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Abstract 

Companies and other organizations strive towards becoming more efficient in executing their 

innovation processes. Launching new products and services successfully on the global market by 

improved processes is a key issue for survival in a tough competitive market. 

This paper aims to address specific Project Management characteristics, which may support 

improvements in the organizations innovation processes.  

During the last decade a lot research has been done on what innovation means, which marketing 

strategies should be followed and which products should be launched on the market, in 

accordance to certain development phase models. 

On the other hand we see a technological development, which brings new technologies from 

laboratories to implementation in products and manufacturing processes in shorter and shorter 

time. This development together with abrupt changes in organizational and collaborative 

patterns means that we need more knowledge about how to manage these change processes. 

The Project Management profession has at the same time, developed from its origin as a tool to 

manage construction projects, to be a team based management praxis by which we manage 

changes in every area in our societies. A dynamic development is going on in praxis, where new 

approaches to Project Management praxis are developed.   

The Project work approach has shown its strength in praxis in order to implement changes, but 

less research has been done in how innovation processes can be improved by enchasing Project 

Management competences and knowledge into the more complex business innovation processes.  

The aim of this article is to discuss this challenge and hopefully bring new knowledge into this 

field.  

 

Key words: Product Innovation- Business Changes – Project Management Characteristics –

Efficient Innovation Processes – People Management. 
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1. Introduction 
In today’s competitive society there is a strong focus on Globalization processes, Innovation and Project 
Management. 

These terms reflect essential and unavoidable trends in our societies, you may even say that use of these 
terms have been trivialized through increasing use at all levels in society and business life. 

Globalization has become a dominant condition for even small and medium sized companies (SME´s) in 
countries with a limited home market. As sub suppliers they must see their customers off shoring 
production to new markets and have to follow them there. 

Developing new products means targeting the global market at first product launch, because of strong 
competition, but also because of motivation for realizing a great opportunity. The globalization is 
supported by the Internet based communication and by more cost efficient transport of people and goods 
in the air and on the water. Megatrends that will shape our business and living environment in the 21 st. 
century will be further development of the globalization of business, continued digitization, new forms of 
business “eco-systems” and new forms of employment and mobility etc. (Semolic, 2013). 

The future will put ever more demands on the global networking organization as well as on the individual 
knowledge worker, co-creating new services and products in a network based frame work, (Semolic, 
2013). 

Innovation has become the key how to solve the challenges and use the opportunities, which the 
globalization gives the society and the business life. 

Earlier the definition of Innovation was to invent, develop and launch a service or product on the market 
with financial success. Now we talk as well about innovations in organizations, processes and social 
relations in general. We must though adhere to our assertion that an innovation should be a unique 
change, which leads to measurable benefits for the key stakeholders. 

There will be a strong need to combine technological opportunities with product architecture and 
processes around a strong market focus in order to become efficient in the product innovation process, 
(Henriksen and Gayretli, 2013). 

A system platform as shown in fig.1 describes the relation between these competence areas. The 
successful innovative company must have a well-defined system platform in order to launch new products 
to the market in a successful way. 

 
Fig. 1 :The System Platform Model for NPD Processes,    (Henriksen and Gayretli, 2013) 

The Product Platform is the base of how the product portfolio is constructed, and if well constructed it 
may improve the company’s ability to react fast on new market demands. 

The Technology Platform defines the technological foundation of the product and the manufacturing 
process. Technological forecasting and scouting in an open innovation environment may be a one of the 
keys to success. 
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The Process Platform links the two other together. It defines the processes available in the organization, 
which should lead to the innovation.  

Project Management is to day recognized broadly as an efficient tool by which changes can be 
achieved. The term is to day misused in the public opinion because it is used about any task, which seems 
to be a new one. We must stick to the definition among professionals, that a project is a complex task, 
which is unique, time limited, with limited budget and which requires cross-disciplinary involvement. 
The project work form has under the right conditions shown its strengths in executing changes in an 
efficient way in different environments.  

