies with a global presence and the reduction of tariff barriers, which encourage global trade (Pettinger, 

2013). These factors combined have made it less problematic for companies to move abroad. One indicator of 

the increasing internationalization can be found by looking at the numbers of Danish subsidiaries abroad. This is 

currently more than 12.000 subsidiaries. These have more than 1.3 million employees combined, which is an 

increase by 7 % over the last three years (Nygaard, 2016). In addition to the reasons mentioned above, another 

logical reason for the Danish companies moving abroad is of course the relatively small size of the home market 

(Pedersen, 2000). 

The Danish IT industry has without doubt felt the consequences of pressure on the home market. One of 

the elements characterizing the industry is the fact that companies for the last several years have had difficulties 

in attracting enough human capital within the home market, resulting in many companies moving abroad 

(Johansen, 2015). Other companies, have not taken the full consequence of moving the whole business abroad 

but have instead outsourced a part of the their business to accommodate the needs of human capital. This has, on 

the other hand, resulted in companies attempting to attract foreign workers with the right competencies (Flader, 

2016). 

One possible way in which companies within the Danish IT industry can circumvent the challenges of a 

small home market, combined with little access to human capital, is through better utilization of their R&D 
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activities. This is also emphasized by Meister (2012), who argues that growth within the IT industry to a large 

degree should come from R&D activities in the future. Digitalization provides profound possibilities for further 

capitalization on R&D activities. This suggests that a possible model for competing in the future goes through a 

business model, which has greater emphasis on finding new markets, outsourcing and R&D. 

Thomson Reuters State of Innovation Report (Reuters, 2015) states that the numbers of innovation is 

ever increasing compared to the past. This results in growing complexity, as more options and solution to 

challenges arise. It is hard to predict the future as disruption seems possible at any given time. Therefore, 

pressure is put on companies’ profitability as their position and strategies are constantly eroded. This means that 

companies, which do not adjust will be out of business increasingly fast, as their offerings will not be up to date 

and therefore easily outcompeted. 

This has led to companies looking for ways to fuel their innovativeness so they can stay competitive and 

develop their processes, products and services, which can enhance profitability. It has often resulted in 

companies investing in R&D, since it is a crucial area to develop the capabilities and competitive advantages. 

R&D supports building a new knowledge base within the company that can fuel the different innovation pipes 

that companies have. It has been proven that the companies, which are best at adapting and innovating often ends 

out with a competitive advantage in the long-run (Danneels, 2010). However, R&D is not an easy discipline to 

master, as there is no guarantee of the outcome, which is one of the biggest challenges for R&D structures, as 

these must ensure the long-term profitability of a company while operating under great uncertainty from both the 

outside world and the internal development process. 

Especially the IT-industry has faced a lot of innovation. As an example about 30% of the patented filled 

comes from the IT-industry as recorded by the Thomson Reuter Derwent Patent Index (STN, 2017). These 

factors are some of the challenges that Danish IT companies, must cope with to stay alive. Therefore, it is of 

high importance to have the correct settings and functionality of the R&D structure. 

However, when discussing abstract concepts like internationalization and R&D, one essential element to 

keep in mind is how these fit with a company’s existing business model and in which way decisions concerning 

these concepts affect it. Are decisions made with respect to internationalization and R&D, which is too 

decoupled from the focal company’s existing business model, there is a chance that it will not gain the desired 

synergy and even that it might lose its identity (Sawyer, 2015). An example of this, though focused more on 

R&D than internationalization, is the well known failure of Xerox PARC. Xerox decided that because it did not 

want its developers to become influenced by the general thoughts and ideas guiding the company, the R&D 

office and its developers should be run as a separate unit. Back in the 1970s, developers at Xerox PARC 

invented the first windows-and-mouse computer, the first laser printer, and the first network to link computers 



Page 7 of 124 

 

(the Ethernet). However, due to the fact that the developers were too separated from the main company, the 

executives back in the headquarters of Rochester could not see any connection to the existing business model or 

how to integrate it and basically said “Hey, we’re a copier company, why are you guys wasting your time on this 

stuff?” (Sawyer, 2015). Therefore, if you create a separate R&D group to keep the innovative people from being 

constrained by the traditional company culture, there is also a chance that you also isolate the rest of the 

company from the innovations made. This illustrates the necessity to implement the R&D structure accordingly 

to the situation and thus decrease potential gaps between R&D and the business model. 

1.2 Criteria for the empirical object 

To examine various aspects within business 

models, internationalization and R&D, a 

possible approach is to collaborate with one 

or more companies, which either has 

experience within these areas or is currently 

facing challenges concerning them. In 

addition to this, it is essential to work with a 

company that has sufficient data when it 

comes to their current situation. Ideally, the 

focal company is faced with a problem, 

which needs to be solved, as this gives the 

researchers the opportunity to link the 

empirical findings with academic theory 

from a critical perspective and thus 

examine potential flaws.  

For the sake of analyzing and discussing the most relevant theory in the light of the optimal empirical 

findings, the following criteria have been identified as shown on figure 1. 

Mutual benefits: In the optimal scenario, there are clear mutual benefits between the researcher and the case 

company. The case company grants the necessary information needed to shed light on academia, whereas the 

researchers provide the company with inputs on how to improve their current situation. 

Contemporary relevance: It is essential that the empirical object works with elements of innovation, including 

approaches to new markets and R&D, which reflect current theoretical tendencies and which can be applied in a 

relevant modern context. This will help insure that the study contributes to academia as much as possible. 

Figure 1: Criteria for the empirical object 
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Accessibility and knowledge sharing: To obtain the possibility to conduct an in-depth analysis of the 

transformation of the business model innovation, it is central to choose one or more case companies with a high 

level of willingness to corporate. Ideally, this includes sharing of information and flexibility in terms of getting 

access to it, as this will ensure the depth of the study. 

Research and development: Since the research question of the paper (introduced in section 1.4) concerns the 

establishment of a R&D structure, the empirical object should give clear insight on this area of research. That is, 

the empirical object should ideally have plans to work in this direction, as this facilitates the empirical 

foundation in an optimal manner. Furthermore, the R&D structure is ideally of a minimum size, where there is a 

plan to adapt a more strategic and organized focus on R&D, as this makes it easier to establish the effects of the 

structure on the business model. 

Internationalization: As the world is getting increasingly globalized, many companies face the challenges of 

internationalization. This is also reflected in the research question, which means that the ideal empirical object is 

faced with challenges of venturing into an international environment. It is also highly relevant to include, as 

internationalization has meant that most companies cannot ignore the advantages and disadvantages of 

globalization such as recruitment, competition and outsourcing.  

 

1.2.1 Inspari’s relevance 

In order to fulfil the above listed criteria the company Inspari is used as the case for the empirical object. Inspari 

was founded in 2007 and is a Danish consultancy company focusing on making business intelligence solution for 

other companies. Inspari helps companies make data driven decisions by sorting and analyzing the data and 

holds a strong position within big data analysis. Furthermore, Inspari also engages in development of 

applications, which are also used for purpose of business intelligence. The company started off with two 

divisions in Denmark. One in Hørsholm and one in Aarhus.  

Even though it is a relatively young company, it has experienced rapid growth in the course of its short 

life span. The company has been awarded with the Gazelle Prize seven years in a row running from 2010-2016 

and currently employs approximately 110 people (Inspari, 2017).  Among other things, this has meant that 

according to the company itself, they want to use their expertise in new markets and source relevant resources 

(Høgsted, 2017b). 

In addition to this, Inspari has realized that in order to sustain its competitiveness, the company needs to 

get better at fostering and utilizing ideas. Therefore, they want to actively work in the direction of implementing 

a R&D structure. This is believed to give the company a competitive advantage, as it will increase innovation 

and thereby the scale and scope of their services. Additionally, Inspari is currently developing offices abroad as 
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they have reached a point where the return on investment is higher by expanding into new markets, which means 

they have to consider many of the internationalization aspects and execute on these for the first time. 

Since Inspari is currently facing the challenges of integrating a R&D structure into their business model 

in an international environment, the research setting is highly contemporary relevant, as this presents the 

opportunity to test old theories and build new ones in the world as it appears anno 2017. Furthermore, clear 

mutual benefits exist between the case company and the authors, as the case company gets access to an academic 

solution to the problems that they are currently facing, whereas the authors get access to an interesting case, 

which can help enlighten the fields of research touched upon. 

1.3 Problem identification 

In today’s highly digitalized world, data can often be found in abundance. The problems often do not stem from 

collecting the data or gaining access to it but instead of sorting and analyzing it and thus making sense of it. This 

provides a golden opportunity for IT firms, which can benefit from providing business intelligence solutions, 

closing the gap between having the data and understanding what this could mean for business. Furthermore, this 

presents the IT firms with an opportunity to accelerate their computer software in the form of a virtuous cycle. 

Machine-learning algorithms, for example, learn on data, and the more data, the more the machines learn (Lohr, 

2012). 

Today there is a higher pressure than ever on businesses to stay relevant and keep innovating so they can 

improve their performance and compete in a globalized world (Rodrigues & Minshall, 2015).  This demands that 

new knowledge is created by looking for it both externally and internally, however, more importantly it must be 

incorporated into innovations that can sustain a business in the long term. 

This is a huge challenge for many companies, as the right approach differs, as companies possesses 

different resources and history, which are crucial for their capabilities. These existing resources and past history 

must cognitively be thought through together with the external environment, thus making the R&D structure 

relevant to its context. However, the challenge of structuring R&D also gives an opportunity to create a 

competitive advantage. Businesses that fail at this will have an overall disadvantage. With regards to Inspari, the 

relevance cannot be neglected as they have not actively worked with R&D structure before, giving a unique 

point of departure for this paper, thus considering the resources is relevant.  

The key in creating a feasible R&D structure for Inspari must be to incorporate a structure that can 

facilitate organizational knowledge, search, learning and sharing while being able to incorporate these factors 

into the development of innovation and the daily activity. Thus, it must be understood which current resources 

that enables Inspari to innovate and relate these to the business model. 
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Additionally, the R&D structure must reflect the external actors such as suppliers and customers, who 

will experience the innovations differently and can also be considered as an active actor in the development of 

innovation. Hereby, the collaboration between Inspari and external actors become an important issue to 

investigate. 

As stressed in previous sections, the internationalization aspect presents both dilemmas and challenges, 

which must be dealt with to gain the full potential from the opportunities that exist in a globally oriented R&D 

structure. It can provide new sources of knowledge and complement the resources of the company. Therefore, 

the internationalization efforts of Inspari must be understood to give a in-depth analysis of the potential that 

exists for the R&D efforts of Inspari. 

The organization might have the resources, collaboration and internationalization aspect in place, 

however, it also needs to adapt and utilize the innovation potential into relevant business ideas based on where it 

is in its life cycle. Thus, it is relevant to determine what enables an organization to learn and prepare for the 

future. 

Therefore, there are essential questions to answer when assessing how to exploit the opportunities 

internally and in the market to get the most out of their R&D initiatives. How should a firm like Inspari ensure 

that the organization is innovative enough in delivering the solutions in the longer perspective? How does the 

company facilitate learning and use its external partners to support its search? Especially considering the 

internationalization, which can be a source to new resources but also has some challenges connected to it. 

Furthermore, how does R&D correspond with the rest of the business, especially strategic considerations and 

how does it balance in-house vs. outsourcing. In the end it is worth discussing what value a R&D structure can 

offer to a company in Insparis position. Questions like these are important in structuring R&D. 

1.4 Problem statement 

Based on the problem identification described above the following research question will form the foundation 

for paper: 

 

“How can an IT service company venturing into an international environment implement a valuable R&D 

structure that supports its business model?” 

 

Not only is this questions highly relevant in itself but it also gives cause for a subset of related questions. These 

are: 
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● Which resources of the focal company’s business model are important to recognize in the context of 

R&D? 

● How should the focal company utilize collaboration with external actors in order to support the 

implementation of R&D? 

● How should the focal company utilize the internationalization aspects in order to support the 

implementation of R&D? 

● How should the focal company utilize the organizational structure in order to facilitate learning and the 

implementation of innovative ideas throughout the organization? 

● What value does it create for the focal company to implement an R&D structure into the organization? 

1.5 Delimitations 

In relation to the research question and sub-questions posed above it is necessary to clarify certain delimitations. 

The main purpose of this section is to depict, which areas of research will be omitted. As a consequence of the 

nature of the research question, a vast number of areas of focus could potentially be scrutinized. However, the 

objective of the paper is naturally not to investigate all these, as the scope of the paper would simply become too 

broad. 

This study does not put great emphasis on cultural differences between the home and host market, even 

though it recognizes that this could have an influence on the future success of the business model innovation in 

an international setting. The subject of culture is touched upon but a full scale analysis is not conducted, as this 

was not deemed the most central aspect. 

Furthermore, since Inspari is moving abroad and establishing a sales office and an international 

development office, an extensive analysis could potentially be made of the countries chosen for this strategy. 

This could for instance be done in the form of a market analysis, with a focus on elements like demographics, 

competitors, potential customers, market needs, etc. However, such a market analysis is assessed to be out of the 

scope of the paper and therefore the relevance of these will mainly stay within some more general considerations 

in relation to other findings. 

Another aspect, which is left out is the financial situation of the case company. This could potentially 

support a better understanding of Inspari’s resources and general health. Moreover, this could also support the 

analysis and discussion of the actions taken by Inspari and their causes. However, a thorough financial 

evaluation is out of the scope of the paper, as the paper does not wish to make an in-depth quantitative analysis 

of the company but instead wish to focus on the qualitative reasoning behind the decisions made. Therefore, the 

financial foundation of Inspari will be taken as a given. 
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Instead, the focus of the paper will be on an internal analysis of Inspari and its relation to the relevant 

external parties. Thus, it will not include a competitor analysis. It focuses on knowledge sharing taking place in 

Inspari and how the newly established R&D office will help facilitate this within the organization. In this respect 

it is important to highlight the difference between the terms R&D structure and R&D office, as these will be 

used throughout the paper. The R&D office should be viewed as a part of the structure, however, it is not meant 

to indicate the structure itself. The reason for this is that other elements should be included when speaking more 

broadly about the structure, like for instance the way in which knowledge sharing is facilitated.  

Furthermore, it should be noted that since R&D is a research area of the paper, it is important to state a 

definition of the term. R&D is in this paper defined as activities, both unconsciously and consciously, 

undertaken which aims at discovering solutions to problems or creating or improving new goods or services and 

knowledge. This is relevant as R&D is also recognized on the incremental level by the authors as it sources 

knowledge and utilizes some of the same mechanisms as larger R&D efforts. 

In addition to this, focus is also given to the international development office and its role in facilitating 

knowledge sharing and R&D across the organization. All this will be done in with a focus on Inspari’s current 

business model and how these changes affect it. The focus on the business model also gives foundation for the 

term ‘valuable’ which is understood by having a positive impact on the value of the overall strategic direction. 

Lastly, it is important to highlight that definitions of incremental and radical innovations are needed, 

since these terms are used continuously throughout the paper. In this paper, incremental innovation concerns an 

existing product, service, process or organization, whose performance has been enhanced or upgraded. On the 

other hand, radical innovations are defined as innovations that create major disruptive changes in the market or 

organization (Schumpeter, 1942) 

1.6 Methodology 

The methodology of the paper will be based on the research onion (Saunders et al, 2009). Because of this, the 

methodical layers that will be discussed are philosophies, approaches, strategies, choices, time horizons and the 

technique for data collection.  

 

Philosophy 

In terms of philosophies, this paper will largely follow a mix of interpretivism and positivism, since none of 

these extremes can be said to represent the philosophical approach.  Interpretivism comes into play, since the 

point of departure of the study will be rooted in a small number of samples. The study will work with in-depth 

interviews and a subjective understanding of these. Thus, the philosophical method will mostly be a qualitative 
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investigation, meant to contribute to academia with profound insights by looking at specific contexts. However, 

positivism was also used, as the paper recognizes the importance of factual knowledge gained through 

observations. It is thus acknowledged that sensations and images of the real world can be deceptive and that 

criticism towards the data is required. A critical view in the information gathered from the case company will 

thus be taken, providing the paper with conspicuous validity (Lindberg & Pettersson, 2002).  

 

Approach 

The approach of the paper will be based on abductive reasoning. This approach is a logical inference that goes 

from an observation to an explanation. It primarily attempts to use intuition as a tool and thereby finding the 

simplest and most likely explanation. The process of inquiry can easily be applied to an exploratory data 

analysis. In exploratory data analysis, after observing some surprising facts, the research will exploit them and 

check the expected findings against the actual ones and identify the gaps. Although there may be more than one 

convincing pattern. Therefore, abduction is only relevant for those explanations, which are more plausible (Yu, 

1994). As indicated earlier, the strategy mainly used will concern a case study and will help simplify a complex 

context, and thereby help place academia in a realistic setting and put theories to the test while exploring the 

insights to create new knowledge as well (Pradesh, 2014). 

 

Strategy 

The starting point is not only the theory but also the data that come from the case company. Moreover, elements 

of an archival research strategy is used, as the research will be conducted from existing materials. For instance 

systematic literature reviews are made, where patterns of existing research are examined and summed up in 

order to establish the sum of knowledge on the particular study (Flick, 2011). In addition to this, existing 

knowledge acquired from experiences within academia or the broader work-life is taken into consideration. 

Therefore, the research strategy is based on a combination of preunderstanding of the topics of the research 

question, grounded theory where patterns are derived from the data as a precondition for the study, and an 

archival research strategy where similar studies are examined and academic decisions are made as a consequence 

of the findings (May, 2011) 

 

Choices 

Concerning the methodical choice, this paper follows a mixed-method approach. The reason for this is that both 

qualitative and quantitative data are considered. In addition to this, both primary and secondary data are applied, 

however, with greater emphasis on the primary qualitative data. Furthermore, the mixed-method involves a 
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combined methodology that creates a single dataset (Flick, 2011). This is also the case in this paper, as 

the research is not divided into separate segments, but should be seen as a whole (Feilzer, 2010). 

 

Time Horizon 

The time horizon used can best be described as cross sectional, since there is a pre-established horizon where 

data must be collected (Bryman, 2012). The study aims to look at the case company’s business model and its 

potential for innovation at a certain point in time, and does therefore not intent to collect and analyze data 

repeatedly over an extended period. 

 

Data collection technique 

The technique for the data collection is a mix of primary and secondary data. Interviews with managers and a 

former employee of the case company is conducted. This is meant to give valuable insights on relevant aspects 

in relation to the research question. The interviews are conducted in a semi-structured manner, which because of 

its ability to work as a flexible checklist, is assessed to be the optimal structure (Doyle, 2015). It is of course 

important to recognize that since some interviews are conducted with people coming from the focal company 

itself, it is difficult to 100 % rule out biases in the information given by the interviewees. That being said, the 

interviewees still provides valuable insights and is believed to be honest about the insights of the company. To 

counteract potential biases, data have also been collected from a former employee at Inspari, who is not invested 

in the company. In addition to this, secondary data will also be used in the form of other academic articles and 

relevant new articles. This will also help ensure that there are drawn on sources, which is more neutral in their 

nature. Lastly, it is worth mentioning that a workshop was held with the top management towards the end of the 

project, which provided the opportunity to validate the findings and incorporate relevant feedback. 

1.7 Theory 

The theoretical framework applied to the thesis is meant to facilitate finding the answers to the problems 

identified previously in the problem identification and problem statement. Therefore, the theories that have been 

chosen ultimately should help answer the research question: “How can an IT service company venturing into an 

international environment implement a valuable R&D structure that supports its business model?”. Therefore, 

this section will elaborate on the relevance of various theoretical frameworks for the sub-questions. This will be 

processed in turn beneath. 
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1) Which resources of the focal company’s business model are important to recognize and develop 

upon? 

 

Firstly, this is aimed at identifying the focal firm's business model structure through the business model canvas 

(Osterwalder & Pigneur, 2010), which offers a systematic way to analyze a company and how it conducts its 

business by categorizing different business elements. The purpose is to identify the key aspects of the current 

business model meaning value proposition, infrastructure, customers and finances. This will be combined with 

the resource based view (RBV) offered by Barney (1991), which will be an essential tool throughout the paper. It 

recognizes the aspect of heterogeneous strategic resources and capabilities across firms and thereby can give 

insights on which resources are important for Inspari in their business model. The RBV is further used to explain 

how firms can develop a sustained competitive advantage (SCA) through resources being Valuable, Rare, 

Imitable and Non-Substitutable (VRIN) (Barney, 1991). However, the main function of this tools is primarily to 

understand the importance of certain resources in Inspari with relation to R&D. 

 

2) How should the focal company utilize collaboration with external actors in order to support the 

implementation of R&D? 

 

Secondly, the collaboration with external partners are important on multiple levels. It can support the search 

function (March, 1991), which is also relevant for sub-question four and thus enhance the ideas that goes 

through the funnel (Chesbrough, 2003). Collaboration is a tool that the focal company can use to source ideas 

and inputs from. Especially Schilling (2013) offers important insights on pros and cons on different types of 

collaboration, which can support the understanding of the impact done to R&D through collaboration. By adding 

aspects on lead user theory (Von Hippel, 2005) and considerations with regard to participation and governance 

(Pisano & Verganti, 2008) a more holistic understanding can be facilitated. Finally, pretotyping (Clark, 2012) 

can give insights with regards how collaboration are used in development process. 

 

3) How should the focal company utilize the internationalization aspects in order to support the 

implementation of R&D? 

 

Thirdly, as previously stated Inspari has an interest in the internationalization and thinking globally in terms of 

their future business. This is highly relevant as new markets poses new opportunity with regards to learning and 

broadening search. Especially the role of an international subsidiary is important as Inspari has a strategy for 
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internationalization, which will be elaborated upon in the chapter 4. Von Zedtwitz et al. (2004) articulates ten 

challenges and six dilemmas and opportunities with regard to the internationalization. These are for instance as 

centralized vs. decentralized, use of ICT and integration of new divisions that exists from the R&D perspective. 

The understanding of the internationalization will also draw on theoretical tools from the organizational 

structure. 

 

4) How should the focal company utilize the organizational structure in order to facilitate learning and 

the implementation of innovative ideas throughout the organization?  

 

The structure of the R&D is highly important for the outputs that it will contribute with in the end. This makes it 

highly important to implement Argyres and Silverman’s (2004) considerations with regards to centralized and 

decentralized R&D structure, as it will affect the radicalness of innovation. It impacts the necessary capabilities 

to implement a successful R&D structure, as an organization must find the right mix between exploration of new 

ideas and exploitation of internal capabilities (March, 1991). Thus becoming an ambidextrous organization 

(Raisch & Birkinshaw, 2008) that both understand utilizing and creating efficiency but also to fuel their 

innovation pipeline to insure the profitability of tomorrow. In this way looking into search method (Von Hippel 

2009) and distance becomes of relevance (Afuah & Tucci, 2012). 

Furthermore, this requires an organization with the capabilities to adjust and adapt. The dynamic 

capability framework (Teece, Pisano & Shuen, 1997) explains a firm’s competitive advantage by being able to 

combine firm specific resources into contextual relevant capabilities. Hereby, is meant identifying new 

opportunities and rebundling resources so they become valuable and relevant for these opportunities.  

Cohen and Levinthal (1990) suggest the concept of absorptive capacity of the firm as a tool to 

understand how well an organization can absorb and utilize new inputs. This can support the research of 

dynamic capabilities as this is a relevant aspect of the adjusting the organization so it can adapt to the changing 

environment. Further Don Vedetti (2010) gives some perspectives on the organizational life cycle (OLC) which 

contributes to the understanding of the necessity to conduct more more distant search. 

 

5) What value does it create for the focal company to implement an R&D structure into the 

organization? 

 

This sub-question will not introduce new theoretical frameworks, as it is seeks to be answered through a 

discussion on the results found in the analysis made. Thus, it applies the used theories combined with the 
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findings. As an example the value can be judged by looking at the new R&D office and the perspectives of 

collaboration, while considering how well the organization can adjust and adapt this R&D structure. The main 

purpose is to emphasize the value that the R&D structure can generate. 

1.8 Structure of the thesis 

 

 
Figure 2: Overall structure of the thesis 
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Figure 3: Structure of the analysis and discussion in relation to the sub-questions 

The overall structure that this thesis has adopted is illustrated by figure 2. Throughout chapter 1 the researchers 

provided the general direction of the paper and a research question was developed with a range of sub-questions, 

which could support the solving the research question itself. Further the researchers aimed at developing a 

framework by combining methodology and theory. These will be elaborated upon in chapter 2 and chapter 3. 

These represent the 

academic approach, which 

is applied to the case 

company Inspari in to gain 

a case and a concrete 

phenomenon. The situation 

of the case company is 

introduced in chapter 4 and 

provides the basis of the 

analysis. The analysis is 

divided into four key 

sections as on shown on 

the second illustration. 

The four sections will build upon the sub-questions to create a more transparent paper and provide a part 

conclusion after each section. The four sub-questions will provide the foundation for the discussion, which is 

made on the basis of the fifth sub-question. This is illustrated in figure 3. Chapter 6 will introduce the feedback 

from the case company, followed up by a discussion in Chapter 7, before further venturing onward with the 

implications and finally a conclusion is presented. 

 

Chapter 2 - Methodology 

The purpose of this chapter on methodology is to outline the specific procedures and techniques used to identify, 

select and analyze information applied to understanding the research problem. This was done using the research 

onion (Saunders et al., 2009), as this provided a systematic approach for depicting the methodical process (see 

figure 4). The research onions that was applied started with the broad topic of philosophies, working its way 

through the topics of approach, strategies, choice, time horizons and then finishing with the more narrow topic of 

techniques and procedures. Thus, this aimed to ensure the paradigmatic validity. 
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2.1 Philosophies 

The philosophical approach of 

the thesis is based on a mix of 

interpretivism and some 

positivism. The reason for this is 

that the philosophy does not fall 

in into one of these extremes but 

is instead approached as a 

mixture between the two.  

Positivism was used as the study 

to a certain extent adheres to the 

view that only factual knowledge 

gained through observation is 

trustworthy (Dudovskiy, 2014). 

Furthermore, in 

positivism, it is acknowledged 

that the role of the researchers 

are limited to data collection and interpretation through an objective approach, where the observer is largely 

independent. However, the philosophy of positivism could not be used in isolation for this paper, as certain 

aspects of it did not fit with reality. One example is that positivism often depend on quantifiable observations 

that lead themselves to statistical analysis. This was not the case for this paper, as a more qualitative approach 

was used. Thus also making the researcher's interpretation and their interaction with data collection relevant for 

the result. 

Therefore, the methodical philosophy was also built around interpretivism.  Interpretivism stems from 

the belief in social science that the social realm may not be subject to the same methods as the natural world. The 

ontology of interpretivism is highly aligned with the social constructivism as it has the same subjective 

understanding as background (Andrews, 2012). Here it is acknowledged that the subjective understanding 

matters in the creation of reality and is in opposition to the positivism and realism that is often used in natural 

science, where one can argue for general and absolute truth. However, in a business study talking about absolute 

truth can be a bit challenging, especially when it is possible to understand resources, their value and contextual 

setting differently. 

By applying the philosophy of interpretivism, the different subjective understandings becomes 

        Figure 4: The research onion 
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embedded into the research and therefore a tool rather than a barrier. Interpretivism does not seek 

generalizability in research, since every business setting is rather unique. Thereby, it will often be a challenge to 

repeat it and get an alike answer. 

The research areas of businesses are often taking place in complex business environments. The objective 

of research will therefore be influenced by intentions, perceptions, definitions, social factors, and actions taken 

in the complex business setting. The world is too complex to be reduced into a series of law-like generalizations 

(Saunders et al., 2007). The Inspari case is a unique opportunity to investigate how a company in the given 

situation can implement a R&D structure. Since it must be understood that by nature the research was built on a 

mix of positivism and interpretivism. 

