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I Introduction by Tor Claussen, Trond Haga and Richard Ennals 
This publication is based on experience gathered by collaborating actors representing a 

multitude of contexts. Two research programmes, a number of Norwegian research 

communities, UK research experience and one strategic project financed by the Norwegian 

Research Council represent the core of experience and resources through which key issues 

and knowledge creation are compared and analysed. Additionally, vast amounts of 

experiences and knowledge presented by national, Nordic and other international partners 

have been utilised for analytical and comparative purposes. The whole collaborative structure 

has created a unique opportunity to develop and facilitate shared knowledge and learning 

generating processes. We will here make some introductory remarks regarding the 

institutions, actors and arenas that have been involved at different levels, and in various 

contexts1. An overview of the current contributions to the current text will also be presented. 

1.1 Institutions, actors and contexts 

The current publication is based on a project financed by the Norwegian Research Council. 

This project was launched in 2005, to end in early 2008. The project carries the titled 

“Integrated Innovation”. This title indicates the major focus of the project. It is a strategic 

project. This implies that already existing empirical material, knowledge, and experiences are 

used in order to make new analytical, comparative and theoretical contributions to a wider 

national, Nordic and international research community. No new empirical material, 

experiences and knowledge have been gathered through this project in addition to the two 

PhDs associated with it. 

This publication, and the project it is built upon has been financed by strategic programmes 

launched by the Norwegian Research Council. Certain intentions regarding these types of 

projects are crucial. One of the important strategic ambitions of this type of strategic projects 

is to enhance different collaborative relations.  

                                                

1 The original proposal for this research project and the report of targeted key figures from the project exist in 
other publications, see Claussen 2004a. 
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In the project of ‘Integrated Innovation’ key collaborative actors making major contributions 

can be classified as: 

• Actors based in enterprises and networks in a multitude of business environments. 

A majority of the enterprises and networks come from manufacturing and process 

industries. 

• Public regional actors representing municipalities, counties and national 

governmental agencies. 

• Employee and employer representatives at enterprise, regional (county) and 

national level. These would typically be union representatives, managers, owners 

and health-safety-environment (HSE) personnel. 

• Researchers with a multitude of different professional experiences and academic 

backgrounds. 

These actors have been involved in arenas linked to: 

• enterprises 

• networks 

• local/regional arenas 

• coalitions at a regional level, cutting across administrative/political barriers 

• national arenas 

• Nordic and international arenas 

When launching the project, key actors linked to these arenas were all invited to common 

workshops in order to put forward their important inputs. These inputs and their follow up 

have been essential in order to keep the project updated on international research. 

Additionally, these inputs have contributed extensively to the preparation of knowledge, 

theoretical perspectives and efforts of making cross-comparisons. 

The current publication has been shaped through close collaboration with Kingston 

University, and specific key researchers at this institution. This becomes evident when 

looking at the names of the contributors. These researchers have contributed with comparative 

material, theoretical reflections and crosscutting linkages. Agder Research/The University of 

Agder (AF and UiA) in Norway are, in addition to Kingston and IRIS, key institutions for the 

current publication. AF/UiA and IRIS have collaborated in this research field for many years. 

We have also a contribution from a university to the far north of Norway, the University of 
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Tromsø, which has also participated in key national research programmes together with 

AF/UiA, IRIS and Kingston. 

 

 

Figure 1: map showing the location of participating areas 

In Figure 1 above, the two counties, East and West Agder are indicated in lilac; Hordaland is 

orange, while Rogaland is light blue-green. The Work Research Institute is located in Oslo, 

while the University College of Østfold is located south east of Oslo. Tromsø is far to the 

north of Norway, while London – Kingston is farthest to the south on the map. 

The contexts of comparison, sources of material, and contributions are: 

• the local business environment (departments, enterprises, networks, 

municipalities). When using the term ‘local’ throughout the publication, this is the 

context that is generally referred to. 

• the regional context consists of one or more counties, a national administrative 

political unit in Norway. In countries outside Norway there can be slight 

differences regarding references to this context, as the political administrative term 

county can differ across national contexts. 

• the national level is considered and identified as the highest level of context 

systematically compared. 

Bergen – Hordaland 

Stavanger - Rogaland 
East and West Agder 

Tromsø 

London - Kingston 

Work Research Insitue, Oslo 
University College of Østfold 
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• referring to a global context relates generally to international arenas that are not 

always clearly demarcated.  

Contexts of discovery and comparison are closely correlated with the different arenas listed 

above. In order to give a closer account of the contexts of discoveries, we will give a brief 

overview of two of these contexts. First, the context of the “Integrated Innovation” project 

itself, governed by researchers at IRIS, will be presented thoroughly. Additionally, the context 

of the research accomplished by our UK and Agder partners will be given corresponding 

presentation. 

1.2 Two research programmes and their context of discovery, IRIS Norwegian 

partner 

In 1995 the Norwegian Research council launched a national programme called Enterprise 

Development 2000 (ED 2000). One of the ambitions of this programme was to create a 

number of regionally linked projects directed at doing action research in enterprises. In order 

to achieve this ambition, network collaboration between different enterprise participants, as 

well as research, was encouraged. New collaborations between enterprises, research and 

employee/employer/HSE representatives were among some of the main targets in order to 

mobilise stakeholders in development and research activities. 

When the programme ended in 2000, a number of research and development activities 

‘creating connectedness’ (Gustavsen et al 2001) had been launched throughout different 

regional contexts in Norway. Several lessons learned from ED 2000 inspired the launching of 

its successor, Value Creation 2010. Among the lessons learned and experiences to attend to, 

were the following: 

• the regional context of enterprise and network development could be involved and 

emphasised to a greater extent than was the case in ED 2000. It was therefore of 

interest to prolong the core activity of ED 2000 in a new long term programme. 

• regional coalitions could be utilised to encourage and facilitate enterprise and 

network research and development activities. Such a coalition could have regional 

key actors and stakeholders on the county/regional level. 

• greater emphasis on innovation, not just continuous improvement of daily 

operations. Innovation was to be focused on creating a greater range of variation of 

alternative change projects to choose from, based on strategic consideration both at 
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enterprise and regional level. In the enterprises, innovation projects were intended 

to become a core in the context of the new programme. 

• extended participation by employee/employer/HSE representatives at different 

levels, both local, regional, national and international. 

• greater national, Nordic and international collaborative efforts should be 

encouraged between all stakeholders and actors at different levels and arenas. 

• a PhD programme was launched in order to enhance competence and research 

activities, aimed at the wider research community nationally as well as 

internationally. 

In 2001 a 10-year programme, Value Creation 2000 (VC 2010), was launched. This 

programme was to be based on the lessons and experiences from ED 2000 listed above. 

Additionally VC 2010 was to be expanded both according to duration (10 year ambition) and 

national geographical distribution.  

ED 2000 covered seven modules. A module was defined as a number of action researchers 

who dedicated at least 50 per cent of their disposable research resources to be linked to the 

research programme. These core researchers, as well as the collaborating enterprises/ 

networks, actors and stakeholders, constituted the module. An intention in VC 2010 was to 

keep the module structure, increase the number of such modules to cover most counties in 

Norway, and link the modules more noticeably to the regional level. A distinct focus on 

innovation at enterprise, network and regional level was also to become one of the main 

objectives of this new programme. 

Building on ED 2000, VC 2010 initiated collaborative arrangements through several closely 

linked programme/project activities: 

• a PhD programme was launched. This programme was provided with strong 

international participation, both by students and advisors/lecturers of high 

international academic reputation in the field. 

• Nordic cross-country and cross-regional comparative projects were launched. Key 

regions were picked in order to make national/regional/local comparison regarding 

the core research activities in VC 2010. Additionally, a Nordic project comparing 

developmental project activities where employee/employer representatives play a 

significant stakeholder role was launched. IRIS was the Norwegian partner, based 

on its experiences and knowledge from VC 2010 and ED 2000 activities. 
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• a number of international collaborative publishing and research initiatives were 

promoted. Among these the ‘Integrated Innovation’ project and the current 

publication count as an important example to consider. 

ED 2000 at IRIS emphasised network collaboration in three different networks. Experiences 

from these network activities contributed to the evolution of the term ‘solid network’. The 

term denotes a collaborative arrangement, significantly different from what is usually referred 

to as a network (Haga 2007). It is organised like an enterprise, but embedded in the local 

social community through weak and strong, more or less informal, ties. The term ‘solid 

network’ will be presented more thoroughly later in this publication (see Case 12 in Part II). 

ED 2000 emphasised both direct and indirect participation. Union representatives, both 

locally and nationally, played key roles in every aspect of the collaborative activities taking 

place within project activities. Major development activities took place in enterprises and 

networks located in the two counties, Rogaland and Hordaland, in the South-West part of 

Norway, and in the two counties of Agder located in the southern part of Norway. 

Additionally one network activity engaged huge enterprises, mainly producers and super 

suppliers to the oil industry in Norway. 

One of the research objectives of ED 2000 at IRIS illuminated and analysed the challenges 

facing international management concepts, introduced in a national/local context of work life, 

participatory traditions, and HSE culture. Experiences and analysis of these challenges has 

provided considerable knowledge of how to handle development and innovation activities, 

utilising the so-called Nordic model of work life and welfare state arrangements, together 

with the application of international management concepts. This will be illuminated in Part II, 

particularly Case 13. 

The VC 2010 programme built on the experiences from ED 2000. It differed significantly on 

some important issues, as indicated above. At IRIS the differences between ED 2000 and VC 

2010 which were given specific attention, were the following: 

• the regional level was given specific attention. Employee/employer 

representatives at the regional level came to play a crucial role in all aspects of 

research and development activities. This became an additional involvement of the 

social partners to the local/national involvement already present in ED 2000. 

• a coalition (see Ennals and Gustavsen 1999) at the regional level was formed by 

stakeholders to become the Development Coalition of Hordaland and Rogaland 
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(DCHR). Hordaland and Rogaland were the two counties hosting the enterprises, 

networks and major regional stakeholders that were addressed in VC 2010 at IRIS. 

Among the major stakeholders addressed, the following became crucial partners at 

the regional level: 

• Regional representatives of The Norwegian Confederation of Business and 
Industry and The Confederation of Trade Unions. 

• The public State Fund for Economic and Regional Development, now 
labelled Innovation Norway. 

• The administrative head of the counties’ business departments. 
• The administrative head of the counties’ labour market offices. 
• Representatives of the main institutions of research and higher education. 

Thus, the Coalition was shaped through public discussions, the so called ‘Agora’, 

structuring the co-operation between the University, the University Colleges and 

the regional business community (see the section by James Karlsen on the role of 

the university in regional development, Part IV.5 for further discussions). 

• Innovation, in addition to continuous improvement, was emphasised as a crucial 

element in the action research activities initiated in the enterprises and networks. 

The term innovation was specifically utilised in order to promote radical change 

projects in already existing enterprises, networks and business environments, such 

as intrapreneurship, in addition to entrepreneurship, and the creation of new 

external units to the existing business environment. According to this philosophy, 

additional business opportunities for existing businesses were to be explored and 

encouraged in order to create more opportunities to exploit, more of a ‘multiple 

core’ business philosophy. This will be discussed as a separate issue later in the 

publication. 

The economical, geographical, political/administrative and cultural context of ED 2000 and 

VC 2010 was the South-West part of Norway, as well as the southern part of Norway. The 

region where IRIS was mainly operating, the South-West part of Norway, consists of a rough 

coastline facing the North Sea(see Figure 2). It is a region characterised by a number of 

islands and fjords, a glacier, by rivers falling from steep mountains and by an unfriendly 

climate, due to its location by the North Sea. 25–30 per cent of the workforce is employed in 

the manufacturing industry, the highest percentage of employment in manufacturing in 

Norway. A population of just below 1 million is scattered in small towns and villages. 

Farming in poor conditions and fishing in rich banks along the coast have been the major 
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subsistence for the local population. At present oil and hydro-electrical power form the bases 

of a heavily industrialised area, at least according to a Norwegian scale. 

 

 

Figure 2: map showing location where IRIS operated 

Major administrative centres for the oil industry and other larger scale industrial activities 

have been located in the region since World War II. Prior to this period the economy was 

dominated by fishermen and small farmers. An anthropologist from Great Britain studied the 

region in the 1950s (Barnes 1953) and applied the concept of network in order to describe 

particular aspects of the social organisation present among the fishermen along this coastline. 

The network term was used to cover how information related to catching, weather, sea 

conditions, location of fish, etc was distributed through informal relations where the 

fishermen’s wives were key informants. Later studies have confirmed and extended his 

findings (Müller 1990). This historical heritage is part of the cultural and traditional 

conditions regarding networking in this particular region today. 

Current experiences in networking in the two counties are linked to the two research 

programmes, VC 2010 and ED 2000. Researchers have played an active part, mainly as action 

researchers (AR, see Whyte 1991, Levin and Greenwood 1998), on different levels: 

Oslo 

Stavanger 

Berge

n 

Stavanger 

Bergen 
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• initiating and supporting developmental and innovation projects inside enterprises 

participating in VC 2010 and ED 2000, addressing work organisation issues as well as 

a number of other business development issues. 

• the shaping and development of networks among participating enterprises as 

supportive structures to the improvement activities taking place in each enterprise. 

• shaping of supportive coalitions/partnerships between the counties (Hordaland/ 

Rogaland, the Agder counties), among Triple Helix actors (‘Triple Helix’, see 

Leydesdorff and Etzkowitz 1998, Brulin 1998). 

In ED 2000 at IRIS the researchers were able to enter into collaboration with three existing 

enterprise networks. Of the three networks collaborating in ED 2000, one of them, The 

Sunnhordland Industry Network (SIN), will be given special attention in this publication (see 

Cases 1 and 12). SIN consisted of 14 enterprises at the time of ED 2000, ranging from 12 to 

1900 employees. Most of the enterprises were within the manufacturing industry or foundries 

using hydro-electric power. In the network as a whole about 5000-6000 were employed. The 

network had one dominant actor, a former shipyard. Due to the offshore development, the 

production of platforms and other constructions for offshore activities had become the main 

market for this dominant actor. Some of the collaborating enterprises in the network were 

suppliers to this dominant member, while others did not have any particular commercial 

relationship with any of the members. For many of the participants, the network was 

characterised by mixed relationships between the participants, implying both commercial and 

non-commercial activities. SIN will be utilised in order to illustrate the working of formalised 

network collaborations, the solid network structure (see Case 12). This network has 

established itself as a mature networking practice. It is presently inspiring collaborative 

efforts by many enterprises in the region (see Cases 1 and 12 in particular). 

The Industrial Network of Hardanger (INH) is attempting to achieve a similar kind of co-

operative structure as SIN, inspired by the success of this network. eight enterprises utilising 

hydro-electric power are key actors from the local/regional business environment in this 

effort. Union members, as well as managers, are key persons collaborating with researchers in 

order to shape the INH network. Paradoxes and dilemmas facing the shaping of INH will be 

highlighted to illustrate aspects of role management in these networking processes (see Cases 

1and 12). 

What then were some of the outcomes of the initiatives and R&D activities taking place in 

these contexts? 
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• What role was played by the union? The union representatives legitimised and thereby 

made possible broad participatory contributions from employees. Additionally, the 

union were themselves important contributors with formal roles and professional 

substance in the R&D projects. This is elaborated in Case 8 

• How did network collaboration contribute to improvement and innovation in 

enterprises? Network collaboration supported and stimulated developmental and 

innovative trends related to the R&D activities taking place in the enterprises (see 

Cases 2, 5 and 10). Enhanced openness, learning and exchange of experience/ 

knowledge was encouraged by network collaboration (see Case 2). 

• HSE perspectives were emphasized in all R&D projects and programme activities (see 

Cases 1 and 12). 

• Enterprises enhanced their business performance and thereby increased their 

competitiveness (see Case 7). 

• The concept of innovation was targeted more systematically as VC 2010 evolved, 

based on key experiences from development activities in ED 2000. Specific 

innovation project activities emerged through strategic decision-making processes (see 

Case 5). 

• Experiences and conceptualization of ways that regional and national supportive 

structures and backing of development and innovation local/regionally can be 

organised and utilised, is an essential outcome of the two programmes (see Case 6). 

The networks, together with coalitions (DCHR) formed by actors and stakeholders in the 

counties in the South-West part and southern part of Norway, comprise the major context for 

the contributed experiences and knowledge presented in this publication. Experiences from 

both programmes, ED 2000 and VC 2010, are important also. The contexts locating the 

different contributions in this publication, which have not been based in the same 

geographical region, will be outlined in the following presentations. 

1.3 Theoretical reflections advocated by IRIS 

Action research conducted through participation and collaborative structures have been the 

foundation of research conducted by IRIS, as well as many of the other contributors to this 

publication. Change and development have been based on dialogue between the different 

actors involved. Dialogue arrangements have been a cornerstone in the practical research 

activities. Emphasis on dialogue and communication has also been important in the 
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theoretical considerations and reflections made upon the practical research activities. This is 

especially so regarding research activities linked to the two research programmes presented 

above. 

When radical change and innovation is stressed, some challenges regarding perspectives on 

dialogue and communication become apparent. Creativity and innovation require the ability to 

produce new and unexpected varieties of practices and solutions. Dialogue and 

communication of differences can become a driving force in order to create variations to 

choose from. Interplay of perspectives and interests can be brought into play in order to make 

diversity the dynamic of change. Learning from differences through dialogue can be a way of 

making innovations happen. Dialogue and communication thus become important, both in 

practice, and in theoretical reflections upon these practices. These have been major issues in 

the research conducted at IRIS, as well as other participants in ED 2000 and VC 2010. In the 

research tradition these two programmes are embedded in, theories of communicative action 

and dialogue have been a cornerstone (see Part II.2 Tutorial Paper on Working Life Research 

and Action Research by Richard Ennals for further elaboration of this research tradition and 

some of the linkages). Theoretical considerations on this research are an essential aspect of 

‘integrated innovation’, or rather ‘disintegrated innovation’, the phrase used in a contribution 

presenting a critical revision of the term ‘integrated innovation’ (see Part IV.1 in this 

publication). 

Focus on innovation raises an important issue related to change. This concerns making change 

something other than merely spontaneous incidental happenings. Structures and systems that 

change and innovation are embedded in become important. The importance of systems and 

structures related to change were apparent when improvements in enterprise development, 

supported by research and network structures, were conducted in ED 2000. Emphasising 

radical change and innovation makes this issue even more important, as became apparent in 

VC 2010.  