The discipline is to day included in many university curriculums and is more and more recognized as the 
flexible part of the different management disciplines. 

In the following parts It will be discussed more deeply, what the state of art is within each area, and 
what we can expect in the near future about how to execute more efficient innovation processes. 

2. The Innovation Process in a Global context 
Today’s market for new products is characterized by a demand for shorter development time, more 
customized product variants, more technological complexity embedded in the products, globalized supply 
chains and high quality of products and service. Today even small technological driven companies are 
born global, which means that they target their even first innovations for a global market. That means a 
potential big sales volume but also tough competition and strong demands on technology, processes and 
management. 

Companies are facing different challenges depending on whether they develop products for the consumer 
market or for the business-to-business market. In B2B Product development projects there is ideally a 
strong communication between the customer and the supplier’s development team early in the process. 
It’s often engineering driven because of the technical complexity and need for alignment of expectations 
between the parties. Baumann and Holzinger (2013) introduce the four success factors, 1) intellectual 
/emotional ability, 2) knowledge/experience, 3) efficient use of equipment and 4) willingness /culture. 
Projects need these success factors to be integrated into the individual’s behavior as well into the 
organizational behavior, because the supplier’s organization should understand the customer’s 
expectations and needs at different levels and be able to manage the project deliverables in time, cost and 
quality. In development projects for the consumer market, there will mostly be space for more reflections 
on market analysis and on fine-tuning of the stages in the innovation process. The Stage Gate Process 
(Cooper, 2001) is an operational model for driving new products to the market, and has been a generic 
model for many companies on basis of which they have developed their New Product Development 
(NPD) processes. Cross-functional teams must successfully complete related activities during the stages 
in order to execute the project deliverables.   

The innovation processes for both types of markets show more similarities than differences, cross 
functionality often in cross cultural environments, a good understanding of strategic goals, policies and 
own capabilities. Good knowledge of market demands, external conditions for the project execution, and 
ability to communicate and manage important stakeholders at different levels. 

The demand for faster development time and time to market, as well as increased flexibility in meeting 
rapid changes in demand, has lead to newer approaches like Lean Manufacturing, Lean Product 
Development and Concurrent Engineering. All approaches have an impact on making the innovation 
process more agile, which requires a flat organizational structure, empowered and well skilled teams with 
a good understanding of the business goals and the framework they have to operate within. Concurrent 
engineering (CE) has a special focus on integration of related functions during the development process 
in order to process the activities in parallel. That requires extra organizational skills with focus on the 
common business goal and avoiding sub-optimization.  

In fig.2 this parallel processing is illustrated, (Henriksen and Gayretli, 2013). Marketing analysis and 
planning, product design, testing and rapid prototyping, planning and implementation of manufacturing 
processes and supply chains, technology development which might overlap the product development 
phase, and not to forget the management processes including efficient and agile project management and 
team work.  
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Fig.2 Concurrent Engineering, (Henriksen and Gayretli,  2013) 

The reality is that praxis show a lot of pitfalls: Henriksen and Gayretli (2013) states based on literature 
reviews, that there still are remarkable failure rates in launching products into the market because of 
failures in new product introduction, shortfall of existing tools and methods, product complexity and 
project management issues. 
 

3. Project Management Characteristics 
 
Today it’s recognized that Project Management (PM) is an efficient management discipline used in new 
product development processes as well as in other innovation and change processes. It’s more than a 
management discipline; it’s basically a working methodology, which is task oriented, cross-functional 
and managed in a very clear and well organized way.  The project task is very different depending on in 
which area it comes from e.g. large construction projects, infra structure projects and programs, product 
development, research, manufacturing systems, business processes, public administration, IT-systems, 
campaigns etc. The organization responsible for the project may have a very different nature. Small high 
tech. startup companies, larger global suppliers of products, service or systems, public service 
organization, event makers, with low or high PM ripeness.  One size fit model does not give any meaning 
for successful execution of projects in such a variety of situations. Each type of project must be treated 
individually, but  it is possible to identify some common features namely, complex interaction between 
people and systems, many development elements, the impact on the organization is significant, they 
require multi disciplinary interactions, involvement of several organizational units, they involve 
stakeholders from different areas and they have a considerable size in term of resources, ( Mikkelsen and 
Riis, 2017).  