Furthermore, when discussing the relevance of interpretivism, it makes sense to touch upon 

hermeneutics, which is a branch of interpretivism. Hermeneutics is the theory and methodology of interpretation 

and has its primary focus on text interpretation based on changes in the world. Over time, people change and so 

does the world around them, meaning that their interpretation should change as well. Proper hermeneutics and 

interpretation comes from taking the context, the culture and time period the text has written in into 

consideration (Dreyfus & Rabinow, 2014). In hermeneutics, understanding as it is understood today, is a product 

of the historical and cultural past, which makes it impossible to neglect personal experiences 

According to Warnke (1987), it is therefore important to recognize that these experiences creates 

prejudices, which are necessary for the understanding. One of the most central concepts within hermeneutics is 

therefore the hermeneutic circle. The idea behind this is that when interpreting a text, or more generally speaking 

when interpreting new knowledge, one quickly gets an overview about what the researchers are investigating. 

However, this preunderstanding is adjusted as more knowledge about the matter is gained and thus a new and 

more in depth understanding is developed. This continues until the best possible level of understanding has been 

reached. It is, however, important to empathize that the level of knowledge obtained will never be complete. 

The hermeneutic approach fits well with the overall methodical framework of this paper, as the authors’ 

started with a preunderstanding of Inspari and the relevant academic fields of research. This was, however, 

challenged and developed upon continuously as the levels of knowledge increased and therefore moved up the 

hermeneutic circle. Within the hermeneutic approach, it is common to explore patterns of explanations in-depth 

by focusing on single individuals or entities (Kafle, 2011). This can be obtained via qualitative methods, were 

typical representatives are focused on and analyzed in detail. This was what the paper aimed at by conducting a 

case study focusing on Inspari.  
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2.2 Approach 

The next layer of the research onion concerns the approach. The design of the research project largely 

determines the choice of research approach adopted. Usually when discussing approaches, the deductive and 

inductive ways are the most common, though in this research the abductive approach is being applied (Saunders, 

et al., 2012). The abductive approach alternates to proceed from already existing theories, which supports the 

generation of research to formulate a preliminary theory that can go through an iterative process and hence ideas 

are often being produced simultaneously as the investigation is being conducted (Patel and Davidsson, 2003). 

The abductive approach allowed for moving back and forth between data and theory to a continually 

adaptation of the framework. Hereby, it was possible to make inference, and formulate more relevant questions, 

as the understanding of concepts and their contextually evolution. This approach was selected due to more 

pragmatic reasons, as it gave flexibility for the research approach and allows for an iterative design and thereby 

implement new insights and constraints that could have an impact on the findings and the understanding of 

previous data gathered. 

Some of the early meetings with Inspari allowed for the development of the theoretical sphere that the 

research would be operating within, including the type of collaboration that the research would be engaging in 

with Inspari. Furthermore, meetings and literature reviews also allowed for the developing of the framework to 

include relevant aspects for the research and thesis. 

Additionally, the research adopted an exploratory approach, as there is no clearly established priorities, 

operational definitions or a dominant design that can be applied on developing a R&D structure for a company, 

thus allowing exploration by using the tools of known literature in a unique setting. 

The approach should ensure that the evidence obtained enabled the research to answer the initial 

questions. Therefore, when designing the research, it is necessary to ask what type of evidence is needed to 

analyze the situation and develop answers accordingly to the research question. The objective of the design was 

to provide insight and understanding. However, the information required was not strictly defined, giving a 

flexible and less structured process but it fits with qualitative nature of the research. The answers are based on 

the subjective understanding of the data collected, which are open for interpretation of interviews and literature 

review in the context. 

2.3 Strategies 

The third layer of the research onion concerns the research strategies used. In this paper the method of a case 

study was used as a strategy, as it can helped develop new empirical data in a field where it is relevant to ever 



Page 22 of 124 

 

update the knowledge as the world is constantly changing. The case study of Inspari permits to understand the 

complexity and different perspective on a single subject, which is to implement a R&D structure into a company 

in their context. The case study was not constructed with generalizable findings as the main purpose. It rather 

aimed to explore the contemporary phenomena at hand and understand the current settings of Inspari, including 

how it would impact the R&D structure that is being developed. However, the findings of the case can be 

compared if a similar approach and method was applied on another case. 

The choice of research strategy was also backed up by grounded theory as the initiative to this research 

was based on meetings between the researchers and the case company. These meetings allowed the researchers 

to codify and group common factors, thus leading to the foundation of the research question and specification of 

theoretical framework that could generate the data and analysis needed to answer the research question. 

Additionally, archival research strategy was used, as a systematic literature review was applied, where 

patterns and previous findings from scholars were examined and summed up to establish a basis for knowledge 

in the relevant areas to give a foundation for researching the specific problem. The researchers of this case had 

through the last couple of semesters encountered theories and readings in several different classes that has given 

a base of literature that were expanded throughout this research. 

2.4 Choice 

The fourth layer of the research onion deals with research choices, in this respect implying the choice between 

mono-method, mixed-method and multi-method. The research choice for the paper was to apply a mixed-

method. The research applies both quantitatively and qualitative data collection techniques and this has been 

implemented into the research design. The reason for adapting both research approaches was to allow for data 

triangulation (Bogdan & Biklen, 2006), which is the use of two or more independent sources of data and 

methods to corroborate research findings within a study. Triangulation supported the validity of the findings as 

multiple sources were applied. The quantitative data were generally derived from documents and other 

secondary data, which were held up against the findings on the qualitative data to look for supportive or 

contradictory arguments. As a concrete example of triangulation was the several interviews with different 

respondents to ensure avoiding unnecessary biases and to validate the data on the subject. 

The qualitative data were the most important input for this research, as it has been argued for in the 

previous sections. The very nature of the research was based on subjectivity and how people involved perceived 

the phenomena. The qualitative style allowed for a better understanding of the perspectives and could adapt to 

the complexity. This should be seen in opposition to for instance a survey, which is rather limited in its way to 

treat data. The qualitative method captures complexity and is useful for open-ended research, which are some 
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reasons why it was applied in this study. 

2.5 Time horizons 

The fifth layer of the research onion concerns the time horizons. Saunders et al. (2009) suggest that research can 

be depicted in a snapshot at a given point in time or can have a longitudinal perspective. The time horizon of this 

paper was a snapshot in time as the study was conducted over a short period of time with a predefined ending of 

the research. Thereby, it fitted within the cross-sectional definition (Flick, 2011). The Inspari case was an 

investigation that is concerned with the phenomenon, which was not occurring longitudinal, though it could be 

relevant to study the after affects after a potential implementation. However, the timeframe was based on the 

thesis writing of the scholars and combined with the proposed implementation of a R&D structure by Inspari, 

which was a unique event at this company thereby making the snapshot in time the proper solution for the 

partners involved. 

2.6 Techniques and procedures 

As described previously the nature of the research was mainly qualitative, thus it has adapted data collection 

techniques from the qualitative school. The main data were gathered from interviews and group interviews with 

managers and a former employee of Inspari. The former employee interviewed has wished to appear anonymous, 

and was therefore simply referred to as a/the “former employee” throughout the paper. 

An introductory meeting was held on the 19/10 - 2016 between the authors of the paper and Martin 

Høgsted (Høgsted), vice president (VP) of New Markets and Thomas Sylvest, HR Business Partner. However, 

this was not seen as an interview but more a meeting to discuss the possibility of a potential collaboration. The 

first interview was conducted on the 22/11 - 2016 with Høgsted and concerned the general business activities 

conducted by Inspari and an introduction to some of their challenges. The second interview with the 

management was conducted on the 10/2 - 2017 and included Høgsted and Kasper Kamp Simonsen (Simonsen), 

VP of R&D. This interview aimed to go more into details with questions on Inspari’s approach to their business 

model, internationalization and R&D. Next, an interview with the former employee was conducted on the 14/3 - 

2017, to validate earlier findings and to explore new ones. Finally, a workshop was held with Høgsted on the 5/5 

- 2017 where the findings of the paper were presented and recommendations given to the case company. 

Furthermore, this also allowed for Inspari to provide relevant feedback (see table 1) 
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Table 1: Overview of interviews conducted 

Purpose Participants Date 

Introduction meeting Thomas Sylvest, Martin Høgsted  19/10/2016 

Exploratory interview Martin Høgsted 22/11/2016 

In-depth interview Martin Høgsted, Kasper Kamp 

Simonsen 

10/02/2017 

Validation + Further insights Former Employee 14/03/2017 

Workshop + feedback Martin Høgsted 05/05/2017 

  

 

The people interviewed were knowledgeable about the situation in the case company and helped with 

information with regards to resources, previous experience with development and how the current procedures for 

these aspects are. These interviews go under the category of primary data as they were collected specifically for 

this thesis, thus increasing their relevance as the data were created to answer the research question of this thesis. 

Further these interviews were recorded to secure the accuracy of data. 

The interviews were semi-structured, thereby allowing for some conversation to develop and wander 

more freely than the fully structured interview giving a more conversational vibe to the interview. Hereby, the 

interviewers could dig into certain areas, which were not predicted before the start of the interview. The 

conduction of interviews was influenced by the availability of the employees at Inspari. This meant that the 

researchers had to adapt to the situation and conduct group interviews and single interviews to the extent it was 

possible. 

Both interview types had their advantages and disadvantages as the group interview allows for 

formulating a common understanding and let the employees support each other in explanation, giving a more 

holistic understanding. However, some opinions might not be shared as the interviewees did not want to share 

them in the group setting. The advantage of a single person interview is strong in the sense that the replies are 

not affected by other people's present. 

Secondary data were also highly relevant for this research. One example is the previous cases of 

Inspari’s work found on their website (Inspari, 2017b). Secondary data possess the weakness that it was not 

created for the sole purpose of this research. However, it is an efficient way to gather and create knowledge that 

can be converted into relevant data. Additionally, secondary data allowed for collection of multiple data sources 

relatively timely. This research used search engines to gather a large amount of data and previous encountered 

literature, which enabled the research to pick and choose and thereby tailor the relevant data and theoretical 
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framework for the study. 

Furthermore, the data have been processed in line with qualitative coding practice (Bryman & Bell, 

2011) as the data were reviewed through the theories to merge them with alike findings and relate them to the 

applied literature. This was an iterative process as new knowledge changed the understanding of the concept and 

their relevance. 

The data from the interviews were codified thematically, thus establishing a foundation to combine the 

data with theoretical framework. This process fitted into the desire for an exploratory study, as the use of 

qualitative methods and remaining open to constant adaptation was necessary to improve the outcome of the 

thesis. 

2.7 Validity 

As research almost without exception concerns the collection, processing and interpretation of data, issues 

regarding validity and reliability might occur. This paper is no exception. Validity concerns whether the 

researchers are observing, identifying and measuring what they are intended to do. A vast amount of ways to 

scrutinize validity exists. This paper is centered around internal and external validity. 

 

2.7.1 Internal validity 

Internal validity is a measure, which ensures that a researcher's experiment design closely follows the principle 

of cause and effect (Shuttleworth, 2009). The internal validity of the study was relatively high, as there was a 

good match between the empirical findings and the theoretical aspects used (Bryman & Bell, 2007). The 

empirical findings were based on extensive interviews and discussions with the top managers within in Inspari. 

Furthermore, the research implemented a scepticism towards potential biases of the managers in Inspari, and 

therefore a former employee of Inspari was interviewed, as the person would not be constrained if something 

negative about the company was to be expressed. The paper therefore also accounts for conspicuous validity 

(Lindberg & Pettersson, 2002). The interviews were carried out in a semi-structured manner, allowing for 

flexibility and more in-depth explanations when needed. This was done to receive the data as proper and relevant 

as possible, which facilitated the analysis of the research. Thus, the internal validity was strengthened as the 

relationship between cause and effect is explored in depth. 

In addition to this, the findings of the research was also presented to the management team to get some 

reflections upon the implications of the findings and the correctness of the analysis. This allowed for adaptation 

of the paper, thus increasing the validity and level of relevance for the case company. 
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2.7.2 External validity 

External validity on the other hand is more about generalization. This means that it concerns to what extent an 

effect in research can be generalized to populations, settings, treatment variables and measurement variables 

(Shuttleworth, 2017). Validity is often dependent on the context in which it happens, which in this case meant 

frames of internationalization plans, planned R&D structure and business model. This implied that issues with 

respect to external validity might occur due to inability of generalizing the results. It is difficult to 100 % rule out 

the possibility that some findings was unique to Inspari because of their history, culture or because of more 

general path dependencies. 

However, it is not believed that nothing general came out of the study, as Inspari’s challenges in 

themselves are not unique. In the future, many other companies will with certainty face a situation in which it 

makes sense to pursue R&D in an international context. Therefore, external validity had to be kept in mind as a 

potential issue, even though the findings of the research question in themselves had the possibility to be 

generalized. Furthermore, according to Flyvbjerg (2006) the case study approach provide some advantages. Case 

studies help create external validity as it seeks to understand what creates a phenomenon, linking causes and 

outcome and it provides research depth in terms of detail and richness, unlike the quantitatively based research 

methods 

2.8 Reliability 

Reliability concerns the quality of measurement. In its everyday sense, reliability is the consistency or 

repeatability of the measures. Thus, reliability concerns whether the research can be replicated with the same 

outcome. This can be hard to achieve in case studies due to their qualitative nature. An interesting element 

concerning reliability of the paper was that the information obtained consists of both tacit and explicit 

knowledge. An example of explicit knowledge obtained could be in relation to Inspari’s organizational structure, 

since this is fairly easy to communicate and share. On the other hand, elements like the company’s ability and 

general thoughts on sharing knowledge leans more towards tacit knowledge, as this might be highly personal, 

can be hard to formulate and also difficult to communicate to others. 

This means that trying to replicate the study, some information might prove more reliable than other. In 

those cases where tacit knowledge forms the foundation of the knowledge extracted, the likelihood of conducting 

a reliable empirical information collection can indeed be discussed. However, it was naturally the objective of 

the researchers to construct an examinational design, which took this into consideration. This was done in the 

paper by interviewing several key actors within Inspari. In order to secure both the validity and reliability of the 
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paper, the appropriate level of interviews was considered carefully. The research deemed that the number of 

interviews conducted and data sources were appropriate with the timespan considered of the research. Had 

inconsistencies been found, another interview had been conducted to correct for this. 

The interviews with managers gave an in depth understanding of the case company, which was held up 

against the interview with a former consultant at Inspari to cross check understandings and if perspectives were 

shared. Besides the interviews and the workshop, mails were also sent during the project to correct for minor 

understandings and clarifications. In addition to this, it should be considered positive that the challenges 

concerning the topics of internationalization, R&D and the focal company’s business model were not considered 

sensitive topics but rather means to achieve improvements, which will benefit the company as a whole. 

2.9 Limitations 

Before and during the process of answering the research question and the relevant sub-questions, certain 

limitations were identified. To make the analysis, a case study was conducted of one company, namely Inspari 

introduced in the section on the empirical object and further in chapter 4. The case study approach has its 

advantages in the fact that it helps giving a context for a complex problems. Thereby, it helps place academia in 

a realistic setting and put theories to the test (Pradesh, 2014). On the one hand, limitations of the approach 

involve the issues of reliability, validity, and generalizability. As mentioned in the section on validity, this is 

often dependent on the context in which it happens. On the other hand, an argument could be that the external 

validity could be increased by using a representative sample of companies across different industries, thus 

increasing the generalizability. Nevertheless, the reason only one company was chosen was that this allows for a 

more in-depth analysis of the conditions within this firm with the given resources. Inspari provides access to key 

employees with knowledge about their current R&D, internationalization and the business model. The same 

level of accessibility cannot be guaranteed with more case companies, meaning that the outputs of data could 

simply vary too much and would also be more time consuming. Furthermore, the case design is build around a 

single case company thus the potential lack of representativeness is acknowledged and not deemed problematic 

for the study in this paper. Further, it is believed that the paper can still contribute to academia, as the context of 

the case company chosen is not incomparable to other companies. 

Another limitation, which was important to consider in this study was the interviewer and interviewee 

bias. An example of this is the interviewer being biased by the angle that is adapted in the questions, comments, 

tone, and non-verbal behavior, which can impact the respondent to answer the questions in a certain way. 

Hereby, the interviewer bias is when the interviewer imposes its beliefs or frame of reference upon the 

interviewee. 
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For this research, it is relevant as the interviewers have a background in innovation and business 

development and will thus have an understanding that is both enabling and creates a limitation to the question 

and understanding. However, the interviewees might also possess certain biases, which can come from the fact 

that the paper is heavily relying on Inspari for data. This is so called “self-reported data” (Price & Murnan, 

2004), implying that most of the data obtained came from Inspari themselves. However, this limitation was tried 

to be dealt with through an interview with a former employee at Inspari to gain another perspective and some 

critical assessment to what the management of Inspari informed the researchers about. 

However, self-reported data can contain several potential sources of bias, which is important to be aware 

of and recognize as potential limitations. Among these are selective memory, which concerns not remembering 

experiences or events that occurred at some point in the past, or remembering only specific experiences or 

events, perhaps because they had a favorable outcome. Another potential bias comes from attribution, which is 

the act of attributing positive events and outcomes to oneself and the company itself but attributing negative 

events and outcomes to external forces. A final bias might come from exaggeration, which is the act of 

representing outcomes as more significant than is actually suggested from other data or putting greater emphasis 

on certain events than they actually deserve (Price & Murnan, 2004). 

A final limitation comes from taking into consideration the longitudinal effects of Inspari’s actions. 

Since the paper worked with a cross sectional time horizon, the effect of several of Inspari’s initiatives was not 

possible to evaluate until after the study has finished. It was, however, still possible to answer the research 

question and give a qualified answer to this but the longitudinal outcome of Inspari’s initiatives will have to be 

studied in a separate study. 

 

Chapter 3 – Theory 

The purpose of this chapter is to make an overview of the most relevant academic theories in relation to the 

research question at hand. This is done in order to highlight the most important theories that already exist in 

relation to the relevant fields of research. Furthermore, this chapter will help frame the research going forward. 

The chapter divides the theory according to the four sub-questions related to the analyzes of the paper, which 

broadly speaking concerns business models, collaboration, internationalization of R&D, and search and learning. 

These four areas will be covered in turn, each containing relevant subheadings. After each of the four sub-

questions are covered, a section is dedicated to their relevance in relation to the focal case chosen. Lastly, it is 

worth mentioning that the fifth sub-question will not be touched upon in this chapter on theory, as it concerns the 
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discussion on the paper and thus not add additional theory. 

 .  

 

3.1 Business models and resources 

3.1.1 Business model canvas 

In the last few decades, business models and business model innovation has attracted more and more attention 

within academia (Timmers, 1998; Casadesus-Masanell and Ricard, 2010; Chesbrough, 2010; Amit & Zott, 

2012). Even among established companies, it has become important to improve the business model with the 

purpose of gaining a competitive advantage over one’s competitors (Stampfl, 2015). 

However, many companies feel that they lack a common language in relation to business models and 

thus the field of research is not as well established in many businesses, as it potentially could be (Osterwalder & 

Pigneur, 2010). This is also manifested in the fact that since the concept is relatively new several definitions of 

business model can be found. An example is that according to Zott and Amit (2012), a business model can be 

described as: 

 

“… a system of interconnected and interdependent activities determined the way the company 

‘does business’ with its customers, partners and vendors” 

Figure 5: Overview of relevant theoretical aspects of the suq-questions 
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Another definition comes from Michael Lewis (Ovans, 2015), who in an interview with Harvard Business 

Review talked about defining some of his previous work on business models. As he put it: 

 

“All it really meant was how you planned to make money” 

 

Even though definitions like those above might be correct, they are extremely abstract in their nature. Therefore, 

more concrete framework is needed to provide companies with a tool to map and develop their business model. 

One such framework comes from Osterwalder and Pigneur (2010), who state that there are four main areas of an 

organization. These are the value proposition, customers, infrastructure and financial capabilities. Furthermore, 

the framework works as a plan for a strategy through the company’s systems, processes, and structures. 

Osterwalder and Pigneur (2010) also describes nine business model building blocks, which function as the 

stepping-stones for mapping or changing the business model. These are: 

 

1. Customer segments: The different groups of customers that the organization serves. 

2. Value proposition: The collection of products and/or services the business offers to meet the needs of its 

customers. 

3. Channels: The different types of distribution channels through which the company can communicate and 

deliver the value proposition to the customers. 

4. Customer relationships: The established and maintained relationships with each customer segment. 

5. Revenue streams: The revenue streams earned from successfully creating customer value out of the value 

proposition. 

6. Key resources: The resources that are necessary to create value for the customer. 

7. Key activities: The activities required to execute the business model and value proposition. 

8. Partner network: The company’s suppliers, customers and other partners, which perform some of the 

activities in the business model. 

9. Cost structure: Describes the most important monetary consequences of performing the business model. 

 

To make R&D valuable it is not enough to merely focus on the technological developments themselves, the 

organization must also adapt accordingly. Chesbrough (2011) has stressed the importance of business model 

innovation in his book “Open Services Innovation” in which he examines ways to innovate business models for 
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services. 

Chesbrough (2011) defines a business model as a way to create value for the organization and that the 

business model must fulfil certain functions. A firm must have a value proposition to identify market segments, 

and structure the value chain. Furthermore, revenue, cost structure, and ecosystems must be outlined to finally 

map out a competitive strategy. Additionally, Chesbrough (2011) addresses the importance of firm’s willingness 

to change their business model and organization over time as inertia is developed. When changing the business 

model companies need to facilitate a culture that supports learning from failure as a healthy and necessary part of 

innovation and reserves its condemnation for mistakes. 

 

3.1.2 Resource based view 

Organizations are not just black boxes that transforms input to output. They are complex entities constructed of 

product resources and an administrative framework that coordinates productive activities for groups of 

individuals. From this understanding arises the view that firms are heterogenous entities due to asymmetrical 

attributes (Penrose, 1959). By acknowledging the imperfect mobility and heterogeneous nature of companies, a 

foundation for competitive advantage is formed. This is crucial in understanding why firms cannot obtain the 

same strategic position, thus the resource based view (RBV) is formed (Barney, 1991). By resources is meant 

both tangible and intangible elements, which can be thought of as supporting the strategic decision and direction 

of the organization. 

Fundamentally, resources can be divided into two categories: Tangible and intangible. The tangible 

includes specific products, facilities, and financial capital, whereas the intangible consists of human capital as 

knowledge, structural capital as intellectual properties and relational capital as supplier relations (Grant, 1991). 

Further upon the RBV, the Knowledge-based view has been developed (KBV) as knowledge has 

become an even more important aspect of the modern-day business including some scholar viewing it as the 

essence of the resource-based perspective (Conner & Prahalad, 1996). It raises the knowledge as the most 

important strategic resource. KBV focuses solely on intangible assets and their importance of competitive 

advantage (Davenport, 1997). It is further relevant to state that it is not only the organization that creates, shares 

and utilizes knowledge but also the individuals. Knowledge in the organization is not solely the sum of 

individual knowledge, but also include codified which comes forward in rules and procedures within the firm’s 

processes and systems (Brown & Duguid, 1998). Knowledge is a complex size and can be both tacit and explicit. 

It enables the organization to do certain things and thereby create competitive advantage. It also gives 

boundaries, as the organization is limited by the knowledge in the short run. However, this can be extended as 
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organizations can learn, grow and reach outside for new resources. Thereby, it becomes an important managerial 

task to work with knowledge. 

 

3.1.3 Competitive advantage 

Barney (1991) developed the VRIN-model as framework to identify key resources within a firm and to 

understand how they can create a SCA. First, the resources should have a positive impact according to the value-

creating strategy by either enabling the company to deliver value, outperforming its competitors or reducing 

weakness. 

Secondly, the value should be rare to support a competitive advantage. Consider a valuable resource, 

which exists in multiple other firms. This will not help the focal company develop a competitive advantage as 

the resource is viewed as rather common and it is thereby not possible to gain unique advantages in the 

competition solely from this resource.  

Thirdly, the resource should not be easy to imitate. This advantage can help generate a SCA in a longer 

perspective as the competitors are not able to imitate the strategic resources perfectly. If the resource addressed 

is based on knowledge or social complexity, it is more likely to be inimitable as these types of resources are 

more likely to be idiosyncratic to the firm (Peteraf, 1993). Resources can rarely be viewed in isolation, as their 

context are often important for their value and how these are strategically deployed. 

Lastly, there is non-substitutability. A resource might live up to the previous three aspects, though this 

principle is equally important as competitors can counter the firm’s value-creating strategy with a substitute and 

thus compete on for instance prices, which will erode the future rents. Ultimately, the firm is seeking a SCA. By 

sustained is not meant a permanent competitive advantage but rather suggests that it will not be outcompeted by 

potential competitors attempting to replicate the strategy (Barney, 1991). 

3.1.4 Relevance for the case  

An overview of relevant theoretical aspects of sub-question 1 

is provided in figure 6. The Business Model Canvas gives a 

great foundation for conducting a systematically understanding 

of Inspari’s business model. It is being used to analyze the 

current state and is a static approach to develop an 

understanding of what characterizes Inspari at this moment. 
Figure 6: Relevant theoretical aspects of 

sub-question 1 
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The Business Model Canvas explains the structure of how Inspari transfers input to output. Thus, revealing what 

is special about Inspari and highlights potentially relevant points for the R&D efforts of Inspari. 

However, the Business Model Canvas will not stand alone as frame for analysis, as it is being combined 

with the perspectives of the RBV and its sub-theories of the VRIN model and KBV. The inclusion of RBV 

enables the analysis to go even deeper and understand the different resources and their relevance to the business 

model. The RBV can reveal which resources are strengthening Inspari’s business model choices. It seems 

logically that there must be some coherence among resources and strategy as the business model is based upon 

strategic choices, which should be linked to available resources and capabilities. For instance, partner networks 

are obviously related to the relational capital. A firm with a strong relational capital can utilize it to for instance 

lower transaction costs. It might have existing knowledge of how to handle the transaction or by having built 

strong ties into the other organization based on individuals working with each other for a longer period. 

As Inspari is a company build upon a knowledge intense industry, it is assumable that intangible 

resources will have a central position in explaining their strategic resources and enabling their business model.  

Combining it with the VRIN-model it is possible to gain insights on how heterogeneity and imperfect 

mobility of resources potentially could give Inspari an enhanced ability to plan their R&D efforts compared to 

competitors. By understanding their current situation based on the business model and resources, a foundation is 

built to understand the environment, which the R&D structure must be constructed upon. The static analysis also 

reveals important resources, which are relevant for the further analysis, as they can be relevant to enhance the 

absorptive capacity, for instance through Inspari’s human resources. Therefore, this also has relevance in the 

dynamic capability framework of assimilating inputs. However, the analysis will have some limitations toward 

some of the internal aspects as knowledge sharing, learning etc. However, this is the scope of sub-question four. 

Thereby, by answering the first sub-question dealing with the importance of resources and business 

model it is possible to further venture into the other sub-questions with a foundation in the answer to first one. 

The first sub-question clarifies the ecosystem of Inspari, which must be understood if it is wished to implement a 

new element. 

3.2 Collaboration 

3.2.1 Degree of openness 

Most of the 20th century was characterized by the closed innovation paradigm, as specialized knowledge was 

mainly being regarded as internal affairs. Discoveries of innovations for the most part occurred inside the 

company (Chesbrough, 2003). Innovation and progress was achieved by hiring the best and brightest people and 
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making sure that they had the necessary funds and equipment. Ideally, the firm could then use the money earned 

from commercializing the innovation to make more funds available for innovation, and thereby making it a 

virtuous cycle (Chesbrough, 2003). 

However, during the last few decades, this paradigm has been increasingly challenged, as companies 

have realized the possibilities of utilizing the great minds outside the company and use them to create value. 

Chesbrough (2003) proposes four factors, which have meant that the closed innovation paradigm is becoming 

less significant. These are the increasing availability and mobility of skilled workers, a larger and growing pool 

of venture capital, external options for researched ideas and the increasing capabilities of external suppliers. In 

addition to this, another factor that made it possible to seek knowledge outside the firm more efficient was the 

internet (Chesbrough & Bogers, 2014). This made it feasible to share ideas and knowledge in an instant, 

challenging the closed innovation paradigm even more. 

With knowledge being more available because of the increased access to it and increased ease of 

transferring it, there has been a shift in how knowledge should be managed. This has led to the paradigm of open 

innovation. Open innovation can be defined as a strategy whereby companies make use of external ideas and 

technologies in their own business, while letting their own unused ideas be used by others, typically but not only 

through out-licensing (Chesbrough, 2011). In this new paradigm, there is an increased awareness about the fact 

that more knowledge is available outside the firm. Also, it is recognized that external players can be utilized in 

the development of new elements thus creating value and that creating value from R&D is not only for large 

companies. Having the right business model is more important than being first to market (Chesbrough, 2003). 