Creating variations, and making strategic decisions on which solutions and projects to go for, 

becomes important. Enterprises, regions and nations have to take careful consideration 

regarding resources and time to spend on change and innovation activities, in order to choose 

competitive solutions. On the one hand, change and innovation is required in order to position 

oneself in a competitive environment. This is so when advantages in a market environment 

are hard to hold on to due to the global availability of conditions that are necessary in order to 

gain competitiveness.  
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On the other hand, change and innovation are risky and can be resource consuming. Creating 

variations and making careful strategic considerations on how to utilise scarce resources and 

reduce risk, can also be an important competitive advantage. Risk and risk reduction through 

creativity/spontaneity, as well as systemic/strategic choices, is thus a dilemma in innovation. 

To cope with this dilemma, additional aspects to communication and dialogue between 

differences are needed in order to structure the interplay between differences and diversity of 

interests and opinions. Structuring risk taking and risk reduction can be a way of making 

change and innovation systemic, continuous and strategic processes, in order to avoid 

wasteful incidental, temporary and spontaneous happenings. 

Learning from differences is important in order to make a creative environment create 

variations that strategic selections of competitive solutions can be based upon. The interplay 

of diversity and differences can be a dynamic driving force in innovation. On the other hand, 

structuring differences and diversity of interests and opinions into an integrated process 

whereby new perspectives and solutions are produced is another basic aspect of innovation. 

Interplay of differences, integrated and structured into a systematic communicative setting is 

required in order to produce workable processes and solutions. This is why the current 

publication also emphasises participatory arenas and collaborative arrangements that can 

facilitate the interplay of diversity of interest in order to learn and utilise differences. System 

and structuring of differences and diversity is an important aspect of innovation, additional to 

the creativity aspect of innovation. The system perspective here adds important elements to 

the dialogue and communicative aspects of innovation. 

In the current publication we have utilised the system theory of Niklas Luhmann (see 

particularly Luhmann 1997). The following bullet points indicate some of the reasons behind 

this choice.  

In this context Luhmann has been emphasised for the following reasons: 

• Luhmann does not rely on a clear distinction between social and natural science, or 

between hard technological and soft organisational approaches, as is the case with his 

opponent, Jürgen Habermas (see for example Habermas 1970, 2004). Cutting across 

these distinctions can be important in order to shape long-term large projects where a 

multitude of partners and stakeholders, professions, perspectives, etc are involved. 

• Luhmann’s perspectives make it apparent that it is important to take into account the 

structuring conditions (systemic) of individual interactions in different conditions. 
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This makes it essential to consider innovation as something more than just incidental 

happenings. 

• Luhmann highlights the dynamics and expansion of variation to choose from, when 

making strategic selections of approaches and solutions. Additionally, he points to the 

necessity to incorporate new achievements into the existing structure. In this way the 

realization of new market and business opportunities can be highlighted. 

• Luhmann’s concepts make it possible to enrich the understanding of network 

structures, collaborative arrangements and participatory configurations that make up 

the system of work life at different levels (enterprise, network, region, nation and 

global). This creates an opportunity to shape new practical arrangements and solutions 

in R&D collaboration with the business environment. 

The systemic approach sketched here presented is an additional perspective to consider in 

relation to dialogue and communicative contributions. It emphasises aspects of change and 

innovation necessary in order to make these processes something other than temporary and 

incidental happenings. Later in this publication, these reflections are further elaborated (see 

sections Positioning integrated innovation and Reviewing the concept of integrated 

innovation, pages 90 and 96), and briefly linked to classical discussion between Habermas 

and Luhmann (Habermas and Luhmann 1970, Maciejewski 1973). 

1.4 UK partners 

Researchers at the Centre for Working Life Research at Kingston Business School, Kingston 

University, have engaged in collaborative research with Swedish and Norwegian partners 

since 1987. This followed the end of the Alvey Programme in the United Kingdom, 

concerned with the development of enabling technologies for a new generation of computing 

systems. Richard Ennals was a research manager. Experience of the programme suggested 

that the key issues concerned new ways of collaborative working, between enterprises, and 

with universities and government departments. With the closing of the programme in 1987, 

attention increasingly switched to work at the European level, and with international partners. 

In 1995, the European Work and Technology Consortium was formed, chaired by Peter 

Totterdill, and linked with national representatives in the European ACTEUR group, to form 

the European Work Organisation Network (EWON). 
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In 1997 a change of government brought hopes of new programmes based on a partnership 

approach. The UK held the EU Presidency in 1998, and were advised by a new network, the 

UK Work Organisation Network (UKWON), together with international advisors, including 

representatives from Norway. This did not lead to consistent core funding, so UKWON has 

had to survive on project funding. UKWON members are drawn from trade unions, 

employers’ organisations, universities and research organisations, with government civil 

servants as observers. 

At Kingston Business School the Centre for Working Life Research (CWLR) has been a 

mainstay of UKWON, hosting three of the Board members (Peter Totterdill, Richard Ennals 

and Campbell Ford). In addition CWLR has developed a portfolio of projects addressing 

working life issues, regional development, lifelong learning, workplace health and world 

citizenship. CWLR has contributed to teaching at Kingston Business School, and in partner 

universities in Norway, Sweden and Lithuania. This includes the Action Research based PhD 

programme Enterprise Development and Working Life, based at the Norwegian University of 

Science and Technology in Trondheim. This provided the basis for the tutorial paper on 

Working Life Research and Action Research, in this collection. 

This collection includes papers by researchers (Anne-Marie McEwan on Healthy Working 

Centres and Anne-Inga Hilsen on Active Age) and research students (Nazir Walji on 

Leadership and Carol Baily on Reverse Intergenerational Learning) at CWLR. Richard Ennals 

also contributed reflections on ‘Disintegrated Innovation’. 

1.5 Agder Research partners 

For the last ten years, Agder has tried to develop an innovation and work life research milieu. 

In 2003 we formed the Centre for Innovation and Work Life as a co-operation between Agder 

Research and Agder University College. In 2007, the College became Agder University, and 

we established a Department for Work Life and Innovation. The present group of researchers 

comes from three main traditions: the work life tradition based on the Nordic model and 

focusing on the organisational aspects of work processes and networks; secondly the tradition 

from economic geography with a more systems perspective on innovation (innovation system, 

Triple Helix, Learning regions, etc); and finally a political science perspective focusing on 

regional governance, participation and democracy.  
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The four papers from Agder, including the one from Tromsø, all discuss the roles of 

institutions and actors in the innovation process. All of them have regional innovation 

concepts as a reference point. The papers could be seen as an attempt to give content, 

meaning and critical inputs to these concepts. The VRI-Agder paper discusses the regional 

actors’ role in developing consensus around that VRI programme, based on experience from 

earlier programmes, including conflicts. The paper indicates that there has been a learning 

process. James Karlsen’s paper outlines the difficulties related to the regional role of the 

university. He develops a conceptual framework for discussing the problems, challenges and 

dilemmas of organising a ‘mode 2’ university. Lene Foss and Mette Solnordal’s paper from 

Tromsø could be seen as an example of ‘academic capitalism’. It is an extremely insightful 

account of actors, institutions and players in setting up a company based on research 

knowledge from the university. Hans Christian Garmann Johnsen’s paper tries to give an 

overview of regional innovation concepts, and relate them to the emerging knowledge 

economy. It indicates some topics for further research, related to the meeting between a 

disintegrated, competitive environment that is significant for the knowledge economy, and the 

Nordic Model of co-operation and participation. 

1.6 A brief overview of contributors 

Carol Baily 
Kingston College, Kingston UK. 

Anne-Marie McEwan  
Centre for Working Life Research,  
Kingston Business School,  
Kingston University,  

Richard Ennals 
Kingston University 

Rosemary Exton 
UK Work Organisation Network 

Peter Totterdill 
UK Work Organisation Network 
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1.7 Issues raised in the different sections – a brief overview 

This publication is divided into five sections. Sections 1 and 5 are the introduction and some 

concluding reflections. The three main sections include the different contributions. An 

attempt is made to group these contributions into some section headlines. There is a risk that 

this way of grouping is neither informative nor gives justice to the different contributions. 

Still the effort is made, and the reader left to judge whether this was informative and 

justifiable according to the different contributions grouped. 

In Section 2, Integrated innovation – an elaboration, there are four contributions. These are 

placed in Section 2 since the main issues raised concern an elaboration of what the term 

integrated innovation covers. In the section, reflections and discussion are made based on 
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both theoretical perspectives as well as case material to give illustrations. Policy and contexts 

are presented and analysed. A tutorial contribution frames the discussion. 

Case material, analyses and theoretical perspectives linked to research at IRIS, are introduced 

first in this publication, in Section 2. This can be viewed as rather impolite, regarding the fact 

that we have prominent colleges and contributions which might suggest a different order of 

presentation. On the other hand, the fact remains that the project of integrated innovation is 

the foundation for this publication, and frames the initiative in many ways. The project’s main 

objectives were to synthesise experiences on innovation at IRIS, and then make comparisons 

and analyses within a wider context. We have taken this last point further, and tried to put all 

contributions on an equal footing. On the other hand, research at IRIS is presented first in 

order to make a thorough introduction of the project, and place the research on integrated 

innovation as a core issue to consider. 

The theoretical perspectives and analyses presented in the first contribution in Section 2 have 

been critically and thoroughly reviewed by Peter Totterdill. Through his critical comments 

and suggested revisions he has encourage a most welcome and fruitful debate on the core 

issues on which this publication is based. Other contributions add to his efforts, such as the 

discussion of disintegrated innovation by Richard Ennals. 

A critical discussion on integrated innovation (IV.1 Disintegrated Innovation by Richard 

Ennals page 325) is placed in Section 4, but could as well have been placed in Section 2. The 

major reason behind the choice of grouping is in this case based on the fact that it does place 

significant emphasis on specific features regarding innovation, which is characteristic of the 

knowledge economy. It fits with critical reflections on the concept of the knowledge economy 

and innovation, located in the same section (see IV.3 Innovation in regions of disintegrated 

knowledge intensive firms – some reflections and assumptions by Hans Chr. Garmann 

Johnsen page 355). 

In Section 3, Innovation, work place, networks and coalitions there are seven contributions. 

Experiences from collaborative arrangements such as partnership and coalitions are offered. 

Several contributions focusing on workplace innovations both in the private and public 

sectors are presented. Contexts of integrated innovation are given through investigation. 

Reflections on organisational theory, leadership and action research end this section. 

Section 4 Integration in the knowledge economy has five contributions. A critical reflection 

on integrated innovation (disintegrated innovation) is made, where emphasis is placed on 
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features regarding the knowledge economy (see above). Bridging the knowledge gap between 

generations is discussed and illustrated in another contribution. Critical reflections on 

innovation and the knowledge economy link another contribution to the first one in this 

section. Finally two contriubtions focus on the role of the university in a knowledge economy, 

and present some critical reflections regarding the role of policy makers and university 

practices. 

Section 5 gives some concluding critical remarks on some issues raised and reflections made 

throughout the whole publication. 
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II Integrated innovation – an elaboration 

In this section there are three contributions. Each focuses on different issues in order to 

illuminate the key issues of integrated innovation. 

Part II.1 Concepts and Contexts of Integrated Innovation by Tor Claussen and Trond Haga, is 

a core chapter in the current publication. It is a core chapter in the sense that the main 

objective is to illuminate what has been conceptualised as integrated innovation in the 

strategic project at IRIS, which has framed the basic conditions from which this publication 

emerges. Theoretical discussions are supported intensively by empirical based case studies, in 

order to conceptualise integrated innovation, closely linked to practice. Action research has 

been the basic approach in the empirical cases. Challenges and outcomes of this approach are 

discussed thoroughly. The concept of innovation is given a thorough and critical 

consideration, reflected according to theoretical debates and experiences from practice. 

Challenges facing the integration of interests, skills and knowledge are illuminated by 

practical examples from cases. Collaborative structures (employee/employer relations, 

networks, coalitions), integrating and supporting change and innovation processes are 

presented and reflected upon. Reflections are linked to theoretical and practical experiences 

presented from regions that have been important in debates on industrial districts, flexible 

specialisation, network and coalitions. 

The chapter focuses on how system theory can add important features and insights into ways 

of handling the so-called innovation dilemma. Dialogue based approaches have been 

emphasised in most of the action research conducted in the cases presented. A reflection on 

how system theory can contribute, in order to make change and innovation continuous and 

lasting processes in enterprise and regional development, is given special attention. System 

theory has additionally been utilised in order to reflect critically upon ways that collaborative 

arrangements (social partners, networks, coalitions) can operate and be arranged. Perspectives 

based on contributions from Luhmann and Habermas are given specific emphasis.  

Throughout the current publication, several contributions add to the reflection on the core 

issues in this chapter. 

Part II.2 Tutorial Paper on Working Life Research and Action Research by Richard Ennals 

presents an overview of contributions and the overall framework, linked to the work life 

context in which this publication is embedded. Several additional actors, not represented as 
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direct contributions in this publication, are introduced. Key topics in work life research are 

presented, as well as some major actors in this field of research. Bibliographic accounts are 

given of important contributions to the field of research, which is closely linked to integrated 

innovation as discussed in this publication. 

Part II.3 Workplace Innovation, Regions and Public Policy Innovations by Peter Totterdill 

argues for new policy inventions to close the current policy gap, which arises in complying 

with current challenges facing regional and work place innovation in a global context. 

Utilising the potential for active regions, as something other than passive respondents to 

global forces, requires new approaches. New ways of modelling regional activity, new 

strategies and approaches to public policy interventions, integrated strategy on the urban and 

regional level, change in the workplace, and learning of the individual, are examples of the 

requirements to unlock potential for active regions. Special attention is drawn to the 

importance of workplace innovation. Workplace innovation is presented as the product of 

complex processes of learning, grounded interactions with firms, networks, public policy, 

vocational training, industrial relations and the financial system.  

Work organisation design is argued to have a considerable impact on: 

• Job-related illness. 

• Consequences of an ageing workforce. 

• Non-vocational competences. 

Limits of a ‘high road’ to organisational innovation in Europe are listed as follows:  

• low level of awareness of innovative practices 

• poor access to evidence-based methods and resources 

• lack of knowledge-based business services 

• failure of vocational education and training 

Policy gaps are then summarised: 

• few spaces to compare and consolidate knowledge 

• few spaces to share experiences and identify common needs 

• lack of knowledge about work organisation 

• weak integration of research and practice 

By raising these issues, this contribution underpins issues and reflections made in the previous 

chapters, regarding the context of integrated innovation. This contribution specifically 
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pinpoints policy requirements, and makes a critical reflection on much of the prevailing state 

of affairs. 

Part II.4 Globalization and integrated innovation by Tor Claussen is a chapter sketching the 

global context in which activities, empirical material and theoretical discussions are 

embedded. The term globalisation is given a critical reflection. Globalisation is discussed in 

order to highlight possible significant features regarding the ways that the overall 

development of societies, noteworthy aspects of work life, innovation and other processes are 

taking place within the Nordic countries. The question is investigated whether there is 

something signifying the Nordic countries that could count as a Nordic model. 
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II.1. Concepts and Contexts of Integrated Innovation by Tor Claussen and 
Trond Haga 

2.8 Entering integrated innovation 

Point of departure 

In the introduction to the proposal for a project on integrated innovation, several questions 

were raised. These questions pointed to issues more or less tacitly touched upon during many 

years of research into the field of business development and innovation, financed by the 

Norwegian Research Council, in collaboration with the major social partners. Most of this 

research was conducted in the two national research programmes (ED 2000 and VC 2010)2.  

As a starting point, some of the introductory questions in the proposal will be restated: 

“Why is it so hard for enterprises to create new opportunities? Why is there a lack of 

variations of possibilities to select from in their business environment (FOREN 2001, 

Nyholm and Langkilde 2003, Andersson, Kind and Longan-Andersen 2004)? Why is 

it so cumbersome for many to exploit the potential for creating new possibilities 

through (a) collaboration with R&D, (b) other enterprises in networks, (c) joint 

ventures and (d) clusters? How can these obstacles be overcome to increase innovation 

in industry?” 

As our project ‘Integrated Innovation’ has evolved, several experiences have emerged as we 

have progressed. Specifically, our Nordic and other international partners and colleagues have 

contributed. One of the outcomes of the collaboration and contacts on the Nordic and 

international arenas is incorporated into the current anthology. The present text constitutes a 

collaborative piece of work, with some of our most important international and national 

partners identified in the introduction.  

It is recognised by our partners that a great deal may be learned from differences. Cross-

regional and cross-country experiences have been gathered through our intensive 

collaboration with selected partners. They have supplied experiences from national, Nordic, 

UK and other international contexts, both on a national and regional level. Experiences from 

                                                

2 Both of these programmes have been presented in the introduction to this anthology. 
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enterprises, both single and members of collaborative structures, have been supplied. Some 

experiences have also reached us from collaborative partners in the US. 

Reflections upon issues in a Nordic and international context have created a greater 

acknowledgement of specific features regarding the innovation activities in which research on 

different levels of regional innovation systems have been embedded. A critical reflection on 

the so-called Nordic model is an important example in this respect. The significance of this 

model for innovation and development has gained renewed interest, as the international and 

European community recently have paid increasing attention to the, so-called, successes of 

the Nordic countries (Gustavsen 2007). These successes involve both the development of the 

welfare state, and the economic achievements regarding innovation, employment, competence 

building, as well many other important indicators (see European Commission (2007a and b). 

There should be a word of caution applying the very notion of a Nordic ‘model’. First of all, 

there are obvious criticisms about applying a single formulation supposedly embracing all the 

Nordic countries. A danger emerges that it will mask a highly diverse range of practices on 

the ground (Schiller et al 1993, Kettunen and Rissanen 1995). Rather than talking about one 

single model for such diverse practices, claims have been made that the practices among the 

Nordic countries are far too great for the proposal to apply a single formulation on this 

diversity. On the other hand, in a global context, certain similarities (social democracy, 

tripartite collaboration, strong unions, highly unionised, etc) make it fruitful to apply the 

notion of a Nordic model, despite this diversity between the practices of these countries (see 

Flemming 1998).  

Second, European policy makers have, in recent years, been highly resistant to the idea of a 

blueprint capable of being exported to all of the EU27 Member States. Arguably the relative 

failure of the European Commission’s 1997 Green Paper Partnership for a New Organisation 

of Work brought this into relief. The danger exists of applying this model in Europe, as it does 

not take into account sufficiently the culture and traditions of southern and central Europe. 