Jansson and Ljung (2010) argue that the choice of project management methodologies must be based on 
the characteristics of each individual project. These characteristics can be understood by using two 
analyzing models. One is to realize which of five archetypes the project belongs to; the other is a project 
diagnosis model with fifteen questions to the project task. 

Traditional models for project planning use linear phase models, where each step has to be completed 
before the next one. But in unpredictable environments with great uncertainty and where a 
seeking/learning approach must be taken into account, a more holistic and cyclic process model might be 
a more beneficial approach. The five-by-five model by Mikkelsen and Riis (2017) supports a circular or 
spiral learning and planning process. The five main elements, the project task, project environment, 

resources, interested parties and project management, each consisting of five sub elements, is the 
backbone for a dynamic analyzing, planning, controlling and learning process during the project life cycle 
process. It gives a holistic view on the PM task and at the same time a multifaceted approach to attack the 
complexity of the project.  
 
In complex PM environments it is needed to have the main focus on the problem areas, which are most 
critical for successful deliverables. Mikkelsen and Riis (2017) use the project portrait as a strategic risk 
analyzing method, primary in the early stages of the project life cycle. Assessing the uncertainty in the 
four dimensions, the organizational picture, the entrepreneurial picture, the political picture and the 
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technical picture, will give the project owner, the project manager and the teams an idea about in which 
arena most focus must be concentrated. A high score in e.g. the technical picture means that the 
technology must be examined for opportunities, risks and threats. The right competences must be adapted 
to the project team in that area. 
 
Another tool for analyzing the characteristics of the actual project can be the focus diagram shown in 
fig.3. A NPD project with great uncertainty about the key design characteristics and the embedded 
technology requires strong focus on the task. Which market demand and user needs are to be considered? 
Competing products, mega trends etc. In a global network, many stakeholders with different attitudes 
must be taken into account in an agile process, which requires empathy and creativity from the core 
design group. A radar diagram can open up for discussion about the case, at group meetings at different 
levels, giving a common awareness of the overall situation. A complex construction project might have 
much more attention on detailed plans, schedules, resource budgets etc. All types of projects have 
characteristics in all dimensions, but are individually more focused in some of them. 
 

 
Fig 3. Focus diagram for different project types 

The project management disciplines should be accepted as a continuous improvement process in 
companies, and developed innovatively through new practices and in a broader approach,(Mikkelsen and 
Riis,2017) .Teamwork is a cornerstone in project work. Teams are formed at different levels, re teams 
setting the road map for the project, sub groups working on more detailed levels, reference groups, and 
parallel working groups in suppliers or customer’s organizations and not to forget the management groups 
overlooking the project progress. Professional competences as well as personal competences are needed 
and must be tailored to the task.  In order to accelerate the team collaboration in an efficient way, 
teambuilding in an early stage can improve establishment of common goals, norms and values, which are 
an important framework for the following problem solving, conflict solving, decision taking and 
collaboration with internal as well as external stakeholders. The team members are dedicated to their task 
and feel a strong ownership as stakeholders. They are released from their daily work and can fully 
commit themselves to the task. The team is lead by a leader, who has strong leadership- and 
entrepreneurial skills. The team has strong support from the management.  
 