Despite the fact that knowledge is increasingly available outside the firm, internal R&D should still be 

considered, even though this might be under different conditions and with new goals in mind (Chesbrough, 

2003). Internal R&D is still important as it continues to be a tool that fill in the missing pieces of knowledge 

(Chesbrough, 2003). This is reflected in the term absorptive capacity (section 3.4.4), which is the ability to 

recognize the value of new information, assimilate it, and apply it to commercial ends. (Cohen & Levinthal, 

1990). 

 

3.2.2 Lead user theory 

While open innovation states that knowledge is widely distributed, the main place of the innovation still remains 

inside the company. Therefore, another stream of research has focused more on how the innovations can source 

ideas and knowledge from the users into the organization (von Hippel, 2005). This perspective can, however, be 

difficult for firms to grasp, as user innovation advocates strategies free revealing, collective models of 
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innovation and non-pecuniary motives (Piller & West, 2014). 

Von Hippel (2005) provides evidence of several innovations, which have had commercial success, being 

done particularly by lead users. These lead users are characterized by being ahead in terms of customer needs 

and by having high expectation with respect to the benefits of the innovation (von Hippel, 2005). These products 

or services can be of high value, as they often are on the forefront of more general customer needs and typically 

they are novel in their nature, since they are made with the customer’s specific input in mind (Lilien, et al., 

2002). 

 

3.2.3 Types of collaboration 

Schilling (2013) discusses the advantages and disadvantages for going solo contra collaboration with externals. 

Collaboration with externals can be a costly process and there exists transaction costs related to search, contracts 

and maintenance of these. Additionally, the collaborative partner will most likely demand something in return 

such as control or profits. Schilling (2013) lists four key reasons for going solo rather than collaborating. 

- Availability of capabilities, meaning if the focal firm can handle the project in-house it should not seek 

outside collaboration as it is not necessary and thereby save resources. 

- Protect proprietary technologies, as projects can lead to new knowledge and technology, which the focal 

firm should not give away to competitors. 

- Controlling technology development and use of it alone gives full control over the process and 

compromises does not have to made, thereby saving time. 

- Building and renewing capabilities, as solo development requires the focal firm to develop new skills, 

resources and market knowledge, which can be utilized in future business. 

The general characteristics of the most common, rather formalized, ways to structure projects (Schilling 2013) 

are found in the table beneath, but not limited to only these (see table 2). Therefore, for instance lead user is not 

included. 
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 Speed Cost Control Leveraging 

of existing 

capability 

Dev. of new 

capability 

Accessing 

other firms 

capability 

Solo 

Develop. 

Low High High Yes Yes No 

Strategic 

Alliance 

Varies Varies Low Yes Yes Sometimes 

Joint 

Venture 

Low Shared Shared Yes Yes Yes 

Licensing 

In 

High Medium Low Sometimes Sometimes Sometimes 

Licensing 

Out 

High Low Medium No No Sometimes 

Out-

sourcing 

Medium/Hig

h 

Medium Medium No No Yes 

Collective 

research 

organiza. 

Low Varies Varies Yes Yes Yes 

 

 

Looking at the licensing-in and outsourcing these are suitable in an environment where the company is lacking 

in resources and capabilities. These are sources of inputs from externals, who are superior in relation to what is 

currently available inside the firm. These can thus provide something additional compared to what is available 

by going solo. Solo development is also considered to be rather slow as learning must be enabled, while the 

other methods access others’ capabilities and resources, which can speed up the process. The expected benefit 

also plays a huge role in deciding on the collaboration. The commitment and trust must be considered opening 

up the organization to outsiders gives vulnerability. Thereby, the threats and opportunities must be weighed 

Table 2: Overview of different types of collaboration and their advantages 
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Figure 7: Types of collaboration based on governance 

and participation 

when screening potential partners. 

3.2.3.1 Governance and participation of collaboration 

Another theory on types of collaboration comes from Pisano and Verganti (2008), who describe four different 

ways of collaborating based on two parameters, namely governance and participation. Governance is broken 

down into two categories, flat and hierarchical. The same goes for participation, which is broken down into open 

and closed. 

Starting with a brief discussion on governance, the most important distinction between a hierarchical and 

a flat form of governance is who gets to define the problem and choose the solution. In the hierarchical form, one 

specific organization has the authority to do this. This makes sure that it has the advantage of being able to 

control the direction of the innovation and ideally capture more of the innovation’s value. In the flat form, these 

decisions are typically either decentralized or 

made jointly by some or all collaborators. The 

advantage here is the ability to share the costs, 

risks, and technical challenges of innovating 

with others. 

Hierarchical governance is most 

desirable when the organization has the 

capabilities and knowledge needed to define 

the problem and evaluate proposed solutions. 

This ensures that the focal company can 

maintain its authority over the process. On the 

other hand, flat governance works best when 

no single organization within the collaboration 

has the necessary insights or capabilities in 

place and when solving the problem serves a 

common purpose. 

 

The difference between open and closed 

participation is fairly self explanatory, as it refers to whether anyone can participate in the network or if it is only 

for a selected group. When choosing a closed participation two main assumptions should hold true. The first one 

is that you have been able to identify the knowledge domain from which the best solution to the problem will 
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come. The second one is that the focal company has been able to select the right partners to collaborate within 

the field. If this is not the case, a closed participation can be a dangerous path to choose. If in place, however, it 

has the potential to create ideas of very high quality. Open participation, on the other hand, has the big advantage 

that it has the potential to attract a large number of problem solvers, which can result in many ideas as well. 

However, this approach is not as effective as the closed approach in identifying and attracting the best players.  

Open participation works best when it is possible to evaluate the proposed solutions at a low cost. This 

could for instance be in terms of a software code, which can be checked for bugs. In other cases, the best way to 

estimate the true value of an idea is through time consuming experiments, which often requires fewer but better 

ideas. 

Based on the distinctions between open/closed participation and flat/hierarchical governance, Pisano and 

Vertangi (2008) constructs a two by two matrix, which can be seen on figure 7. 

 

3.2.4 Pretotyping 

Developing new ideas can be a costly procedure, especially if a company has to develop a prototype to test 

whether it is actually producible. This is associated with a lot of risk and uncertainty, as the market potential is 

not certain. Therefore, pretotyping was introduced (Clark, 2012), which fundamentally aims to test if there is a 

market and simply aims to differentiate the good businesses ideas from the bad. Pretotyping inhabit the middle 

ground between an abstract idea and tangible prototype, as they must be sophisticated enough to represent a 

valid test of market interest and no more. Hereby, finding a minimum scale of the core in the business model, 

thus finding the most obvious benefits and flaws from the proposal, which can allow for discovering the right 

angle and further development. 

Pretotyping is relevant in relation to collaboration, as it often works better when it is not done in 

isolation. Pretotyping is much about mapping trends and tendencies in the marked, and this can usually be done 

more precisely in collaboration with for instance the customers or suppliers. 

When corporations innovate (Clark, 2012) they often stick to the more incremental innovations, as the 

more radical ones seem expensive and uncertain. Therefore, there exists a bias against riskier breakthrough ideas 

as they have a high-level failure (Clark, 2012). Hereby the investments put into innovation can seem risky and 

therefore a company will tend to avoid putting too much investment in these as it can bring a huge loss.  

Small companies will have the risk of running out of budget before they succeed. Therefore, pretotyping 

is a highly relevant approach to validate market appeal of potential new products as it simulates the core 

experience with the lowest possible investment. Basically, it is asking if customers want it. It is a step before 
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asking can we build it, which is being investigated through prototyping. 

 

3.2.5 Relevance for the case 

The most relevant theoretical aspects of sub-question 2 are 

highlighted in figure 8. The second sub-question revolves around the 

analysis of collaboration with externals or the reasons why not to 

collaborate. The analysis should shed some light on these 

perspectives and discover the collaborative nature of the partnerships 

Inspari has, and if these are making sense according to the 

theoretical mindset. Especially, Schilling (2013) contributed by 

discussing reasons for going solo when it comes to development. 

Further, she provided the matrix table of collaboration. It elaborates on the different types of collaboration and 

their impact on the product development. Thereby, the matrix shows the relevance for the implementation of 

R&D structure. However, in opposition to going solo is the open innovation approach, which has increasingly 

become a factor in R&D. Thus, opening the organization to new inputs. It can qualify some of the ideas, which 

can be utmost helpful in a highly complex world where expertise is of high importance. Hence, it is important to 

analyse both the reasons for collaborating and the reason for going solo and the how these choices affect the 

innovativeness.  

 Concerning the decisions made by Inspari in relation to their collaboration, a relevant area of research is 

the use of lead users. This is relevant in the case of Inspari, as the company sells solutions that are specialized 

and often made in collaboration with the customers. Therefore, Inspari potentially has the opportunity to identity 

customer, who are at the forefront of general customer needs. 

Furthermore, Inspari’s collaborations are influenced by the way they approach their customers and build 

up their solutions to them. Therefore, pretotyping has relevance for the paper as well. The reason for this is that 

pretotyping help validating the market appeal and actual usage of new product or solution by simulating its 

impact on a certain segment. However, this can only be done in collaboration with others, and therefore 

collaborations in this case help guide the innovations of the company. 

Ultimately, the collaboration effort is relevant for the experimentation and exploration effort of the 

organization as it demands resources and attention. Thereby, it will affect the future of the organization.  

Lastly, the decisions made by Inspari with respect to the types of collaboration described by Pisano and 

Verganti (2008) also have profound influence on the future knowledge sharing and generation of innovative 

Figure 8: Relevant theoretical aspects 

of sub-question 2 
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ideas conducted by the organization. No matter which choice is made, when it comes to choosing between a flat 

or hierarchical governance structure and choosing between an open or closed mode of participation, there are 

natural advantages, challenges and enablers. These are important for Inspari to recognize and consider in 

advance of making larger strategic choices, as a certain fit with the existing business model is recommendable. 

3.3 Internationalization of R&D 

3.3.1 Challenges and dilemmas 

It has been established within academia that there is an increasing tendency towards internationalization of R&D 

(Gugler, 2010). Therefore, it makes sense to discuss the challenges and dilemmas of pursuing this.. This has 

been described and analyzed by a wide range of scholars (Von Zedtwitz et al., 2004; Gammeltoft, 2006; 

Hinloopen et al., 2016). 

One of the most concrete academic papers on the challenges and dilemmas of organizing global R&D 

comes from Von Zedtwitz et al. (2004). The authors describe ten challenges and six dilemmas of managing 

global R&D. 

Instead of looking at R&D as a function taking place in one location which works as a silo for 

generating knowledge and innovation. A central challenge lies in conducting it as something, which is integrated 

throughout the organization. Thus, utilizing the spread of divisions and potential innovative ideas. Von Zedtwitz 

et al. (2004) recognize the hunt for talent, information, facilitating for improved decision making in network or 

mobile resource allocation to divisions, just to name a few of the benefits that companies can utilize in a 

globalized world. These potential benefits have led to an interest among an increasing number of companies to 

seek these benefits. 

 

The 10 challenges identified by Von Zedtwitz et al. (2004) are described in table 3 below: 

1. From function to integration R&D has developed throughout time. Today 

managers have a more coordinative role of making 

different knowledge bases meet and integrate into 

new solution. Furthermore, the riskier the project 

and higher expenditures have led to tighter control 

with certain projects. 
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2. Close to centers of technology Most industries have seen the development of 

clusters such as the famous Silicon Valley. Areas 

that become hubs of knowledge and innovation 

within an industry. Many companies are starting to 

consider this as it can access new resources through 

these hubs. 

3. Integration of R&D units into global networks Many companies have started their international 

aspiration through merger or acquisition, while 

there also exist the option to expand from the home 

base. This gives a disperse in the knowledge base 

and the ‘not invented here’ syndrome must be dealt 

with as it diminish the utility of new ideas 

4. Establishing overlaying structures Effective R&D is build upon communication and 

knowledge sharing, thus it is important to facilitate 

these aspects, through overlaying structures as 

transnational and network structures. 

5. Decentralized R&D processes and virtual 

innovation teams 

The type of R&D effort is determinant for how to 

approach decentralized and virtual teams. E.g. the 

type of innovation meaning incremental vs. radical 

innovation, type of knowledge, systematic or 

autonomous development and the degree of 

resource bundling. 

6. Market and customer orientation A classic push vs. pull challenge, as it is important 

to consider the strategy for development and 

serving customers. As a company must consider the 

serving of current customers and the exploration of 

potential new markets and customers. This will for 

instance impact the R&D budget accordingly. 
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7. Managing interfaces in R&D R&D must have interfaces that considers aspects as 

cultural gap, time horizon, geographical distance 

and controlling. These are some of the separators 

between international research and development. 

8. Processes in transnational R&D Managers will have a temptation to introduce 

standards and regulations to control the processes. 

However, these will have to adapted to both 

industry and local cultures as managers are 

expected to be managing different cultures. 

9. ICT as an enabler of dispersed R&D Since the 1990’s a great increase in communication 

tools has seen the light. These cannot substitute 

with traditional management. These have to be used 

in the most efficient way to spread knowledge, 

which is a challenge. 

10. Managing knowledge and human resources Ideas are generated from individuals who are 

working together with other individuals in a 

context, which makes it important to manage these 

to enhance creativity and output. 

 

 

Besides the ten challenges, Von Zedtwitz et al, (2004) also depict six dilemmas of global R&D (see table 4). 

These dilemmas arises from the fact that global R&D problems are not well-structured and therefore unique 

solutions for global innovation does not exist. The dilemmas mean managers have to make a choice and measure 

the cost-benefit, speed and quality.  Managers have a bounded rationality when designing the solutions but have 

to make important decision such as being close to the locals or having a higher a degree of efficiency when 

dealing with the global R&D. The manager's task is to find the right degree of creative tension and development. 

Von Zedtwitz et al, (2004) introduce six dilemmas and argue that they are inherent in global R&D thus not 

possible to eliminate. The following dilemmas are relevant for the challenges and the managers must understand 

these when designing the R&D structure in an international environment. 

 

Table 3: The ten challenges described by Von Zedtwitz et al. (2004) 
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1. Local versus global This dilemma deals with the question of how 

much autonomy the local R&D unit should have.  

Too much autonomy could potentially result in a 

waste of both subsidiary and head quarter 

resources, while too little freedom could result in a 

loss of creativity. 

2. Processes vs. Hierarchy Building a structure of R&D with process 

orientation gives a more specialized team, but can 

conflict with the general structure of the company, 

but innovation cannot achieved through repeating 

the same processes and routines. 

3. Creativity vs. Discipline Creativity is needed to see new solutions, but what 

is the right degree of discipline, as creativity needs 

a frame to be transformed into value and solutions. 

4. Control vs. open source Any company is limited by their own resources, 

which is where the use of open source arises from, 

as it is a new source of resources. It can also 

jeopardize opening the organization open and thus 

revealing ideas or loss IP rights. 

5. Face to face vs. ICT ICT is great for distance communication, however 

it is not as efficient as face to face (FTF) 

communication in dealing with cultural 

differences or reaching the same level of 

communication. 
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6. Long term vs. short term The focus on current customers and their needs is 

in opposition to allocating resources for the longer 

term and emerging technologies, which will 

benefit future clients. E.g. investing in developing 

new machines or investing in the developing 

modular improvements. 

 

 

 

3.3.2 Relevance for the case  

The most relevant theoretical aspects of suq-question 3 are 

highlighted in figure 9. The internationalization builds upon 

some of the initial analysis of the current resources as it 

gives an understanding of the business model that Inspari is 

expanding into new countries. It should be related to the 

challenges and dilemmas presented by Von Zedtwitz et al, 

(2004). Their contribution are relevant for especially 

companies that are just beginning to venture into the 

international environment, as the case is with Inspari. They 

introduce several aspects that should be considered to optimize the R&D effort on an international basis. The 

theory goes through ten challenges that must be considered. This is for instance how the international division 

should be involved in R&D, and is thus a question of decentralized and virtual innovation team. Inspari has to 

find the right balance between face to face and ICT communication among many other questions. These ten 

challenges will provide the basis for the analysis of the internationalization aspects for Inspari. Additionally, the 

dilemmas introduced by Von Zedtwitz et al, (2004) will be included in the consideration of these challenges. 

Furthermore, it will explain some of the opportunities that Inspari can exploit from their internationalization 

efforts. The analysis will have a mixture of both a focus on the everyday perspective and on some of the long-

term perspectives as both is deemed relevant. They can have different impacts on the for instance integration, 

overlaying structures and communicational tools. 

  The theory will further provide a basis for the discussion and can be seen in addition to human resources 

and the structure of R&D that exists in Inspari. Other key aspects in the internationalization are found in the 

Table 4: The six dilemmas described by Von Zedtwitz et al. (2004) 

 

Figure 9: Relevant theoretical aspects of 

sub-question 3 
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mobility of resources, outsourcing R&D and hunt for talent. These can shape the dynamic capabilities of the 

Inspari and thus affect their future profitability and the appropriate way to structure the R&D in an international 

setting. 

3.4 Search and learning 

3.4.1 Organizational structure 

The type of organizational structure in terms of centralized or decentralized R&D is an important matter to 

consider. It has a crucial impact on the innovative output. This has been investigated and analyzed by Argyres 

and Silverman (2004), who found that the results of more centralized R&D activity would influence a larger 

number of subsequent innovations than the results of more decentralized R&D activities. There are two reasons 

for this. The first one stems from the appropriability problems. Divisions do not have the incentives to create 

non-specific knowledge, which can benefit other divisions of the firm through spillovers. The second reason 

stems from information processing. Regarding non-specific knowledge stemming from basic research, the 

advantage of having knowledge about the individual project lines is lower in the case of centralized R&D, as 

such R&D typically goes beyond existing product offerings. 

Furthermore, it is concluded that more centralized research activities would encompass broader search 

efforts in the organizational space. It will largely build on innovations developed outside the firm than would be 

the case with more decentralized research activities. This is the case as many employees in multidivisional 

companies are close to the market, and are thus often forced to adopt a customer-centric orientation, in which 

immediate customer needs are weighted heavier in the R&D decisions (Argyres & Silverman, 2004).  

With this in mind, the centralized form is more likely to develop more radical innovation than the 

decentralized that usually ends up with more incremental innovation. However, it is important to note that the 

purpose of the research done by Argyres and Silverman (2004) is not to address the general issues of where the 

R&D function should be placed within the corporate structure. Instead, they are concerned with search. Several 

advantages also exist from more decentralized search. For instance, decentralized R&D encourages more 

capacity-deepening search and also decentralized R&D has the potential to create less tension between divisions. 

This is the reason since decentralized units have a better feeling of what is happening in the separate units.   

Argyres and Silverman (2004) also describe a hybrid of decentralized and centralized, where both 

aspects are in place in the organization. It can allow the organization to gain the advantage from both 

decentralized and centralized. However, this will lead to a more complex organization and coordination 

problems can arise. 
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3.4.2 Dynamic capabilities 

The RBV gives a static understanding of the current capabilities of the organization (Eisenhardt & Martin, 

2000). It is however relevant to include a more long-term approach as R&D and innovation often deals with 

changes and improvements over time. For this type of understanding the dynamic capabilities of a firm is 

important. Dynamic capabilities are defined as “the firm’s ability to integrate, build and reconfigure internal 

and external competences to address rapidly changing environments” (Teece, Pisano & Shuen, 1997, p. 516). 

The dynamic capabilities show how organizational processes, resource positions and path dependencies can help 

create a competitive advantage. 

The theory has connection to the VRIN-model (Barney, 1991) because the dynamic and process-oriented 

aspects of dynamic capabilities leading to economic rents are based on replicability and imitability conditions 

(Teece, Pisano & Shuen, 1997) which are recognized in the VRIN conditions. 

From the viewpoint of dynamic capabilities, developing and renewing the capabilities can be understood 

as a process of bundling and rebundling resource combinations. Thus, firms can develop new capabilities, which 

are more align with the new situation in the business environment than what was previously faced. This is where 

the aspect of path dependency comes into play, as past events have led up the current bundle of resources. 

Resources that both constrains and enables, as the resources bind the organization at the given moment. The 

dynamic capability framework then further explains how organizations can utilize the previous decisions to 

move the organization into a new position. Especially, the organizational processes are key aspects of dynamic 

capabilities and how the firm might realize or capture economic rents. The literature around dynamic capability 

emphasizes the turbulent environments; routines are formed and sustained in path-dependent processes, thus 

shaping the dynamic capabilities (Arthur, 1994). 

 

Teece (2007) has broken down the dynamic capabilities concept into three different processes, providing a 

classification that will also be explained in the following paragraphs: 

● Sensing is the company's ability to notice the changes in the competitive environment (e.g. a shift in 

competition, technology, markets and regulations); 

● Seizing means planning strategies, communicating these and providing structure for action to attain the 

benefits of emerging opportunities; 

● Transforming is to put the plan into action, thus changing the organization, creating value and sustaining 

profitability. 
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The focal company’s ability to enact these three aspects of dynamic capabilities is highly affected by the 

organization’s path dependency. An organization is characterized as path dependent when it over-exploits 

actions that provide higher positive feedbacks, therefore leaving potentially alternative actions with better pay-

off unexplored. A way to facilitate better exploration is by having a culture that motivates people. The 

motivational theory of Ryan & Deci (2000) gives insight on how intrinsic and extrinsic motivation are relevant 

to foster a certain behaviour in an organization. Intrinsic motivation is based on a person's natural interest in 

doing something, while the extrinsic is build motivation that stems from external forces such as a higher salary. 

 

3.4.3 Organizational slack 

The ability to innovate is an important capability in a strategically uncertain environment. This means that the 

ability to work with the dynamic capabilities of a firm is important. Especially for the long perspective. 

However, it is not enough to talk about and believe in innovative performance, the organization must be adjusted 

to perform in this way. It is therefore important that managers take necessary steps towards this. Here is 

organizational slack one concept that has emerged (Azizi & Nematollahi, 2010). By organizational slack is 

meant an organization has a surplus of resources compared to what is deemed necessary to achieve immediate 

business and operational requirements. Thus, leaving the organization with uncommitted resources. It has been 

found to have an inverted U-shaped effect on innovativeness (Azizi & Nematollahi, 2010). This means that it 

increases the output and once the max is reached it has a negative impact on the innovativeness hereafter.  

Organizational slack leaves room for playfulness and experimentation, which are recognized in the 

search and learning as important elements for distant search and more radical innovation.  Thereby, an important 

aspect when dealing with innovation and organizational change. Organizational changes are encouragement for 

innovation and inevitably involves uncertainty, thus there is some degree of risk taking. There has previously 

been looked into the relationship between organizational slack and business turnaround. It was found that slack 

could support a firm's survival, as innovativeness is improved when organizational slack gets closer to the top of 

the inverted U-curve (Azizi & Nematollahi, 2010). 

 

3.4.4 Absorptive capacity 

A core aspect of the dynamic capability framework is the concept of organizational learning and the use of prior 

related knowledge in creating an ability to absorb new external knowledge. Absorptive capacity is defined as a 

combined ability to evaluate, assimilate, and apply new knowledge into commercial ends (Cohen & Levinthal, 

1990). It is a cumulative process based on the results of previous experience, how performance affects 
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subsequent learning and how the individuals in unison affect the firm’s absorptive capacity. It is expressed as not 

being “resident in any single individual but depends on the links across a mosaic of individual capability” 

(Cohen & Levinthal, 1990, p. 133). The capacity is highly dependent on the individuals, who stand at boundary 

between the external environment or the subunits of the firm. Thus, meaning that a strong network of external 

relations and communicative skills positively affect the absorptive capacity.  

 

3.4.5 Integration of inputs 

Firms capable of learning and facilitating the change arrived from new trends and changes in the market 

consequently can respond to new challenges in a faster and more flexible way. In this way, organizational 

learning has importance to obtain a SCA. It can be stated that innovation mediates between organizational 

learning and firm performance. Thus, organizational learning processes are important to create capabilities that 

foster innovation that positively affect the performance (Jiménez-Jiménez & Sanz-Valle, 2011). 

A functional absorptive capacity level entails an organizational balance between the efficiency of 

internal communication and the ability of different subunits to assimilate and exploit information originating 

from other subunits or in the environment. 

These features were also recognized in the dynamic capability framework (Teece, Pisano & Shuen, 

1997) as the absorptive capacity is an ingredient to the dynamic capabilities due to factors such as sensing and 

assessing opportunities (Teece, 2012) and it is influenced by the level of absorptive capacity a company 

possesses. 

Absorptive capacity is a result by the routines and processes of acquiring new knowledge and by nature 

is regarded as intangible, thus it is difficult to determine the optimal level of absorptive capacity as it is not 

quantitatively measurable (Cohen & Levinthal 1990). Zahra and George (2002) furthers extend the absorptive 

capacity by talking about potential and realized absorptive capacity. The potential is firstly generated by the 

knowledge acquisition referring to externally generated knowledge and secondly generated by firms’ routines 

and processes that allow it to analyze, process, interpret and understanding the information. 

The realized absorptive capacity consists of transformation capabilities defined as the capability to 

develop and refine the routines that facilitate combining existing knowledge, newly acquired, and assimilated 

knowledge. On the other hand, it also consists of the exploitation capability of a firm, which is the capacity to 

apply new knowledge in a product or service that it can benefit from. This is as affected by four capabilities; 

knowledge acquisition capability, assimilation capability, transformation capability and exploitation. 
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3.4.6 Search methods 

Several search methods exist. One of them 

is pyramiding, which is an external 

information gathering method (see figure 

10). It builds on the notion that the external 

environment can reveal certain hidden 

users or persons that traditional screening 

searches cannot uncover. Pyramiding is 

based on using networks to find an expert 

that can refer further until the right 

expertise is found. The method has been 

advocated, as an efficient search strategy 

when certain specific competencies or knowledge aspects are required (Poetz & Prügl, 2010). Comparing 

pyramiding to screening and analyzing the efficiency of the pyramiding search and considering the search 

attributes of varying levels of visibility and networks of different sizes, it was found that both variables 

significantly affect the performance of pyramiding search. Their research concluded that this type of visibility is 

an important factor. It determines to what extent pyramiding will have a comparative advantage over a the 

screening approach and thus pyramiding was found to be more efficient (Poetz & Prügl, 2010). 

 Another way to conduct search is to broadcast the problems into a community where potentially the right 

competencies could be found (Jeppesen & Lakhani, 2010). The term broadcasting arises from the context of 

broadcasting in the media such as the distribution of audio through radio. In this context, a problem is 

broadcasted into a community. Ideally, a community where the interested people can respond. It demands that 

the holder of the problem has an idea of what competencies are needed to solve the problem and thereby can 

determine if the community has the right setup and build for being able to solve the potential problem. An 

example of this is the company Innocentive, a website where people can post their problems and others can 

submit solutions (Innocentive, 2017) 

 

3.4.7 Search and learning  

To foster learning search must be enabled. March (1991) suggests two types of extremes in search, namely local 

search and distant search. In the local, the current position of the researcher reflects its past searches for 

alternatives. Local search is conducted within the neighborhood of the current position. Thereby, it becomes 

Figure 10: The structure of pyramid search 
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relatively easy to predict and often results in incremental innovation (Cyert & March, 1963; Winter, Cattani, & 

Dorsch, 2007). In such local searches, the otherwise cognitively limited agent is intelligent as the information 

and resources needed to evaluate these are available 

at least more than outside the neighborhood. 

This is a result of the bounded rationality, 

as actors are cognitive limited, as the actors only 

have limited knowledge of the distant 

neighborhood. This can be referred to as a local 

search bias, as this is the easiest search for an 

organization to conduct since the resources are 

widely available. 

Afuah & Tucci (2012) offers a NK fitness 

landscape model as a metaphor for understanding 

distance in search (see figure 11). The X-axis 

represents different knowledge area and the Y-axis 

knowledge in those fields. 

 

The opposite of local search is distant search. Distant knowledge matters as the use of external sources enlarges 

an organization knowledge base. It brings more novelty into the organization. The inclusion of external sources 

is about revitalizing, about blowing new life into organizational knowledge-balloon (O’Sullivan & Dooley, 

2009). Distant knowledge tends to be more novel compared to local due to the contextuality. The distant search 

has a more explorative nature while local is more exploitative of existing resources. 