Lessons from the Green Paper’s demise have not been lost on those in Brussels. This is not to 

undermine the significance of Nordic experience and success: rather it is important to present 

this body of experience as a resource open to critical interrogation and comparison by actors 

elsewhere in the neighbourhood of Europe. The aim of this paper is to contribute to the 

continuing creation of such a resource, with a strong emphasis on the processes used to 

establish open-ended dialogue between diverse actors, rather than on the promotion of 

specific outcomes. 
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The Nordic model has been a major frame of reference in ED 2000 and VC 2010. One way 

this made itself evident was through the strong linkages with the social partners at enterprise 

level, in networking activities, regionally/locally, as well as nationally and internationally. 

Specifically at the Nordic level, linkages to social partners were developed, based on the 

activities conducted primarily in ED 2000. In the project on integrated innovation the Nordic 

model frames many of the contributions made in different contexts of the project. Here the 

frame of reference will basically be to consider and critically review aspects of the Nordic 

model that have significance for a conceptualisation of integrated innovation (see more in 

depth discussion of this topic in subsequent chapters). 

Action research (AR) and Integrated Innovation 

A critical conceptualisation of the term ‘integrated innovation’ is a major ambition in this 

contribution. The objectives of critical conceptualisations are to carve out some new possible 

ways of dealing with innovation and development in future research activities. This is 

specifically the case regarding innovation and development activities, where an action 

research approach (AR) is in some way involved (Levin and Greenwood 1998 and 2007). 

AR, as a research approach, is itself based on a number of presuppositions that it is important 

to reflect critically upon, specifically when this approach is conducted in innovation activities. 

The project ‘Integrated Innovation’ has emphasised the utilisation and engagement of 

research(ers) through an AR based approach.  

For a number of reasons it is important to carry out critical reflections on AR practices. An 

AR approach based on dialogue aims at creating change processes through close collaboration 

with the field. Co-generative models are regarded as a way of creating actionable knowledge 

in order to make change and innovation happen (Levin and Greenwood 2007). Conducting 

AR emphasises specific techniques, work forms and research strategies in order to create 

actionable knowledge. Encouraging change/innovation based on this specific knowledge is 

regarded as an important outcome.  

Conceptualising and conducting AR is not necessarily a straightforward methodological 

approach. In innovative change processes, there are some additional important issues 

involved. One example of an issue to consider is the paradoxical requirements involved in 

conducting AR in innovation activities. Close collaboration with the field is an important 

element in AR. On the other hand too close collaboration with the field could face the danger 
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of producing applicable solutions regarded as fulfilling interests of participants in short term 

perspectives with few significant innovative features. The customer gets from the research 

what they ordered. There could be little difference between involving a consultant or a 

researcher.  

This touches upon the issue of what the presence of an AR-researcher brings to the field:  

• Knowledge about change processes 

• Knowledge about industrial concepts 

• Knowledge about work organisations 

• Knowledge about dialogue based development concepts (bottom-up and top-down) 

• Competences on how to create knowledge through industry-research collaboration 

(see Case 10 below for an example). 

However, through a too close collaboration with the field, research runs the risk of producing 

commissioned work. Few, if any, creative and innovative solutions would be produced. 

In order to be creative, a critical distance from the field is an important requirement. The risk 

is then to produce something disconnected from the needs of the business environment and 

the interests of the participants in the field.  

A possible contradiction seems to be involved here. On the one hand, actionable knowledge 

for the business environment should be the outcome. At the same time, keeping a critical 

distance in order to be creative and innovative is required. Close participation and 

involvement in the field are required, in order to produce tangible solutions for the customer. 

To be innovative and creative requires, on the other hand, a more distant outsider perspective. 

Both closeness and distance is required at the same time. Innovative research based on an AR 

approach could here face an important paradox. In ‘Integrated Innovation’ this has been one 

of the topics to consider, and is dealt with mainly on the basis of the experiences from ED 

2000 and VC 2010. 

The paradox of closeness and distance conducting AR is important in several occasions. It 

makes itself apparent in the orchestration of enterprise and network activities. The 

orchestration of enterprise and network activities has taken place by utilizing an AR approach 

in Hardanger. This is illustrated in Case 1 below. In Case 1 the local context of many of the 

cases presented in the current publication is described at some length, to give an account of 

the empirical background for the cases that follow.  



 30 

Case 1.  Orchestration of network activities utilising action research (AR) in a local 
context 

Orchestrating Integrated Innovation 

The local context 

Hardanger is a small region located in Hordaland County on the west coast of Norway. 
The region encircles the Hardanger fjord. The business structure is dominated by 
agriculture, especially fruit farming. Additionally there are communities where 
manufacturing industry are core enterprises providing jobs for local habitants. One of the 
locations for core enterprises is a small town called Odda. In this case, as well as in other 
cases in the present publication, focus will be on the core enterprises, their local suppliers 
and efforts to construct network collaboration in Odda, as well as with other enterprises 
located in the region along the Hardanger fjord.  

In Hardanger, there were hardly any traditions for close formal collaboration between 
enterprises. Additionally, the geography made communication between the communities 
difficult. Road systems are not advanced. Many communities are in some ways 
dependent on ferries. 

Odda is a small town with around 7,000 inhabitants. In the town, there are two major 
process industry enterprises: Boliden Odda, a zinc and aluminium fluoride producer and 
Tinfos Titan & Iron, a titanium oxide and iron producer. These two enterprises have 
about 600 employees. Until recently, three process industry enterprises existed, but one 
of them, Odda Smelteverk, a carbide producer, was recently closed down. In addition to 
these large enterprises, there are several suppliers in the town that basically serve the two 
main contractors.  
The major process industry was located in Odda as a result of easy and nearby access to 
hydro-electrical power. Around the turn of the last century, Odda was, within a couple of 
decades, transformed from a small place where people lived of farming and tourism, to a 
significant location for industrial activity, both locally/regionally as well as nationally. 
Transport of energy out of the region was previously not possible. Instead of transferring 
electric energy to more heavy populated areas in order to construct new enterprises, 
entrepreneurs moved people to where the energy was. New enterprises were built along 
with entirely new communities based on the hydro power from the waterfalls. This 
development took place all along the major coastline of Norway. 

At that time when the new communities were constructed, the road system in Norway 
was not developed to transport goods and people. Due to the location, most of the 
transport of people and goods had to go by ship. Communication was slow and 
enterprises could not rely on supplies from outside. The organisations that were built up 
provided all kinds of needs for the enterprise locally. Enterprises located in Odda were, 
more or less, self-supporting. It became a noteworthy aspect of the local business culture 
to be self-supporting. 
The new communities were built by construction workers who travelled from site to site 
along the fjords on the west coast. In this culture, class consciousness was strong. This 
culture was transferred to the workers in the enterprises. The workers in the enterprises 
unionized and became important actors in the trade union movement. 
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The communities where the enterprises were located became strongholds for left-wing 
political parties. In this setting, the positions of union leaders in the different enterprises 
in these communities became important power positions, both within the enterprise and 
in the local community. The unions have maintained these strong positions.  

The community of Odda was located a long distance from national and international 
markets. Citizens in the community have a lot in common. They face challenges together. 
Odda was a centre of industrial activity surrounded by agricultural activity. Industry was 
operated on a 24-hour basis. Operations were organised in three eight-hour shifts. The 
non-industrial activities in the Hardanger region were on the other hand based on the 
needs of the agricultural production. This divided the region into two opposing cultures: 
industrial and agricultural. The citizens of Odda were proud to be a part of the industrial 
culture, and the ‘struggle’ to be accepted by their surroundings glued them into a strong 
unit. This has created an attitude for survival of the industrial community. There are 
several examples of how this attitude has made itself present3.  

In such a community, informal networks are obviously operating. They are operative as 
soon as there are certain tasks to be solved. These informal networks could potentially be 
the source of several formal networks, such as between the industrial enterprises in the 
community. When the researchers entered the scene through the VC 2010 initiative, there 
were no such formal networks established, but the potential was identified by researchers. 
This local potential for more explicit and strategic network collaborative activities had in 
someway to be ‘unlocked’ (Totterdill 1999). Collaborating with research showed itself 
essential in order to ‘unlock’ this potential and stimulate improvement and innovation 
activities to make the locality (and region) become more competitive towards new 
challenges in the global context. 
The Hardanger region has experienced a decline in both the general population and the 
number employed by manufacturing enterprises over the last couple of decades. The 
region has struggled to replace the lost jobs in industry. The main contractors have 
rationalized their operations over a long period of time, and the number of employees has 
decreased. 

Parallel to this development, there has been another noticeable trend. The process 
industry enterprises that were previously self-supporting have outsourced several services 
to local suppliers. The dependency on the outsourced enterprises has not provided a 
closer relationship between the “mother enterprise” and the suppliers. The tradition of 
being mainly occupied with the internal situation and being self-supporting is still kept 
alive despite new developments. When new owners from Sweden and Finland became 
key actors in the local business environment, they made explicit remarks on the evident 
lack of network collaboration in the local business environment. 

 

                                                

3 In 1983 the conservative government decided to close down the aluminium production. The whole community 
stood behind the demand for continued operation, led by the local union. Although the community lost this 
first battle, their continuous fight ended in a decision made by the national government that new enterprise, an 
ilmenite smelter, was to be located on the same spot as the aluminium producer. A similar mobilization of the 
community happened when the construction of a hydro power plant was finished. The enterprise then had a 
considerable power reserve that the owners wanted to transfer out of the local community. The unions and the 
municipality opposed the transfer of power externally and the owners decided to abandon the plan.    
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In this context research was engaged in order to elaborate and ‘orchestrate’ more 
developed network activities. The ideas were brought to this local community by action 
researchers together with previously collaborating networks in ED 2000. The 
Hardanger/Odda initiative became a key activity in VC 2010. 

Orchestration in practice 

One of the first activities initiated by research in order to promote network collaboration 
was to train internal personnel from participating enterprises. The purpose of this training 
was to build competence in order to prepare for and initiate development processes and 
projects. Additionally, belonging to different enterprises, the trained personnel 
represented resources that could be utilised to initiate and accomplish projects involving 
more than one enterprise. Such projects had the potential of being more innovative than 
the more restrictive development projects initiated internally, simply by involving more 
diversity. 
Even more important, the personnel were trained to involve the employees in 
development and innovative processes. Thus, an important intention was to encourage 
employees to improve and innovate, and in this way make the enterprises more 
innovative. 
Two aspects of this training were important. On the one hand training was directed to 
equip personnel with competence, tools and structures to encourage internal change 
processes in each enterprise. They were to become ‘Internal facilitators’ (LDO’s see Case 
3) in their internal organisations. On the other hand, they were to contribute and utilise 
external collaborative possibilities, made possible through the evolvement of a network 
structure between participating enterprises. 
The network was initiated and developed through dialogue (Gustavsen 1999, Ennals and 
Gustavsen 1999). Collaboration between labour market parties was fundamental. A 
steering committee, consisting of representatives from unions and management in the 
networking enterprises, together with representatives from the public support system and 
researchers, were the main initiators. Additionally the training programme was also 
implemented on the initiative of this steering committee, based on suggestions from 
researchers. Research performed in the former ED 2000 programme called attention to 
the importance of specific training as a prerequisite for development and innovation 
activities both internally and between enterprises. 
Training and networking were two major aspects to be utilised in conducting or 
orchestrating the process of change and innovation in the local business environment in 
Odda. As the case is intended to reveal, orchestration is about utilizing certain elements 
to achieve the major aim of making networking enterprises more innovative. The 
activities were based on dialogues between the labour market parties, management, 
employees and external resources. In addition to training, networking, collaboration/ 
leadership and dialogue between the stakeholders mentioned, there are several additional 
elements to be conducted and orchestrated.  
A list of the most important identified in VC 2010 (Haga 2007) is listed below: 

• Training programmes. Common practices and common language regarding 
improvement and innovation was encouraged through training programmes. They 
were aimed at fulfilling these objectives of communality. 

• Processing tools. Develop common tools to be utilised in improvement and 
innovation activities. The ‘Arrow’ is one example in this respect (see Case 2). 
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Processing tools can encourage integration of practices and communication in 
order to evolve common platforms for the discussion and decision upon 
improvement and innovation activities. Differences of interests, status and power 
hampering collaboration could be overcome or moderated through the 
development of common ground for participation and decision making. 

• Leadership. Essential roles are played by representatives from management and 
union, both locally, regionally and nationally. 

• Network management. Important in network management is the mobilising of 
internal resources in each enterprise as well as external funding resources and 
regional actions. 

• Network infrastructure. Important in the network infrastructure are the 
implantation of appropriate network arenas. In each enterprise an internal 
development organisation can be a key linkage between each single enterprise and 
the network. Joint improvement and innovation projects are important 
collaborative activities between the enterprises in the network. A number of sub-
networks can fulfil specific needs of collaboration. These sub-networks could be 
between personnel trained to implement improvement and innovation processes in 
each network. Sub-networks could be build around certain issues such as health, 
safety and environment (HSE).  

These five elements; training programmes, processing tools, leadership, network 
management and network infrastructure are the basic elements in a dynamic 
networking model as an orchestration activity developed by Trond Haga (see Haga 
2007). This model will be more thoroughly discussed below. 

 

The model of orchestration in VC2010 was developed through AR research focused on 

network building activity, in a regional context where the participating enterprises did not 

necessarily have any pre-existing business relationship with each other. Some specific 

features, enablers, were essential for the creation of networking processes. The utilization of 

specific features/enablers and the interplay between them were identified as crucial. 
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A dynamic networking model as an orchestration activity is illustrated below in Figure 3. 
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Figure 3: A dynamic networking model for orchestration (Haga 2007) 

A wheel has been adopted to illustrate the model and the interconnectedness of the different 

elements listed in Case 1. It symbolizes the five identified elements or enablers that have been 

present in the dynamic networking processes in the example illustrated in Case 1. Modelling 

this dynamic network orchestration as a gear wheel indicates that the different main enablers 

(blue wheels) are interlinked. There are certain wheels (green) that are arrangements and 

feature specific to the different enablers, like the internal development organisation, sub-

networks, tools, building common practice, etc. These more specific arrangements and 

features have been presented in Case 1. Orchestrating all these features and enablers indicates 

that it is possible to shape dynamic networking processes based on strategic decisions. Haga 

(2007) has argued that this indicates that networks can be shaped for true systematic actions. 

They are thus not only ‘happenings’ or part of the functioning of the market. 

Presenting the orchestration of dynamic networking processes as a gear wheel risks the 

impression that this is a mechanical process. In classical social science, Durkheim’s concept 

of mechanic and organic solidarity has been accused of been mechanical, and natural science 

inspired unfit as concepts of social processes (Durkheim 1964/1893, Durkheim 1972/1912, 

Durkheim and Mauss 1970/1903, Barth 1959). Barth utilised game theory (Neumann and 

Morgenstern 1953) in order to emphasis the dynamics of social relations in pre-industrial 

societies. This was done in order to direct attention to the mechanical static perspectives in 

Durkheim’s sociological theory. Barth’s application of game theory could on the other hand 

be criticised for projecting individual strategic behaviour patterns into a pre-industrial society 
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where it did not historically belong. Additionally, his whole individual choice perspective 

could be said to presuppose Durkheim’s conceptualisation of specific historical social 

structures necessary in order to guide the main conditions for human action. This discussion 

will not be taken any further in this context. We just intended to indicate that we are touching 

upon basic social science issues that are important to keep in mind. 

In this context we direct attention to, and acknowledge, the possible problematic aspect of the 

model. Using the model in this context though, tries to direct attention to the 

interconnectedness of different enablers and features present in dynamic network processes. 

As an illustration characterising the dynamic and interconnectedness of shaping networking 

processes, we still think the model has its advantages. 

By reflecting on networking processes, the researchers have been able to develop knowledge 

on how to facilitate processes of dialogue and strategic decision, in order to initiate and 

collaborate through industrial networks, as Case 1 and the model above indicates. This 

knowledge is based on practical as well as theoretical and comparative experiences. 

Researchers have transferred knowledge behind the model above as important issues to 

consider, when initiating, shaping and collaborating in industrial network activities. 

Considerable knowledge has been created through joint reflections between the practitioners 

and the researchers. These practices have enhanced the competence of researchers’ ability to 

handle the paradoxes of AR addressed above. No final conclusions have been reached, but 

certain ways of dealing with the paradoxes have been accomplished. The ambition in the 

presentation of Case 1 has been to illustrate ways of dealing with these paradoxes. We will 

consider more closely the dilemma of closeness and distance, doing action research utilising 

the presentation of Case 1 and the dynamic networking model above. 

In Case 1, the local community was presented with the opportunity of collaborating with a 

research institute, in order to enhance the competitive advantages of the business environment 

in the local community facing global competitiveness. Experience with research was 

previously hardly present among the different actors in the community. Faced with external 

global competitiveness, new ownership structures, and changing customer/supplier relations 

creates insecurity and suspicion towards the implications of change. Presented with new and 

unknown actors was not necessarily encouraging. In addition, these new actors executed 

roles, performances and ways of communicating that were experienced as somewhat strange 

and new to the local community. This could be a source of distance, scepticism and conflict 

between action researchers and the field. Specifically in Case 4 we will illustrate this point. 
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Researchers have several options to overcome such initial obstacles facing the field. For 

action researchers, practice and acting together with the field is regarded as one important 

way of handling and overcoming these obstacles. The dynamic network model and its 

enablers (see Case 1 and Figure 3 above) are constructed precisely with the intention to 

support ways of handling these obstacles. First and foremost, guides to specific bridging 

practices and tools are essential in the dynamic network model and its enablers, supervising 

ways of facilitating improvement and innovation processes. Closeness to the field is one 

intended outcome regarding the collaborative aspects. 

For research, ways of creating closeness to the field was important initially. Confidence was 

built by presenting former collaborative activities with a network assumed to be operating 

successfully, in promoting competitive advantages for its members (see Cases 1 and 12). 

Researchers also approached the local business community with the dynamic networking 

model and its different elements/enablers. Training presented research with a first hand 

contact, and linkage to the enterprises and some key personnel. Collaborating directly in 

managing specific improvement and innovation projects, regarded as essential to the 

participant, is another example of ways of reaching closeness to the field. These are examples 

of how research was able to bridge the gap between research and the local actors in the 

community. Among the local actors in the community, the union was specifically important in 

this respect. By establishing closeness to union representatives, legitimacy towards employees 

was created. This was an essential aspect of the process of building trust. Building trust 

among employees was also strengthened through specific contract agreements regarding basic 

principles for change activities. Both the importance of the role of union and contract 

agreements regarding change are illustrated in Case 8. In these instances the action researcher 

played a significant role in order to fulfil these requirements. This enhanced the closeness 

between research and the field characterising the utilisation of action research. 