4. Business Changes by Projects 
Today’s globalized and innovative companies are acting in dynamic environments with fast changing 
conditions for being able to carry out successful development projects. A successful project not only 
delivers a product on time, on budget and with a good quality, but also with a sustainable business value 
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creation. The users must implement the projects deliverables whether it is in own organization or by 
external customers. So the project cannot stand alone but must be anchored in the basic organization and 
integrated into the operational processes in the different functional areas. The project manager acts more 
and more as a business developer with a good understanding of the strategic goals, the operational 
framework and all the external and internal forces, which might impact the project during its life cycle.  

Projects are often executed in global and intercultural networks distributed in time and place. That gives 
opportunities in adapting needed skills into the project teams as well as obtaining high efficiency 
regarding cost and time. But also challenges regarding mutual understanding and efficient use of 
communication technologies. Uncertainties are part of the project universe, from environmental or 
political impacts to changes in the market or technological preconditions.  

It’s often discussed in what extent projects lead to changes and in what extent changes are carried out by 
projects. In the following cases this interaction between projects and change processes are illustrated in 
real company projects where I have been involved as either project core team member or project 
manager. 

 A shipyard developed and constructed a new type of ships for an important customer. The 
order was conducted as a large, complex project. The goal for the project core team was to 
organize the task and deliver the ships in time, within budget and in specified quality. A 
project core team was selected with a dedicated leader with reference directly to the 
Director for new ship design. During the design process, the core group delegated jobs to 
the functional departments they originally referred to, and acted in that way as ambassadors 
anchoring the project to the basic organization. The group was highly empowered by the 
top management and very much motivated by the project manager who had the capability 
of telling the story. The project turned out as a success in accordance to the defined goals. 
The projects resulted in improvements and changes of business processes like quality 
management, execution of future ship orders and to new knowledge within the 
technological area. 

 A company that supplied the maritime sector with technical systems wanted as part of a 
new strategy to enter the offshore market with slightly customized products and systems. A 
new significant order on a complex technical system was the entrance to the market. It was 
organized as a project with a cross functional team from marketing & sale, system design, 
Product development and manufacturing. A reference group was formed with 
representatives from quality management and an external consultant with experience from 
the offshore sector. The project changed the attitude to how quality of manufactured 
components should be controlled and documented, as well as how system design projects in 
other areas should be organized. The project resulted in opening the door to a new market. 

 A new engineering education program was developed and implemented at a university in 
Denmark. It was created in cooperation with another faculty as a cross-disciplinary 
education. The formulated objective was to develop a curriculum and implement it. But 
further it contributed to the internationalizing process as well as to creation of new cross-
disciplinary research areas at the faculty. 

The discussion and examples above underline that complex projects create changes and that organized 
change processes use projects as the practical tool to carry out the change process. Great uncertainties, 
dynamic changeable environments and deep interdependency characterize the process with the 
organizational framework around the projects. The right project core team and the leadership of the team 
are therefore essential for the successful implementation of the processes.  

5. Innovation Improvements by integration of PM Competencies 
The successful innovation process in companies is a multi faceted process, which need skills and 
competences in certain areas as well as suitable structures, and organizational processes. The most 
essential preconditions for success are: 

 Creative culture, which utilize and release people’s energy, creativity and ability to share 
and synthesize ideas.  

 Knowledge and competences in specific needed professional areas 
 Knowledge about the market (users, customers, competitors, trends) 
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 Knowledge about the whole value chain in the creation and implementation of the 
innovative product, whatever it is a tangible physical product or an intangible service or 
process, which creates value to the main stakeholder. 

 Good project management in order to support, direct and control the process in an efficient 
way. 

Many sources underline the “people aspect” in successful innovation. Edgett (2014) argues that good 
project management is considered a critical success criterion for top performing companies. He also 
argues that the way project teams are created and leveraged are essential for product innovation. That 
team members are selected by means of resource availability and cross functional skills, that key team 
members remain with the project until end, the communication is good and that the team is capable of 
interacting with the surroundings and taking decisions. 