  

3.4.8 Search relevance to learning 

The distant search is explorative (March, 1991) which includes variation, risk taking, experimentation, discovery 

and play, thus the outcome is more uncertain and harder to assimilate into the organization. The other aspect, 

which is closely related to local search, is exploitation, meaning refinement, production efficiency, 

implementation, and execution by utilizing already accessible and existing resources and capabilities. It is a 

discussion on search depth and search wide. 

Many organizations see these approaches as contradictory; however, a successful organization will 

master the ambidexterity (Raisch & Birkinshaw, 2008) by adapting the right balance between exploration and 

Figure 11: The NK fitness landscape model  
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exploitation. The organization that masters ambidexterity can improve current operation while also adapting to 

the future changes in the market. This is a challenge for the organization as there is no correct mix between 

these, and as organization faces the reality of scarce resources, they have to prioritize. 

The organization that focuses too much on exploration will tend to never fully capture the value of the 

initiatives that it creates. Whereas the exploitation approach will end up giving suboptimal solution as what is 

good in the long run is not always shown on the bottom line in the short run. As Henry Ford is quoted “If I had 

asked people what they wanted, they would have said faster horses.” (March 1991; Vlaskovits, 2011). 

Organizations that are stuck in the local search bias rely heavily on reusing internal or contextual nearby 

expertise, thus might block organizations from finding alternatives. The type of sourcing for knowledge often 

determines the type of innovation that a company engages in. Suppliers and clients normally play a day-to-day 

role and affects innovations. These are often incremental innovations and can be identified as exploitation 

oriented as they are based on the daily tasks and current efforts (Sumo et. al, 2014). 

However, the organization can master several things to ease assimilation of knowledge, which is highly 

dependent on the organizational learnings. Several studies proved that in-house R&D improves this aspect 

(Cohen, Wesley; Levinthal, Daniel, 1990). R&D helps capture appropriate knowledge in both tacit and explicit 

forms by learning from external sources (Howells, 1996). The R&D supports identifying the most appropriate 

resources and ideas for the firm. Hence, the relation between internal knowledge creation and external sourcing 

can increase the capability of identifying valuable resources (Davenport, 1997). Learnings can lead to new 

knowledge and thus create new resources and enable new capabilities. Knowledge is created between individuals 

and organizations and should be seen as dynamic. For instance, knowledge can be transferred not only across 

organizations, but also within a firm (explicit knowledge is easier than tacit knowledge). Knowledge will not be 

received equally by two different individuals, due the aggregation capacity of each person (absorptive capacity). 

Moreover, the human brain has a limited capacity to assimilate knowledge and hence individuals tend to 

specialize areas of knowledge (Balogun & Jenkins, 2003). 

 

3.4.9 Organizational life cycle 

The OLC (Don Vedetti, 2010) is based on the principle that a company goes through certain stages throughout 

its lifetime. There exist several of different depictions and arguments for different number of stages, but a 

generally recognized model is inspired by the product life cycle (Don Vedetti, 2010). It has the traditional S-

curve and consists of the X axe as time and Y axe as growth based on sales. The five stages are as shown on the 

graph and are birth, growth, maturity and then the depending on the company’s ability to renew itself, it will lead 
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to either revival and further growth or the decline in sales and ultimately lead to a downfall. The stages are 

inspired by a biological model. It illustrates the life of a the firm and the model is quite sequential, cumulative, 

imminent and not easily reversed (see figure 12) 

 

Birth 

The initial stage is the birth of the firm. Here 

the firm exhibits a very simple organizational 

structure based on a centralization. Due to the 

size of the firm, it is an easy administrative 

task. Success in the startup phase is to find a 

sustainable service/product to offer a market 

that generates enough revenue to create a 

trajectory. It involves a high level of 

creativity and ultimately leads to 

organizational problems, as the organization 

becomes too big to central govern and more formalized initiatives are taken to ensure the growth. 

 

Growth 

This stage generally focuses on sales and early product diversification. New offerings arise to give a more 

complete array of services and products for a market. Potentially new market also occurs through this stage and 

synergies will be discovered. The product starts to be more shaped to the customers and the market. 

Additionally, a more formalized structure with middle managers will emerge and procedures adopted. 

Potentially problems with power delegation and authority can occur. The growth stage officially ends as sales 

start to slow. 

 

Maturity 

At this stage sales starts to stabilize due to a higher level of competition and limits to growth such as market size. 

The firm starts to focus on its profitability and becoming more efficient leading to a higher margin. The 

efficiency reduces the level of innovative thinking as it is about converting the product into a ‘cash-cow’ (Don 

Veditti, 2010). The firm is in general in a more stable environment and more control mechanism are adopted to 

ensure efficiency and cost control. The length of this stage depends on the industry and its stability. The stage 

will eventually lead to the decline stage or renewal depending on the company's capability to renew itself. 

Figure 12: The model of organizational life cycles 



Page 53 of 124 

 

 

Decline 

This stage is obvious as sales and profits are diminishing. Often the market is stagnated. Several factors as lack 

of innovation or shift in demand will cause the decline. Decision-making is very conservative and little 

innovation is done. It leads to poor performance and eventually to the downfall of the firm. 

 

Revival 

This stage can occur during the maturity or decline for a firm who recognizes its situation and drastically change 

it to alter its trajectory. Typically through diversification and expansion of product-market scope. Firms aim to 

reestablish growth through innovation, acquisition or diversification often based on top-level initiatives. A trend 

is to use matrix structure to force cross-disciplinary thinking (Don Veditti, 2010). Focus shifts from financial 

control to reorganizing data and search for potential trends to utilize. Collaborations are important, as these can 

be sources of new knowledge, which can be used to renewal (Don Veditti, 2010). Either the revival is successful 

and growth or maturity will be continued or a decline will follow. 

 

3.4.10 Relevance for the case 

The most relevant theories of sub-question 4 are highlighted 

in figure 13. The theories elaborated upon in the previous 

section all has relevance for investigating the search, learning 

and utilization of these. The analysis will, however, be split 

up in a section on organizational structure and a section on 

learning to ease the transparency. 

Considering the dynamic capability framework, it 

brings a long-term perspective on how Inspari can structure 

and restructure resources to gain a competitive advantage in 

the future. It starts with sensing what is going on in the 

market. This is relevant for Inspari, as it can help the company in determining current or future trends in the 

market. These search perspectives are relevant as it gives some perspective on how radical the knowledge is and 

thereby the type of R&D effort Inspari can conduct from it. 

The second part of the dynamic capabilities is being able to seize ideas, incorporate these into strategic 

decisions, and communicate them, thus learning from the search conducted in the sensing. An analysis of 

Figure 13: Relevant theories of sub-question 4 
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Inspari’s abilities in this respect naturally has value for the case, as it helps to understand how the company 

provides structure for action to attain the benefits of emerging opportunities. 

Finally, the transformation of the dynamic capability framework refers to the final implementation. This 

aspect is relevant for the paper, as it contributes with a greater understanding on how Inspari transform their 

knowledge into valuable innovations. In addition to this, the framework on dynamic capabilities also leads on the 

framework of absorptive capacity, since several of the factors discussed impact the ability to assimilate the new 

knowledge and inputs. This is relevant for the paper, since the perspective of the absorptive capacity ensures a 

discussion on the resources available in relation to assimilating the right resources within the company to 

generate valuable R&D. 

On top of the previously mentioned aspects, there are also some structural considerations in the aspect of 

the R&D. As Argyres and Silverman (2004) discuss, attention should be given to whether R&D should be 

centralized, decentralized or if a hybrid is to strive for. Their model can support the understanding of Inspari’s 

current development of their structure, bring some reflection upon if there is a coherence, and allow for critical 

reflection of pros and cons, which can be brought up in the discussion. 

Another relevant aspect comes from looking at search and search methods. The position taken by Inspari 

on the matter of local vs. distant search can potentially have a huge influence on the type of innovation, which is 

derived from the company’s R&D efforts. An example of this is that more distant search will tend to point in the 

direction of more radical innovations (March, 1991). 

The field of research of organizational slack also holds great relevance for the paper, as this can 

potentially help encourage and facilitate an organizational environment, which is more prone to playfulness and 

working on innovations. Therefore, it makes sense to analyze this in the context of Inspari to see which factors 

work in favor or at the expense of this. 

Lastly, the theory of OLC is worth considering. Inspari needs to adjust their efforts of R&D depending 

on where they are in the OLC. As a company approaches maturity, the need for reinventing oneself becomes 

larger. Therefore, Inspari’s position in relation to this is essential, as it points towards both the urgency of 

innovation, but also which type of innovation might be more suitable. Has the company hit the maturity stage, 

more radical innovation can mean the difference between renewal or decline. 
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Chapter 4 - Current Situation 

This main goal of this chapter is to describe Inspari’s 

current situation in terms of their surrounding 

environment and their current organizational 

situation. Therefore, the chapter starts by looking at 

the external environment from a broad perspective by 

applying the PESTEL framework (Bivolaru et. al. 

2009). However, due to a lack of relevance, the 

political and environmental aspects are not touched 

upon. After this, the description goes one level deeper 

and consider an industry perspective. Finally, firm 

specific factors are described with sub-sections 

focusing on information about Inspari, the 

organizational structure and knowledge sharing as it 

is today. This overall structure of the chapter is 

illustrated in figure 14. 

 

4.1.1 Economic 

Like most other companies, Inspari is dependent on the general state of the global and Danish economy. Being a 

consultancy company it is more difficult to attract new customers and maintaining old ones, when the economy 

is bad or in periods, where firms perform more poorly. An example of this is from 2006, when, Jess Søderborg 

(2006), CEO of Mærsk proclaimed a stop on all consultancy projects unless it was a ‘special case’. However, 

since the lifespan of Inspari is only around 10 years, it is hard to evaluate how the variations of the business’ 

performance based on different states of the economy. The economy as a whole has become increasingly better 

since 2007, after the financial situation and unemployment rates in Denmark has dropped (Danmarks Statistik, 

2017) 

 

4.1.2 Social 

It makes sense to look at the social macro-economic aspects of Inspari’s situation both from the supply side and 

from the demand side. From the supply side, it is worth noting that, several Danish companies within the IT-

Figure 14: Structure of Chapter 4 
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industry are suffering from the fact that it is difficult to find enough qualified employees within the borders of 

Denmark. Inspari is no exception to this, and the company has several consultancy positions, which they have 

difficulties finding the right employees for. As stated by Høgsted (2017a, 32:30): “The market for the 

competences that we have a need for is under pressure. And for this reason we have had to look at getting 

outside workforce”. This also indicates that the educational system in Denmark becomes a political and social 

factor, which Inspari needs to keep in mind. Looking at the demand side on the other hand, there is a tendency 

that the newer generations are better equipped to understand the value and challenges of working with data and 

digital tools (Høgsted & Simonsen, 2017). This might prove to be helpful to Inspari in the long run, as working 

with business intelligence potentially becomes more natural for these generations and also investing in these 

creating a higher demand. 

 

4.1.3 Technological 

Generally, the Scandinavian markets are characterized by having a high level of digitalize and more companies 

are recognizing the importance of implementing business intelligence and thus converting into a data driven 

organization. 81% of the Danish companies (Inspari, 2016) recognize it as being “of high importance” to base 

decisions on data. Being a company working with technological solutions, Inspari is very dependent on the latest 

technological trends and developments. The software that Inspari build their solutions around and which they 

teach other companies to use comes from several key partners. Some of the most important of these include 

Tableau, Qlik, Microsoft and Alteryx (Høgsted, 2017a). Since this is the way that Inspari operates, it is also 

required that the employees have certain certifications, making them capable of facilitating workshops and using 

the software themselves (Høgsted & Simonsen, 2017). However, when changes occur in the software provided 

by the suppliers, Inspari of course needs to make sure that they are always updated in terms of the latest new 

technology and knowledge. This is for instance done by attending various conferences, where the newest trends 

and updates are discussed. 

 

4.1.4 Legal 

Naturally, there are several laws and legislations affecting Inspari. One of the more recent and influential is the 

General Data Protection Regulation, adopted in April 2016, which is planned to be enforceable starting on 25th 

of May 2018. The scope of the legislation concerns personal data, which is defined as: "any information relating 

to an identified or identifiable natural person; an identifiable person is one who can be identified, directly or 

indirectly, in particular by reference to an identification number or to one or more factors specific to his 

https://en.wikipedia.org/wiki/Natural_person
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physical, physiological, mental, economic, cultural or social identity” (EU, 2017). The general principles are 

built on transparency, legitimate purpose and proportionality (EU, 2017). This has huge influence on Inspari, as 

it is not uncommon that they handle personal data for their customers. Furthermore, this influences how data are 

allowed to flow inside and outside the EU, something which have had an impact on where the company have 

located in terms of internationalization (Høgsted & Simonsen, 2017) 

4.2 Industry 

The industry that Inspari operates in is characterized as the industry of business intelligence within IT. In this 

paper, companies within this industry are defined as those who work with applications, infrastructure and tools, 

and best practices that enables an analysis of information to improve and optimize decisions and performance 

(Garther, 2017). In the last decade, many Danish companies have proclaimed that digitalization and new 

technologies constantly increase the demand for better exploitation of the data that they possess. Furthermore, 

the need for developing a data driven organization has in many cases also moved up on the agenda for Danish 

companies (Inspari, 2016).  

Looking at the industry from a global perspective, there is no doubt that it has experienced tremendous 

growth within the last years. In 2013, the global revenue amounted to around 79 billion DKK (Stensdal, 2013). 

In 2016, this figure had risen to around 117 billion DKK (Moore, 2016). According to Kurt Schlegel, analyst at 

Gartner, the growth comes from the fact that many mid-sized companies are only beginning the work to become 

more systematic with their data. Many companies are starting to see the potential within areas such as human 

resources, marketing and social media management, which has helped spark the huge growth (Stensdal, 2013). 

In extension to the points made above, analyses have shown that the ability to predict trends in the 

market and the exploitation of data has become more important for companies to further grow rather than the 

ability to cut costs. Therefore, there has been a shift of focus, which can be linked to an increased level of 

activity and optimism in the market (Inspari, 2016). 

4.3 The company 

The next three sub-sections concern Inspari as a company. They focus on general information about Inspari, the 

organizational structure and knowledge sharing as it is today. 

 

4.3.1 General about Inspari 

Inspari was founded in 2007 by Thomas Black-Petersen (no longer in the company), Jens-Jacob Aarup (currently 
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CEO), Kasper Kamp Simonsen (currently VP of R&D) and Martin Høgsted (currently VP of New Markets). 

Since the company was founded 10 years ago, the company has grown from four employees to around 110 and 

has been awarded with the Gazelle Prize seven years in a row running from 2010-2016 (Inspari, 2017). As it has 

also been mentioned in chapter one, Inspari currently have offices at two locations in Denmark, namely Aarhus 

and Hørsholm, which are roughly equal in size. Marketing and accounting is located in Aarhus but except from 

that the tasks performed at the two locations are very similar (Høgsted & Simonsen, 2017). 

In the market for business intelligence, two competitive conditions exist, which Inspari needs to excel at. 

The first one concerns when the customers themselves invest in competencies, meaning that they equip their 

organization to handle the challenges of business intelligence themselves. This means that Inspari comes in as 

experts on a consulting level, and in a sense moves from being the craftsman to being the contractor. This also 

ensures that Inspari gets a higher price for their services. The other competitive condition comes from the 

completion with other firms on making business intelligence solutions for the customer, making Inspari the 

craftsman. This is thus an investment for the customer on a smaller scale. However, at the same time it is not as 

viable in ensuring that working with data becomes an organizational capability (Høgsted & Simonsen, 2017). 

According to the company itself, the way that they differentiate from their competitors is by focusing 

more on understanding the businesses of their customers. This is illustrated by the fact that when mapping the 

most important characteristics of what the company calls a “data hero” are business understanding and 

storytelling. This is assessed to be more important than skills such as data understanding and analytical 

understanding (Aarup, 2016). 

The way that Inspari generates their solutions is by utilizing a combination of push and pull. The 

solutions generated by pull comes from Inspari interacting with their customers and listening to their customers’ 

demands. This is a very common practice for the consultants of Inspari, as they spend most of their time with the 

customers and therefore spend a lot of time interacting with them and understanding their needs. To ensure the 

quality of the solutions delivered to the customers, it is often required that the customer engages in the process 

and that they contribute with their own inputs, thus making it logical that new knowledge is often gained via a 

pull from the customer (Høgsted & Simonsen, 2017). 

However, Inspari also provides solutions, which originate from a more push approach. At times Inspari 

is creating ideas internally, which are brought to some of the company’s key customers, whom Inspari knows are 

willing to try out new things. If these ideas then are received positively, Inspari can take the next step and 

develop something more concrete. 

However, it is also worth mentioning that the company primarily sees themselves as working from an 

outside-in approach. As Høgsted and Simonsen (2017, 1:10:30) explain: “We do not come out with something, 
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where there is not a market, or where is not a trend in the market in one way or another. This is what makes sure 

that we survive and what justifies that we can stay in the market…. And yes, of course we can come up with 

something but typically it is because we see a trend”. This this implies that Inspari is relatively market driven, 

and that the direction that the company moves in often is influenced by external factors. 

 

4.3.2 The organization 

The current organizational diagram in Inspari illustrated in figure 15. It is comprised of one CEO at the top. 

Beneath him, there are five divisions, which each represent key areas of business. Each of these divisions have 

their own vice president (VP). These five key divisions are New Markets, Marketing (also responsible for 

business development internally), Sales, Operations and R&D. (Høgsted & Simonsen, 2017). The primary focus 

in this section will be on R&D and new markets, as these divisions have a high relevance for the research 

question at hand. However, it is worth mentioning that within the sales division there are chief sales officers 

(CSO) for both Aarhus and Hørsholm. Furthermore, it should also be noted that Operations is split into two 

departments. The first one is called Business and Application and the second one is called Information and 

Platforms. Within Business and Application there are project leaders and business consultants, who focuses on 

web development and front-end tools (e.g. dashboards or key performance indicators), which is often the part 

that ends up being visible to the customer. Information and Platforms, on the other hand, consist of data 

warehouse developers and architects, which are directed more towards the back-end. This is also where the 

employees focusing on advanced analytics are located, who makes algorithms, complicated decision trees etc. 

There are currently no employees in the R&D office. The only person working full time in this 

Figure 15: The organizational structure of Inspari 
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department is Simonsen (VP). The department is not build around people, but instead around strategic projects. 

When Simonsen initiates these project he ‘buys’ employees internally based on internal invoicing. This is 

required since the consultants who are placed in operations are evaluated on their billing degree. In addition, 

within the division of Operations, there are sales budgets both on the single individuals and on the division itself 

that has to be accounted for. The alternative to this organizational structure is that the R&D office is built around 

employees who are employed to work in the division full time. However, as stated by Høgsted and Simonsen 

(2017, 9:40): “It is my opinion that consultants are more skilled than permanent employees. It is not that they 

are better people, more clever or anything but it is because they have seen so many different things. They are 

making new solutions all the time and they know what not to do and therefore it makes more sense to use our 

consultants, because they are the ones who know what is happening in the markets, they know what the customer 

wants and what works with the customers and what does not work”. Therefore, the R&D office is not a 

department of innovation in its traditional sense but instead built around tapping into the knowledge of the 

people running the daily operations. 

The new markets division is relatively new as the case is for the R&D office as well. Since 2007 when 

the company was founded, Inspari has built up a lot of experience about different markets and industries. The 

company believes that all this knowledge can be applied in other countries as well. Therefore, based on market 

research Inspari has decided to establish a sales office in Norway. The goal of the organizational structure is not 

to make a copy of the Danish structure. Instead, it should be a commercial department integrated into the matrix 

structure, which can sell the knowledge and the value propositions that Inspari has. on the Norwegian market 

Therefore, the employees in Norway will be a mix of people from Sales and consultants. When the orders have 

been specified in collaboration with the customer, it is sent back to Denmark (Høgsted & Simonsen, 2017).  

Besides the sales office in Norway, another organizational change is the establishment of an 

international development office. The need for this office comes from the fact that Inspari has difficulties in 

getting enough resources in Denmark, as there is a lack of qualified employees (Høgsted & Simonsen, 2017). 

The international development office will be located on Bucarest, Romania. The idea is that when there is a lack 

of resources to complete a task coming from Norway or Denmark, the Romanian office can bring additional 

resources. The motive for this arrangement is not low-cost employees but the people sitting in Romania should 

simply be seen as consultants sitting in another location, hired because of their qualifications (Høgsted & 

Simonsen, 2017). This is also illustrated by the fact that the consultants in Romania are included in the Danish 

teams and will have Danish team leaders. 

Since there are many different functionalities across the organization in Inspari, the company normally 

works in matrix teams. In this way, people from different divisions with different skills assist each other and 
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create synergies. However, this also create certain challenges, as people in different teams often have different 

leaders. The result of this is that there are many cross references internally. 

In addition to this, expert teams teams also exist within Inspari (Høgsted & Simonsen, 2017). This 

means that if a customer for instance requires consultants with a high level of knowledge about the retail 

industry, certain employees are more likely to be onboarded on this project, as these have more expertise on the 

areas.  

The plans for Inspari are built for further growth and therefore the company has built the organization in 

a way, which makes it possible to scale it. As put by Høgsted and Simonsen (2017, 17:00): “We have bought a 

coat which is too big, so we can grow in it”. The newly established R&D office along with the sales office in 

Norway and international development office in Romania should be seen as some of the cornerstones in 

facilitating the future growth.’ 

 

4.3.3 Knowledge sharing within Inspari 

Today Inspari shares knowledge in several ways. Although many of them are not entirely formalized, these can 

help the company in distributing and absorbing knowledge. One advantage in this respect comes from the fact 

that Inspari has several years of experience in sharing knowledge between Aarhus and Hørsholm. There have 

always been many tasks, which have been sent back and forth between the two locations. A more formal form of 

knowledge sharing is for instance done at the so-called competence days, where employees from the two 

locations get together. These internal conferences are arranged with speakers, working stations, group 

discussions etc., meant to facilitate the organizational learning and knowledge sharing (Høgsted & Simonsen, 

2017) 

Besides the competence days, Inspari also has various software programs, which help facilitate the 

organizational learning. An example of this is Yammer, which is a tool for collaboration and works a bit like 

Facebook but just for companies. On this platform, employees can write if they experience certain problems and 

want to know if anyone can help or share some valuable information.  

However, the formal tool for rating employees’ competencies internally comes in the form of another 

platform, namely Skill Space. On this platform, the employees give themselves a score in relation to numerous 

competencies and their leaders have to do the same. The overall score is then calculated as a weighted average, 

and deviations are discussed on the appraisal interviews to find a mutual understanding. This helps to ensure that 

when starting up new projects, project managers can easily see who could be qualified for the project and try to 

book them. 
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Another source of R&D comes from domestic or foreign conferences held by partners or other 

knowledgeable stakeholders within the industry. Inspari uses a vast amount of resources on this, as it is vital for 

their employees and the company as a whole to stay updated on the latest new trends and features within the 

industry. As stated by Høgsted and Simonsen (2017, 22:50): “If you are a consultant or if you are a knowledge 

worker in general and you do not stay updated, then it does not take long before you lose your value. Your 

experience relatively quickly becomes obsolete.... You need to keep up both on the business side and the 

technical side. If you do not do that then we cannot use you in three years or five years, or whenever your 

knowledge happens to become obsolete”. 

The knowledge obtained at these conferences held by external partners are distributed in different ways, 

one of the more common being informal ‘go home meetings’, where people who have attended a conference 

share their experiences with their colleagues. They are not rewarded for this in any special way but instead do it 

because of their passion and the general culture. Being sent to these conferences are seen as a reward for the 

employees and if the knowledge obtained is not shared with the colleagues, it is of course unlikely that the same 

employee is sent the next time (Høgsted and Simonsen, 2017). 

 

Chapter 5 – Analysis 

The main goal of this chapter, which is focused on the analysis of the paper, is to conduct the necessary analysis 

to answer the first four of the five sub-questions presented in chapter 1 in the sub-section of the problem 

statement, as the sum of these answers will contribute to the holistic understanding of the overall research 

question of the paper. The reason that only the first sub-questions will be analyzed is that the fifth sub-question 

is assessed to be more discussing and will therefore be discussed in the chapter 6. In order to secure the most 

transparent and viable structure possible, the first four sub-question will therefore be discussed in turn 

throughout the chapter. 

5.1 Resources related to Inspari’s business model 

This section will thoroughly go through the resources related to the business model that currently exists in 

Inspari, thus dealing with the first sub-question “Which resources of the focal company’s business model are 

important to recognize in the context of R&D?”. It will look at the business model and the resources in relation 

to the business model of Inspari. The framework will be based upon the Business Model Canvas (Osterwalder & 

Pigneur, 2010). In addition to this, the theoretical tools presented in section 3.1 are included in this as well. 
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Finally, the VRIN model will be adjusted to focus on resources relevant for R&D and its relation to future 

competitive advantage. 

 

5.1.1 Business Model Canvas 

The following sections will analyze the 

business model of Inspari through the 

perspective of the Business Model 

Canvas (see figure 16). Therefore, the 

nine elements of the model are 

analyzed in turn below while relating 

them to the relevant resources. 

5.1.1.1 Customer Segment 

Starting from the right site of the canvas, the customer segments is the starting point. Inspari deals with many 

types of customers, where no clear common aspects exist, except the desire to be more data driven. “We hit very 

broad in our customer segment. All company who wishes to be data driven, thereby we almost hit everyone with 

a certain size. It of course costs some money to get started (Høgsted & Simonsen, 2017, 52:00). Common for the 

customers is an interest in mining their data and finding the right business intelligence solution. Thereby, the 

typical targeted customer segment is not found among the smaller companies, as the pricing is not attractive for 

minor companies such as local or small entrepreneurs. Nevertheless, companies with a certain size, which are 

interested in developing data from their businesses and translate these into knowledge, are the characteristics of 

typical customers. Another obvious characteristic is the siting in Denmark as Inspari is currently only serving the 

Danish market and just started to move into new markets. 

To mention a few examples of customers (Inspari, 2017b), there are Steelseries with more than 150 

employees who develops gaming equipment as keyboards, headphones, etc., to more than 75 countries. OK has 

more than 6500 gas stations around Denmark and delivers gas and oil to businesses and private citizens. Other 

examples goes with the car manufacturer Toyota and Siemens Wind Power. 

 These four examples illustrates the variety among the customers who Inspari has delivered their service 

to. It also show the size of companies that Inspari are taking on. Inspari is able to take on these types of different 

customers, as their employees have a diverse industrial expertise and working in cross-functional teams that 

supports each other. For instance when customers have a more retail based business model, Inspari has 

Figure 16: The Business Model Canvas 
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employees who are experts on these type of customers and what is developing in their sphere. However, Inspari 

is not limited by new industries but can undertake new types of clients, as their core business is centered on 

business intelligence solution and developing data driven organizations.  

5.1.1.2 Value proposition 

Inspari delivers value through their consultancy work. They work closely with customers to develop and 

implement the right tools to understand the customer's data. This is called 360° business intelligence. “The value 

propositions that we go out with is that we create transparency in the market and in data. We help making sure 

that our customer can make better decisions based on data and people. And on top of this lies the ability to break 

down silos… much of what we collide with is silo thinking with accounting on its own, sales own its own etc. 

What we do is that we help systemize data and we make the good stories visible and help break down the silos so 

transparence is created across the organization” (Høgsted & Simonsen, 2017, 53:55). 

At Inspari, business intelligence is built around four central gains, which the customers should 

experience one or more of when working with Inspari. These four gains are 1) increase the company’s 

performance, 2) make better decisions with fewer resources, 3) control the company’s growth and 4) reduce 

costs (Inspari, 2017c). Inspari offers to conduct an analysis of the customer’s business and in this way makes, the 

business intelligence solution support their specific strategic goals. The business intelligence solution usually 

offers the implementation of a tool with a front-end and teaches the user to understand and work with the data 

(Høgsted & Simonsen, 2017). “Before we had a branch of self developed systems in excel, which tooks tons of 

time to make ajour and consolidate. With Adaptive Planning we have aligned our process and saved a lot of 

hours with employees and not at least me when we do budgeting and forecasting” says economic director Henrik 

Jørgensen at Toyota (Inspari, 2017b). The consultants are crucial in the value delivering, as it is their task to 

understand their customer’s requirement and tailor the tools into a system that the customers can apply on their 

data. 