The researcher developed, made choices and decisions on every step in the dynamic network 

model, which itself was developed in close collaboration with the field. This is different from 

consultancy assistance in change processes, where more ready made solutions are presented. 

Close collaboration with all interests, involving and encouraging the balance of interests 

through agreements and contracts between the main partners involved, was also a way of 

promoting the researchers’ more neutral role in approaching the field, compared to 

consultancy work. In consultancy work, the dependency on the contractor is often more 

apparent. 
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In Case 1 both union representative and management were joint partners facing the research 

initiative. Major financing was supplied by external resources. In this way the independence 

of the research was underlined. Closeness to the field was balanced toward distance by 

securing independence through financing. In addition, the role of research in action research 

contains an obligation to act neutrally toward specific interests, in order not to produce 

commissioned work. This is an important aspect of conducting action research. Financing and 

linkages to external resources was part of the enabling role of research in the dynamic 

network model (see Case 1 and Figure 3 above). 

We used traditional industry as points of departure, because these were the dominant actors of 

the local community where strategic change processes were chosen as points of reference in 

VC 2010. However, these issues can have wider general interest for many business areas, 

public as well as private. Even if we use cases from traditional industry, integrated 

innovation, as outlined in this publication, may be valuable as a source of learning and 

inspiration for actors working in other business areas. To what extent this is the case, has to 

be investigated by further research, but the problems of adaptation should not be understated. 

Context can in many respects be regarded as the starting point for sustainable innovation. 

Several dilemmas facing innovation and creativity have been considered in integrated 

innovation. These dilemmas of innovation and creativity are closely linked to paradoxes 

conducting action research. The so-called innovation dilemma exemplifies a paradox facing 

most research emphasising change and innovation. 

Creating variation; a dilemma between guidance and spontaneity 

Activities characterised as innovative and creative are supposed to have something new, 

unforeseen and spontaneous about them. They are not supposed to be easily predictable. 

Planning for innovation and creativity seems to be a contradiction in terms, since newness and 

surprise is not something which happens according to a foreseen plan. Bureaucracy, control 

and prediction are viewed as contrary to innovative and creative ways of acting in social life 

and business environments (Holbek 1988).  

Innovation and creativity could be counterproductive, wasting resources on accidental and 

incidental happenings. Creating highly irrelevant, random and accidental outcomes becomes a 

risk. A certain plan, linkage and some careful strategic considerations are preconditions when 

creative efforts and innovations are to fulfil specific and productive goals. In business life, 
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creating enhanced competitive advantages is a specific goal. We will argue that fulfilment of 

such goals requires organisation, leadership and participation. In order to manage change and 

innovation as goal directed activity, different from merely arbitrary and random happenings, 

some sort of structured process is required. In other words, activities of innovation and 

creativity require goal directing structures, in order to accomplish something more solid than 

merely irrelevant, random and incidental happenings.  

Here the classical innovation dilemma emerges. Creating something new, innovative and 

creative seems to require structure, organisation and leadership in order to produce 

possibilities to make strategic selections between alternatives. On the other hand, this is 

exactly what, from another point of view, could be considered as bureaucratic structures of 

control and prediction, hampering the capabilities for innovation and creativity. 

One approach to the innovation dilemma could be to separate different phases of innovation 

processes. The starting points for innovation processes have often been characterised by 

uncertainty and instability. On the other hand implementation of outcomes has been 

considered to require more stability, predictability and control structures (Juran 1995/1964), 

in order to incorporate changes and innovations into the daily operations of the organisation. 

While unpredictability and uncertainty could be typical of the initial phase of an innovation 

process, predictability and planning could be characteristic of later phases when changes/ 

innovations are incorporated. Later phases would thus require more specific organisational 

structures. Structured processes may generate few ideas and proposals, while more 

unstructured processes could generate more diversity, though with the risk of conflicts that 

hamper the incorporation of results (Haga and Claussen 2004). The requirement of variation 

and differentiation meets the necessity to integrate, co-ordinate, collaborate and incorporate. 

Dilemmas and paradoxes, regarding AR, change and innovation, have to be managed in some 

way. This calls for extraordinary efforts and preconditions in addition to what is required in 

order to manage daily routines and operational challenges. Extraordinary efforts and 

preconditions needed to face the challenges outlined above have to be created through the 

development of skills and knowledge. In Case 2 we sketch how this was done in one of our 

project examples in VC 2010. Case 2 presents a training programme where a key element is 

‘the Arrow’, a tool utilised in many occasions and projects, as will be seen in the case 

examples to follow. 
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Case 2.  Training skills and knowledge facilitate change and innovation, ‘the Arrow’ 

A training programme based on representative and broad participation became the starting 
point for change and networking processes through the VC 2010 programme in the 
Hardanger region. This was ensured by heavily involving the trade unions in the network 
collaboration. Based on the national general agreement between the labour market parties, 
which states that both parties not only have the opportunity to participate, but are 
obligated to participate in enterprise development activities, the unions were encouraged 
to become vital development actors within the network processes. The aim of the 
programme was to train internal facilitators. Internal facilitators were to be key personnel 
in their own organisations regarding development activities. The training programme was 
a vital feature of building a culture for change in the participating enterprises, as well as 
between the enterprises in their collaborative efforts. 
Development and change activities required a framework within the enterprises that 
would encourage learning among the staff members in the organisation. Learning was 
linked to the local setting; the plant, the machinery, the equipment, the work process, the 
organisation, the work methods etc. Learning was not first and foremost formalised 
training. Rather it was informal and not necessarily intended.  

The Hardanger network was organised with a Project Administrator (who functioned as a 
network co-ordinator) and a steering committee (see Cases 1 and 12). The steering 
committee emphasised first of all training of personnel in participating enterprises. 
Personnel that were given training were called internal facilitators (see also LDO in Case 
3). The main objectives of the training were to; (a) establish arenas where the staff could 
talk and discuss issues relevant to their challenges (b) train their fellow co-workers in 
development project methods and (c) facilitate the initiation of development projects. 
Staff from all the participating enterprises attended the courses in the training programme. 
This implied that key staff members in the different enterprises in the network attended 
the same training programme. The selection of staff to attend to these courses was crucial. 
The procedure used in most enterprises let the management and the union together choose 
participants. The main target of the selection was to pick motivated informal leaders. 
These informal leaders were to promote a positive attitude towards participation in 
development work to the rest of the workforce.  

The training given to the internal facilitators chosen for the programme consisted of the 
following subjects: 

• the concept of broad participation 
• the concepts of incremental change and innovations 
• approaches for identifying potential projects 
• the concept of process innovations 
• the customer concept 
• the concept of quality costs 
• different measurements approaches 
• the toolbox – ‘The Arrow’ 
• team and team processes 
• teaching. 
• The accomplishment of a real development project within their own enterprise 

The toolbox, ‘The Arrow’ was the core of the training programme. Both the development 
methodology and the development language were connected to ‘The Arrow’. The 



 40 

important element in ‘The Arrow’ was the step by step organizing of development 
projects (see Figure 4 above). 
Six steps are displayed in the illustration of the ‘Arrow’, Figure 4 above:  

• identifying the problem 
• identifying possible causes 
• identifying the core causes 
• identifying possible actions to solve the core causes 
• identifying the most efficient actions to solve the core causes 
• decide upon the targets. 

Connected to each step in the process a set of tools were offered. ‘The Arrow’ itself 
contained six steps. It was emphasized in the training programme that the development 
actors themselves were to decide which steps of the ‘Arrow’ to be utilised in a specific 
development project. The Arrow was to be regarded as a flexible tool that could be 
utilised in different ways according to the specificity of the actual project.  
As a major result of the training programme, facilitators shared the same language, the 
same methods and tools regarding development work. This common training prepared the 
ground; (a) for exchange of experiences from enterprise to enterprise and (b) for shaping 
of common development or innovation projects. The discussions which were launched 
through the work of the internal facilitators and the training of fellow co-workers were 
thought to be the key to open up dialogues within the organisations supporting informal 
learning. Results were also distributed through a couple of folders explaining the project 
(see illustration below, in Norwegian); 
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This folder presenting the downspout element project accomplished at one of the smelters 
in the network, see Case 7 below for more details on the project. 

In another folder (see below), collected from a small Mechanical workshop, other parts of 
the ‘Arrow’ are displayed. Here, at the left-hand side of the folder, the matrix for 
evaluating the efficiency of suggested solutions for the specific problem at hand is 
emphasised. 
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Folder presenting a project aimed to “Establish and keep track of vital mechanics equipment” 
accomplished at one of the mechanic workshops in the network. 

One of the participating enterprises organised their internal work around groups of co-
workers who were given the responsibility of the development activities within a certain 
area. This was organised in such a way that at least one third of the staff was engaged in 
the groups at any given time. With exchange of personnel in the groups, most of the staff 
had some kind of interaction with these groups within a relatively short period of time. 
Resources were tied to the responsible actors in order for the groups to decide on actions 
without consulting management. In each of these groups at least one of the participants 
was an internal supervisor. The design of the selection and the training of the facilitators 
encourage them to become the driving force in the groups. They gave legitimacy to an 
active attitude towards this new way of engage the employees in development work. It 
created a different, more concerned, attitude towards the future of the enterprise.  
The organisational priority was to focus the staff’s attention towards the situation on their 
own work place. It was also about giving the staff tools and opportunities to analyse 
problems and challenges at their work place, and to participate in finding solutions to the 
problems they were facing. In the end it was also about designing learning space for staff 
within the enterprise. It was not about a single development project. The focus was on 
transformation towards more continuous development and improvement.  
These arrangements influenced the organisation. Staff started to talk and discuss issues 
that they felt were important to them. Either they themselves raised a question or issue, or 
they were challenged by some external actors. In this way the informal learning processes 
were initiated in order for the staff to seek new ways to organise operations, new ways to 
operate the machinery and to improve the production processes. The management tried in 
this way to change the culture in the enterprise. By allowing informal learning processes 
to happen, the attitude among the staff changed towards learning and development. Staff 
got increasingly involved in improving the operation of the enterprise and in the 
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development activities. On the other hand, it became a challenge for the management to 
manage a staff with a strong wish for participation and influence.  
It is important to notice that the management at this enterprise were not the only driving 
force. The union who organised the workers encouraged development of more 
responsibility for staff in both (a) the operation of the enterprise and (b) in encouraging 
learning to happen at the work place. Without strong support from the union, this 
transformation would have been difficult, if possible at all. A joint understanding between 
management and union was challenging. With a strong will on both sides to find 
agreeable solutions, they were able to sort things out. This process of creating mutual 
trust was facilitated through the close working relationship with the research. The role of 
the action researcher in this respect was to play an active part, without supporting any 
specific interests of the involved actors; neither management/union nor the researcher’s 
specific interests. Here researchers had the opportunity to play a different role from 
consultants, who normally have a specific ‘solution’, approach and product to promote. 
Action researchers can exercise a possible advantage by being self-critical and self-
reflective in relation to their role and actions in the specific context that they participate 
in. By self-criticism and reflectiveness they can put effort into exercising participation 
without bias towards specific interests and power plays in the field of politics. 
Within the main network, a sub-network for internal facilitators was created. The main 
goal for the sub-network was: (a) to open an arena for the facilitators where they could 
exchange experiences from their own practice within the different enterprises, (b) to open 
an arena for further training of the facilitators and (c) to open the option of arranging joint 
projects where two or more enterprises participated. In these joint projects the internal 
facilitators was the key person. Joint projects can function as a learning space for the 
participants in the projects. A development and learning process, that includes not only 
personnel from one enterprise, but includes participants from different enterprises, can 
imply use of multi-faceted approaches.  

What kind of role does the action researcher play in this case, and in the creation of 
learning space within the network and enterprise context? When we call the approach 
‘indirect’ it implicates that the action researcher does not head his attention first and 
foremost towards development projects within the enterprises. Much of the researcher’s 
attention is directed against the preparation for the design of learning space: (a) first of all 
the training of internal facilitators, (b) the design of practical cases within the enterprise 
as a part of the training of facilitators, (c) the design of the development organisation 
within each enterprise and (d) the design of different networks consisting of internal 
facilitators, union representatives and management respectively. All these activities are 
focused towards the creation of learning space through; the production field, the field of 
politics and the social field (see Haga 2007).  
First of all the action researcher designs the training and functions as a teaching 
supervisor through the accomplishment of the training of internal facilitators. As part of 
the training, the facilitators will have to prepare and accomplish a development project 
within their own organisation. This is not meant to be a dummy project, but a real one. In 
this way the facilitators will have to consider in what way the participants will be 
involved, and how this could be a part of a broader learning process for the participants. 
In these considerations the action researcher functions as an advisor for the facilitators. 
The training of facilitators is important, not only for the supply of a development 
specialist to the enterprises, but also to support the renewal of the culture within the 
enterprise.  
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There has to be social acceptance for the participants to become engaged in order to 
change the enterprise culture. The sub-network for internal facilitators was important in 
this respect, because it created space for the participants to discuss beyond enterprise 
boundaries. 
Second, the action researcher was involved in considering how the internal supervisor 
could be utilised within each development organisation. This deals with how to create 
learning space within the organisation. 

Third, the action researcher was involved in the operations of a sub-network for union 
representatives and management. Through these networks a lot of development issues 
were raised. These processes prepared the ground for compromises in the negotiations 
between management and the unions. Through compromises, the social partners became 
the driving force in a cultural renewal and opening of learning spaces for the staff in the 
enterprises. Here the basic facilitation for innovation was created. The role of action 
research in this respect was as a facilitator of negotiation processes, as a ‘friendly 
outsider’ (Greenwood and Levin 1998) and respectable participant in dialogues that 
downgraded specific self interests and manipulative attitudes which in many respects 
underlie social activities.  

 

To be able to manage AR, change and innovation require accessible resources, as well as 

specific skills and knowledge. Additionally, available slack in daily operative activities is 

required in order to clear the ground for such activities. Limited slack could block 

possibilities to engage in tasks outside regular business operations. We have, through our 

projects, been able to identify some of the challenges facing busy enterprises with limited 

slack in their daily work. In Case 3 below we give an account of how these challenges affect 

change facilitators in their practice of making change projects work. These challenges would 

apply, to a greater or lesser degree, to all involved in change projects in the organisation. 

Case 3.  “The Lead Development Officer” (LDO) as change facilitator 

This example focuses on a specific role as Lead Development Officer (LDO). The basic 
aim of this role is to achieve work place learning and innovation through development 
projects in single enterprises. Challenges and dilemmas facing this role will be given 
special attention. 

The present case is a project which is part of the collection of projects managed by the 
Development Coalition of Hordaland and Rogaland (DCHR), already presented in the 
introduction. The project was started with enterprises from The Industrial Network of 
Sunnhordland (INS) as participants. This network consists of twenty industrial 
enterprises located in the Sunnhordland Region, the southernmost part of the Hordaland 
County. The network has also participated in the previous Enterprise Development 2000 
programme (ED2000, see introduction). Six out of the twenty member enterprises in the 
network participated in this programme. The main objectives for the participating 
enterprises in ED2000 were to; (a) develop an improvement culture, (b) develop an 
improvement practise and (c) integrate organisational work environment issues in general 
enterprise development (Claussen 2001). In order to achieve these objectives, a strategy 
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was outlined comprising the following elements; (a) Total Quality Management 
integrated with Scandinavian work life and work environmental traditions (see Case 13), 
(b) Business Process Re-engineering, also adjusted to the these Scandinavian traditions, 
(c) internal control (HSE) systems, (d) co-operation between the social partners and (d) 
broad participation.  

In the ED2000 programme, one of the main activities was to train internal facilitators 
from all the participating enterprises in SIN. The content of the training carried through 
was very much similar to the training in INH within VC2010 (see Case 2), but with one 
main difference. The training in ED2000 had as its baseline a TQM concept. That was 
not the case with INH, which did not have any particular management concept as its 
baseline. Another difference was that within the ED2000 programme just one facilitator 
(LDO) from each of the participating enterprises received training. In INH several 
facilitators from each enterprise received training.  

One major experience from the ED2000 programme was that when the researchers 
withdrew from the network, the LDO were not able to keep up the motivation to carry 
through necessary development projects. There was a vacuum for development activities 
within the enterprises. This became one of the points of departures for the VC2010 
programme in SIN (Gandrud, Tønnessen and Haga 2004). Additionally, VC 2010 had a 
stronger emphasise on innovation. A third departure point was the local context for the 
enterprises in SIN. Many of these enterprises were dependent on new types of business 
operations. The activity in the offshore sector was rapidly declining, and it became urgent 
for the enterprises to develop new products and new markets.  
The present case focused on efforts to equip SMEs with time and space to launch 
development and innovation projects. Giving time and space for improvement projects 
was regarded as one of the obstacles and reasons behind the lack of intended continuous 
improvement project activities within ED 2000. Participating enterprises had great 
difficulties in giving necessary development and innovation projects enough attention 
when ordinary operations went on in parallel. A dilemma between change/ improvement/ 
innovation activities and maintenance of daily operative activities presented itself as a 
major obstacle to the continuous improvement and change that was to be the outcome of 
the ED 2000 programme. This objective of the ED 2000 programme seemed to be 
blocked.  
On the other hand, the pressure on the SMEs in the region to improve and innovate had 
increased in the late nineties, due to the fact that; (a) the peak of the activity of the 
offshore industry in Norway looked like it had been passed, (b) the competition from low 
cost countries had increased tremendously, and (c) the oil economy in the country 
accelerated the competitive situation for the enterprises. To stay competitive, the 
enterprises had to turn towards offering more complex products or services. The 
enterprises thus had a need for focusing on developing; (a) new products and services, (b) 
new organisational concepts and (c) new markets. The main target in the present case was 
to establish a new role in the participating enterprises in order to identify a specific 
person who could handle these challenges through internal change processes; the Lead 
Development Officer (LDO).  