Social relations between team members seem to have an impact on the performance of teams, (Kylindri, 
Blanas, Tanev &Henriksen, 2013). Friendship is a common and important social relationship. It requires 
mutual social bonds between two business partners who invest time and energy to establish and keep it 
lasting. The authors argue that friendship is positively correlated to project team effectiveness.   

Kylindri, Blanas, Tanev & Henriksen (2012) reveals in figure 4 the logic of all previous research work 
done in the area of project teams. It can be used as a research framework or for decision-making by 
business and project managers. 

 

 

 

 

 

 

 

 

Fig.4.Adapted from Kylindri, Blanas, Tanev&Henriksen (2012) 

Project team attributes can be relational statistical constructs coming out of the relational attributes of 
project team members, like Belbin (1993) psychometric measurements on team roles, social network 
constructs coming out of the social relations between team members, or a hybrid social network construct 
on team diversity developing from relational attributes, (Blanas, Kylindri, Henriksen&Tanev,2 012). 
Project type attributes include the Technology Novelty and Project Complexity, (Tatikonda & Rosenthal, 
2000). Project Outcomes are Project Success and Project Effectiveness. Kylindri, Blanas, 
Henriksen&Tanev(2012) provides a detailed review of the relevant variables that measure the dimension 
of these attributes. It is essential to create a balance in the group. Individuals with diverse characteristics 
often form the most effective groups, ( Tonnquist , 2008 )  

6.Conclusion 
The conclusion is that project management principles, which deserve special attention when planning 
innovation processes, should be about people management. If the management has organized the right 
team in the right governance structure with the right project leader, defined the right goal and empowered 
the team and the project leader, then the probability of success is considerable.  So the attention points 
should be: 

 Task and Stakeholder objectives 
 Project Governance  
 Project Leader 
 Project Team 
 Empowerment 

Project Team Attributes 

 Relational 

 Network 

 Hybrid 

 

Project Outcome 

 Project Success 

 Project Effectiveness 

Project Type 

 Technological Novelty 

 Project Complexity 
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The project team should have a common understanding of the goal and the task. Not limited to the 
traditional objectives, time-budget and quality of the projects product. But additionally a vision of which 
benefits should the core stakeholders achieve from a successful innovation process. The team and the 
involved parties need a leading star in order to commit themselves completely to the project, so that they 
feel themselves as a part of a vibrant organizational structure, strongly empowered by top management 
and leaded by a project leader with strong leadership skills. 

We see such successful teams in the sport arena. Sometimes it goes far better than expected, sometimes 
much worse. It is about balanced teams, regarding skills and personal profiles. Trained in many different 
situations and with a clear strategy and vision of which overall goal they should achieve. Trust to each 
other, mutual support and will to do one’s utmost.  

The most important person is the project manager (PM) or leader.  The PM must have strong 
communication skills, be able to motivate the team, protect them from political attacks and all in all be 
able to demonstrate situational leadership depending of the situation. The team must be empowered in 
order to act and take decisions in an unsecure and changing environment and must act as change agents in 
relation to their basic organizational units. 

In order to achieve a high performance team, some activities can be planned and carried out. A 
teambuilding workshop outside the normal working environments could be a good kickoff event. The 
team gets a better knowledge of each other, weaknesses and strengths and gets a common understanding 
of the goal, the values and the task itself. If the project organization is virtual with globally distributed 
teams, then the situation is more difficult. Here will the governance structure, the communication 
technology and planning be more essential. At the same time will the leadership turn more into a 
traditional management style based on control and following up on progress of activities. 

Finally it must be stated that the very essential question of how the right projects are selected and 
prioritized are not within the scope of this article. It’s covered in the Project Portfolio Management 
theory. My objective with this article has been to enlighten the complexity of bringing project 
management competencies into play with innovation processes, but even though it is possible to point out 
some essential focus areas, where innovation processes might be improved by adapting project 
management principles. 
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