5.1.1.3 Channels 

Inspari has built a business development division with the purpose of creating awareness and pursuing leads of 

potential customers. This division actively tries to engage potential customers through canvas calling, 

networking, and conferences and will try to encourage the customers to learn more about the opportunities in 

data usage. Furthermore, it is common that the key technology partners organizes conferences, which Inspari 

utilizes to develop leads (Høgsted & Simonsen, 2017). 

As explained by Høgsted and Simonsen (2017, 03:30): “Marketing creates leads through events … an 
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example of an event could be a conference. So what is happening is marketing generate a lot of leads and then 

passes them onto to sales”. Then once sales has landed a deal then the consultant will finally land the contract 

with a client and start the work. Inspari also has a website to offer their services through. The service provision 

will often be conducted at the client's facility to gain a closer idea of the service needed. Additionally, Inspari 

will often conduct a series of activities such as interviews and workshops to gain insight on how to implement 

the right data treatment tools (Inspari, 2017d). Though there is no formalized way of delivering the service as 

both e-mails and phone are a common part of the work. The service will be tailored according to each client. 

5.1.1.4 Customer relationships 

Generally, Inspari delivers a service that leads to returning customers. The customers’ businesses develop, thus 

they have a need to update themselves, which will create a new need for data solutions and making Inspari 

relevant again. Generally, the service is based on one to one relations (Høgsted & Simonsen, 2017). The 

customer relationship is highly based on the individual consultant, as the relation to the customer is personal and 

rather unique. Therefore, it takes time to replicate, and for this reason the consultants’ relation to the clients are 

an important asset (former employee, 2017). It is quite natural that it is attached to the consultant as they spend 

most of their time with clients and thereby they become an important resource in maintaining a healthy 

relationship with customers and have those returning when new data solutions are needed (Høgsted & Simonsen, 

2017). The consultants also develop a high level of understanding of the sphere that the client is in, thus making 

future contracts more convenient as the ties have been strengthened and knowledge will transfer easily. 

Additionally, the quality of the consultant and their knowledge of the customer’s industry will also create a 

higher degree of loyalty and a better service. 

5.1.1.5 Revenue streams 

Inspari’s revenue stream is built upon contracts with clients that have to be fulfilled. The contracts have a 

number of hours, which the consultant is required to work on a case, which is referred to as billable hours. These 

are the revenue earned by Inspari. Billable hours are a strong factor in the performance culture that Inspari has 

built up. These will generally be ranked above anything else (Høgsted & Simonsen, 2017). 

However, Inspari’s pricing system is based on selling an intangible service. The price is built upon cost 

of a given consultant pr. hour and hours spent on the case by simply multiplying these factors (former employee, 

2017). Thereby, the price is based on the size of the project thus the marginal cost of another hour or consultant 

will determine the price. The consultants are priced differently as they have different competencies. For instance 

a consultant with unique capabilities will have a higher price to hire on a project, thereby the implementation of 
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projects will have different results in pricing.  The cost is based on a transaction and not a subscription, as the 

client will receive an estimate of the project with resources and hours, which is a onetime transaction.  

5.1.1.6 Key resources 

The key resources that are necessary to create value for the customers and enables Inspari to deliver services, 

resides within their employees and human resources. The employees are generally a key asset in the service 

industry and the same goes for Inspari. The human resources are the foundation for creativity and an extensive 

knowledge pool.  In accordance with service provision, the employees’ involvement in the process begins with 

creating leads with customers and converting them to sales. Further, the tailoring of the service depends on the 

customer, but Inspari will use the matrix structure to allocate employees with the right skillset to deliver the 

value. In Inspari they have several experts in various industries, coding and algorithm to project managers 

(Høgsted & Simonsen, 2017), which all are of high importance for value creation thus emphasizing the 

importance of human resources.    

It requires a high cognitive understanding by the employees to work across disciplines and coordination 

among the different employee groups, as they have to understand both the technicality of coding, the customer 

industry and categorizing data. Therefore, knowledge is also found to be a very important resource. As discussed 

in the theoretical section, knowledge goes beyond the sum of the individual knowledge. This also includes the 

aggregation of the systems and processes. Knowledge in the case of Inspari is highly dependant on the 

interaction among employees and thereby the culture.  

“From the beginning we have tried to implement it into the organization that people share knowledge. 

… it has become a natural thing to do. If Kasper [VP of R&D] knows something and I know something and we 

add this knowledge up then it should be 2+2 equals 5 because of the synergies. So I should improve Kasper and 

Kasper should improve me. That’s the whole principle” (Høgsted & Simonsen, 2017, 25:30). This quote 

illustrates that the key is making people work together and thereby create synergies of knowledge through their 

systems and human resources. Furthermore, the knowledge of Inspari is build upon the intellectual resources in 

form of business intelligence tools, which is acquired through their partners and suppliers. The expertise in these 

tools and understanding of customers are what allows Inspari to conduct their business. 

5.1.1.7 Key activities 

The activities conducted by Inspari varies after the customer’s need. Some projects have a focus on 

implementation of business intelligence tools, while others have a more consultant-based aspect of making the 

current business intelligence systems work better (Høgsted & Simonsen, 2017). However, Inspari organizes 
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sessions and workshop to gather Intel and screen the customer for which data are necessary. This is done to 

facilitate the implementation of the correct system, challenge the status quo and offer some basic introduction to 

the customer to learn the business intelligence tool if needed. Inspari seeks to create a business case for their 

customers through the business analysis. The purpose of the analysis is to offer a concrete proposal and 

concepts, which can translate data into valuable knowledge. Among this transformation Inspari helps the 

customer to integrate data among different source systems and platforms. It allows for a cleansing of “waste 

data” (Inspari, 2017e) and implementing automatization of data processes, which decreases the risk for mistakes. 

Additionally, they have also a range of people, who are able to code the different programs, thus allowing to 

support specific customer needs if they have to create a specific dataset. 

5.1.1.8 Partner network 

With regards to the most important players in the partner network Inspari does not have any strategic 

partnerships in terms horizontal collaborations (Høgsted & Simonsen, 2017). However, they have collaborative 

agreements (both informal and formal) with suppliers also called technology partners and customers in different 

dimensions of their business, and thus have vertical relationships. The main aspect is the technology partners 

delivering the business intelligence tools, which Inspari implements into customer organization. Therefore, it is 

of high importance that Inspari’s employees have updated knowledge on what trends and products are being 

produced. Inspari uses the suppliers to gain firsthand understanding by sending employees to the conferences to 

develop the understanding and knowledge around the technology. Inspari has previously collaborated with their 

technology partners on implementation of concrete projects as the partner provided resources to support Inspari 

(former employee, 2017). The implementation is of interest to the technology partner, as they have a mutual 

interest in a successful implementation both increasing their image and potential future sales. 

 However, for the standard transactions Inspari buys licenses, which they implement into the customers’ 

organizations. On the customer site, Inspari also has a diverse type of relations. The customers are both the 

source of revenue but also has an important aspect of being a source of new inputs. Customers often gives new 

inputs and perspective on the reality, thus forcing Inspari to see their services and product in another light. 

Additionally, Inspari has developed a strong relation with several customers who they will contact if they want 

to develop or test certain new innovative thoughts (Høgsted & Simonsen, 2017). This means that some of the 

customers have a lead user position in supporting the knowledge and innovative approach of Inspari (Von 

Hippel, 1986). 
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5.1.1.9 Cost structure 

The cost structure of Inspari is heavily reliant on human resources as the nature of their service is built around 

human resources, meaning mainly salaries and wages. This is mainly a fixed cost, as there only exist few bonus 

schemes in Inspari. Inspari also have some costs related to education of employees such as sending people on 

conferences and sending people on training courses. As explained by Høgsted and Simonsen (2017, 21:50).“We 

use a lot of money on that [Sending people on conference] all of our suppliers have conferences” 

 On the marginal cost side is the acquisition of licenses and intellectual property rights so Inspari can use 

the business intelligence systems. However, this cost is linear following the amount customers. Inspari will only 

invest in licenses as long as a customer is buying a software and implementation from Inspari. 

 

5.1.2 VRIN 

The sections below aim to analyze the resources of Inspari through the VRIN-model. Therefore, the four 

elements of the model will be analyzed in turn in the coming sections. 

5.1.2.1 Valuable 

It is clear from the walk through of the Business Model Canvas that there is a huge reliance on human capital. 

The human capital is relevant in multiple aspects. It is relevant in building relationships with customers and to 

establish the right ties. Ties where the employees of Inspari can take the inputs and tailor the right service for the 

customer. It is also clear from the cost structure that the most important resources to treat are the human 

resources, as it is the biggest expense. It takes 6 month before an employee is worth his wage in Inspari, thus it is 

important to maintain current employees as experience and customer relations are of high value (Høgsted, 

2017b) 

Inspari actively invests in their human resources to develop their competencies and knowledge further. 

Inspari has allocated a portion of money to develop skills and previously trainings has been conducted in 

different skills such as project management (former employee, 2017). Because of the consultants significant role 

it is highly important that their skills are kept up to date in order to keep their value or increase it. However, due 

to the high focus on billable hours in Inspari, there has not been allocated a lot of time for these activities that 

could enhance the skill composition and give Inspari new capabilities (former employee, 2017).  

The skill composition of the consultant decides the quality of the value proposition, as the consultant 

must both understand the desired software, how to make it relevant for customer and further successfully select 

the relevant data.   
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Thereby, the human resources develop value for the organization in multiple layers by having the scope 

on how to create a competitive advantage through the VRIN-model and the resources within the company. Thus, 

the sourcing of new human resources are important for Inspari and the HR departments play a relevant position 

in this sphere. Currently, Inspari has a strong HR department (Høgsted & Simonsen, 2017), which supports the 

utilization of the human capital. The HR department has a series of tests and will from them derive some 

perspectives for the consultants to understand their own flaws and strengths, which can help them in treating the 

customer and maximizing value. 

To sum up, the value comes from the consultants being able to conduct valuable activities by 

understanding the customers, implementing the right business intelligence service, which will then lead to 

revenue. The preexisting knowledge of the consultants and their collaboration with vertical partners is an 

important aspect for researching the environment. In this way, the company can implement the inputs to develop 

solutions and new knowledge. 

5.1.2.2 Rare 

The analysis of how scarce the human capital is, is a relative complex one. Humans in themselves are not a 

scarce resource, though finding the quality and competent people to hire is. There is a high demand compared to 

the supply for competent workers in this industry on the Danish market (Blichert, 2015). Thereby, it raises some 

barriers for entry of competitors, as it is a challenge to acquire the right workers. Furthermore, the right skill 

composition of the consultants gives value through synergies thus creating even more value “... we add this 

knowledge up then it should be 2+2 equals 5 because of the synergies” (Høgsted & Simonsen, 2017, 25:30). 

Thereby, by having the right consultants with a certain skill set being combined with other consultants is 

something that can generate value but is of scarcity due to the number of resources available for the industry in 

Denmark.  

The human resources gain additional value by their interaction with knowledge sharing and developing a 

culture that is deemed as unique (former employee, 2017). The culture has a huge impact on the willingness of 

the employees to contribute with delivering more hours than what is required from their contract and the team 

spirit was found to be one of a kind (former employee, 2017). The culture has created a community, where 

people have a high interest in investing a lot of time even with a low compensation degree based on wage 

(Høgsted & Simonsen, 2017; former employee, 2017). Thereby, the human resources become rare, as it is not a 

culture that is seen in a common workplace (former employee, 2017). 
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5.1.2.3 Imperfect imitability 

When asked about the ease of replicability concerning their business, the management of Inspari answered: “It is 

both very hard and very easy to replicate” (Høgsted & Simonsen, 2017, 1:02:50). This is the case, since their 

services are not patented or have any major obstacles to obtain the same market position as Inspari.  

 However, it is very hard, if not close to impossible; to replicate the knowledge, customer relations and 

culture that has been created within the organization throughout the last ten years. It has given the organization 

an intrinsic social complexity, as it is so highly dependent on its human resources. It creates value for customers 

and continues to be valuable through several of processes such as sourcing knowledge, development and service 

delivery.  

A lot of this knowledge is tacit and thus close to impossible to transfer. A former employee (2017) 

pointed out that a customer relation can never be fully replicated, as there is a history. This creates a barrier for 

competitors, as they cannot imitate the human resources fully.  

The technology partners that supplies business intelligence software is not solely for Inspari, meaning 

that everyone can obtain the same partners. However, the relation can be different which can open different 

opportunities in business development. Nevertheless, due to the dependency on human interaction it is close to 

impossible to imitate routines and processes, as many different aspects in the organizational setting comes into 

play. 

Summing up, the human resources of Inspari are interdependent to other resources, both human and 

organizational resources, through co-specialization. They activate synergies thus giving additional value to the 

company, which are unreachable by simply transferring for instance a consultant and even hard to imitate by 

adapting the same routines and processes. 

5.1.2.4 Non-substitutable 

While the human resources are imperfectly imitable, they are not impossible to substitute for a competitor with a 

bundle of similar or different resources, who is pursuing an equivalent strategy. Potentially, another company 

could reach the same position as Inspari intends to do without having the same process and capital. Other 

competitors can acquire the same software and send their employees to the same supplier conferences, which is a 

huge foundation for Inspari’s service delivery. Thereby, it is possible for competitors to position them into 

exactly in the same position, though the relations developed, internal processes, culture and routines will is not 

realistically be possible to replicate.  

However, they can be substituted by knowledge and skills that can deliver value perceived close, alike or 

better than Inspari’s. Additionally, some clients might prefer other qualities, relations or implementation 
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strategies, thus giving a differentiated service. Hence, concluding that Inspari cannot sustain a competitive 

advantage solely by their current human resources, as they can be substituted for resources that can develop an 

alike service proposition. 

5.1.3 Part conclusion 

 

5.2 Collaboration 

This section on the collaboration aims to answer the following sub-question: How should the focal company 

utilize collaboration with external actors in order to support the implementation of R&D? This is done by 

starting off with an analysis of the types of collaboration, which Inspari engages in and chooses not to engage in. 

Next, an analysis is made of Inspari’s most important external partners, focusing especially on their suppliers 

and their customers. 

 

5.2.1 Types of collaboration 

Even though the sub-question is focused on external actors, it is important to emphasize that Inspari also has 

deselected collaborations with external partners in some areas. Naturally, the sources of innovation does not only 
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come the external environment but the firm's internal sources play a role as well. Examples are the ideas 

generated internally in the divisions of marketing and sales (Høgsted & Simonsen, 2017). 

As described by Schilling (2013), there are clear advantages of keeping the sources of innovations 

internally. These include the in-house availability of capabilities, protecting proprietary technologies, controlling 

technology development and its use, and building and renewing capabilities. 

A concrete example of this is that Inspari deliberately has chosen not to engage in horizontal strategic alliances 

when it comes to R&D related activities. As explained by Høgsted and Simonsen (2017, 1:11:20): “Creating 

alliances is difficult, because there is a high degree of ‘What is in it for me’-thinking for both parties. And 

especially when we are operating within the consultancy business where it really has to generate some money. 

Then you need to make sure that you set aside enough sales and marketing resources, and that there are weekly 

meeting, perhaps even with meetings several times a week in order to remind each other of the sales pipeline, 

making sure that there are the right competencies and that your product are being prioritized etc.” 

This implies that to a certain extend, Inspari is cautious in relation to establishing partnerships or 

alliances with other firms, as it seem that there is too big a chance that it will result in a win/lose situation. It 

could also stem from more of a cost-benefit concern. The thought being that the cost and risk of maintaining a 

collaboration are high compared to the potential benefits. Furthermore, this also indicates that when looking 

from a theoretical perspective, Inspari misses out on the potential benefit that alliances can create. It can enable 

partners to learn from each other and also develop new competencies, as well as harvesting the benefits of 

capability complementation and capability transfer (Schilling, 2013). 

It is, however, worth noting that partnerships exists on a more vertical level, as Inspari engages in 

corporations with their suppliers and customers, which will also be analysed in later sections. Though, they are 

not currently engaged in any formalized horizontal collaborations concerning innovation. Therefore, it is 

important to distinguish between the horizontal and vertical collaborations in which Inspari participates in. 

However, It is also highly relevant to note that Inspari is not completely rejecting the possibility that a 

strategic alliance with respect to R&D will one day take place. As Høgsted and Simonsen (2017, 1:11:55) state: 

“Where we are seeking partners, besides our technological partners [their suppliers], is for instance if we are 

venturing into some technology, which we have no knowledge about. It could for instance be Bluetooth or if we 

found out that we had to make a gadget [where they lack knowledge themselves]. Then whom could we 

collaborate with? But it is not something we have done yet”. It can be argued though that this approach is in 

many ways based on a win/lose mentality, where there is a larger focus on what can be gained from the alliance 

than how the alliance can provide mutual benefits. 

One type of collaboration, which is used by Inspari to utilize collaboration with external actors to 
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support the implementation of R&D, is the one of licensing from technical partners. This is a strategy used in 

great extension by Inspari, as the company license-in software from their suppliers. The advantage of this is that 

the licensing-in of technology offers a much faster way of gaining access to new technologies that is much lower 

in cost than it would be for Inspari to develop these technologies themselves. Licensing-in offers the advantage 

that Inspari can capitalize on their suppliers immense amount of knowledge with respect to the software that they 

are delivering, using this as the first building blocks in their interactions with their own customers. However, the 

use of licensing also means a reduced amount of control for Inspari, since all changes made by the owners of the 

technology affects Inspari and how they sell their solutions to their customers. As stated by Høgsted and 

Simonsen (2017, 1:16:00): “If they [the suppliers] add a new button or feature in their application, then we need 

to react to that. It is there and the user can click on it. What is the thought behind it and how do we get the 

customer to appreciate it”. 

 

5.2.2 Governance and participation 

When analyzing the types of collaboration utilized by Inspari, another relevant perspective comes from Pisano 

and Verganti (2008). As described in the theory section, their framework provides four archetypes of 

collaboration based on the levels of governance and openness in terms of participation. Analyzing Inspari, it 

becomes clear that Inspari is primarily using the quadrant labeled Innovation Community. This can be concluded 

since Inspari takes part in several online communities, where knowledge and ideas can be shared by anyone who 

would like to participate. An example of this is Microsoft’s online community. As explained by Høgsted and 

Simonsen (2017, 1:15:00): “The conferences are a lot about show and tell but way underneath this are the 

communities. Here you have the possibility to upload something and say: ‘Hey, I have made some awesome’… 

These communities are external and you can just connect to them”. Therefore, the online communities are 

closely linked to broadcast search, as this gives Inspari the opportunity to broadcast findings, problems or 

challenges and learn from their peers. 

When analyzing these communities and their potential influence, it is important to keep in mind, they are 

meant to improve. Naturally, there is a distinction between collaborations revolving around smaller incremental 

changes and larger and more radical projects. These communities are by Inspari seen as supportive tools for the 

consultants to utilize smaller incremental changes, which are carried out in the ordinary workday, informally 

with little coordination between the employees. 

Moreover, as the purpose of these communities are often to communicate with one’s peers about 

relevant professional problems, the governance is flat and the participation is open. This fits with the analysis 
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made on the fact that Inspari engages in no horizontal strategic alliances when it comes to collaboration. This 

would instead serve as evidence for more closed modes of participation. Furthermore, in accordance with the 

framework made by Pisano and Verganti (2008), the collaboration mode of the Innovation Mall is not present, as 

no hierarchal relations exist where Inspari posts the problems they face and reward the people with the best 

answers. 

The fact that Inspari is using the quadrant labeled Innovation Community gives the company certain 

advantages. One advantage comes from Inspari receiving a large number of ideas from various domains, which 

might be beyond their realm of experience or knowledge. Another advantage comes from the fact that Inspari in 

this way shares the burden of innovation, as problems and challenges can be discussed in an open forum. 

On the other hand, using the quadrant of the Innovation Community also results in challenges. One 

challenge is to attract the right amount of ideas and solutions and find a systematic way of screening them. 

Another comes from getting contributors to provide solutions, which are in fact helpful with respect to the 

problem at hand. This further implies, the Innovation Communities are used in a manner, which allows them to 

compensate for gaps in the existing knowledge, which cannot be found elsewhere (Høgsted & Simonsen, 2017). 

In addition to the advantages and challenges mentioned above, it is also worth analyzing the enablers in 

place within Inspari, which help facilitate the optimal utilization of the collaboration. Four of the most important 

enablers are 1) the capabilities  to 

test and screen solutions for  low 

cost, 2) engaging on platforms that 

allow parties to contribute easily, 3) 

problems that are simple to provide 

a solution to, and 4) processes and 

rules that drive parties to work 

together. 

 While these enablers seems 

to be present at some level, it is 

highly interesting that even though no formal guidelines and procedures exist on best practices on how to do 

utilize these enablers, the skills required exists throughout the organization. This implies that a formal structure 

of collaboration for these communities has not been essential to the output provided by it. To sum up, four key 

benefits were discovered during the analysis and highlighted in figure 17. 

 

Figure 17: Key benefits for Inspari in relation to communities 
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5.2.3 Vertical partners 

The following section will concern the collaborations with the most important external partners, namely the 

suppliers and the external partners.  

5.2.3.1 Suppliers 

Inspari’s suppliers constitute a wide spectrum of companies. However, in this section the focus will be on the 

suppliers responsible for delivering the software, which Inspari license-in and then use to sell to their own 

customers. Some of the most important of these include Tableau, Qlik, Microsoft and Alteryx. One of the most 

interesting aspects of the collaboration with the suppliers is that events are held where Inspari participates. As 

explained by Høgsted and Simonsen (2017, 21:50): “All our suppliers hosts these big conferences and some also 

have some smaller conferences in Denmark. But the big conferences, which are close to where the suppliers live, 

for Microsoft it is typically in Seattle, are quite important for us because here all the most significant people 

come. They just have to drive from Redmond to Seattle, which takes 20 min. And then they are present. On the 

other hand if it is in Denmark, then maybe it is someone from Microsoft Denmark but they are not the ones who 

have coded it. And this is the same with Qlik view and Tableau etc.”. This clearly implies that Inspari’s suppliers 

serve as an important source of knowledge and that they in many ways help create the foundation for the 

innovations taking place. 

However, as stated by Høgsted and Simonsen (2017, 1:14:40), it is not the responsibility of the suppliers 

to help Inspari on how to utilize the software to create the desired innovations. “It is our responsibility to figure 

out what we use it [the license] for. What lies around for instance Qlik, Tableau and Microsoft are a lot of 

communities”. This again points towards the fact that Inspari’s suppliers help create the foundation for their 

innovations but at the same time that they take no active part in helping Inspari in making concrete suggestions 

on the subject. Therefore, Inspari cannot solely rely on these external partners if they want to secure inputs that 

are more specific, when it comes to their innovations. 

In this context it is, however, worth mentioning that even though Inspari’s suppliers do not have the 

responsibility to help Inspari create the innovations, they still have a general interest in Inspari successfully 

implementing their software. An example of this comes from a former employee (2017), who brings up an 

example, which includes a collaboration with Microsoft. At the time the person worked in Inspari, a new project 

was launched with a company working with facility management. Microsoft was the partner and the technology 

used was brand new. As a consequence of this Inspari had only three people, who were certified in using it. 

However, these people also had many other tasks and therefore they were often unavailable. Due to bad 

planning, Microsoft themselves had to support with resources. This was not an ideal situation, yet it shows how 
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Figure 18: Key benefits for Inspari in relation to communities and 

suppliers 

 

the suppliers of Inspari can contribute to making a project successful if necessary. The supplier and Inspari have 

a mutual interest in a successful implementation as it will affect their image and enhance sales in the future. 

Therefore, it is also important for suppliers that Inspari knows how to handle the solutions. This gives Inspari a 

position like a lead user at least in the Danish market as they are one of the larger providers of business 

intelligence. To sum up, four key benefits were discovered during the analysis of the suppliers and highlighted in 

figure 18.  

 

5.2.3.2 Customers 

Inspari to a large degree engages 

with their customers to provide 

the optimal solutions. Thus, there 

is a high degree of co-creation 

between Inspari and their 

customers. This is in a sense 

natural as the customers provide 

the data needed for the solutions 

to be successful in the first place. Hence, there is a customer centric approach, where Inspari goes to great 

lengths to ensure a tailored solution to the customer.  Høgsted and Simonsen (2017, 34:30) also highlight the 

importance of the customer, who state: “When sales have sold something and our consultants come out and on-

signs, then they can easily have some sort of concrete solution they have to make. This is typically what is sold. 

But they are sitting with the customer, they speak with the customer and the understand the customer’s needs. 

And then some things emerge. That can be anything from let us say that you are sitting and making some kind of 

analysis and then the customer says: ‘If only we had this number, then we could benchmark against this or if we 

had this data set then we could do that’. And then some consultant says: ‘We could probably make that’”. 

This implies that the customers play a central role in relation to the outcome of Inspari’s solutions and 

that they serve as a source of inspiration when it comes to innovation. Furthermore, it is worth noting that Inspari 

not only uses the inputs from the customer to deliver the solutions but that ideas from customers can also be used 

to make new concepts, which can be applied to other cases. This is also explained by Høgsted and Simonsen 

(2017, 35:00): “Then maybe we conceptualize this [the solution made to the focal customer], and can go out and 

sell it again”. In this way, the knowledge and ideas coming from a single customer can lead to innovations that 

are more widespread. 



Page 77 of 124 

 

Relating this to the innovation paradigms (Chesbrough, 2003) described in the section 3.2.1, this 

indicates that Inspari has is not located within the closed innovation paradigm, where specialized knowledge and 

innovation were mainly being regarded something meant to originate from as internal affairs. However, as 

described by Chesbrough (2003), the other end of the spectrum is the paradigm of open innovation, whereas the 

definition implies: ‘companies make use of external ideas and technologies in their own business, while letting 

their own unused ideas be used by others, typically but not only through out-licensing’. Looking at this 

definition, Inspari might make use of external ideas but cannot be said to let their unused ideas be used by others. 

Therefore, Inspari’s method of gaining access to knowledge from their external environment is better described 

as co-creation than open innovation. 

In extension to the analysis above, the next step is the perspective of user innovation (Von Hippel, 

2005). The theory describes that several successful innovation have in part been done by using lead users, who 

are characterized by being ahead in terms of customer needs and by having high expectations with respect to the 

benefits of the innovation. Inspari actively uses this form of lead users. As described by Høgsted and Simonsen 

(2017, 35:10): “At other times we are sitting here and we get an idea, and we go out to some of our customers. 

After all we have around 350 active customers. And we have some really good customers, who want to 

participate and who want to try new things. So if we are thinking about developing this or that new thing or idea, 

then we know that if we get these three customers on board, and they think that it is a good idea, then we can go 

home and develop something”. Thus, it can be concluded that Inspari tries to identify the customers who are at 

the forefront in terms of general customer needs, which has the potential to generate great value. 

Furthermore, to test the market and its potential in depth, Inspari uses pretotyping. As stated by Høgsted 

and Simonsen (2017, 33:15): “In the world of consultancy it is much about pretotyping. We are able to sell a 

solution without in fact having it. By this I mean that if we can create a need in the market for something that we 

do not have, then we are doing really well and then we have to go out and deliver what we have promised”. This 

provides an example that with respect the company’s collaboration, there is a strong focus on the “fail-fast” 

philosophy in which Inspari does not invest time in developing ideas unless there is a certain market for them. 

Therefore, they are using clients to test if an idea has any potential to generate value for a customer. The 

philosophy eliminates waste of both Inspari and clients, as projects are quickly shut down if they are not proving 

to develop value. This is why it is important to have reliable clients where pretotypes can be tested. From a profit 

point of view, the “fail-fast” philosophy of course makes sense. However, the risk is that potentially long-term 

valuable ideas and innovations are killed off too quickly if they do not prove adaptable. Therefore, 

considerations must be in order concerning the relation between performance culture on one site, and the 

potential stream of revenue, which comes from more long-term radical innovations on the other side. Summing 
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Figure 19: Key benefits for Inspari in relation to communities, suppliers 

and customers 

up, four key benefits are found in relation to the customers. These are illustrated in figure 19. 