The employees filling this new role were meant to be responsible for; (i) on a regular 
bases accomplish analysis and evaluation of the situation the enterprises found 
themselves in and (ii) the start of, the completion of and the measuring of preferred 
development projects.  
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To fill this new role, the employees participating would need to have; (a) necessary 
experience from the business sector the enterprises are acting in, (b) competence and 
knowledge to manage and co-ordinate all the development activities within the enterprise 
and (c) manage the co-operation between the enterprise and external R&D resources 
(Gandrud, Haga and Tønnessen 2004). LDO’s had to work in close co-operation with the 
manager of the enterprise, to be able to influence the strategic decisions taken by the 
management. This implied that the LDO’s were meant to be responsible for the total 
development organisation in the enterprise. This great responsibility differed 
considerably from previous roles, as facilitators in the ED 2000 programme had more 
limited tasks, and obligations were aimed at supporting personnel in their involvement in 
more sporadic change activities.  
To fill the role the LDO were to be trained to;  

• master key methods and tools accommodated in different types of projects (for 
example, ‘The Arrow’ – a method for incremental change (se Case 2), ‘Practical 
Process Innovation’ – method for process improvement and innovation, ‘From 
identity to communication’ – method for accomplishing basic identity building 
and in and outward bound communication),  

• manage development projects,  

• manage the enterprise’s development organisation  

• manage the enterprise’s communication and co-operation with external 
governmental agencies and R&D institutions 

In order to acquire these skills, a sub-network of LDOs within the SIN network was 
created. One of the main obstacles for the enterprises was to give development activities 
necessary priority with sufficient time and resources. In this case as much as 50 per cent 
of the LDOs’ time was intended to be spent at development activities. Although the 
project of creating the LDO role received considerable funding, the intended level of 50 
per cent was not reached.  

The action researchers engaged in the project were involved in different ways; (a) leading 
the training of LDOs in different methodologies, (b) preparing and accomplishing the 
exchange of experiences between the LDOs, (c) assisting the LDOs in their projects when 
needed and (d) writing minutes of meetings and reports.  

After two years the operation and the results of the project were evaluated by IRIS. The 
main questions addressed were; (i) To what degree do the LDOs’ support diffusion of 
competence, methods and working methods that can promote the enterprise’s ability to 
innovate? (ii) How does the participation in the project influence innovative and 
incremental development projects in the enterprises? (iii) To what extent and in what way 
did new connections between the participating enterprises come into being? (iv) Do the 
LDOs function as the single point of contact towards higher education and R&D 
institutions, and have these contacts been elaborated during the programme? Additionally 
the whole role of the LDO as co-ordinator and facilitator was analysed, with specific 
attention to the dilemma between resources required for daily operations and the possible 
space to fulfil change and innovation activities. 
Regarding whom the enterprises appoint as LDO, they chose somewhat differently than 
was intended at the start. The enterprises mainly chose three different models as to whom 
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they appointed for this role; (a) the general manager, (b) a management team collectively 
entering the role or (c) the general manager picked one person closely linked to him as 
the LDO. The choices taken by the companies seemed to influence how well the LDOs 
were functioning in the enterprises. In those enterprises where the general manager or a 
management team took the role of LDO, there was a strong tendency for having 
difficulties in launching new projects.  
There was considerable variation between the enterprises as to what extent and in what 
way the new role was linked to the organisation. In some enterprises the employees were 
fully informed about the new role. Other enterprises hardly communicated anything about 
the new role to the rest of the organisation. Not surprisingly, those enterprises that 
followed the recommendations regarding who should hold the position of LDO, were 
also those informing the employees most extensively. The role of LDO has nowhere been 
an issue for negotiation between union and management. This could indicate that a kind 
of trust developed between union and management, based on previous experiences of 
collaboration, specifically from the ED 2000 programme. 

The internal projects in the different participating enterprises were approved by the 
general manager. LDOs were project managers for the project. In some enterprises, the 
LDO reported the status of the projects to the managing team, while in other enterprises 
the LDO ran the projects parallel to what was going on in the rest of the enterprise. There 
are substantial differences in how the projects were drafted. The variations arose mainly 
due to how dependent the projects were on what was going on in the rest of the 
enterprise. 
There were strong indications of a ‘time squeeze’ between operation and development 
tasks. This was so even after the enterprises had created a position of LDO, and despite 
the fact that the enterprises had received substantial funding from governmental agencies. 
The ‘time squeeze’ was well known from SMEs in both research programmes (VC 
2010/ED 2000). Thus this was one of the challenges the project hoped to find a solution 
to, through additional funding of the position. The management had appointed key 
personnel to the position to achieve results, but the enterprises found it hard to keep up 
their daily operations without all of their key employees. Specifically, the LDO required 
knowledge and skills through their new position that further enhanced their key role in 
the organisation. Although the LDOs were supposed to have time and space to focus on 
development, the operational tasks forced them to change focus. External financial 
support was crucial for the enterprises’ participation in the programme. On the other 
hand, increased skills and knowledge increased the importance of the LDO for daily 
operations. They experienced an increase in the dilemma between development/change 
and support of existing production tasks. 

The LDOs experienced challenges regarding the linkage between innovation and change 
projects and the overall strategic considerations of development, improvement and 
operative tasks of the enterprise. Projects co-ordinated by the LDO were thereby not 
sufficiently linked and prioritised when strategic decisions were made. To create a 
‘culture for change’ within the enterprise calls for a focus, not only on the individual 
project, but on overall strategic decisions. Additionally, the diffusion of development 
competence, methods and experience within the enterprise is required in order to make 
the culture of change and innovation something that is carried out by the whole 
organisation, not only individual LDOs and their closest associates.  
Through the programme, the LDOs developed a more reflective relation towards their 
own role as LDO and the potential of the role. They gave critical reflection upon the 
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totality of the development activities within the SMEs, and the necessity of taking such a 
general overview of these activities. Such a general overview implies: the work of 
developing the enterprises’ strategy, continuous improvement work and larger 
development and innovation projects. These features move the enterprises towards an 
internal culture that accepts change.  

One consequence of the appliance of the LDO project was (a) that the enterprises 
acquired a lot of different innovative projects; product innovations, process innovations 
and market innovations. Another consequence was (b) that this diversity in the project 
portfolio required a variety of competence needs within the different enterprises. A third 
consequence was (c) that this broad project portfolio made the exchange of experiences 
more challenging. When an enterprise and an LDO focused their energy towards one 
specific project; could they have also the interest and capacity to discuss a lot of other 
projects and approaches? Would it be possible in such a context to learn from 
differences? 
The way of organizing the programme, with the launching of very different innovation 
projects, did not encourage the exchange of experiences. Consequently, at an early stage 
in the programme, the information was only passed on to the participants in the form of 
courses. The participants used this information tool etc, in their own projects. There was 
at this stage less need for exchanges of experience. Later in the programme the situation 
turned upside down. The participants wished to share their experiences with the other 
LDOs and bring them into their own project. After they had gained experience from 
working as LDOs for a period of time, they felt a need for bringing these experiences into 
play in dialogue with the group of LDOs. The programme was designed to create a need 
from the LDOs to share experiences through dialogues when they had gained some 
experience as LDOs. As a consequence of these dialogues some inter-organisational 
relationships emerged.  
In the same way as with the training programme in the Hardanger network, the network 
dimension was crucial for the LDO programme. As in Hardanger, the introduction of a 
common set of methods introduced a common development language within the 
participating enterprises. The introduction of an arena for sharing experiences about 
accomplishing development projects opened up new dialogues between the LDOs, which 
again formed closer relationships between the participating enterprises.  

  

Accessible resources could be obtained through collaboration with outsiders (research, 

strategic customers/suppliers). On the other hand, collaboration with outsiders in order to seek 

new business opportunities could be blocked for a number of reasons;  

a) R&D institutes do not ‘speak their language’ (research faces business). An occasion 

where research faced the lack of communicative performance toward possible 

collaborators in a network initiating process is presented below, in Case 4. 
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Case 4.  A challenging meeting 

The Utne conference 

During the process of shaping the Hardanger network, a conference was arranged for 
potential new members of the network collaboration at a small place called Utne along 
the Hardanger fjord. The purpose of the conference was to recruit more enterprises into 
the already launched Industrial Network of Hardanger (the INH network). Present at the 
conference were also representatives from management and unions in the already 
committed enterprises, as well as two potential new enterprises still uncertain whether to 
participate or not. Representatives from the regional public support system, the labour 
market parties at the national level and action researchers were present also. Among the 
enterprises that supported a network construction were representatives from the major 
process industrial enterprises located in Odda (see Case 1 and the Introduction). 
The steering committee of the project aimed at launching a network collaboration in 
Odda (see Case 1) were eager to encourage new enterprises to participate. They were 
especially eager to recruit enterprises from across the entire Hardanger region, including 
enterprises located in several small places along the Hardanger fjord. The meeting at 
Utne was symbolic in that the conference was held in the middle of the Hardanger fjord, 
and thereby without preference for any specific location. In addition, the intention of 
becoming a regional network, attractive to enterprises from the entire region, was 
articulated. To become a regional network, a wide range of different enterprises 
geographically distributed along the Hardanger fjord had to be recruited. Expanding the 
network to the whole region would also give external credibility, not least to regional and 
national funding agencies that already had expressed these requests through the regional 
development coalition (DCHR, see Case 6 below). 
An important aspect of this conference was to introduce the advantages of collaborating 
with researchers in networking activities. Confidence and trust in this external actor were 
lacking for these potential new members, as was the case when the network collaboration 
was initiated between the enterprises located in Odda (see Case 1). In order to attract new 
enterprises to join the network, the advantages of membership had to be demonstrated. 
Specifically, this goes for networks founded on collaboration between the labour market 
parties, the unions and management, as well as employees through direct participation. 
Collaboration between union and management on change activities was something new 
to the participating enterprises. Support for this collaboration by research, a strange 
external actor in itself, made this setting quite delicate for the participants. Introducing 
these ideas of collaboration between union/employees and management by such a strange 
actor in this delicate situation was quite a challenge for the researchers. This way of 
getting the information and message across was not a straightforward process of 
communication. Giving credibility to a network collaboration based on these fundamental 
participatory aspects was a whole new experience in itself.  

The conference started with several presentations made mainly by researchers. Emphasis 
was given to the introduction of the foundations that the network collaboration was based 
upon. Specifically, the participatory aspect mentioned above was given extensive 
attention in the presentation. Presentations of outcomes of network participation were 
given in more general terms. 
As the conference went on, unrest among the participants become audible and visible. 
Questions arose among researchers, regarding what this unrest was all about. Receiving 
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frank and direct feedback made reasons for the possible unrest apparent. The main cause 
of unrest was due to the fact that representatives from management and unions could not 
identify the benefits from networking that the researchers and network administration 
were eager to communicate. A number of subsequent speakers addressed the same issue; 
how could networking possibly benefit the enterprises?  

The conference came close to disaster. Fortunately, a couple of presentations from those 
enterprises which had already participated in the training programme were on the agenda. 
The presentations by already participating enterprises turned from the general, of what 
was experienced as theoretical issues, towards more practical examples and cases. One of 
them was the downspout example, see Case 7. These examples demonstrated that 
enterprises investing small amounts of money and other resources could benefit quite 
considerably. The examples were catching. They utilised the ‘Arrow’ (see Case 2) and 
thereby demonstrated some of the advantages of a close collaboration with researchers. 
Additionally, the projects explained in a simple and easy-to-understand way how 
employee participation had been crucial for a successful accomplishment of the projects.  

The participants in the conference easily related to the practical cases that were presented. 
This turned the mood of the conference. It became evident to the participants what 
networking could be about.  

b) Business actors hesitate to trust their partners (Harrison 1994 a and b). This was 

clearly the situation in Case 4, specifically towards the external partner, the action 

researchers. In Case 5 below we will illustrate a collaborative effort where lack of 

trust is overcome, at least to a certain degree. Lack of trust was challenging in this 

case (5) because of the high risk involved for all participants. The customer also 

lacked previous experience and knowledge about the trustworthiness regarding the 

supplier’s ability to handle huge and demanding tasks and projects, specifically with 

the high risk and significant innovative aspects involved. 

c) Businesses do not know where to find support and resources necessary to initiate their 

development projects and innovations. In Case 5 below we try to illustrate in some 

detail how a collaborative local network structure can facilitate the lack of existing 

support and resources currently available in many Norwegian local business 

environments. 

Case 5: ‘The construction of a new fully automatic foundry station’ 

The context 
In VC 2010 one of the major innovative activities was located in the small industrial 
town, Odda (see Introduction and Case 1 above). Here two key manufacturers, utilising 
cheap locally available hydro-electric power as major resources in their production 
processes, were holding crucial positions in the local business environment. A number of 
small and medium size suppliers were fertilising the key producer’s value creation 
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processes. In this context, research together with regional and local stakeholders initiated 
network collaborating activities for different purposes; knowledge and learning, HSE, 
development and improvement projects and market initiatives are examples of activities 
encouraged by network collaboration (see Case 1).  
In the present case, one collaborative activity will be explored more closely. The current 
example directs specific attention to a collaborative project, aimed at creating a new 
production line in one of the key enterprises. This production line was to be developed as 
a new product from local suppliers in close collaboration with the local customer. The 
customer received a new innovative production line, and the suppliers a possible new and 
innovative product for the world market, with the potential need for similar production 
facilities. 

The project initiation 
This collaborative project was to develop a new fully automatic foundry station. The 
initiative arose when one of the suppliers acted on a request from the local customer. In 
the local network in which customer and supplier participated, several arenas were 
created to encourage dialogues about improvement and innovation. At these network 
arenas, personnel from all of the enterprises attended, and the suppliers were eager to 
receive signals from their customers about possible new projects. These signals from the 
customers to the suppliers included vital market information for the suppliers.  

On several occasions the customers in the network stressed one issue: they would like to 
see suppliers who did not just respond to requests from customers, but instead started to 
offer new technology, products, and services that challenged their daily operations. The 
researchers collaborating closely with the participant in the local network had been the 
hub of the network construction process. These researchers had been continuously 
involved in the operation of the network as facilitators, teachers and advisors. The 
researchers had prepared, in collaboration with local actors, for different network arenas 
to appear. Establishing dialogues at these arenas became crucial and an important part of 
the operation of the network arenas. To start dialogues about development and 
innovation, someone has to challenge the existing relations and operations of the 
enterprises. Researchers played a crucial role in initiating critical reflections on the 
existing ways of operating core production and business activities, as well as existing, or 
rather lack of existing, collaborative arrangements and relations. Critical reflection was 
one way of opening the way for new alternatives and variations in operations of 
production, business activities, relations and collaborative arrangements. In this specific 
case, providing the suppliers with the message that the customers had a set of new 
expectations was backed by the researcher who exploited newly created collaborative 
structures and arenas. The researchers were able to do so, due to their position of defining 
the agenda in the different arenas. Participating in the different arenas, researchers were 
able to address a number of development issues, and thereby facilitate opportunities for 
the different members to take part in the activities launched.  
There were great risks involved in this particular project initiative. Although the suppliers 
were local, the customer lacked experience with the supplier’s capability of producing an 
adequate solution. The local suppliers put at risk their existing confidence and reputation 
with the customer. 
A new and innovative solution 
In the manufacturing of metal, founding is important. The metal is, after some sort of a 
chemical process, transformed into a liquid. The liquid is then poured into moulds to 
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harden. The process from liquid to solid metal forms the founding process. Since the 
solid metal is the end product of the manufacturing process, it has to meet a number of 
quality standards to be accepted.  

At the actual zinc manufacturer the foundry process consisted of a number of manual and 
semi-manual operations. The main arguments to maintain the manual process were based 
in severe quality standards. Still, the existing process caused breakages up to a level that 
threatened the manufacturer’s profitability. At the same time, the manual operations 
created a tough and physically challenging work environment. Thus, the development of 
a fully automatic foundry station, capable of removing breakages and the physical 
challenging work environment, was the highest priority. 
The main technical challenges were to reduce the amount of foam from transporting zinc, 
and to find a way to move floating metal without reducing the quality of the end product. 
To be able to solve these challenges, a multi-skilled team had to be assembled, 
comprising personnel from different enterprises, with special skills and competences.  
Enrolling the participants 
The working methods, already established as part of the network collaboration, supported 
the launching of the project, and framed the project in a way that made the customer 
willing to take the risk. This included involving the customer in the creative and goal-
oriented innovation processes, utilizing the competences of both engineers and operators, 
and using risk-reducing project management methods. 
The challenges for the initiating supplier were revealed immediately. First, this border-
spanning project involved not just the supplier’s own enterprise, but also several 
additional suppliers. Here a multi-skill project cutting across several differences of 
interests between private owned enterprises (both customers and suppliers) had to be 
handled in a common integrated project. Second, accomplishing the project was thought 
of as very costly for the local participant, who also needed external funding support from 
different sources in order to launch such a project.  

The project was constructed as a network project, even though one of the enterprises was 
not part of the network. The fourth enterprise, not part of the local network, was recruited 
into the project, despite experiencing only weak ties (Granovetter 1985) with two of the 
other enterprises in the project. Membership in the network enabled the supplier to take 
advantage of the network structure, gaining access to established methods and resources. 
Using the resources in the network, it was possible to mobilize other enterprises, and to 
establish a project team consisting of personnel from four participating enterprises and a 
researcher. Although these enterprises had done business with each other for years, this 
project represented something different. They had to act as partners, reveal their internal 
processes, participate as equal partners in each other’s strategic decisions and agree upon 
the distribution of risk.  
When initiatives were taken, support was needed to carry them through. Bringing ideas 
into reality is difficult and demanding, in particular, such a large border-spanning project 
containing several challenging technological innovations and involving a number of 
differences of interest. When the supplier, based on the input from the customer, came up 
with the idea to develop a new foundry station, the researcher was able to facilitate in the 
mobilizing of the project. Although the supplier had received positive and encouraging 
feedback from the customer, further clarification had to be done. The customer 
organisation was large and the project had to be anchored by the project manager for the 
continuously expanding project to proceed. It was necessary to find approaches and 
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funding mechanisms that would make the project so attractive that the customer could not 
refuse to participate. In this phase of the project, the researchers worked closely with the 
management of the suppliers, to generate approaches, suggestions and variations on 
alternatives.  
Why were the researchers, with no technological knowledge or skills, accepted as a 
partner? 
Process of translating interest 
The researchers became part of the project team. The project organisation was established 
with a project chairman, project leader, steering committee, joint project team, and 
internal project teams in each of the participating enterprises. Participation from the 
researchers was especially important in the early phases of the project: defining the task 
in detail, writing a project description that all of the participating enterprises could agree 
upon, and applying for funding. It was important for the project team to come to an 
understanding of the content of the project: the distribution of responsibility, risk-sharing 
and sharing of economic responsibility.  

The researchers helped with the conflicts of interest that can often develop in such 
processes. In the process of reaching a common understanding, the researchers acted as a 
kind of moderator, playing into the discourses the interpretation of the different actors’ 
positions, and interpretations of the role of the network. This project involved a customer 
- part of a larger consortium and a rather large enterprise itself, with around 360 
employees - as well as three rather small suppliers. The suppliers would prefer to see the 
largest actor taking the largest risks and the largest share of the necessary funding. From 
the customer’s point of view, it was not obvious that they should take the greatest risk. As 
a mediator in the project, it was the researcher’s task to interpret the positions and signals 
from the different actors and to find acceptable and operational solutions. In this phase, 
the researchers were involved in gathering the necessary information, and writing the 
project description based on the decisions taken by the participating enterprises. This was 
done in co-partnership with the supplier’s project leader. The researchers also brought in 
a government funding agency. This government agency was part of the regional coalition 
specifically created through VC 2010 to facilitate development and innovation activities 
in the region (see introduction above as well as Case 6 below). The researchers utilised 
these coalition relations in order to establish a dialogue to explore, together with the 
agency, opportunities for funding. This is an example of the more general role of the 
researcher in the network that is closely linked with the ability to provide the enterprises 
with useful tools, methods, and legitimacy for change and development. 

Project experiences revitalizing the network discourses 
In the early phases, the researchers were regarded as neutral actors, possessing integrity 
and a set of working methods that the participants saw as the glue in the project. The 
network arenas were important, and partly facilitated by the researchers. To get 
networking going, there was a need to feed experiences from individual projects back to 
collective arenas. The present project was a major innovation project in the network, 
where three out of eight membership enterprises participated. How the project came 
about, participation from engineers and operators with the customer and suppliers, how 
the project was organised and funded, and the market possibilities, were all features that 
were very important to share with the rest of the member enterprises. These experiences 
could encourage new joint projects that opened new possibilities for the member 
enterprises by playing these experiences back to all of the members at the different 
network arenas. In this way the learning cycle could be completed. The network 
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collaboration and arenas for participation regarding a multitude of issues was a major 
source of support for development and innovation projects. As such the whole 
collaborative structure of this local business environment mimicked some of the barriers 
that enterprises experienced when they did not find the support and resources necessary 
in order to encourage development and innovation activities. 

 

This case is presented here to illustrate some of the obstacles businesses experience in finding 

the support and resources necessary to initiate development and innovation. It also illustrates 

ways of handling these obstacles through network facilitating arrangements. In later 

discussion the case will be supplemented and discussed in order to illustrate other aspects and 

issues regarding integrated innovation. 

d) Important conditional aspects such as market entry, venture capital, partners and 

market possibilities could be insufficient (as was initial the situation in Case 5 (see 

also Case 3). 

e) Approaches to work organisation and styles of management can be supportive of the 

tacit knowledge of the workforce as a collective resource for product and process 

innovation. This has been the occasion in many of the cases which is presented in this 

publication (see Case 5 above, Cases 7 and 10 below). 

Innovation can produce radical changes in a long term perspective. Whole new business 

opportunities could be created through long term projects. Such ambitions can make 

innovation processes cumbersome. A large long-term project requires a diverse set of skills, 

competences, resources and partners. Participants with different skills and knowledge would 

be needed. Skills, knowledge and competences in technology, organisational development, 

market opportunities, economy, leadership and planning would be needed in order to create 

the necessary variations and alternatives in order to initiate change and innovation processes. 

To integrate differences, and make them create a collaborative outcome, can be challenging. 

Both diversity/variation and integration/incorporation are needed. This was certainly the 

circumstances in Case 5 above. Several challenging questions arise in this respect.  

• How is it possible to bring about collaboration between a set of partners where 

integration of different skills, perspectives, professions, institutionalised 

specialities and competences are needed?  
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• Can ‘hard’ technologists and ‘soft’ social experts and scientists work together in 

long-term project involvement? 

• What are the opportunities and obstacles?  

• How is it possible to orchestrate multi-skill and multi-task projects that have 

strategic and practical significance? 

• Under which forms of work organisations and job designs can innovation harness 

the energies and commitment of an entire workforce? 

We have worked closely with several industrial networks and a considerable number of 

participating enterprises in ED2000 and VC2010. This involved long-term collaboration 

between ‘soft’ social experts and ‘hard’ technologist (see Case 5). Some of the enterprises in 

these networks were competitors operating in the same market, while others operated in 

different business segments. Although approaching collaboration from different positions, 

most industrial enterprises struggle to find slack and the necessary resources required to 

launch improvement and innovative activities. Collaborating with other enterprises addressing 

development and innovative processes appears as a way to encourage the initiation of such 

processes within the individual enterprise (see Cases 1 and 5). There are several ways to 

encourage collaborations that integrate different skills, perspectives and professions. Here are 

some important ones identified from our experiences; 

• common training of personnel 

• the introduction of common development methods 

• a common development language 

• common arenas for sharing of and reflection over experiences 

• joint available expert resources  

• extending the role of participants to include engagement, joint problem solving and 

improvement activities with customers, suppliers and technical experts. 

Additionally, there is a great need for careful orchestration of enablers to activate multi-skill 

and multi-task projects. This has already been elaborated above (see ‘Orchestrating 

Integrated Innovation’ page 30).  

In the solid network structures referred to (see Case 12), a systemic approach has been 

utilised to organise development and innovative processes that overcome some of the 
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challenges referred to above. More attention to what such a systemic approach can contribute 

with will be outlined below. 

Creating variation encouraging innovation through collaborative arrangements 

Managing differences in skills, interests, competences, gender, geographical location and so 

forth is not straightforward. On the other hand, such differences could be crucial contributors 

to innovation and change processes. Based on research activities conducted in ED 2000 and 

VC 2010, we will make critical reflections on experiences in trying to cope with and utilising 

diversity in competences, skills and knowledge in innovation activities cross-cutting 

administrative, geographical and political boundaries. 

Enterprises cross cut administrative and political barriers in their business operations. At a 

municipality or county level there are arrangements not necessarily supportive of, or even 

hampering, this mobility. Businesses in their operation, on the other hand, require resources, 

preparation of infrastructure and partners, regardless of these boundaries. The concept of 

regional innovation systems tries to grasp issues related to the level of operations of 

businesses within and across local administrative arrangements, resources, support systems, 

boundaries and obstacles (Asheim 2007, Cook and Memedovic 2003, Lundvall 1992, Cooke 

1992 and 2002 and Wood and Wiig 1995). Enterprises face challenges on how to handle these 

arrangements in regional innovation systems. 

 ‘Triple Helix’ collaborations, in coalition/partnership structures and in networks, 

(Leydesdorrf 1997, Ennals and Gustavsen 1999, Arbo 2000) are approaches with ambitions to 

orchestrate improved regional business operations that cut across local administrative and 

geographical boundaries. A collaborative coalition/partnership and a number of networks 

have been created between industry, public institutions and R&D, as basic features in VC 

2010. The coalition created in our research at IRIS covers two counties and cut across the 

boundaries between two independent administrative systems, while the networks cover 

smaller geographically areas, also cutting across administrative/political boundaries. This 

system consists of three levels: the individual enterprise, the networks and the coalition. The 

coalition collaborates with a number of networks, as well as enterprises. Most important 

regarding Integrated Innovation is the systemic nature of the innovation system. The systemic 

nature points to the systematic and strategic approach by which the coalition was shaped. In 

Case 6 this systematic and strategic approach is presented. 
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Case 6: Shaping a coalition between two counties on the South West Coast of Norway 

Along the South West Coast of Norway a partnership or coalition between the two 
counties Hordaland and Rogaland has been created. In initiating this coalition, the 
Development Coalition of Hordaland and Rogaland (DCHR), research played a key role. 
Through the researchers’ systematic action, as action researchers, the coalition was 
shaped as a response to the demands from the national programme committee and its 
stakeholders. As mentioned in the introduction to this publication, several regional 
stakeholders were approached in order to engage these stakeholders in specific tasks and 
objectives that were to be the content of the performing coalition. How this was done will 
be described more closely in this case description. 
Knowledge institutions, regional actors providing public support and regional 
representatives of social partners play a multitude of roles and are engaged on a number 
of arenas in order to support regional innovation. The DCHR was intended to create 
greater interaction between national, regional and local actors as means to increase 
innovativeness. 

Politicians play a considerable strategic role in the context considered in this example. 
Despite this fact, politicians have not been directly involved in the specific collaborative 
effort presented here. This is partly due to the fact that politics to a greater extent 
involves specific interests (geographical, groups, private, etc). They are thereby called 
upon to fulfil obligations that might intervene with more independent strategic 
considerations regarding regional/local enterprise development and innovation issues. 
Key coalition partners were chosen based on their ability to take into account competitive 
advantage, more independently of local and regional political considerations. This is the 
main reason why politicians were left out of this choice. Lack of political linkages 
indicates a possible absence of democratic presence within the innovation system. 
Possible democratic deficiencies will be further elaborated and discussed in specific 
contributions below. 

The shaping of a development coalition emphasised tripartite actors that were important 
in business processes on the regional level. This objective was strongly emphasised in the 
national VC 2010. Lack of regional strategic priorities was regarded as a major weakness 
in VC 2010’s forerunner, ED 2000. In VC 2010 this weakness was to be met by shaping 
development coalitions. These coalitions involved; public representatives on county 
level, the regional public support system, the labour market parties, the R&D institutions 
and representatives from higher education in the region.  
Rather than limiting activities within existing political/administrative borders, an 
important challenge at the regional level was addressed. The intention was to adapt to the 
major structure of local/regional business life. At the south west coast, the action 
researchers at IRIS initiated the construction of a coalition that cut across two large 
counties, Hordaland and Rogaland. This was due to similar business structures in the two 
counties. Additionally, enterprises in both counties were doing business regardless of the 
county borders. Making this business structure the baseline for the shaping of the 
coalition implied the involvement of two counties. The number of actors participating 
was doubled as a consequence, as were the challenges accompanying such a process of 
integration and collaboration. On the other hand, the joint force of the collaborative 
partners in the development coalition enhanced the potential for strengthening and 
increasing the ability to set priorities and address activities. Additionally, this cross-
county collaboration could be a strong unit when questions of resources and 
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acknowledgement became crucial. Much of this applies also to other coalitions, such as 
the coalition created between the two Agder counties (see contributions below in this 
publication). 

Actors involved in shaping the coalition 

The shaping of the Development Coalition of Hordaland and Rogaland was initiated by 
action researchers at IRIS. Mobilising different actors with different strategic agendas 
belonging in different counties was a big challenge. Here the action researcher 
emphasised a legitimate neutral role, striving to act independent of political/geographical 
constellations of interests. In this specific process, the actors from Rogaland County, both 
the representatives from the labour market parties and the county administration, 
supported the initiative. This was due to their involvement in the previous programme ED 
2000. The actors in Hordaland were not familiar with the action research approach 
utilised in the previous programme. They needed time to gain confidence in the new way 
of working with development issues. Researchers repeatedly visited and discussed the 
initiative with these actors. A lot of diplomacy and dialogue was conducted by the action 
researchers. However, through the researcher’s engagement with the support local/ 
regional actors with previous experiences from ED 2000, the actors in Hordaland were 
slowly convinced about the opportunities linked to the initiative.  

Specifically the labour market parties became key actors. They became directly involved 
in creating networks and linking up enterprises as participants. This happened for 
instance in the initiation and construction phase of INH The labour market parties had 
many contacts throughout the counties. They utilised these contacts in the initiation 
processes. On the other hand, the labour market parties gained experience in conducting 
new and direct involvement in development and innovation process both in network 
collaborations and internally in single enterprises. Simultaneously, the labour market 
parties acquired a sense of ownership, and responsibility for the processes they became 
engaged in. Thereby they utilised their contacts and links in order to make strategic 
considerations into practical solutions. Additionally based on what is presented above, 
they became the key actors in initiating and governing the coalition and its different 
activities. 

Action research and the shaping of the coalition 

The national programme committee of VC 2010 placed responsibility for initiating and 
operating the development coalition with the action researchers at IRIS. How the creation 
and operation of such a tripartite partnership was to become a practical working 
arrangement was decided upon by the regional actors and the action researchers 
themselves. 
Using researchers to initiate regional collaboration was a strategic choice from the 
Norwegian Research Council. Letting action researchers, trained to mediate and 
facilitate, prepare the process of unifying a number of interest into a joint partnership, 
was a strategic decision by the national programme VC 2010. The labour market parties 
on the national level played a crucial role in this respect.  

In the field of regional development, a number of interests and accompanying actors were 
present. Letting one of these actors take a lead role, initiating and promoting a new 
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partnership, could have hampered the process due to the change in the power relations 
between the actors. Thus, launching a neutral research institute as a key player without 
any identified role in local/regional power games was a strategy to avoid hampering the 
construction process. This move placed the action researchers as key actors in the 
construction process. Even if the researchers had no interest in positioning themselves in 
the power game between the other actors, the move of placing them in the centre of key 
regional innovation processes challenged the action researcher’s ability to create 
dialogues with all actors involved. Thus, the learning process for the researcher as action 
researcher was an important outcome.  

A steering committee was organised where the major stakeholders were members. The 
labour market parties became chairmen of the board. The position as chairman circulated 
among the labour market parties of the two counties. IRIS was allocated the position as 
project manager of the coalition, and held the position as secretary of the steering 
committee. The research institute was responsible for accomplishing the strategic 
decisions made by the steering committee.  

None of the members of the coalition questioned the role of research. After three years, 
the role of research was questioned through a critical internal evaluation carried out by 
the researchers themselves. This internal evaluation of the whole process was executed as 
a self-critical reflection, questioning, among other things, the role of research in the 
coalition.  
After a process of considerations regarding the future of the working arrangement of the 
coalition, the members were asked to make suggestions for other alternative ways of 
operating the coalitions. No alternative suggestions were made. Responses from the 
members were that they saw no suitable alternative to the present role of research as a 
secretary and key person in the operations of the coalition. This was due to the presence 
of researchers at all levels and arenas of importance in the different activities, a multilevel 
presence. Multilevel presence was seen as an assurance that first hand information and 
knowledge was transmitted, without limitation, through all levels and decision-making 
arenas, from the regional level to the local level, network arenas and individual 
enterprises involved, as well as linkages to the national level. Additionally, research was 
the only member and actor that could play a necessary independent and neutral role. No 
other actor at the regional level was identified as a possible challenge to this role of 
research.  

Coalition activities 

One major purpose of the coalition was to examine and review projects as well as 
prioritise and co-ordinate the resources supplied from different funds. Members of the 
coalition already possessed crosscutting contacts, through a number of existing decision-
making arenas at different levels. Their existing linkages became crucial in order to 
position strategically chosen development and innovation projects within VC 2010.  
The operation of the coalition involved the possibility of a number of learning processes. 
By actively facing the difficulties and the successes of the networks and the enterprises 
participating in the programme, and by having close and continuous dialogues with the 
management and the union representatives within the enterprises, knowledge about the 
field among the actors within the coalition was transferred and developed. The coalition 
partners became significantly more engaged and committed to the key processes in VC 
2010 than was the case in ED 2000. Multilevel performance of the coalition transmitted 
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information and knowledge into strategic decision making and prioritising by the 
coalition. This was additional to the information and knowledge transmission conducted 
through the multilevel performance of action researchers. Multilevel performance by 
members of the coalition also presented an opportunity to check on the trustworthiness of 
the information and knowledge feed back. 

Operating the coalition implies more than just running the meetings of the steering 
committee of the partnership. Adjustments of learning processes within the coalition are 
important implications. Learning processes, decision making and participating have 
contributed to a transformation of the coalition, from being an assembly of development 
actors, to becoming a strong team able to play a role as a facilitator of local/regional 
business development. This has been demonstrated on several occasions. 

Members of the coalition have, on several occasions, made presentations, advanced 
interests, negotiated conflicts and created new opportunities. On these occasions 
members of the coalition present themselves as a team aiming at advancing the business 
interest of the common region, crosscutting county borders and specific interests. The 
coalition has emerged as a new regional body of significance to business development 
and business interests, regardless of political and administrative barriers. In this way it 
could be regarded as a contribution to the evolvement of a regional innovation system in 
its own right. 

Such transformation has not appeared by accident. It is a result of a deliberately planned 
process conducted by the action researchers. This is unlike other more arbitrary 
evolutions at the regional level. Several meeting places have emerged inside the counties, 
more or less organised to take care of initiatives coming from the national level. Both 
counties have organised several of the members participating in the coalition, more or 
less as direct responses to national initiatives.  

A frequent response at the regional level has been to create arenas that distribute regional 
development resources from the national government for different tasks. These meeting 
places emerge as a response to initiatives taken by the central government or political 
apparatus. They did not originate from strategic considerations by the regional/local 
actors and businesses themselves. By the involvement of action research in this region, 
these strategic considerations identified specific needs for collaborative efforts to 
encourage development and innovation activities on different levels, with specific 
outcomes. 

The action researchers operating the coalition could be regarded as a ‘neutral, friendly 
outsiders’ (Greenwood and Levin 1998). To have a ’friendly outsider’ presents some 
possible benefits for the operations. When disagreements occurred the ‘outsider’ played 
the role of mediator, to find solutions that the actors found workable. The action 
researcher’s ability to fulfil expectations in collaborating on the different levels was 
crucial.  

Confidence is a delicate matter. If they have not fulfilled obligations, action researchers 
in our regions have quickly experienced the loss of confidence and trustworthiness 
among members of the coalition and actors in the business environment. 
A result of the operation of the coalition is the rotation of the role as chairman of the 
board between the representatives from the labour market parties in both counties. The 
chairman position is rotated every year, so that all four representatives of the social 
partners have served as chairman within a four-year rotation. This has developed close 
links between these representatives and the researchers, as they have jointly developed 
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knowledge about operating a coalition.  

Representatives who have served as chairman have also been involved in business 
development issues within their respective organisations outside the coalition. An 
outcome is that they have gained additional understanding of the field. Activities in the 
broader field have supplied the coalition with knowledge and experience from similar 
activities in other contexts. Starting as an initiative from the researchers much depended 
upon their knowledge and skills. Gradually the situation has changed, through broader 
engagement by representatives from the labour market parties and the other members of 
the coalition, bringing in their knowledge and skills. Transfer of knowledge is no longer 
solely a task for the researcher. It is carried out by other actors in the coalition as well. 

 

The collaborative arrangement described in Case 6 above are aspects of what could be 

phrased as regional innovation systems. The concept of regional innovation systems is neither 

straightforward nor uncontentious. Among other things it appears insufficient in order to 

identify specific feature of business processes and actors on different levels (Doloreux 2004). 