 

 

 

 

 

 

 

 

 

 

 

 

 

5.2.4 Part conclusion 
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5.3 Internationalization 

As described in Chapter 4 Inspari is currently developing and investing in venturing abroad, thus some 

considerations must be made to obtain a well-structured internationalization to support the R&D efforts. This 

section will deal with the sub-question: “How should the focal company utilize the internationalization aspects 

in order to support the implementation of R&D?”, as it will look into challenges and dilemmas presented by 

Von Zedtwitz et al. (2004). Systematically, it will, go through the challenges while some of the dilemmas will be 

introduced under these challenges. This will generate further insights, which must be considered in the overall 

discussion on what value a R&D structure creates and how the R&D structure should be implemented. 

 

5.3.1. Challenges of internationalization in R&D 

5.3.1.1 Function to integration 

The R&D of Inspari has mainly been based on incremental efforts, as it has been developed based on current 

customer needs (Høgsted & Simonsen, 2017). These efforts have only been developed within Denmark without 

consideration for external markets. This had several advantages for where Inspari was at the time. They could 

easily develop specific offerings by utilizing their human resources in a smaller setting. However, Inspari felt a 

limitation to growth and decided to include divisions abroad into the organization (Høgsted & Simonsen, 2017). 

Von Zedtwitz et al. (2004) elaborates that R&D as a function has become more project oriented as opposed to 

earlier, where these were separate corporate functions. Inspari also follows this trend by working in matrix teams 

and having the R&D office purchasing people from the organization into its R&D efforts. Thus, utilizing 

specialized people and developing a more holistic and optimal solution by selecting the most appropriate people 

from the organization.  

The international aspect of going from function to integration for Inspari stems from integrating the sales 

office in Norway and the international development office in Romania into the rest of the organization on equal 

terms. 

Thereby, the two offices are equal with the Danish divisions and will have the same type assignments. 

However, the Romanian office will have more focus on the back-end development as the front-end needs a 

closer alignment with customer needs (Høgsted & Simonsen, 2017). The project manager in this regards 

becomes an entrepreneur, which has to see the broad picture and distribute tasks. The manager must be able to 

consider R&D, implementation and the design related to the business structures and processes.  

An example of one of Inspari’s processes is the usual meeting with client at the beginning of a sales 
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process. Hereby everyone, including the technical people, on the case meets with the client (Høgsted & 

Simonsen, 2017). This is a practical challenge, as it requires a lot of traveling, especially for the Romanian office 

if they are to attend these meeting physically. However, it is important to have the cross-disciplinary integration 

when developing new solutions. This gives a challenge to Inspari when integrating the new international 

departments into the projects. The divisions abroad are implemented equally into the matrix structure, providing 

an opportunity to spread knowledge across countries. 

By having the international departments working together with the Danish divisions, Inspari gets a 

tighter control. Thus, avoiding some of the challenge that risky projects can have. It gives a more transparent 

organization and breaks the silos of isolation. However, some projects will demand a higher need for localization 

to a focal market, thus challenging the global matrix team solution as different markets can have different needs. 

5.3.1.2 Close to centers of technology creation and application knowledge 

For Inspari to get close to centers of technology and hubs for different specialization, the internationalization 

provides an opportunity. Just as the case with sending consultants abroad to go to the top conferences in the 

supplier's’ network to gain qualified knowledge, it allows Inspari to tap into new networks.  

Romania has become one of the most attractive markets in Europe for technology investments and 

outsourcing, as a large and highly skilled workforce exists here within IT (TeamFound, 2017). There has been an 

increase in graduates within IT and many of the big companies such as Oracle and Microsoft have invested here 

to capture value (Høgsted & Simonsen, 2017). This makes Romania an interesting center. Inspari can find the 

additional human resources required to meet the increasing demand and further gain new competencies and tap 

into local networks and communities, which can feed the innovativeness.  

Furthermore, the Norwegian market is chosen on the basis expressed by the top management “We have a 

lot of knowledge generated and we have a strong believe that we can utilize it elsewhere in the world … we are 

not creating a copy of what we have in Denmark. We are creating an office that can sell all the knowledge and 

the value proposition, we have generated, in the Norwegian market.” (Høgsted & Simonsen, 2017, 1:23:00) 

Thus, the basis of the Norwegian market is that it is similar to the Danish market and existing knowledge is 

found to be applicable. The Norwegian market is also an opportunity for Inspari to gain experience from new 

industries, which can further enhance the knowledge and competencies of workers and be included in R&D. 

5.3.1.3 Integration of R&D units into global networks 

There has been an increase in the incorporates global stimuli in R&D and the responsiveness needed locally 

(Von Zedtwitz et al., 2004). This has resulted in companies building internal complexity and flexibility to deal 
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with challenges derived from technological evolution, changes in the industry and new economic trends. Inspari 

still has not implemented or strived to reach this level of internationalization, as only a sales office in Norway 

and international development in Bucharest, Romania, is being implemented. The integration of these are not 

based on merger or acquisition but expanding abroad from the home base. Von Zedtwitz et al. (2004) warns 

against the not-invented-here syndrome, which describes reasons for inefficient exchange of information and 

knowledge between units.  

 At Inspari, they have previously worked with this type of challenge. As stated by Høgsted and Simonsen 

(2017, 18:40) “We have the advantage that we have two offices and we have always had that. Aarhus and 

København, so we have always sent many assignments back and forth. And I think this means that we have 

grown up with it is natural to get help from the other [division]. So that is clearly one way to do it”. The nature 

of the matrix structure also constitutes a great framework, as it erodes some of the mentality of belonging to one 

division. Additionally, the divisions abroad will be invited on boarding programs in Denmark, competence days 

and the social events taking place at the headquarters (Høgsted & Simonsen, 2017).  

A relevant dilemma here is the local vs. global (Von Zedtwitz et al., 2004), as the local aspect allows 

Inspari to have diverse ideas adapted into the organization. However, with the matrix structure there is a stronger 

focus on the efficient utilization of the divisions and their competencies. The matrix structure also influences 

another of the dilemmas, namely how much autonomy should the divisions have. Global control reduces slack 

and the “reinvention of the wheel” but also constraints the local freedom and opportunities to pursue new ideas. 

The matrix structure therefore puts up a frame to utilize the resources in known business areas with the 

team leader but can limit the freedom of Romania and Norway in creative thinking. However, it can still prove a 

big challenge to fully integrate these due to the geographical distance, as some of these challenges already exists 

today among Aarhus and Hørsholm (former employee, 2017). Therefore, it is important to have a strong 

communication among the divisions to gain the maximum value from the new structure, as it is needed to 

overcome sociopolitical difference and organizational impediments. 

5.3.1.4 Establishing overlaying structures 

A key challenge for Inspari is to establish effective knowledge and technology transfer. International R&D faces 

the constraints of geographical distance decreasing the output of exchange, which is also recognized by a former 

employee (2017) of Inspari. The transnational process and project structure has to be given some conditions to 

meet this challenge.  

 The divisions abroad will be integrated into company’s social media Yammar and Skills Space (Høgsted 

& Simonsen, 2017), which can facilitate a stronger exchange of knowledge. The social media enables the people 
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to access others’ in another country or division. Thereby, giving access to the right experts or expertise shared 

through documents or files. The employees can search on specific keywords and for instance find documents 

generated on conferences or other relevant posts (former employee, 2017). 

However, there exist some challenges with the current system, as there is not a lot of organizational 

slack in Inspari (former employee, 2017), thus people have scarce time to support other consultants. This 

challenges the international supportiveness.   

Additionally, employees from the abroad divisions will not be a part of the everyday setting that exists in 

the Danish divisions, which still will be the larger ones. It is therefore a challenge to integrate the new divisions 

into the culture and have them attending friday meetings or listening to “go home meetings” where a lot of 

knowledge is also spread. Previously, Inspari has experienced the challenge of spreading the culture and 

knowledge among two division with a homogenous culture. Thus, they already have some expertise in the field. 

As an example Inspari has previously gone through a rapid transition when it went from 60-110 employees 

relatively fast (former employee, 2017). The managers at Inspari will therefore have to work with managing 

informal networks across the corporation and geographic boundaries to spread the culture and mindset of Inspari. 

5.3.1.5 Decentralized R&D processes and virtual innovation teams 

Four key determinators are decisive for the degree of decentralization (Von Zedtwitz et al., 2004). First the type 

of innovation, as for Inspari the divisions are meant to be a part of the everyday activities. Therefore, they will 

mainly contribute with rather incremental innovations when developing new solutions for customers unless 

called upon by the R&D office. The further distance can help source new inputs as the divisions have another 

environment. For instance, the Romanian division can incorporate another group of outside experts both through 

informal and formal ties and Norway another type of lead customers, which can be used for experimentation. 

These can support more radical innovations due to the fact that search is more distant. 

A second determinator is the nature of the projects, which in this case is mainly systemic. This is 

incorporated into the daily activity or serving customers and not based on developing new things for the sake of 

innovation (Høgsted & Simonsen, 2017).  

Thirdly, the mode of knowledge is both a combination of explicit and tacit as previously analyzed during 

the first sub-question. Some of the knowledge acquired cannot be transferred such as relations with the customer 

and understanding of their sphere. On the contrary, the knowledge of for instance how to use the software can be 

explained and learned by guides. 

The last determinator is the degree of resource bundling, which is found to be rather complementary as 

the new divisions are integrated into the matrix structure. Therefore, Inspari is relying on both ICT and travel as 
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a key to facilitate communication and coordination. Travel is though expensive and Inspari is generally skeptical 

of spending money without a clear return on investment (former employee, 2017). Therefore, some tacit 

knowledge can be problematic to transfer as the communication is at the core of knowledge transferring. 

5.3.1.6 Market and customer orientation in R&D 

The new divisions are included into the matrix structure, thus not separated from the current market and pull 

based customer orientation. However, it is obvious that the Norwegian sales division will have focus on this 

market, while the Romanian division mainly develops back-ends for the Danish and Norwegian market. Thus, it 

will not have a radical impact on the current orientations with the implementation of these new divisions. It is 

worth to note, that in the future Inspari can face a challenge. In an international environment, it is important to 

transform the knowledge into offerings that is aligned with the local demand. Thus, considering infrastructure, 

social factors, etc.. The Norwegian environment is, however, very aligned with the Danish in many of the 

relevant aspects such as wealth and spread of technology.  

Nevertheless, the internationalization aspect of Inspari is strongly affected by the current customers and 

to focus only on delivering the relevant solutions for current customers.  

5.3.1.7 Managing interfaces in R&D 

Von Zedtwitz et al. (2004) consider the mismatch between fundamental technological breakthroughs and also 

satisfying the current business. For Inspari the new divisions will mainly focus on the business aspects, thus not 

having a focus on breakthroughs as this is dealt with by the R&D office (Høgsted & Simonsen, 2017). This tend 

to create a time horizon, which is rather short. Inspari has a clear focus on current customers when developing 

business solutions. Thus stepping into one of the dilemmas (Von Zedtwitz et al., 2004) about planning with a 

long or short time horizon. Inspari has with the new specified R&D office tried to deal with the long-term aspect, 

and try to counter limitations to growth. The divisions are mainly expanding current business. This gives a focus 

on enhancing the current services and products rather than developing new knowledge with a more futuristic 

purpose. Of course, knowledge will arise as a natural consequence doing business in a new environment which 

can impact the longer term innovative aspects. 

However, radically new products are not the scope of the internationalization. Inspari has a strict focus 

on integrating knowledge into their business rather than developing new knowledge. The attitude of the R&D 

efforts at Inspari is illustrated by the quote of Høgsted and Simonsen (2017, 48:00) “I do not get money in the 

bank, by having Kasper [VP of R&D] starting four strategic projects and gets all the consultants to work on 

R&D. It does not give any money. That is an issue. Perhaps it will generate money on the long run, but before 
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that then we have to finance it until we can power whatever Kasper [VP of R&D] comes with”. Inspari has a 

strong focus billable hours (former employee, 2017; Høgsted & Simonsen, 2017) thus giving them a 

sophisticated controlling and performance measurement as billable hours always win.  

In general, the development process in Inspari is tight, as it has a strong focus on diminishing waste and 

costs which do not generate any revenue in return. Therefore, the cultural gap is tightly controlled with pressure 

on reducing time and costs. 

5.3.1.8 Processes in transnational R&D 

The processes of R&D is dependent on consultant's own effort in finding new information. The transnational 

aspect will be implemented through the matrix structure of Inspari. Thus, giving the managers and project 

leaders a challenge, especially across borders. The employees of Inspari are characterized as highly motivated 

people when it comes to working with data, “If you are a consultant or if you are a knowledge worker in general 

and you do not stay updated, then it does not take long before you lose your value. Your experience relatively 

quickly becomes obsolete” (Høgsted & Simonsen, 2017, 22:50). 

The consultants engage in knowledge creating activity that help them understand their clients and 

support implementation. This is for instance done by attending conferences, workshops with clients or talking 

with peers in their network. This newly researched activity and information gathered then has to be installed into 

the teams and organization. It is especially important to create and share files through the social media systems 

to enhance the transnational knowledge sharing. An example could be an update for a software. The consultant 

has to learn these by attending conferences, talking with peers or reading up on the modifications. The consultant 

then has to see it in a customer centric context as Inspari has a strong customer focus.  

Thereby, implementing it to get the optimal solution, which also provides new knowledge, which is also 

a part of the R&D efforts. Unlike other industries such as the pharmaceutical, Inspari does not have a formalized 

development process. Instead, Inspari is currently working highly fluid and autonomous in the sense that 

employees freely choose to engage in extra activity, knowledge creation and sharing (former employee, 2017). 

This is linked together with the incremental innovation going on in Inspari. It is based on customer interaction 

thus also considered rather practical in its approach. The more radical innovation is not as customer centric but is 

more project oriented through the R&D office. However, it works in the same way as seen with solving customer 

solution as the R&D office purchases internal consultants and can use their knowledge as a source to fuel the 

innovation effort. However, it is structured around the project managers and their management style in an 

international perspective as different cultures has to be managed while coping with hassles of travel and reduced 

communication quality at the same time. 
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5.3.1.9  ICT as an enabler of dispersed R&D 

As previously mentioned, communication is key in exchange of knowledge and the further development of 

products and services in international organizations. Therefore, it is important to facilitate the right information 

exchange due to the travel distance.  

FTF communication is important when it comes to dealing with cultural differences and the FTF contra 

ICT is recognized as one of the dilemmas (Von Zedtwitz et al., 2004). There are certain restrictions on the ICT 

as for instance mobility and communicational lacks. On the contrary, FTF is expensive and time consuming. It is 

relevant for Inspari to understand the knowledges’ level of tacitness that they have to transfer during the 

meetings. Inspari attempts to deal with this challenge and find the right mix of ICT and FTF by having everyone 

working on a project present at the first meeting with client and also facilitating some meetings throughout the 

year for various of reasons such as social and learning (Høgsted & Simonsen, 2017).  

However, as the divisions in Norway and Romania cannot be expected to be present in Denmark on a 

daily basis, the ICT becomes an important tool. Thankfully, skype, e-mails and shared databases are some of the 

things easing the challenge and sharing of more explicit knowledge. Furthermore, Inspari has implemented 

Yammar and Skill Space as social media intranet where knowledge can be shared. Though, there must be 

expected to be an introductory period before the divisions are fully up and running. The abroad divisions cannot 

be expected to have a personal relations with the current employees of Inspari, which is why Skill Space can be 

helpful, as the people's attributes are listed and ranked here. 

5.3.1.10  Managing knowledge and human resources 

The new divisions allow Inspari to tap into a new bundle of resources. Especially, accessing more employees 

allowing the company further growth as there has been a lack of qualified employees in Denmark (Høgsted & 

Simonsen, 2017). Therefore, especially the Romanian office will contribute with a scarce resource of IT workers 

who can develop the IT aspect. As previously mentioned the hub of IT graduates in Romania has increased, thus 

the Romanian division will be sited in an environment where informal networks can come into play. This will 

also give a new pool of knowledge to capture value from as the knowledge can be incorporated into the offerings 

of Inspari.  

However, the increase in diversity and sourceable knowledge can generate more innovation in Inspari. 

The challenge is to find the right information change processes as “ knowledge travels best with heads … but 

travel is expensive and time-consuming” (Von Zedtwitz et al., 2004, p. 11).  Time which could be spent on 

developing. Therefore, it is a challenge for the managing person to balance the use of ICT and the traveling. 

Another element is the fact that it is not easy to move people for a longer period. However, Inspari generally 
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consists of young people who have relativ few restriction on their movement (Høgsted & Simonsen, 2017), 

allowing for some movement of human resources. 

5.3.2 Part conclusion 

 

5.4 Organizational structure and learning 

This section on organizational structure and learning aims to address the sub-question: How should the focal 

company utilize the organizational structure in order to facilitate learning and the implementation of relevant 

innovative ideas throughout the organization? This is carried through by starting with an analysis of the general 

structure of the Inspari organization, with a focus on the organization’s matrix teams, the R&D structure and the 

organizational culture of Inspari. Next, the organizational learning is analyzed by focusing on local and distant 

search, dynamic capabilities and absorptive capacity. Finally, an analysis of their organizational life cycle is 

conducted to gain some perspective of the urgency of radical innovation. 

 

5.4.1 Organizational structure 

5.4.1.1Matrix structure 

As described in chapter 4, the employees of Inspari typically work in matrix teams. This is done because the 

completion of a solution typically requires people with different skillsets to come together and therefore the 

various functionalities across the organization in Inspari are put together. As explained by Høgsted and 
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Simonsen (2017, 13:10): “What happens in the boxes [the organizational divisions] are very dynamic… There is 

matrix structure especially on our deliveries, where you deliver on a project across the organization because a 

project often involves all the elements”. 

One of the advantages of the matrix structure is that it creates a flexible resource pool, where knowledge 

can be spread quickly and utilized in various ways. Thus, when an employee is needed from for instance 

operations, he or she can be accessed in a flexible manner and get located to the project where it is needed the 

most. In addition to this, the resources can be used at several projects at once. It allows for people’s skills to be 

used more efficiently and knowledge to be spread faster across the organization. However, juggling more 

projects at once naturally also have its disadvantages. Examples of this include that it is harder for the 

organization to schedule work and that employees might experience that different project leaders have different 

approaches. 

One of the larger disadvantages of the matrix structure comes from the fact that the matrix structure in 

respects invite to certain organizational conflicts. An example of this is that employees are referring to more 

managers, since they typically both have one or more project leaders, while at the same time having a leader 

from their organizational division. This is explained by Høgsted and Simonsen (2017, 41:40): “Let’s say that 

you have a project leader who sits in business and applications in one team, then you have a front-end 

consultant who sits in another team and then you have two back-end consultants. Now they go out to a customer 

a make something together. They are referring to four different team leaders. This is of course a challenge, 

because the team leader is responsible for the hours spent being billable and that they create value for the 

customer. However, the project leader also has responsibility because he is in charge of the project. But what if 

they are only booked on half time? Then these four people can be booked at four different projects at the same 

time”. Høgsted and Simonsen (2017, 42:35) further elaborate this on: “You have some staff responsibility and 

then there is some deliveries which needs to be made. And this clashes. Because who decides what and how do 

we handle challenges that comes along the way?”. 

This clearly shows that the matrix structure does indeed create certain challenges for Inspari. Therefore, 

the balance between the flexible resource pool and the organizational conflicts is important to keep in mind. 

There are naturally many aspects in this, but the most important one concerns if this structure helps with the 

facilitation of learning and the implementation of innovative ideas or not. Looking at the big picture, it seems the 

matrix structure does in fact improve the ability to learn and implement innovative solutions, as the ideas flow 

faster than they would have in a more functional structure. 

When analyzing the matrix structure’s influence on the organization’s ability to learn and implement 

innovative ideas, another aspect worth noting concerns resource allocation. As mentioned above one of the 
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advantages of the matrix structure is that employees can be allocated to various projects across the organizational 

chart. This is also relevant in relation to the different areas of expertise found within Inspari, as resources with 

expertise in for instance retail can be allocated to the most relevant projects. However, a common reality among 

companies using this structure is that the relevant human resources are often not available. Employees with 

certain skills might be in great demand and thus conflicts might arise between the different types of managers 

found within the matrix structure. 

Inspari is no exception to this challenge of the inability to access resources. A case example of this is the 

company’s collaborations with Microsoft, where Microsoft had to step in with additional resources to save the 

project. This example is also mentioned in section 5.2.3.1 on the collaboration with suppliers. As explained by a 

former employee (2017, 22:00): “This [that the technology could be adapted] required that we could dispose 

over certain resources that were educated in this system and there were only three of these in Inspari at that 

time… What happened halfway through the project was that we had a summer vacation and I had been around 

to all the resources who were on the project to make sure that when they came home from their summer 

vacation, they could keep on working on this project. It would fall to the ground if they could not. Then we get to 

the other site of the summer vacation and then some people just got some tasks here and there. That you…  make 

an immense effort to maintain people, especially those from Aarhus when you are working in Hørsholm, that 

was an impossible task to solve. We were so dependent on so few people”. 

This shows a noteworthy drawback when it comes to the organization’s ability to implement innovative 

ideas. Furthermore, this also serves as a criticism of Skill Space, which is Inspari’s platform for searching for 

competencies within the organization. As described in Chapter 4, this platform works by making a database of 

scores on specific skills given by the employees themselves and their leaders. In a situation like the one 

described in the quote above, Skill Space does not create much value. As further elaborated on by a former 

employee (2017, 24:45): “I could clearly see who I had to use and put a mark besides them. And then I could get 

an email back saying that they were doing something else”. Therefore, it seems that even though Skill Space 

potentially have many positive aspects to it, it created frustration within the organization at times. 

5.4.1.2 R&D structure 

When analyzing the organizational structure of Inspari with the research question in mind, a central element is 

the R&D structure. This has great influence on the ability to facilitate learning and the implementation of 

innovative ideas throughout the organization. This analysis is made through the theoretical framework of 

Argyres and Silverman (2004). What is interesting about Inspari in this aspect is that the company's R&D 

activities cannot be said to function solely as either central or decentral function. Inspari’s R&D is not 
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completely centralized, as many innovations also happen outside the centralized R&D office. An example of this 

is when a consultant makes an innovation based on a dialogue with a customer on his or her own initiative, only 

revealing it to others after it has proved to be a viable solution. As stated by Høgsted and Simonsen (2017, 

1:01:15): “When they [the consultants] come and say that they want to work in this or that direction, the answer 

is ‘then do it. Go out and sell it to some customers’. And when they have sold it to a customer, then let us make it 

great and let us build a team around it… Often people sell it to a customer first [before involving others] and 

then they say ‘look what I have done’”. 

On the other hand, the R&D structure of Inspari cannot be said to function completely decentralized 

either, as more important strategic initiatives are made from the central R&D office. This of course also has an 

impact on the innovations produced by the organization. An example of this is the establishment of the 

international development office in Bucharest. 

Therefore, the R&D structure of Inspari can be said to function as a hybrid form. Argyres and Silverman 

(2004, p. 930) defines a hybrid structure ‘firms operating both a centralized corporate research laboratory and 

decentralized business unit labs’. This definition does not fit exactly with the case of Inspari, as the company 

does not decidedly have labs either centralized or decentralized. However, understood more broadly, it means 

that in the hybrid structure, research is conducted both within a centralized function whose leader reports to 

corporate management and within the firm’s other divisions or business units, this fits well with the situation of 

Inspari. 

As a consequence of this hybrid structure, Inspari faces certain challenges in relation to how structured 

their R&D activities are. Currently, there is a clear difference between the centralized and decentralized R&D 

activities in terms of how formally they are structured. The centralized R&D initiatives are very formally 

structured, as these comes from the top management via the centrally placed R&D office. However, very little 

formal structure exist when it comes to the decentralized R&D activities. Here innovations happens at the 

individual level and not because of any frames set by top management, but because of the recognition that the 

focal employees get from his or her peers (Høgsted & Simonsen, 2017) 

As with most other things, there are natural advantages and disadvantages to this. Some of the 

advantages of the minimal amount of formal structure on the decentralized activities, it that it helps ensure great 

flexibility across the organization. This is the case since a great amount of independence is maintained for the 

consultants, allowing the top management to focus on other things. In addition to this, a more formal structure 

might feel too bureaucratic for the consultants, who are used to a more loose structure. On the other hand, other 

initiatives might fail because no formal structure ensures that they come to live. 

Another consequence of this hybrid form in relation to learning and the implementation of innovative 



Page 90 of 124 

 

ideas is that because of the structure there is a distinct difference in the origin of radical vs. incremental ideas. 

This is explained by Høgsted and Simonsen (2017, 30:50): “Because we are consultants, have not build one 

giant solution, which we need to turn. We build many solution with many customers. This means that we do not 

go out and change anything. Usually we just have to make the next solution smarter”. This implies that the 

consultants primarily make innovations, which result in an incremental outcome. Therefore, a link exists 

between the decentralized R&D initiatives made by the consultants on an informal basis and the incremental 

innovations made by Inspari to secure the general business development. Furthermore, this also implies that the 

more radical innovations needs to come from the centralized R&D office, where a more formal structure exists. 

Going back to Argyres and Silverman (2004), they describe the association between hybrid structures 

and ambidextrous organizations. It follows the logic that centralized R&D structures better support radical 

innovation while a decentralized R&D structure better support incremental innovation. Tushman and O’Reilly 

(1996), who were among the first to introduce the concept of ambidexterity, however describe the concept as 

featuring massive decentralization of decision making. This thus serves as an argument that an ambidextrous 

organizational cannot be achieved on this account alone. 

Still, the fact that Inspari manages utilize the existing knowledge via decentralized activities, while at the 

same time exploring new solutions via the more centralized R&D activities, point towards an organization that 

manages to balance both exploitation and exploration. However, it is important to emphasize that this has not 

been fully tested yet within the organization. The central R&D office is relatively new and therefore not many 

radical initiatives have been completed yet. This implies that in relation to Argyres and Silverman’ framework 

(2004), Inspari can best be described as a decentralized hybrid. This is worth noting for Inspari, as the authors 

have concluded that firms that possess a mix a centralized and decentralized R&D activities, which are heavily 

weighted toward the decentralized activities, appear to generate innovations with a leaner impact than more 

centralized structures. This may indicate a challenge for Inspari, which possibly can be helped by focusing on a 

more centralized structure. 

5.4.1.3 Organizational culture 

Motivation 

When analyzing the organizational structure’s effect on the ability to learn and implement innovative ideas, it 

makes sense to devote a section to the organizational culture. The reason is that an interesting topic comes from 

the question of whether the culture shapes the organization or the other way around. On this Høgsted and 

Simonsen (2017, 25:20) state: “In our case it is the organization that has created the culture”. Thus, it is 

implied that the organizational structure also matters from a cultural perspective, which in turn has an effect on 
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the innovations implemented throughout the organization. 

The organizational culture in Inspari is in many ways characterized by a good fellowship and by the fact 

that people are often willing to go an extra mile for the company without being compensated in pecuniary terms 

(Høgsted & Simonsen, 2017; former employee, 2017). Besides this, the performance culture is also brought 

outside the company, where doing sports together has become a big part of the culture as well. This is also 

illustrated by a former employee (2017, 4:15), saying: “People had a lot to do with each other and you talked a 

lot together. A lot was done to nurse the culture and this made sure that you had a relationship with one another, 

which was very strong”. 

An interesting insight in the organizational culture of Inspari comes from exploring motivational theory 

(Ryan & Deci, 2000). Looking at this, it is relevant to note Inspari’s employees’ attitude towards intrinsic and 

extrinsic motivation, and what this means for the innovations created within the company. From a theoretical 

point of view, intrinsic motivation is found to result in high-quality learning and creativity, as people have a 

more natural motivation to go in depth with their activity. There is simply an inherent satisfaction, where the 

intrinsically motivated person is moved to act for fun and challenge entailed rather than the external aspects of 

pressure or rewards (Ryan & Deci, 2000). To a great extent, this is the case with the employees of Inspari. As 

explained by Høgsted and Simonsen (2017, 36:25): “We are creating some frames here in Inspari, which help us 

hold on to our employees. They get some freedom, they get some responsibility, they get to make a difference. 