At the regional and local level a number of interests, contradictory processes, power plays and 

political games create far more diffuse arenas than the pictures portrayed by outside 

spectators who failed to look into the practices and processes taking place. This is at least the 

experience from recent years, specifically from the involvement of IRIS in VC 2010 and the 

practice of the coalition built between the counties of Hordaland and Rogaland (see Case 6). It 

certainly is the experience also from the coalition shaped between the Agder counties (see 

contributions later in this publication). Research and practice from elsewhere in Europe 

confirms these reservations, revealing a very mixed picture in relation to the extent of 

consensus and cohesion amongst regional development stakeholders. 

Changing objectives regarding the concept of Integrated Innovation 

Preliminary objectives regarding the project on integrated innovation have evolved and 

changed through the project itself. In the proposal to the project on integrated innovation, we 

emphasised integration though balancing differences of interests, more or less in order to 

utilise these differences to enhance creative and innovative capabilities. Coping with 

balancing and encouraging integration were more or less interpreted as a contribution to a 

‘Third way’. This ‘Third way’ of doing innovation was supposed to emphasise joining 

differences into workable arrangements. These workable arrangements were to be shaped as a 

methodology, ‘thing’, tool or product to be delivered to the research community, practitioners 

and other possible customers/users, as a solution to identified dilemmas, paradoxes and 

contradictions. 
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Coming close to the termination of the project, we will argue quite differently, based on the 

outcome of the project. Potentials for utilisation of the dynamics of differences and diversity 

are the outcome of our critical reflections, not specific key observations or tools shaped for 

this purpose. Making an ‘end user’ solution to paradoxes and dilemmas would risk the 

possibility of destroying or transforming the dynamic creativity inherent in such paradoxes 

and dilemmas. Differences and diversity could be viewed as obstacles to be levelled, with the 

risk of being destroyed altogether. They could also be encouraged and promoted in order to 

produce variety and alternatives. This could promote the opposite possibility, to explore their 

sources for change and innovation, an approach that will be emphasised here4. 

One way of handling dilemmas and paradoxes is to transform them into solutions, dominated 

by one aspect of the dilemma on behalf of the other. This could imply destroying the 

paradoxes or dilemmas altogether. Transforming or destroying paradoxes and dilemmas could 

risk the hampering or destruction of their dynamic and creative potentials. Contributions in 

social science could on the contrary be aiming at nurturing the dialectic potentials of diversity 

and ambiguity. Luhmann system theory has in this respect appeared as a source of inspiration. 

His main point of departure is to emphasis the dynamics of entities in social arrangements 

through the handling of differences and ambiguity within the social entities themselves. 

Keeping the paradoxes and dilemmas ‘alive’, not making a dialectical unrecognisable 

mixture, destroying or levelling them, is a key feature in this respect. In accordance with 

Luhmann’s system perspective, the ambition is to build on nurturing, selecting and managing 

paradoxes and dilemmas to create more variation and more alternatives for the enterprises to 

select from. 

Critical reflections on previous research have been one of the major activities in this project. 

These reflections include major issues, questions and results found in the different projects in 

the two programmes VS 2010 and ED2000. Rather than just reflecting upon what has been 

achieved, a different approach will be emphasised here. Emphasis will be given as much to 

the identification and reflecting upon why certain actions, approaches, arenas and work forms 

have not been initiated by market and business actors themselves. Rather than describing just 

                                                

4 A third way or ‘Mode 3’ solutions would be far from any instrumental orientation of consultancy, as already 
indicated above. ‘Triple Helix’ for instance seems to imply a role of universities where their Humboldtian 
traditions of engagement as independent stakeholders are lost to this more instrumental role in regional 
innovation (see Lantz and Totterdill 2004). This is precisely the challenge with research pointed at previously 
which in this respect runs the risk of being a sole producer of commissioned work. 
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what has happened and focus on a successful end product, the question of why it did not 

happen will also be addressed. Here are some examples to illustrate this point. 

• Why did industrial actors in Odda not form network collaborations by themselves, if 

this is a competitive advantage (see Case 1)?  

• Did not regional actors have the capacity to form a regional coalition themselves 

without the initiative from research (see Case 6 for an extensive elaboration and 

empirical illustration of this point)?  

In the summary of this chapter we will give some additional examples of major issues 

addressed, discussed and illustrated throughout the project on integrated innovation; 

• Continuous improvement or radical change (exploration/exploitation). Cross company 

collaborations on improvement projects and projects aiming at renewing existing 

production to enhance competitiveness and market opportunities. The Odda smelter 

examples presented in Case 7 below exemplify continuous incremental change taking 

place in daily operations. In Case 7 ‘the Arrow’ was applied as a systematic approach 

in order to launch and fulfil the objectives of the project. In Case 5 a more radical 

change project was launched. Case 5 demonstrated a project where outcome, 

economic estimates of cost and benefits were less obvious than in Case 7. 

Additionally, the organisation of the project in Case 5 was more complicated, 

involving multidisciplinary personnel belonging to different enterprises that had to 

collaborate in order to produce a workable solution. The differences between Case 5 

and Case 7 indicate what can be viewed as a difference between incremental change 

and more radical and innovative change projects. In comparison with Case 5, Case 7 is 

presented below, in order to give some account of this possible distinction between 

development, incremental change and more radical innovative changes. 

Case 7.  The downspout example 

As part of the training programme presented in Case 2, the participants had to complete a 
development project. This was not just an exercise. It was a real project, important for the 
operation of the enterprises and intended to be accomplished as part of the training 
programme. 
This project, presented below, was a practical improvement project exemplifying 
incremental changes of production equipment essential in the daily operations of 
production processes. Improving daily operations through small but significant solutions 
can in the long run give economic and productive benefits. This is demonstrated by the 
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downspout improvement project. Additionally, this project utilised the ‘Arrow’ (see Case 
2) in order to gain acceptance and necessary economic resources disposable in order to 
fulfil the solution identified. The ‘Arrow’ was also a tool applied to identify the problem, 
possible solutions, choices made, cost estimates and economic benefits from the project. 
Thus the application of the ‘Arrow’ in this project demonstrated the importance of 
common tools like the ‘Arrow’, creating common references when discussing and 
deciding upon projects to support and solutions to go for. 

Project initiation and the enrolment of participants 

In the foundry department, the operators experienced frequent replacement of parts of the 
downspout at one of their foundry lines. The replacements of parts were four times more 
frequent than with another line in operation in the foundry. This difference puzzled the 
operators and the replacement cost was considerable. Based on this information, the 
internal facilitators who were participating in the training programme described in Case 
2, launched an improvement project with the aim of reducing the replacement cost by 50 
per cent. In using the common methodology, the ‘Arrow’, introduced in the training 
programme, the operators discovered possible causes, as well as the core causes behind 
the more frequent and costly replacements on one of the foundry lines. Thus, personnel in 
the foundry operating the specific equipment participated in defining the causes behind 
the differences. Second, they came up with possible solutions, and participated in 
producing their preferred solutions. The preferred solution was reached by analysing the 
different possibilities about the effects, and difficulties in implementing such solutions. 
To convince the foundry managers to finance the preferred solution, the project group 
had to develop a cost-benefit analysis. This was convincing, and the management decided 
to implement the project. The result has been a considerable reduction, more than the 
targeted 50 per cent, in the cost of replacing the elements of the downspout. The project 
group measured the expenditure cut resulting from the project. The results they came up 
with were larger cuts in expenditure than had been anticipated.  

Project experiences revitalizing network discourses 

The results from this project were presented internally in the enterprise for personnel 
from other departments and groups. Equally important was the sharing of experiences 
with trained facilitators from other enterprises in the network. The project was presented 
several times at different network arenas. This enabled personnel from other enterprises 
to reflect and discuss the results of this specific project and the way their common tool of 
reference, the ‘Arrow’, was utilised. The project was the result of a network initiative, 
and the experiences and results from the project were channelled into the same network 
arenas in which it was initiated. In this was a learning cycle was completed (see Cases 1, 
2 and 3 for this and similar examples of knowledge sharing in network collaborations) 

• Challenges of innovating in daily operation. The ambitions of SIN and the ambiguous 

roles of the network facilitator. A contradiction between a development and change on 

the one hand, and the daily operational work organisation on the other. How could the 

link be made without losing the necessary disengagement? Distance versus closeness 

(see the SIN example Cases 1 and 12). 
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• Orchestrating regional innovation systems. Triple Helix and collaborative 

arrangements on a regional level. Here basically the Developmental Coalition of 

Hordaland and Rogaland (DCHR) is analysed and critically reflected upon (see Case 

6). 

• Orchestrating actual network collaboration. The orchestration of innovative 

networking processes involving a number of enterprises and R&D by increasing the 

variation range (see Case 1) 

• Participatory innovation as an alternative to individual intra- or entrepreneurial 

approaches, based on experiences from improvement projects run in ED 2000 and VC 

2010. The role of the union (see Case 8 below).  

Case 8: Participation and the role of the union 

Globalisation of business life has exposed the local market to international competition. 
International enterprises have entered the local market. Even though they are located far 
away from the market, they are able to compete and win contracts on services and 
equipment that the local SMEs have had a monopoly for providing for years. This 
competitiveness challenges local employment and work places, creating the fear of 
unemployment. How do the local unions face these challenges? This is one of the major 
issues addressed in this case.  
An initiative to create an industrial network with local industrial enterprises as members 
was taken by the development coalition of Hordaland and Rogaland (see Case 6). The 
main aim of the network was to support the member enterprises in their efforts to 
maintain or increase their competitiveness; focusing on continuous development and 
innovation. This focus was mainly carried out through specific improvement and 
innovation projects, initiated within and between companies in network collaborative 
structures supported by the DCHR coalition through its strategic decisions and actions. 
The network initiative and project activities were based on the principles of wide 
employee participation and collaboration between the labour market parties.  

A network represents a structure that can support the enterprises in their efforts to 
improve their operations. Unions can be vital actors, by giving legitimacy to the 
involvement in development activities of the employees. Involvement of employees is, in 
the Norwegian context, governed by the General Agreement. When development 
activities are transferred beyond the enterprise borders into networks, a new situation is 
created. This situation goes beyond activities and involvement stated in the General 
Agreement. Challenges facing the involvement of unions and individual employees in 
network collaborative activities are exemplified in the case below. 

Emphasizing the role of union – the Tinfos case 

Tinfos is one of the two major production facilities in the Hardanger network. The other 
is Boliden. Both are located along the Hardanger fjord close to the small town Odda. 
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They are almost opposite, facing each other with the fjord between them. Both utilise 
hydroelectric power supplied from their mountainous surroundings. These enterprises are 
both smelters, though they produce quite different products, and have very different 
production processes to manage. 
In the Tinfos case, union and management took the initiative to shape a contract 
regulating the way enterprise development activities were to take place. This contract 
regulated the improvement and innovation activities within the enterprise. The contract 
became a supplement to the national and more comprehensive General Agreement, 
signed at national level. 

An in-house agreement emphasised two important issues regarding employment 
conditions; outsourcing and lay-offs. Management and union(s) signed a contract, where 
management made a commitment that no outsourcing and no lay-offs should take place 
as a result of improvement projects. Unions on the other hand committed the employees 
to full support and active participation in the improvement projects. Thus, the agreement 
constituted a solid foundation for close collaboration between management and unions/ 
employees. In this way management ensured support and active participation from the 
unions and their members. The unions, on the other hand, received an agreement assuring 
that no outsourcing and no lay-offs were to take place as a result of the project activities. 
In this respect the union was equipped with an agreement that they could confront their 
members with as a guarantee, in exchange for active participation in developing their 
own work place. Both management and union experienced advantages by signing the 
agreement. 
However, to initiate and sign the agreement, the labour market parties had to have a 
fundamental understanding of the importance of employee participation in improvement 
processes. First and foremost, the labour market parties regarded the employees as a 
resource, able to identify obstacles in the line of operation, and to solve specific 
problems. This was mainly due to the employees’ hands-on knowledge about their work 
environment. Second, through agreeing responsibility for creating improvements, the 
implementation of changes was made easier, since the affected personnel were already 
involved and committed in the development of these solutions.  
Understanding these basic conditions around employee participation was necessary, in 
order to prepare the improvement process. However, it is noticeable that this called for a 
deliberate strategy from both the management and the unions. If this understanding is not 
shared between the labour market parties, it may severely hamper the initiation of 
improvement projects that include the employees.  

Based on this agreement, an organisation to promote continuous improvement was 
launched. It was organised as a steering committee. The members of the committee came 
from management and the unions. Additionally, small improvement committees were 
established in all the departments in the enterprise. Members of these committees 
constituted the department manager and the union representatives/employees from the 
department. These committees were responsible for initiating and accomplishing 
improvement projects only involving their department. Integrated projects involving 
more than one department had to be handled by the steering committee.  

The departmental committees had extensive room for action. They were given a 
considerable amount of money annually, which they were responsible for, to operate their 
activity. As a result of the work within the groups, a number of improvement projects 
were launched and accomplished. 
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Tinfos was a strong supporter of the industrial network in Odda, and became a driving 
force behind the network. Both the management and the union carried heavy burdens in 
the initiation phase, spending time and resources on building the infrastructure and filling 
the network collaboration with content. When building the network, it was acknowledged 
that it was necessary to give responsibility to important actor(s) to implement the idea of 
a network in Hardanger. Tinfos became a major actor, which was reliable in the early 
phase, as well as later when the network was in operation. Tinfos supported the network 
with human resources and operated as a strategic partner. Their representatives always 
attended the meetings and initiated a number of in-house improvement projects that they 
shared with the rest of the network participants.  
The internal relationship between the management and the unions was one of reciprocal 
understanding. However, the parties did not agree on every single issue. On the other 
hand, a fundamental understanding of each other’s different positions was acknowledged. 
Understanding and acknowledgement of each other’s different positions and perspectives 
was made possible through extensive communication, aimed at identifying solutions that 
both sides could agree upon. This was reflected in the separation between formal 
negotiations and dialogues on specific development and innovation issues. Agreements 
were reached through discussions, rather than the arrangements characterising the regular 
and formalised wage negotiations.  

Improving without formalised agreement – the Boliden Odda case 

The other smelter in the network, Boliden Odda, did not sign any formal agreement 
regulating development activities when these activities were initiated. An improvement 
project was launched that aimed to place a shift team in the centre of the organisation, 
rather than having them located in the periphery of the enterprise. 

Although the starting points regarding formal agreements were quite different between 
the two enterprises, the ways of organising the projects were quite similar. At Boliden the 
unions were brought into the project and had a place on the steering committee. Thus, 
when the project was launched, it was supported by the unions, by their agreement to 
participate in the steering committee. However, there is one remarkable difference 
between the projects in the two enterprises. In the Boliden case, as opposed to the Tinfos 
case, the labour market parties did not spend any time on searching for some basis for 
their collaboration. Although the management and the unions negotiated an agreement 
concerning this specific project, this agreement did not consider any possible difficulties 
concerning issues such as lay-offs and outsourcing. It focused on the aim of the project, 
project organisation and giving the project management a mandate. A baseline of 
agreement regarding difficult issues was not touched upon. Thus basic trust between the 
participants and their differences of interests was not reached through any formalised 
agreement.  

The project was initiated and strong employee involvement was developed. 
Unfortunately, due to interference caused by a huge construction project involving the 
whole enterprise, the development and improvement project was not prioritised. Given 
less priority had a negative influence on the further execution of the project. This 
negative influence may not have been the whole story. A hidden agenda by the project 
management may also have been influential. The project management was met by 
accusations from other participants in the project, regarding a possible hidden agenda that 
involved reducing the management apparatus and making the organisation in the 
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department more horizontal. Employees in the participating departments viewed this 
unfavourably.  
Unions in the enterprise did not interfere in this situation and did not search vigorously 
for a solution to the conflict. They rather preferred to place themselves somewhere on the 
periphery of the problem arenas. This created a tougher situation for the union 
representatives at the department level, specifically related to the project management. 
Lack of common understanding about basic issues concerning development and 
improvement by the labour market parties, contributed to the creation of a basic distrust 
regarding this specific project at Boliden. This was opposite to the experiences at Tinfos, 
where the unions, through a preliminary agreement in advance, created a supportive role 
towards the development activities. The lack of agreement at Boliden in the end caused a 
permanent halt to the project.  
Boliden supported the network construction in Odda, as did Tinfos. The enterprise 
supplied the network with a network manager in the early phase of the networking 
processes. This was of great importance for the network, and decisive for the whole 
process of the network collaboration. On the other hand, only some of the employees in 
the enterprise were participating in the network activities. These activities were never 
regarded as really important in Boliden. Additionally, the dominant union at Boliden was 
reluctant about the network collaboration. The union participated in the network arenas, 
but expressed no real interest in using the network to prepare for improvement and 
innovative projects, in-house or between participating enterprises. In contrast to Tinfos it 
seemed that the understanding of the union’s role as development actor was less present 
in the union at Boliden. Other obvious differences between the unions were apparant. The 
union at Boliden emphasised negotiation rather than collaboration and dialogue. 
Reaching an understanding of basic aims was less evident. 

One reason for the differences for the unions and employees’ involvement, and roles in 
development and innovation projects between the two enterprises Boliden and Tinfos, 
could be due to former experiences and competences regarding such involvement. Tinfos 
had formerly experienced collaboration with research in launching development projects 
in ED 2000. In the ED 2000 development projects unions at Tinfos acquired lots of 
experience and knowledge of participation and role performance in such activities. This 
was not the case at Boliden, which had no prior experience of participating in 
collaborative improvement projects before their enrolment in VC 2010. It is possible that 
these differences in experience account for the variations in participation between the two 
companies that were encountered in the networking activities and improvement projects 
in VC 2010 in Hardanger. 
 

• Knowledge transfer and developing of new knowledge. Researchers are members of a 

research community, with strong obligations to make knowledge and experience a 

common good. An example of how differences of knowledge and experiences can be 

integrated into a common good in enterprise development is given in Case 9 below. 