This means more that you would think, and it means more that what is on the paycheck. So to address the big 

why, to be a part of creating something and to become a part of this fantastic journey that we are on… this is 

something that many buy in on”. Thus, this can help Inspari generate innovations, as the employees are 

intrinsically motivated about their jobs. 

It is, however, interesting to ask the question, if this will also be the case when it comes to contributing 

to the larger R&D projects, which is more distant in relation to the performance culture that dominates Inspari. 

Some employees might feel that it is too decoupled in terms of their regular focus on billable hours, and 

therefore the paradigm of intrinsic motivation might be challenged. 

 

The structure’s relation to culture 

Inspari has had a history of continuous evolvement. In many ways the flexible organizational structure, where 

organizational diagrams only last for one or two years, have helped create an organizational culture characterized 

by a high level of agility. This also means that sharing knowledge has become a normal part of the workday. As 

explained by Høgsted and Simonsen (2017, 24:55): “People are sitting and writing it [their inputs from 

conferences] on Yammer. People are really happy about sharing knowledge. It is not something that they get a 
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bonus for or anything. It is just the culture”. This is also closely linked to the fact that according to Høgsted and 

Simonsen (2017, 27:30) the employees of Inspari are “very keen on showing how skilled they are”. An example 

of this being executed in practice is that on the monthly divisional meeting there is always a point on the agenda 

called ‘show me something cool’, where one or more consultants are taking the floor and present something they 

have done with a customer (Høgsted & Simonsen, 2017). 

However, there are also examples within the organization of Inspari where knowledge shared has not 

been carried by the organizational culture. An example of this comes from a former employee (2017, 20:25), 

who describes a project that took place at the time of employment: “The developers who should develop the 

system were hired by Inspari to start the day the project began. Then they sat with the customer basically half a 

year until we had our office party again, and when they got there, they basically did not know anyone… The 

people sitting in this situation are going to miss social dealings and all the learning that they generate, they keep 

for themselves because they do not have the social network, which is the platform for sharing it and they do not 

have the incentive to go on Yammer to share it”. Hence, the quote above shows that even though top 

management indicates a strong culture for sharing knowledge, there are examples where this is not the case. 

Another important cultural aspect, which shape the organizational learning and implementation of 

innovations is the performance culture that exists in Inspari. As explained by Høgsted and Simonsen (2017, 

49:00): “I as a consultant have 1700 hours a year and of these 1500 needs to be billable. This means that in a 

year I have 200 hours that I can do something else with. This is permeated in our culture. Billable hours win. A 

signed agreement wins”. From this it can be established that conflicting forces are in play within Inspari. On the 

one hand, there is a strong focus on billable hours and signing agreements. On the other hand, the newly 

established R&D office pulls in the direction of a more long-term perspective, where the employees involved 

need to put aside the more short-term wins. With the current organizational culture, it can be speculated that the 

people working with the more long-term innovations, are either employees who worry that at some point they 

will get hit by not delivering enough billable hours, or that they are employees that are so happy about the long 

term project that they do not care (former employee, 2017). Nevertheless, it is important that Inspari reflects on 

how to deal with this balance. 

 

5.4.2 Learning 

The following section on learning aims to firstly analyze Inspari from the perspective local and distant search 

(March, 1991), and then secondly from the perspective of dynamic capabilities (Teece, Pisano and Shuen, 1997). 

The framework of dynamic capabilities is analyzed by going through the three underlying stages of dynamic 
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capabilities, namely those of sensing, seizing and transforming. After this, an analysis of the absorptive capacity 

is conducted to gain a deeper understanding of the sourcing and implementation of search and learning. 

5.4.2.1 Local and distant search 

A good starting point for an analysis on the organizational learning is Inspari’s involvement in local and distant 

search, respectively. Looking at the company’s learning activities it becomes clear that most of them fall within 

the realm of local search. As mentioned in section 3.4.7, local search is problem solving in the neighborhood of 

what is already known within the company. Broadly defined, local search includes problem-finding and search 

for new problems, which are closely related to the firm’s existing knowledge (Maggitti, Smith, and Katila, 

2013). 

Many of Inspari’s actions related to learning falls within this category. Firstly, the employees’ internal 

activities on Yammer can be mentioned, as problems happen in the neighborhood of the knowledge that already 

exists within the company. Secondly, the inputs that come from the communities and conferences, which Inspari 

participates in generally falls within the category of local search. The output of these activities are also closely 

related to the firm’s existing knowledge. The knowledge stem from the same industry and are closely related to 

the existing problems and challenges that the company faces. Finally, the learning that is obtained from the 

dialogues with the existing customers of Inspari also generally qualifies as local search, since the offset of these 

dialogues mostly stem from Inspari’s existing practices (Høgsted & Simonsen, 2017). Naturally, incremental 

innovations can be made based on the inputs that come from a customer, but it is still closely related to the 

company’s existing knowledge base. 

There are also examples of distant search being used. An example is when Simonsen searched for 

knowledge in relation to the new international development office in Bucharest by speaking with his network 

(Høgsted & Simonsen, 2017). This qualifies as distant search, since the organization searched for knowledge 

outside its usual field. Thus, the incorporation of this knowledge was new to them.  However, local search is the 

most dominant way for Inspari to find new knowledge related to learning. 

There can be several explanations as to why local search seems to be the most used form of learning by 

Inspari, as there are multiple drivers for local search. One of the most likely is that local search is a natural 

response to environmental ambiguity, uncertainty, and scarcity such as cost or time pressures. This is because 

local knowledge is salient, easy to access, and cost-efficient to use (Katila and Thatchenkery, 2014). On the one 

hand, because distant search involves knowledge that is new to the firm, its outcomes are often highly variable, 

and returns often uncertain, unreliable, and distant in time. This clashes with the Inspari’s performance culture 

and focus on billable hours, where returns ideally are obtained within a shorter time period and with more 
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certainty. 

Therefore, there are clear benefits for Inspari in sticking primarily to local search as it is align with its 

culture. However, it is important to keep in mind that distant search can potentially change learning in 

fundamental ways within the organization, as it brings in new knowledge. Furthermore, it can even help improve 

the searcher’s fundamental understanding of the knowledge landscape structure such as cause–effect 

relationships (Ahuja and Katila, 2004). And when distant search succeeds, the outcomes can be breakthroughs 

and more radical than what it typically seen in Inspari. 

5.4.2.2 Dynamic capabilities 

The following three sections aim to analyze the different processes of dynamic capabilities stated by Teece 

(2007). In this way it will become more clear how Inspari deals with the challenge of going from sensing, to 

seizing and to transforming information.   

 

Sensing 

Sensing concerns the company's ability to notice changes in the competitive environment. Inspari does several 

things to keep themselves updated. Firstly, there is a great focus on engaging with the customers to always know 

what is changing within the different markets. As explained by Høgsted and Simonsen (2017, 01:14:20): “We 

are out with the customer, we are sitting and eating lunch together, and the customer is telling about their 

business all the time. In fact we are more with our customers than we are here at the office. So we get a lot of 

knowledge about what is happening out there”. Thus, this serves as a great example of how Inspari are using 

their customers to sense the competitive environment to be on the forefront of what is happening. Furthermore, 

this is supplemented by generally keeping up with important news and changes happening in relevant markets. 

Another source of sensing the competitive environment is Gartner Group, who delivers information 

technology research and makes trends about the future. Høgsted and Simonsen (2017, 1:12:50) state: “Like we 

are going to conferences, we are also going to Gartner and look at where they see the market [and where it is 

moving]”. This implies that Gartner Group is seen as a valuable and reliable source of information and therefore 

also serves as a factor that affects the company's ability to notice changes in the competitive environment. 

As it is also mentioned in the quote above, an additional source comes from the conferences held by 

Inspari’s suppliers. Inspari of course attends these to get informed about the latest new changes and trends within 

the industry and to speak with peers about their experiences. In this way the company also gain insights in the 

way in which the competitive environment is moving. 

In addition to this, it is also worth mentioning that a certain type of search helps Inspari in sensing the 
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competitive environment, namely pyramiding search. This has been done concerning the venture of the 

international development office in Bucharest, where new knowledge needed to be acquired. As explained by 

Høgsted and Simonsen (2017, 1:44:50): “Then I have been out talking with some people [in relation to how the 

international development office has been established]. I have been out talking with suppliers, I have been out 

talking with customers, some of our very closest customers and asked if they have any experiences when it comes 

to this. I have talked to friends and network and asked where are you looking. And then I have visited different 

countries and saw what the opportunities were. I have been in four countries I think and see some opportunities 

and talked with some people. And then it has happened at this expense”. Further, in the development of the 

Romanian office, Inspari decided to utilize pyramiding search to find the right employees. Inspari got referred to 

some people in Romania whom they hired. The newly hired people in Romania could further provide new 

contacts in Romania with similar competencies and who were also hired (Høgsted, 2017b) 

Therefore, Inspari has several important sources of noticing changes in the environment. It is, however, 

interesting to note that the knowledge gained from Gartner Group and the conferences held by the suppliers are 

not unique to Inspari, but can in principle also be attended by anyone else. The dialogues with their customers 

and the efforts made in relation to pyramiding search on the other hand, grants the opportunity for more unique 

knowledge, as this also builds on elements like trust and good relations. 

 

Seizing 

Seizing concerns planning strategies, communicating these and providing structure for action to attain the 

benefits of emerging opportunities. One of the most important tools in this respect is Yammer. This also helps 

ease the collaboration between Aarhus and Hørsholm, as it contributes with a common communication platform. 

As explained by Høgsted and Simonsen (2017, 19:30): “If I am visiting a new customer and he has some sort of 

strange reference system that I have never seen before, then I can write in there: ‘Hey, I am going out to this, 

does anyone know it?’”. Hence, Yammer serves as a platform that provides structure for emerging opportunities. 

However, as it is also explained by Høgsted and Simonsen (2017, 20:10): “Yammer is very free-flowing”. This 

relates to the fact that not many formal structures exist around it but it is instead used more at the individual 

level. 

When analyzing the seizing of new opportunities, another interesting element to look at is the process of 

transferring knowledge, when for instance an employee has been on a conference. This process is explained by a 

former employee (2017, 11:20): “Typically it was quite simple. There was a common drive, and typically you got 

a USB-key with you home with some exercises and documents on it. These was then transferred to the common 

drive. Printed material was scanned in and transformed to PDF-files and then put on the common drive as 
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well”. In this way, structure was made for further actions to take place. The former employee (2017) further 

elaborates: “Typically you announced on Yammer if you had put something on the common drive… This was a 

very good platform for sharing news about things you had discovered or heard on a conference”. 

However, the backside of this structure is that the employees quickly can get hit by an overflow of 

information. A former employee (2017, 12:15) explains: “In Yammer you can subscribe to various keywords 

and spaces. And if you subscribe to all those spaces where you are in fact interested it, then quickly there will be 

so much in your newsfeed that you cannot keep up with it”. Therefore, even though Yammer has some positive 

aspects and works like a common way of communicating, there are also limitations to it. 

In relation to seizing opportunities broadcast search function as a method, which helps Inspari exploit 

their environment. This is done when Inspari engages in various online communities to seek help and thus serves 

as an example where broadcast search is used to extract knowledge from the external environment. 

A final method of seizing the opportunities comes from the so-called ‘go-home-meetings’ and 

competencies days held by the consultants of Inspari, where they share knowledge in the forms of ideas and 

inputs gained from customers or conferences. In this way the structure is also made for future actions meant to 

improve the likelihood of attaining the benefits of emerging opportunities. Though, one challenge discovered in 

relation to Inspari is the need of a level of organizational slack. Generally, the consultants have less than one 

hour a day that is not considered as billable. This does not leave a lot of time to seize and work with new ideas, 

except by spending spare time on these (Høgsted & Simonsen, 2017). This means that the consultants are limited 

in their efforts to engage in experimentation and playfulness, which limits the innovativeness going on in the 

company. 

 

Transforming 

Transforming concerns putting the initiatives into action, thus changing the organization, creating value and 

sustaining profitability. As mentioned section 4.3.1, Inspari started as a four-man venture in 2007 and has ten 

years later grown to around 110 employees. This rapid growth has in many ways helped shape the organizational 

culture. As a consequence of the fast growth, an agile and flexible mindset has been adopted, in which change is 

an inevitable part of the working day. As stressed by Høgsted and Simonsen (2017, 31:10): “From an internal 

perspective I believe that we a extremely adaptable, because we have had such immense growth in the last eight 

or ten years. This means that the organizational diagram only lasts for one or two years. So people are used to 

new things happening. People are used to sitting in a team and then we become this or that many and then the 

team is split up and half the people get new a leader. So we have an organization who is used to new things 

happening”. 
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In addition to this, one of the most dominant ways in which Inspari transforms their knowledge, is that 

the innovative initiatives are put into action is through the philosophy of fail fast. This is central to Inspari’s way 

of building dynamic capabilities. As explained by Høgsted and Simonsen (2017, 32:25): “Our advantage is that 

we always have had, and hopefully continue to have, a commercial perspective. If someone has to sit down and 

make R&D, then it should be because it has a commercial perspective… If it cannot fly, then we are not afraid to 

throw it away again. So this is a fail fast strategy”. This helps to set the overall framework for putting the 

initiatives into action. One advantage of this fail fast strategy is of course that it is very commercially viable. 

However, one danger is that the focus becomes too short-term. Since there is such a big focus on billable hours, 

ideas that could prove successful in the long-term might be killed off too quickly. Thereby, dismissing potential 

business ideas that in the long-run could generate profits. 

With respect to the development of competencies, much of the initiative have to come from the 

employees themselves. As explained by a former employee (2017, 42:50): “It [taking courses] was never really 

promoted that much… It had to come a lot from my own initiative”. This is interesting as it draws up a conflict. 

One the one hand there is a great focus on billable hours and delivering to the customers, while on the other hand 

the internal development of competencies have to come much from the employee's’ own initiative. With this 

setup, there is a risk that the focus of the employees becomes relatively short-term, as the billable hours weigh 

heavier than development of competencies that might be needed further down the road. This balance needs to be 

kept in mind, as it influences how the knowledge gained is transformed into actions. 

5.4.2.3 Absorptive capacity 

In extension to the analysis on dynamic capabilities made above, a final logical step is it devote a section to 

Inspari’s level of absorptive capacity. One aspect, which is worth elaborating on is the consultant's’ abilities to 

assimilate and apply the ideas that is generated in the R&D office. On the one hand, the initiatives that comes 

from the division is not completely decoupled from the company’s normal business activities. However, on the 

other hand, it is interesting to ask, whether consultants have the right knowledge and resources to succeed with 

the initiatives put forward. These projects can of course take many shapes, and to succeed it is central that the 

employees have the right competencies. This is important to consider for Inspari, as projects that are too 

decoupled from the everyday life of the consultants might end up creating frustration in the organization. This 

can potentially amplify the fact that the consultants might not feel that they have the required time to implement 

suggested projects, as it might be seen as something to be done besides the everyday tasks.  

In addition to this, it is also highly interesting that because Inspari delivers very specialized solutions, 

the process from idea to concrete solution varies from customer to customer. This results in a lot of knowledge 
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about the individual cases, which can potentially be connected to create new knowledge. The importance of this 

is also highlighted by Inspari themselves, as something which is essential for driving the company forward. As 

explained by Høgsted and Simonsen (2017, 25:30): “If Kasper [VP of R&D] knows something and I know 

something and we add this knowledge up then it should be 2+2 equals 5 because of the synergies. So I should 

improve Kasper and Kasper should improve me. That’s the whole principle”. This points in a positive direction 

for Inspari’s absorptive capacity, as this way of thinking strengthens the ability to assimilate and apply new 

knowledge. 

The fact that Inspari has strong partnership with both customers and suppliers also adds to the 

company’s absorptive capacity, as these make it easier to take in new inputs. Here the lead users play a big role, 

because they identify trends, which are at the forefront in terms of general customer needs. 

What is also in many ways central to Inspari’s level of absorptive capacity is that the abilities to evaluate, 

assimilate, and apply new knowledge into commercial ends should not be resident in any single individual but 

instead depend on the links across a mosaic of individual capability (Cohen & Levinthal, 1990). This is fulfilled 

to a certain degree by Inspari, as tools like Yammer helps bind the existing knowledge across the organization. 

However, as discussed earlier the potential challenge for the organization is that process is not formalized and 

some employees might end up with an information overflow, as the single individual ultimately decides on his or 

her level of engagement. 

5.4.2.4 Inspari organizational life cycle 

Inspari is still considered a relatively young company as it is about a decade old. However, it had experienced a 

tremendous growth and been awarded the Gazelle award 7 years in a row from 2010-2016 (Inspari, 2017). This 

is definitely an aspect that indicates that Inspari is currently in the growth stage, as it has been increasing both 

the numbers of employees and at least doubled its revenue for the last 7 years (Børsen, 2017). 

Another aspect recognized in the growth stage is the expansion of clients and customer diversity, since 

Inspari has over time developed synergies in existing knowledge and been able to leverage it into new industries. 

However, it is a continuous process as Inspari is interested in any customer who seeks to establish data driven 

solution based on business intelligence systems. This means that the potential for growth is deemed relatively 

big as it is not just limited to one or a few industry, but basically any industry with corporations of a certain size 

that have an interest in data are of interest to Inspari. 

Inspari has developed an organization that designed to grow more in the years to come. The current 

strategy is to grow further and therefore the organization is being adjusted into being scalable. The management 

described it (Høgsted & Simonsen, 2017, 17:00): “We have bought a coat which is too big, so we can grow in 



Page 99 of 124 

 

it”. Thus, the management still believes there is a potential for using the trajectory in the growth stage and 

capture more sales.  

An entrepreneurial mindset still surrounds Inspari, as it is still an agile organization, which quickly can 

react to potential new business opportunities. This also supports the aspect that there still exists industries and 

potential for new clients that Inspari can capture. The structure of Inspari is highly relevant for the agility. 

Inspari has had a quite flat structure from its early days, meaning that the management is still close to the daily 

operations and still participate in some projects on equal term as the consultants (Høgsted & Simonsen, 2017). 

However, it is something that could be expected to diminish in the coming years if the growth will continue, as 

more coordination is required. Especially considering the planned sales office in Norway and the international 

development office in Romania. 

 

Mature tendencies 

A larger organization demands for a degree of formalization and standardization as it can ease the potential 

problems arising from a more complex organizational structure. Therefore, some organizational tools and 

bureaucracy such as Yammar and Skill Space have been introduced into the organization. Both systems is a 

reaction to the fact that Inspari has grown to a larger organization, thus it is impossible for everyone in the 

organization to know every single employee and their capabilities and knowledge (former employee, 2017). Also 

other bureaucratic procedures have been introduced such as who is able to conduct payments (Høgsted, 2017b). 

The introduction of these type of systems are generally characterized by organizations, which have gone through 

the initial part of the growth stage and starts to show signs of maturity. 

There exists a couple of more maturity tendencies in Inspari. They have a high focus diminishing costs, 

increasing profitability and billable hours in combination with efficiency (former employee, 2017). The maturity 

stage is characterized by having focus of turning the current margins as high as possible by reducing costs and 

turning the offerings into a ‘cash-cow’. Inspari has also taken some precautionary steps to prevent running into 

limitation to their growth. Currently, there is a lack of IT people in Denmark, which is why Inspari plans to 

expand into Romania thereby they can keep up with the interest from customers. The Norwegian sales division 

also expands the potential client list and makes it possible to utilize current capabilities and knowledge of 

customers in certain industries into a new market. 
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Thereby, these movements are an attempt from Inspari to sustain their current growth trajectory and 

keep developing as a company. However, they already have several traits found in the company that is situated 

in the maturity stage. It is probably safe to say that Inspari is still in growth stage, which they try to prolong, 

however, it is closer to the maturity than it is to the startup stage. 

5.4.3 Part conclusion  

Chapter 6 - Feedback from Inspari 

An important aspect for the researchers were to provide the case company with a functional analysis and further 

provide insights to their current situation, as this could enhance the decision-making in the company. This led to 

a workshop with a representative from the top management where the findings were presented and gave further 

ground for recommendations and discussion of how to improve the R&D and innovation within Inspari. 

Generally, the management received the analysis positively and found the analysis to be precise and give 

some new insights to situation in the company. “I think that it went well - I think it is a good summary [of their 

situation] … it sums it very well up. And I also think you frame it correctly … many of the things that comes 

forward are areas of interest which we have. Especially, the two contradictory forces in R&D and innovation 

versus creating a profitable business. And if you have the key to unlocking this gate then you struck gold.” 

(Martin Høgsted, 2017b, 29:30).  
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This led onward to a discussion on how to make these forces come to together. The authors’ raised some 

criticism towards the focus on billable hours, performance culture and lack of organizational slack within 

Inspari, since these are forces that to some extent harms the innovativeness in the organization and has harmed 

implementation of project previously due to overbooking. These points received acknowledgement “It is very 

well spotted this thing [about organizational slack and lack of time]. Time is always a scarce resource. And then 

it is an act of balance between using X time and getting Y value and that is what you always have to look out for 

… the question is if it has the right growth in value … value should be exponential and not just linear before it 

makes sense.” (Martin Høgsted, 2017b, 31:15). Inspari generally seemed open to considering these as relevant 

inputs concerning the facilitation of future R&D. It is one the reasons for going into Romania, as more IT 

resources can facilitate a better development and implementation due to more available resources.  

  However, the workshop also concluded that Inspari in many ways are doing things the right way. An 

example of this is the implementation of the R&D office, which prepare the organization for the coming stages 

in the OLC. Still, the management seemed willingly to take the necessary steps and risk with investments in 

R&D. However, scepticism towards a simple theoretical solution was also expressed “We want to take risk 

[related to R&D]. If we assess that the risk is worth taking. We always have discussions if we should take this or 

that, bet on this or that. And what is the most likely value if we go this way and it is a question of the right 

decision and I don’t think there exist a formula for that” (Martin Høgsted, 2017b, 32:00). 

Summarizing the workshop, it gave Inspari further motivation to consider a stronger facilitation of R&D 

efforts, especially through organizational slack. The research also received positive comments on the issues 

raised. Thus, the management team informed that they are looking forward to read the final paper and would be 

interested in the arguments presented. 

Chapter 7 – Discussion 

The key purpose of the chapter is to discuss the fifth sub-question: “What value does it create for the focal 

company to implement an R&D structure into the organization?”. Throughout the analysis several key points 

have been made, these are worth discussing and reflect upon as some of them. These have an impact on the R&D 

efforts for Inspari and thus their relation to one and another is worth elaborating upon. This is the case, since it 

develops a clearer understanding of what value it brings into the company. It also gives the opportunity to 

consider some implications and suggestions, which can improve the efforts. 
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7.1 Performance culture 

The way Inspari has constructed their business model by having billable hours as a main driver has led to a 

strong performance culture (Høgsted & Simonsen, 2017). This culture is highly supported by the management 

team, who emphasizes current customers over future customers and always argues for the fact that billable hour 

wins. The implementation of the new R&D office can bring a longer-term perspective into the organizational 

work by having a more strategic orientation of where the organization is going. Thus, dealing with some of the 

issues of having a strong focus on the current customers. It allows for a longer time orientation as new business 

opportunities can be discovered and developed. This is seen with the case of internationalization, which can 

strengthen the development but also generate new customers to the company. 

However, the R&D function does not have specific assigned people, except the VP of R&D, meaning 

that he has to purchase people as another customer to make the budget and planning work. It eases the tension 

between the performance culture and longer-term orientation as it gets the same position as a billable hour. 

However, with the current performance culture it can be assumed that Inspari continues to value a billable hour 

with the customers over an internal hour with development focus and that the prestige of billable hours will be 

perceived highest. 

Considering a point from a former employee about the working environment, the person did not think 

that there was any room for organizational slack (former employee, 2017). Today, employees have to invests 

more time than what they are paid for on the projects included in their work. This emphasizes the point that 

Inspari does not leave much room for experimentation in the work time, as was emphasized in the analysis 

considering Skill Space. It does not support the idea of a more radical innovative organization. An organization 

that strives for more radical ideas need a degree of organizational slack to facilitate experimentation and a 

playfulness in development. There is no guarantee when involving innovation that it will generate a return on 

investment. 

The implementation of organizational slack could be considered as the focus on billable hours and the 

general level being busy threatens innovativeness. There have also been previous examples of how the high level 

of activity harmed projects (former employee, 2017) as consultants were assigned to multiple projects 

simultaneously, thus causing flaws in at least one of them. Implementation of slack also brings a potential risk of 

having some waste in the organization. However, the strong culture and passion of people working in Inspari 

could be assumed to diminish the risk of people exploiting the organizational slack in an ill-mannered way.  

The organizational slack is also relevant in a complex environment and to avoid standardized solutions. 

Standardized solutions are a threat to the innovative option that exists in viewing every client's case as learning 

opportunity and create a unique solution (Cern, 2014). This enhances the creativity of employees. This idea 
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builds upon a mindset of flexibility and improvisation by not having a preplanned scheme. It is to some extend a 

contradiction to hard values of a performance culture, where the billable hours always win. 

Nevertheless, it is important to find the right mixture between exploitation (performance culture) and 

exploration (R&D) to create an ambidextrous organization that is both efficient and innovative. 

7.2 Employees 

An aspect of the human resources, which is relevant for the considerations of R&D is the type of employees 

currently working in Inspari. It is a quite homogenous group based on traits as being young, having university 

degrees and mainly male whom also thrives in a performance culture which motivates people to spend more time 

than the traditional 37 hours and beyond what is paid for. As the authors’ analyze showed the consultants 

generally are motivated to share knowledge among their peers as well. Further, Inspari strives to be an 

organization that can facilitate and accept people’s decision to leave as no one should be deemed indispensable.  

However, it can still leave a major impact and highly qualified labour leaves the company, perhaps to a 

competitor. Labour is already at a need for Inspari making it very relevant to keep the qualified employees. 

Therefore, considering a shift in how some employees are rewarded can be needed if Inspari wishes to keep 

them.  

The new R&D office can also prove as an opening for a more diverse workforce, as it could attract 

another type of employee, who value other things than the strong performance culture, thus attracting people that 

have slightly different motivation. This can lead to more experimentation and hereby new inputs and 

perspectives can be implemented into the organization, thus enhancing R&D. A case example of the importance 

of this could be a former employee, who felt that even though the person found the job interesting, it was felt 

that there was a strong focus on additional working hours (former employee, 2017). The culture and freedom 

was not enough to maintain the interest. Hereby, the person realized that other options in the industry would fit 

more. It is clear from this example that Inspari must consider these aspects of their employees, if they wish to 

attract the right talent and keep it in the organization. 

7.3 Search impact on R&D 

Up until recently, and before the implementation of the central R&D office, the search of Inspari was local and 

exploitative in its nature. The development and search efforts were mainly tied to the consultants and what they 

met in their daily life. This could for instance be conferences, clients, networks and internal knowledge sharing 

which could create synergies. This results in minor and more incremental innovative efforts. Therefore, the new 
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central R&D office brings a new dimension, which can help sustain a competitive edge in the future and support 

further growth, as more radical innovative efforts can be adapted. It is highly relevant for this position that it also 

includes an external search approach and is not only limiting itself to apply internal resources to the projects 

(Afuah & Tucci, 2012). Applying external resources from a more distant search can generate and develop more 

radical innovative ideas that can be converted into new business opportunities. 

An obvious place to source more distant inputs from, are the locations of the new divisions. Here can 

both be found knowledge of new customer segments and technology combined with development. Norway 

presents an option to get acquainted with new customers and their environment. The new knowledge generated 

can further be applied in markets that are more distant in the future. A potential example could be that the oil 

industry in Norway is doing quite well. The oil industry uses pumps and with the movements such as 

digitalization, Internet of Things and artificial intelligence, these generates more data than ever. However, there 

are many industries that uses pumps and the knowledge of pumps could lead to Inspari being relevant to more 

customers in the future and in more countries. 

The other international effort, based in Romania, is more relevant for the R&D effort in the technical 

aspects as this is where the development of mainly the back-end will take place (Høgsted & Simonsen, 2017). 

However, the relevant aspect is that Romania is central hub for technology and these type of job positions, 

meaning that there exist external networks in Romania that can be tapped into. For instance, Inspari can employ 

people with experience from other companies, who have expertise within potential new service offerings or 

business intelligence solutions. It is therefore relevant for the VP of R&D to have these things in mind when 

designing the R&D projects. 

7.4 Internationalization 

To proper integrate and make the new divisions relevant in R&D efforts, certain things must be in place to 

generate the value of combining these two aspects. First, Inspari has taken some initiatives to integrate the new 

divisions into the organization. As the former employee (2017) revealed, even between the Danish division exist 

an understanding of belonging to one division. It is not necessarily a problem, the important thing is to build a 

structure where the newcomers feel as a part of Inspari and their ideas can be utilized best as possible to support 

R&D. 

The new employees in the division will be introduced with an onboarding program, become a part of the 

internal social media, invited to social events and the general matrix structure supports the goal of diminishing 

the idea of separate divisions (Høgsted & Simonsen, 2017). These give a good foundation for integrating the 

new divisions. However, a few issues are still present. All the managers are currently based in Denmark and thus 
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it can be harder for the new divisions for instance in terms of communication to show their value, and efforts in 

knowledge sharing despite the matrix structure. For instance, the ‘go-home meetings’ and day to day 

conversation can be hard to track for the managers. Especially, the aspect of being send on conferences, which 

among the employees are seen as a kind of reward. However, as said by Høgsted and Simonsen (2017) if the 

employee does not share the knowledge acquired then they will not be sent again.  

However, it is important to note that some of the knowledge sharing takes place online through PDF and 

other file sharing methods. But a possible solution to further integrate the new division into the country is by 

having job/country rotation, meaning that people will be situated in another division for a shorter time period. 

This would strengthen the ties across the divisions and make it easier to transfer knowledge, as people would 

have a better understanding of the whole organization. Thereby, ensuring that it is not only on few occasions that 

they will meet the other divisions. 

This is already supported by the matrix structure, which at times require people to be present at some 

meetings with the client. It could be utilized in facilitating this job/country rotation. It is an idea that is worth 

considering when the management want to implement new ideas into the organization as Inspari has a history for 

having a dynamic structure that is built on agility and quickly implementing and adapting. 

7.5 Renewal or decline? 

As recognized in the analysis Inspari is still found to be in the growth stage of their OLC. Thereby, it can be 

assumed that Inspari most likely is not in the danger of decline in the short run. They further have a business 

model with a broad customer segment and initiatives as the new divisions, and it is thus fair to assume they will 

continue to grow. However, it is still relevant to assess if they have the relevant features to ensure renewal in the 

long run. In this aspect, the dynamic capabilities of the company are an important aspect (Teece, 2007). 

As the analysis of their dynamic capabilities showed, the ability to sense is well structured as the 

company has a close cooperation with clients. These clients are interested in having the optimal solutions thus 

creating a learning environment for Inspari. Another sensing environment is found in the close cooperation with 

suppliers, who host conferences giving Inspari a good opportunity to get close to the development in the 

industry. However, these are often deemed as fairly incremental, as the search is conducted with Inspari sphere 

being local in its nature. At the growth stage, it is natural to have a focus on adapting to the current customers 

and tailor the product by exploiting the resources at hand. Especially, before they are required to broaden their 

search and find more distant knowledge to innovate their business model. 

Of course, a supplier can develop a new software which is more radical, but it is most likely still within 

the scope of current business and daily operations. Therefore, a new central R&D office should provide an 
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opportunity to find new product market scope, diversification or expansion as mentioned in the theory of OLC. 

The initiatives for more radical innovations usually comes from a more central place, as a more strategic 

decision has to be made and allocate resources with it. 

One tendency that is found in companies that aim to renew themselves is the use of matrix teams (Don 

Veditti 2010). This is already used in Inspari as they solve projects in this manner, thus giving the employees a 

more holistic understanding of the organization. This can potentially lead to new ideas by having cross-

departmental work. However, Inspari has a culture of fail fast, which can be a threat for a potentially good idea if 

it does not prove valuable fast. This should also be viewed in combination with the performance culture that 

generates a focus on daily operations and converting billable hours, which takes away resources from 

development. 

However, they are still in the growth stage, meaning that it is not urgent to develop the next business 

solution that could renew the company in the short-run. Though, the new central R&D office is giving Inspari a 

good opportunity to look further than its current operations. This can ensure future growth and utilize its 

dynamic capabilities in going through the renewing stage rather than the decline. The fact is that with a focus on 

R&D efforts Inspari can keep developing their service and it will thus become harder for competitors to imitate. 

Hereby, Inspari stays differentiated thus sustaining a competitive advantage. 

7.6 Collaboration 

As considered in the analysis, Inspari mainly has focussed on vertical collaboration with technical partners and 

customers. This is of course relevant to consider in the aspect of value derived from the R&D structure, as these 

are sources of knowledge, which deals with the everyday incremental improvements. Inspari has some strong 

partnerships that gives them an edge in developing and implementing new ideas. Their customer base is 

interested in new solutions and technical partners have an interest in successful implementation of these. This is 

also related to the business model, as Inspari is dependant on its suppliers to deliver the technical solutions. 

Thereby, the business model requires Inspari to have a strong partnership with suppliers, as their inputs are 

crucial. It has previously been shown through a case with Microsoft (former employee, 2017), how important it 

was to have a strong relation with the technical partner as they assisted Inspari with the implementation of a new 

project. 

 Currently, Inspari does not have any formalized horizontal partnerships, however, this is an option that 

can be investigated through the central R&D office, since new potential business opportunities can arise. Inspari 

could bring in their competencies and the partner bring in some other resources. This could for instance be 

developing a software, which could limit the dependence on external suppliers and generate revenue through 
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licensing. However, it would come of the expense of opening up and loss some control, but could potentially 

bring in new resources and revenue. 

Especially, the new internationalization is an interesting aspect for the collaborative considerations of 

Inspari. Inspari has international partners who are already present in the markets they seek to enter. Inspari can 

tap into their networks and smoothen the establishment of their new divisions. For instance, Microsoft is both 

present in Norway and Romania and thus a partnership can help locating customers in Norway and recruiting the 

right IT people in Romania that have knowledge of the products (Microsoft, 2017). Thereby, the R&D efforts are 

closely related to collaboration on the already existing projects but also to potential future opportunities. 

7.7 Value generated from R&D 

Through the last several pages of discussion, different points have been made concerning R&D and how it have 

been related to the previous analytical statements. This last section will bring together the arguments and 

specifically point out the value. 

The current business model and the strict focus on billable hours, have given Inspari a strong focus on 

their daily operations. The new R&D office will allow Inspari to adapt a longer-term perspective and target the 

more radical and strategic innovation. It can support the organization in avoiding a decline in its life cycle but 

instead go on the pathway to renewal thus generate further growth and keep development going. 

Currently Inspari is already working with some of the initial benefits of the new R&D office as it is 

being used to develop the new divisions in Norway and Romania. This can generate additional revenue and 

attract new human resources, which previously has been mentioned as a barrier for growth as there is a limited 

number of IT people available in Denmark. New and more employees will allow Inspari to take more projects 

and complex clients, which can be turned into knowledge thus developing the business further. 

 

Search also gets another aspect, as it up until now, has been based on local and exploiting obvious resources. The 

R&D office can engage in more distant search, however, the explorative nature of the distant search is not well 

bound upon the structure of Inspari. As stated, the current growth stage does not demand an urgent change. 

However, it is important to realize the contradictory forces of more radical innovation and the performance 

culture that exists in Inspari. This helps in creating an ambidextrous organization and utilize the R&D office to 

its maximum but also results in certain challenges.  

As an example, the R&D office can participate in more strategic consideration when it comes to 

partnerships of a more horizontal character such as a new software development. Inspari has expressed that 

strategic partnerships do not seem as an obvious choice as it would demand a lot resources in planning and 
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organizing which does not fit with the efficient organization (Høgsted & Simonsen, 2017).  

 On a competitive level, the additional focus on innovation through the R&D office can help Inspari stay 

ahead of its competitors as more development can occur and allow Inspari to differentiate themselves from 

competitors giving them an edge and leading to more customer. This can be translated into new knowledge and 

the virtuous cycle will produce more business ideas. 

By also focusing on the innovativeness, Inspari becomes more interesting for technology partners who 

wishes to try new technologies,. This is the case, since Inspari can develop a lead user function, thus getting even 

more ahead of competitors. In short, the extra focus on R&D efforts has the potential to source new ideas and 

further development of them, thus leading to more revenue, new business and qualified employees. 

 

Chapter 8 - Implications and future research 

The following chapter looks at the implications and future research, which result as a consequence of the paper. 

That is, how it can be applied in a broader sense and how it can be generalized to other scenarios. In addition to 

this, the chapter aims to investigate areas in which a theoretical lack can be identified and also to discuss the 

implications of the paper. Therefore, the chapter starts with a section on the generalizability. Next, a section is 

made on the normative implications of the paper and finally perspectives on future research are discussed. 

8.1 Generalizing the case of Inspari 

There is no doubt that several of the conditions described, analyzed and discussed throughout the paper exist in 

Inspari because of their background, culture and history. An example of this is the very agile and flexible way of 

thinking, which exists in the company. This among other things originate from the fact that Inspari has had many 

years of experience in transferring knowledge between Aarhus and Hørsholm. The top management themselves 

often use this to explain why Inspari is successful with their initiatives (Høgsted & Simonsen, 2017). This 

cultural trait is by no means found within all organizations and can indeed be difficult to replicate. 

Furthermore, there are many elements about Inspari’s setting itself, which are not something that every 

company can identify themselves with. To gain a clearer understanding of the type of company that might find 

the paper relevant, a good idea is to revisit the criteria for the empirical object found in section 1.2. Not all 

criteria are equally relevant, however, companies with alike traits of Inspari such the focus on R&D and 

internationalization naturally could have an interest in the paper. This increases the chances that one can identify 

with the overall research question, namely: “How can an IT service company venturing into an international 
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environment implement a valuable R&D structure that supports its business model?”. 

However, it is central to emphasize that even though the problems identified in the paper, alongside with 

the findings made originates from Inspari, most of these are indeed generalizable to other companies. This is the 

case, since many companies undoubtedly face similar challenges. One example concerns the performance 

culture that exists within Inspari. This is generally found to be a challenge for longer-term orientation in 

companies, as it gives a strong focus the daily operations. It is by no means a challenge, which is unique to 

Inspari. The authors of this paper have proposed for Inspari to investigate if organizational slack could support 

the organization in its attempt to create a better facilitation of innovation. Inspari has previously done quite 

successful based on their incremental innovation. However, as elaborated upon earlier, an organization that does 

not have room for experimentation and playfulness are more likely to end up in a suboptimal solution. 

Especially, the more radical innovations need organizational slack, as they are more time consuming and more 

uncertain in their nature and thus more demanding. However, the output can save an organization from decline. 

 From a theoretical perspective, it has also been highlighted that informal R&D in general is an 

important part of the total R&D undertaken by small and medium sized firms. Nevertheless, when an output 

indicator such as the number and the nature of the innovations introduced by firms of different size is used, it 

emerges that small firms have introduced mainly incremental rather than radical innovations (Santarelli & 

Sterlacchini, 1990). Thus, this serves as an example of that fact that this situation is not unique to Inspari but 

instead is common for small and medium sized firms. Thereby, if Inspari can successfully implement their R&D 

office and capture the value from it, it would be worth to keep studying as an inspiration for other small or 

medium sized companies. 

Furthermore, the fact that the employees of Inspari are relatively homogeneous and are motivated by a 

performance culture, are also characteristics that can be found in many other companies, especially within the 

consultancy industry (Bøgelund, 2010). It can thus be argued that a discussion on how some employees are 

motivated is definitely relevant, as this might potentially alter the focus on the performance culture, billable 

hours and give way for a culture with a more long-term perspective. 

Another relevant implication of this study is the perspective on internationalization and what value can 

be captured when considering R&D as the focus. It highlights some of the potential troubles a company can 

experience, but also gives some clear indication to some of the solutions, such as a matrix structure, which limits 

the divisional mindset. 

Therefore, to sum up it is acknowledged that Inspari’s situation seen from a holistic perspective is 

unique, especially taken into consideration the company’s history and background. However, many companies 

find themselves in similar situations and are faced with similar challenges. Challenges like for instance going 
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from a more informal R&D structure with mostly incremental innovations to a more formal structure, which also 

includes radical innovation, is by no means unique to Inspari. Thus, the overall level of generalizability is 

assessed to be relatively high. 

8.2 Normative implications 

The normative focus of this paper has primarily been on the practical implications, instead of the more 

theoretical ones. The reason for this is that the practical implications are assessed to serve as a first stepping-

stone to understand the fields of R&D, internationalization and business models, alongside with their 

interconnections, in greater depth, whereas the theoretical implications are seen more as a subject for future 

research. 

One of the most significant implications comes by looking at the interplay between internationalization, 

the existing business model and R&D for an IT service company. These areas of research have been investigated 

individually before. An example of this includes Jha and Bose (2016), who have made a paper on the innovation 

of IT firms, focusing especially on the internal and external R&D activities and their impact. Another example 

comes from Spieth, Schneckenberg and Ricart (2014), who write about business model innovation and the future 

challenges for the field, where attention among other things also it paid to the IT industry. 

The fact that this paper examines a broader set of research fields, however, allows for findings, which 

cover a more holistic perspective as the findings support the understanding of the different elements in the paper. 

For instance, it allows to see how the business model of Inspari affects their internationalization efforts, since 

new inputs needs to be taken into consideration, altering the absorptive capacity within the organization. 

Revisiting the Business Model Canvas, it becomes clear that even though the new divisions are implemented 

within the frame of Inspari’s existing business model, naturally there are elements that are affected. An example 

of this is the revenue streams, which can be strengthened, as they can come from various locations.  

These alterations in the business model in turn affects how R&D is conducted and must be structured to 

utilize R&D in the most optimal manner. For instance, new approaches can be taken advantage of in terms of 

collaboration and search, as a consequence of the shift in key resources. As pointed out in Chapter 7, there are 

interesting aspects for the collaborative considerations of Inspari. Some of their big international partners are 

present in the countries that they seek to enter. This means that Inspari can tap into their network to support their 

entry. 

The analysis of resources in relation to business model confirms the general understanding of human 

resources as being the most valuable resources in service-oriented companies. It further gives strength to the 

KBV (Conner & Prahalad, 1996). It confirms the importance of human capital as the main source in a value 
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creating strategy. Knowledge is what enables Inspari to tailor and implement softwares into the clients as stated 

in the analysis. 

Another normative implication comes from the fact that Inspari needs to take their OLC into 

consideration, as their ability to renew themselves inevitably will be tested in the long-run. This it is of course 

not a problem, which is unique to Inspari, but a challenge most companies will face at one point. The normative 

implication, however, is that this is potentially solvable by for instance capitalizing more on external resources 

from distant search. This can generate and develop more radical innovative ideas needed to reinvent the 

company’s business activities. Another suggestion could be to focus more on formalized horizontal partnerships, 

meaning that Inspari potentially could link up their competencies with those of their partners, hopefully creating 

synergy.  

 Especially the framework of dynamic capabilities (Teece, Pisano & Shuen, 1997), is an important tool to 

facilitate the organizational renewal. As the analysis shows there are several elements that must be in place to 

have dynamic capabilities that support a transformation in the organization. This is for instance the investigation 

showing that Inspari has the opportunity to source new resources by venturing into horizontal partnerships which 

can create new business. However, it demands that Inspari is able to sense the opportunity or need by conducting 

proper search.  

It is worth to bring some criticism to the general theory of collaboration and open innovation from a 

more practical perspective (Chesbrough, 2003; Schilling, 2013). Inspari’s treatment of these aspects did not 

appear systematically implemented into the organization. These instead seemed to be based more on intuition 

and an opportunistic mindset, than on a structural decision. It could perhaps indicate that smaller and medium 

sized companies do not have the resources to investigate these opportunities in depth. This would be supported 

by the general level of having more incremental innovations in the company. Hereby, the situation of Inspari 

becomes even more interesting with the international R&D office, which seems to be one step closer to a more 

conscious decision making process with regards to open innovation and collaboration. This also aligns with 

Argyres and Silverman (2004) suggestions of having a more centralized R&D division will develop non-specific 

knowledge that can be applied in more general terms. Hence, providing more radical innovations than the 

decentralized, which tend to focus only on specific product lines. 

Still within the scope of the paper, it is noteworthy that Inspari serves as a case in which a company aims 

at prolonging the growth phase of the OLC by combining an international venture with R&D activities. In doing 

this, Inspari prepares the organization to start thinking more long-term, as these initiatives ensures the 

continuation of potential growth. However, this does by no means guarantee more radical innovations, which 

provide Inspari with opportunities further away from their existing business activities. 



Page 112 of 124 

 

8.3 Future research 

Further research on internationalization, business models and R&D is without doubt needed as these areas of 

research are constantly developing. Taking this paper as a starting point, a natural direction for future research 

would be to look at more similar cases. That is, IT service companies venturing into an international setting or in 

the process of implementing a R&D structure. This would provide more data on the subject and contribute to 

more generalizability and validity. Thus, it would become easier to spot trends within the industry and also so 

identify abnormalities. 

In addition to this, future research could also benefit from investigating cases where differences would 

exist in relation to for instance the overall business model practiced by the focal company or the circumstances 

of the venturing into the international environment. There is no doubt that if Inspari had had a significantly 

different business model, for instance with less focus on billable hours, some of the key findings of the paper 

would have been different. Therefore, there is a need to scrutinize companies with different backgrounds and 

setups. This will help ensure that the research question can be answered in a broader sense in the future. 

Another angle for future research could be to look at this research question or a similar one with a more 

long-term perspective (Pelton & Van Manen, 1996). Many of the results coming from this paper are based on 

reflections, suggestions and recommendations, meant to guide companies towards better implementation of a 

R&D structure. However, with a long-term horizon, it would be possible to evaluate the actual effects of 

initiatives made by Inspari more precisely. Given enough time, it would for instance be possible to measure the 

success or failure of the projects made by the R&D office. This could be in terms of the success developing 

relevant innovation or how it perceived by the top management or the employees in general. Additionally, the 

monetary results could be considered.  

In extension to the arguments made above, a suggestion for future research could also be to select an 

overall approach, which is more anchored in quantitative studies. This would provide another perspective to the 

research question on how an IT service company can implement a valuable R&D structure that supports its 

business model. A way to go about this would be structural equational modelling (Ullman & Bentler, 2003), 

which could account for elements like types of business model, internationalization strategy. This could also 

help identify the most important factors that influence the profitability of R&D. Using quantitative studies would 

be a great compliment to the more qualitative approach used in this paper, as it could assist in testing hypotheses 

created and thus would help generalize the findings made. However, the qualitative approach also has clear 

advantages, as it allows for at more in-depth and detailed analysis, which ensures a more nuanced depiction of 

the reality. 

However, one area where it could have some relevance to apply quantitative data would be to investigate 
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the work hours, schedules and time spent on work, for instance. Through a survey as this could enhance the 

analysis on the general level of busyness and how the organizational slack could be implemented. 

Looking at more specific areas, where research could be useful, an interesting topic is a more in-depth 

analysis on how the employees actually welcome the R&D office and the initiatives it brings along. As 

mentioned before, it is common for the for the consultancy industry to be characterized by having a performance 

culture. Nevertheless, how the people operating in this environment are coping with the longer term projects 

could be investigated in greater detail. Naturally, there are differences in how people react to this. This is also 

explained by Høgsted and Simonsen (2017), who talk about the fact that some people of course are more willing 

to pull themselves out of the daily operations to engage in larger projects than others. One way of examining this 

in more detail would be to conduct interviews with several of the employees and then assessing their attitude 

towards this. As mentioned in Chapter 7, it is believed that the newly established R&D office holds a great 

potential at least from a theoretical point of view. However, it would of course make sense to scrutinize this 

more from an employee perspective. 

Another suggestion for future research is to take a more critical perspective in terms of the theories used 

throughout the paper. The normative focus of this paper has been more on the practical implications than on the 

theoretical ones. More could definitely be done in terms of building and expanding on existing theory. An 

example of this is that looking at the article made by Von Zedtwitz et al. (2004) on the challenges and dilemmas 

of R&D, more could be added to the theory. More specifically, it is for instance worth noting that even though 

the authors do a good job in describing the overlaying structures needed for effective R&D, more could be added 

from a theoretical point of view about the integration of new employees in this respect. As seen in the case of 

Inspari, this can be an important element, and something, which would be valuable to know more about in this 

setting. 

Another example comes in regards to Barney’s (1991) consideration on the strategical VRIN-model as 

an analysis. It is mainly described as an internal focused model. This paper applies it more general terms as the 

main focus is on R&D, an internal focus, thus the external focus has little value for the analysis. However, to 

understand a competitive advantage an external analysis can strengthen the findings, which is something that the 

VRIN-model does not account for. To really determine if the traits of Inspari or any other company can be 

imitated or substituted with another resource, it would give a more precise answer if the competitors’ resources 

were analyzed as well. 

A final topic for future research could be strategic scenario construction, as this could help Inspari in 

estimating more precisely, which strategic initiatives should be pursued. This is highly relevant, because 

traditional corporate strategic planning seeks definitive answers to problems defined in the strategy making 
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process. However, scenario planning envisions the future as a plurality (Duus, 2016). This is especially an 

interesting topic, since this could not only be done by external researchers but could also be done by Inspari 

internally. This could for instance be done by applying Duus’ (2016) 7-point test of consistency followed by 

applying his 14-point scenario construction method. These tests naturally cannot stand alone. However, with the 

knowledge already existing within Inspari on important elements like the market, the customers and the relevant 

technology, fast and reliable scenario forecasting is definitely possible. A further suggestion would be to bring in 

knowledge from analogous markets, as diversity has been proven to have a positive effect on scenario 

construction. One source of inspiration on simple made scenario constructions comes from the magazine 

“Pictures of the Future”, which has been published by Siemens since 2001 (Siemens, 2017). Does Inspari 

choose to pursue internal strategic scenario construction, this might be a good place to start. 

Chapter 9 - Conclusion 

The overall goal of this research paper was to answer the question of how an IT service company venturing into 

an international environment can implement a valuable R&D structure that supports its business model. This was 

done by analyzing four of the five sub-questioned identified in section 1.4, whereas the last sub-question was 

used to frame the discussion. The theoretical and empirical analysis started with sub-question one. It analyzed 

the resources within the business model that were important to recognize in the context of R&D. This showed 

that the most important resource for Inspari is their employees. This is the case, since the human resources can 

be linked together with the relation to technological partners and customers. Therefore the knowledge developed 

and transferred is highly dependent on the human resources. Furthermore, the VRIN-model showed that even 

though the business model of Inspari is easy to replicate on the surface, the knowledge and experience built up 

within the organization and the close ties to external collaborations, ensures that Inspari holds a competitive 

advantage.  

 The second sub-question introduced, was meant to shed light on how Inspari should utilize collaboration 

with external actors to support the implementation of R&D. In this respect the paper found that currently Inspari 

is not engaging in any horizontal collaborations. This makes sense for Inspari at the moment, as other initiatives 

are in place to ensure the prolonging of their growth stage, and also it ensures that they stay in control of their 

knowledge. However, horizontal collaboration might serve as a possible way of creating more radical 

innovations in the future. This could be used as a way of getting access to new knowledge and new business 

opportunities. Furthermore, the paper found that the vertical collaborations initiated by Inspari with their 

technological partners and customers, help the company in relation to the implementation of R&D. An example 

of this is the close collaborations with the customer, which help Inspari find lead users, meaning that the 
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company’s solutions can be tailored better to the needs of customers. However, it was also found that the 

collaborations of Inspari currently are geared for more incremental innovation. This is supported by the use of 

innovation communities, which show that the consultants mainly use the ideas in their daily operations. In the 

future, more radical innovation could potentially be needed, which could be obtained via more distant search, 

looking further away than the current vertical partners. 

 The third sub-question investigates how Inspari should utilize aspects of internationalization to support 

the implementation of R&D. In relation to this, the paper found that internationalization contains several aspects, 

which are worth considering when dealing with R&D. One of the aspects is the new competencies and the new 

knowledge, which can be obtained by employing people from abroad in new divisions. Romania holds a great 

resource pool in relation to IT intelligent people, and this can be exploited by Inspari to add new knowledge and 

ideas, which can enhance the output of R&D within the company. In addition to this, the Norwegian sales office 

can help Inspari generate knowledge about new industries, which can be used in both Denmark and future 

market. However, it is important for Inspari to develop the organization that can facilitate the integration the new 

divisions successfully. One way of doing this is by using the overlaying structures. Especially, the the matrix 

structure can be a strong facilitator in the integration, as it requires people to work across skillsets and country 

boundaries. 

 The fourth and final sub-question considered in the analysis of the paper asked the question of how 

Inspari should utilize the organizational structure to facilitate learning and the implementation of innovative 

ideas throughout the organization. The paper found that the matrix teams give a good foundation for knowledge 

sharing, as it requires people to work across organizations, and thus helps facilitate learning. However, the 

organizational focus on performance and billable hours does not encourage time spent on development and 

learning, which potentially can harm the R&D efforts of the organization. Therefore, the effort to establish the 

new R&D office creates value for the company, as it gives an extra aspect in the long-term considerations of 

innovation. A centralized office could provide a more strategic perspective and engage in more distant search, 

than just having the decentralized unstructured R&D as previously seen based on the consultant's own effort and 

local search. The paper found that Inspari is still in the growth stage of their organizational life cycle. Therefore, 

the establishment of the R&D office by the company can prevent a decline when reaching maturity. The analysis 

showed that there is not an urgent need for more radical innovative efforts to be put into place, as the growth 

phase can continue with the current actions taken by the company. However, the analysis also shows that Inspari 

has a great foundation for dynamic capabilities. They are working closely together with key partners and this 

gives them a good opportunity to sense what is going in the market. This allows for a great sourcing of new 

knowledge into the organization. Furthermore, Inspari has always been an agile organization, as it has 
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transformed itself throughout the years in different aspects such as going from a small company to a medium 

sized company. However, a challenge was found. Inspari seems to lack of organizational slack, which means that 

there is little time for developing unique solutions and innovations. 

 The fifth sub-question was answered in relation to the discussion of the paper, and concerned what 

value it creates for Inspari to implement an R&D structure into the organization. The paper found that 

the R&D office implemented by Inspari creates value, as it allows the company to adapt a longer-term 

perspective and target more radical and strategic innovations. This could for instance be done by focusing more 

on distant search, something, which the R&D office provides an enhanced opportunity for.  Furthermore, the 

findings showed that the R&D office creates value in combination with the internationalization initiatives 

undertaken by Inspari. This is the case, since the offices placed in Norway and Romania contributes with new 

knowledge and ideas, which can support R&D given the right focus on knowledge transfer. Inspari can therefore 

use the R&D office to gain a competitive advantage and stay ahead of competitors.  In the future it can allow 

them to differentiate themselves, as the more long-term strategic initiatives are translated into new knowledge 

and hopefully create a virtuous cycle that will produce more business ideas. 

 It is worth mentioning that the findings presented above were presented to the top management of 

Inspari at a workshop, which gave the opportunity for the case company to provide their feedback and for the 

authors of the paper to present further recommendations. The feedback received from Inspari was generally 

positive, and the top management was able to recognize the output of the findings. Furthermore, 

recommendations were given by the authors, suggesting that Inspari could in the future gain benefits from more 

distant search to obtain radical innovation, that country rotation could be considered to support transferring of 

knowledge and that the company should implement more organizational slack to support innovation. These 

recommendations were well received. This thus increased the validity of the paper, as it proved that the findings 

and general output of the paper in fact did have normative implications.  

 Finally, the conclusion to the research question of “How can an IT service company venturing into an 

international environment implement a valuable R&D structure that supports its business model?” is summed 

up. The authors discovered, by applying the sub-question, many relevant aspects in how the R&D structure 

could be implemented. The authors acknowledge the importance of human resources in a service company and 

further found that the matrix structure has issues but generally is great tool for an organization like Inspari. 

Overall, Inspari was found to a case company that has done many things to secure development and further 

growth. However, they are challenged on issues such as the performance culture and could have trouble in 

seizing the right ideas due to the lack of organizational slack. 
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