Case 9.  Transfer of knowledge 
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Transfer of knowledge 

One difficulty researchers run into is the possibility of identifying and transferring 
knowledge produced in one context to different contexts. Applying knowledge across 
contexts can assist different members of the (action) research community in their 
collaboration with new actors in new contexts where new projects are launched. This is 
an issue of how knowledge is utilised in new settings, away from where it was originally 
produced. The case presented below is intended to show how locally developed 
knowledge about different aspects of business development can be transferred into a new 
context, in order to initiate new networking processes.  
In the ED 2000 programme, several regional institutes around Norway were engaged in 
business development within their region, using different approaches. Among these 
institutes were Agder Research and International Research Institutes of Stavanger (IRIS). 
Agder Research initiated a project involving several process industrial enterprises, mainly 
smelters. Much emphasis was given to the development of a methodology for initiating 
and accomplishing development projects within individual enterprises. Some of the 
smelters were part of larger corporations that had smelters outside the Agder region. IRIS 
emphasised network collaboration in order to encourage participating enterprises to 
become more innovative. IRIS applied methodologies, though these were not well suited 
to the new contexts in VC 2010, specifically the Odda context and the emphasis on 
innovation. Agder Research on the other hand had suitable approaches to be built upon in 
the collaborative processes initiated in this new context, partly due to their previous 
experience of collaboration with enterprises in the region.  

In VC2010 the Development Coalitions (DCHR), heading the programme in Hordaland 
and Rogaland Counties, decided to establish an industrial network in Hardanger (see 
Cases 1, 6 and 12). This was a region IRIS was less familiar with. However, Agder 
Research had collaborated with one of the smelters in this region during ED 2000, the 
Tinfos smelter (see Cases 8 and 10). This fact became decisive for a collaborative effort 
between the two research communities in the initiation of the new network in Hardanger.  

IRIS was asked by DCHR to do the preparations in order to initiate networking activities 
in Hardanger (see Cases 1 and 6 for further details). In this process Tinfos, the smelter 
with previous experience from collaboration with Agder Research, urged IRIS to involve 
Agder Research in the networking initiative. It was claimed that Agder Research had a 
suitable methodology that could be useful for the future networking enterprises. Agder 
Research was invited to participate with IRIS in the collaborative efforts in Hardanger, 
specifically with the participants located in Odda. 
The research group consisting of researchers from Agder Research and IRIS decided to 
develop Agder Research’s business development tool to be applicable in the network 
setting. Simultaneously, the construction of the network was accomplished, building on 
the experiences IRIS had from the ED 2000 programme and the SIN network (see Cases 
1 and 12). SIN was the solid network that was to become some sort of model for the 
objectives of the networking activities in VC 2010 in Hardanger (see Case 12). The 
Hardanger network and the researchers involved used the experiences from SIN when the 
new network was initiated. The solid network structure contained network arenas and 
networking processes, facilitated by a network administrator. This network administrator 
could support the development, change and innovation activities initiated internally as 
well as among the participating enterprises. Agder Research supplied important input in 
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the development of useful tools (such as ‘the Arrow’, see Case 2). IRIS supplied 
experiences from solid network arrangements in ED 2000. Both research communities 
supported each other mutually in their collaborative efforts with local actors in the 
Hardanger region. This was the case at least in the initial phase of VC 2010 in Hardanger.  

Case 9 presents collaboration between to research communities, integrating their differences 

of perspectives, knowledge and experiences. In addition to increasing alternatives and 

variations to choose from, this collaboration also gave the opportunity to integrate differences 

in order to produce new solutions. This was the case with ‘the Arrow’ (see Case 2) as well as 

the solid network structure (see Case 12). Both of these features were brought into the 

networking processes initiated in Hardanger. New hybrids became the outcome of the 

collaboration between the two research communities. 

Collaboration between researchers from different research institutes or communities opens the 

possibility for co-generative self-reflection and the enhancement of self-critical capacity. 

Differences of opinion can be presented, discussed and reflected upon in order to support the 

creation of new and integrated (hybrid) alternatives to be applied in the processes were action 

researchers are engaged, as in the Odda/Hardanger context. An example of such a ‘hybrid’ 

alternative was ‘the Arrow’, a tool extensively utilised by IRIS in learning and competence 

building activities as well as by enterprises in their internal improvement and innovation 

project activities. Additionally ‘the Arrow’ was utilised in collaborative activities between 

enterprises. 

Self-reflective and self-critical capacity and ability to hold such a position is an advantage 

possessed by the researcher and the research community. These capacities were part of the 

knowledge transformation and co-generative learning in the collaborative efforts between 

research and the field, as well as internally in the community of researchers (see Case 9). 

Research additionally reflected on the implications of making itself superfluous/redundant. 

The SIN and INH networking collaborations are cases presenting ways that research can be 

made superfluous/redundant (see Case 12 and specifically Haga 2007 for more in-depth 

discussion on this topic). 

In additional, we may point to the different ambition between the researchers and the 

enterprises. While researchers particularly emphasise improvement and innovation to be 

reported back to the responsible funders, as well as the research community, the enterprises 

need to consider both innovation and operation of the enterprise as an ongoing challenge. This 

difference points to some of the major characteristics of the way the research community 
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operates as an integrated system, to apply the conceptualisations of Luhmann (see for instance 

Luhmann 1997). 

2.9 Conceptualising integrated innovation 

In this chapter we will start out presenting the two concepts, innovation and integration. The 

presentation emphasises critical reflections on the two concepts, as well as the linkages 

between them. Our presentations and reflections will be associated with a diversity of 

contexts and levels. Diverse local, regional and national contexts will be discussed and 

classified. Individual actors, enterprises, networks and regions will be the foundations for our 

reflections. Cases presented will be utilised as empirical material to illustrate points argued. 

The concept of Innovation 

Innovation can be defined as the introduction of new goods, methods of production, markets, 

raw material and organisational solutions (Schumpeter 1934, Swedberg 2000). This classical 

definition will be discussed in more detail below. First, however, attention will be drawn to 

innovation as a way of producing variation, in order for new alternative approaches, solutions, 

products and business opportunities to occur. New alternatives to choose among imply 

producing variation and making preferences.  

Innovation does not necessarily imply the strategic selection of new alternatives in order to 

make changes. Strategic selections can also imply making no change as an alternative, when a 

change target has been set. In other words making a decision not to act, according to a change 

alternative, involves producing variation and making strategic selections between preferences 

where the final choice can be the status quo. A possible choice of a no change alternative is 

presented in Case 11. In Case 11 the alternative of no change was chosen when employees 

argued against the economic and strategic aspects of outsourcing utilising tools introduced in 

a training programme (see Case 2). 

Innovations can come about as collaboration between enterprises, where differences of 

perspectives are utilised in order to create variation and alternatives to chose from and 

produce new solutions. This has been the case in an example where two producers discovered 

that what was a costly waste problem for one of them, could through some specific technical 

solutions be made an input resource in the other manufacturers production process. In Case 10 

below this is exemplified through an innovative collaborative project. 
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Case 10: Zinc to the zinc producer (Boliden) 

 “Yesterday was an historical day for Boliden Odda (BO) and Tinfos Titan & Iron 
(TTI)5. A newly constructed system for utilisation of waste from TTI as raw 
material for BO was opened. The delivery of 400 tons of waste from TTI will leave 
BO with additional 70 tons of pure zinc, their main product.” wrote Hardanger 
Folkeblad, the local newspaper at October 14 2005.  

Locally this project was regarded as an important advance in collaboration and 
innovation between two of Odda’s key enterprises (see Case 1 for elaboration of the 
context). This is reflected in the local newspaper article cited above. The article points to 
what became the reputation of the local network collaboration as well as linkages with 
research and the regional coalition DCHR (see Case 6). One of the projects that made the 
results visible locally and regionally was this collaborative project between the two key 
enterprises in Odda. The image produced through this project is contrary to the 
impression researchers got at an earlier conference trying to convince new enterprises of 
the advantages of joining network collaboration, such as the Industrial Network of 
Hardanger (INH), see Case 4. 

The project is about utilisation of electro-filter dust from TTI, which consists of 
approximately 17 per cent zinc, as a raw material in the main process of a zinc producer, 
BO. TTI is a titanium oxide and iron producer. Electro-filter dust is a waste product from 
the main process at TTI. The dust is classified as toxic and must be stored according to 
strict government regulations. Historically, the dust has mainly been shipped by trailers to 
a special waste storage area in the eastern part of Norway. Meanwhile, some of the dust 
has been transported to a neighbouring enterprise, BO, where it was mixed to be part of 
their raw material. Handling the dust represented a work environmental problem both at 
TTI and BO. As the dust was handled manually workers came in direct contact with the 
toxic dust because of the tools that were used in the handling. Thus, it represented both an 
external environmental problem and a work environmental problem in both enterprises. 
For BO, which produces nearly 150,000 tons of zinc per year, the profit from the possible 
additional deliveries of zinc from TTI represented a minor economic potential. Large 
investments in a new receiving station for dust were out of the question. TTI owned the 
dust problem. From BO’s perspective a solution to this problem had to be initiated by 
them. On the other hand, it was costly for TTI to transport and store the dust at the special 
waste storage facilities. For TTI, there was the potential to increase profits by solving the 
dust problem.  

Discussions between employees at both enterprises about the problem had been going on 
for quite some time. Employees from both enterprises had a common understanding that 
the problem needed to be solved permanently. By the time the network collaboration in 
Odda was launched (see Case 1) a joint development project was established with 
participants from both enterprises. The aim was to solve these waste problems. The 
project consisted of different internal groups of personnel from the two enterprises, both 
blue collar and white collar, which handled the internal issues. In addition, a joint project 
group was established that consisted of personnel from both enterprises. These project 
groups designed: (a) new dust handling stations in both enterprises, (b) a new feeder 

                                                

5 Boliden Odda Ltd. and Tinfos Titan & Iron Ltd. are two of the main industrial enterprises located in Odda, 
Hardanger, see Case 1. 
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system that carefully feeds dust into the ore at the BO plant, and (c) a new transportation 
system for transporting the dust from TTI to BO. The technical solution that was chosen 
solved the work environmental challenges connected to the handling of dust in both 
enterprises. This was mainly due to suggestions from blue-collar workers who 
participated in the project groups, and their knowledge about how the dust behaved in 
different settings. Technical solutions were presented for the management at both 
enterprises, and were accepted. The project group not only design a new technical 
system, they also developed cost-benefit analyses for both enterprises (see Case 2 and 
‘the Arrow’). According to suggestions from the project group, TTI had to finance the 
new technical systems at the BO plant in addition to their own new technical system, and 
TTI agreed to do so. The suggested investment was intended to pay off in a period of less 
than two years. It appeared as a profitable investment for TTI and BO. This is in addition 
to solving the major external and internal environmental problems.  

This narrative demonstrates the innovative potential in enterprise collaboration facilitated 
by action research. Joint development projects, and joint problem-solving activities 
between personnel from collaborating enterprises, may not ‘just’ result in improvements 
of production processes, the work environment and market initiatives. Collaborating in 
developmental projects can be possible in the creation of major innovations as well. In 
this case the project gave new products, new work processes and new organisation 
solutions, which are some of the characteristics of innovation projects, if we follow the 
definition of Schumpeter (see page 96). 

Creating a network collaboration that can facilitate in producing solutions, as in the 
narrative above, does not happen accidentally. It is the result of deliberate actions 
directed by a particular group of actors, supported by co-ordination and the orchestration 
of specific enablers (see Case 1). Thus, deliberate actions and involvement of specific 
actors are needed to establish necessary networking processes. 

 

An enterprise in a local context has a waste problem in its value creation chain. This waste 

problem is expensive and cumbersome to overcome (see Case 10). The waste is a complex 

mix of substances, including zinc. A nearby enterprise, not competing in the same market, is a 

producer of this particular metal. In other words; for one of the enterprises this metal is a 

waste problem, while it is the main input in the line of production for the other. Neither of the 

two enterprises had explored the possibility of collaborating in finding a profitable solution 

for both by the exploitation of this waste product. Creating this alternative solution, profitable 

and workable for both enterprises, was initiated through networking activities and close 

collaboration with researchers acting as action researchers in this particular setting. This made 

it possible to create variations and specific alternative solutions to the less profitable ‘business 

as usual’ alternative. Here the action of bringing actors together and integrating the 

perspectives on their value chain was an important element in the action research activity. 

Action researchers mainly facilitated and orchestrated dialogue between selected personnel 

from the participating enterprises. Although it might not seem such a big thing, careful 
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orchestration of these processes utilising key enablers (see Case 1), specifically dialogue 

between key persons, can be the key to unlocking greater potential. This was one of the 

intentions in the presentation of Case 10. Additional to the innovative solution produced, this 

case also demonstrates that such changes and innovations can have a significant impact on the 

local community. Such ‘happenings’ (see the introductory paragraph to Case 10) can enhance 

favourable attitudes towards networking processes orchestrated by collaboration with key 

external actors such as research and coalitions (DCHR, see Case 6). 

Enterprise interconnectedness is on the contemporary research agenda, as a consequence of a 

possible positive effect on enterprise innovativeness (Porter 1990, Cooke 2002, Brulin 2002). 

The need for faster processes and product renewals due to rapid market changes calls for 

attention to the enterprises’ innovative ability and the ability of public policy systems and 

other systems to support innovation (Porter 1990, Aasheim 2007, Reve and Jacobsen 2001, 

Cole 2001). Constructing interconnectivity between enterprises has become a widespread 

strategy (Leydesdorff and Etzkowitz 1996, Gibbons et al 1994, Gustavsen et al 2001, Brulin 

2002). 

In this context one may question whether this really counts as an innovation. The process of 

creating a solution profitable for both enterprises in Case 10 had some elements of surprise. 

The surprise is not so much the solution, but the obvious discovery that here was a potential 

which these two enterprises had not been able to explore through collaboration. Several 

preconditions for this collaboration in order to produce variation and alternatives were created 

through the participation in a wider research context of the national programme VC 2010. For 

the actors involved in this particular case, this example was experienced as an innovation. It 

changed processes and lines of production in both companies. On the one hand it added 

possibilities for input for one of the involved enterprises, while it eliminated a costly waste 

handling process regarding the other participant in the project. For both, it could be viewed as 

a new method of production contributing to increased productivity for both. But was it an 

innovation? 

On the enterprise level it can be difficult to give clear indications of what counts as an 

innovation, and what not. Sources of increased competitiveness can come from a diversity of 

factors such as monopoly, changes in market prices and variations in availability of resources. 

A certain element of monopoly, protection from market competition, etc is always involved, 

and could be a significant cause of successful market and economic performance, though hard 

to argue as an innovation, at least on a society level (Johansen 1983). 
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It is important to note the surprise element in this example. Both enterprises in the example 

above were surprised to find that they had the possibility of creating a common solution 

profitable for both, by addressing what was regarded as a waste problem for one of the 

enterprises. This is one of several ways to consider what innovation can imply. Although not 

necessarily sufficient, this publication presents several examples of more or less astonishing 

surprises that are relatively obvious, and still not exploited by the participant in the change 

projects (see Cases 5, 7 8 and 10). Terms such as exploration and exploitation, continuous 

versus radical changes, all point to the ‘innovativeness’, ‘newness’ or creativity of the 

alternatives and solutions created and chosen. These terms will be part of a more thorough 

investigation into the concept of innovation (see Chapter 2.9, subchapter ‘The concept of 

Innovation’ page 71)6. 

An alternative to the change element in innovation is the possibility of making no change a 

way to create variation, as indicated above. In an example from the same location as above, 

the management in an enterprise decided not to take up a suggested outsourcing of the 

transport department, because of input from the employees. The employees did not agree that 

outsourcing would give the expected expenditure cuts. Rather they argued that the opposite 

outcome was more likely. In order to convince the management they used a specific tool 

developed and introduced as part of a competence building programme in the local 

development network (see ‘the Arrow’ Case 2), in order to generate a report showing that the 

outsourcing solution was less profitable than keeping the disputed unit in-house (see Case 11 

below). Here the alternative was no change. 

Case 11:  How outsourcing was prevented by utilising tools introduced in the 
network 

In the production at Tinfos several steps are dependent on internal transportation. 
Loading shovels perform the transport of raw materials, semi-finished products and 
finished products. The transport department handles the internal transportation and 

                                                

6 There are also a number of examples where long-existing knowledge held by employees in a company is 
harnessed through the establishment of partnership between internal and external stakeholders. In the case of 
Tegral Metal Forming, an Irish construction materials company, the creation of a partnership structure 
involving management, employees and regional trade union officials provided frontline workers with the 
context in which they could articulate knowledge of wasteful production processes leading to an immediate 
saving of £(IR)100,000 per annum. Similarly it is not clear whether such examples represent actual 
innovation, or just a belated recognition of the value of tacit knowledge. Tegral workers had known for a long 
time that such waste was unnecessary but had not perceived it to be part of their jobs to bring this to the 
attention of management. 
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operates several vehicles, mostly loading shovels, to do the job. To operate such vehicles 
call for someone to maintain them. Tinfos had personnel that took care of this. Since 
Tinfos has several large vehicles, and some advantage of scale to lower the maintenance 
costs could be obtained. Operating costs of the vehicles were high. The most important 
causes were lack of standardisation of the vehicles, and the age of the vehicles.  

The lack of standardisation meant there was a need for diversified stocks of spare parts, 
and few opportunities for borrowing parts from one vehicle for use with another. The 
extended use of the vehicles caused frequent interruptions where the vehicles were out of 
operation for shorter or longer periods.  

As a consequence of the high maintenance cost, management were looking for ways to 
lower the costs. An area was rented out to an enterprise specialising in supplying 
organisations, such as Tinfos, with vehicles. This specialised enterprise not only supplied 
vehicles, they also offered to handle the maintenance of the vehicles. Located almost 
inside Tinfos this looked like a good opportunity for Tinfos to hand over the operation of 
the vehicles to this enterprise. Tinfos asked for a tender from the supplier to compare 
their figures with their own.  
Before deciding upon the tender, which displayed a potential cost reduction, management 
informed the affected departments and the unions about the tender. Tinfos decided to buy 
services rather than having these in-house as part of their own organisation. Personnel 
working in the maintenance department had to be retrained and start working in other 
departments within Tinfos. Dismissals as a consequence of the decision to outsource 
were to be avoided. On the other hand, the personnel involved were disappointed, and 
started to ask questions about the contract and the economic benefits.  

Supported by the unions, they obtained access to the tender and examined it. They 
discovered several elements that they perceived as unclear and economically less 
favourable for Tinfos. The unions suggested that a group of relevant personnel should be 
given the task to prepare a report containing an internal solution for the operation of the 
vehicles. The Unions used ‘the Arrow’ (see Case 2) to accomplish the task. When 
management accepted this internal group to examine the tender, the group was also 
provided with the necessary figures.  
The appointed group utilised ‘the Arrow’ to identify the main causes and obstacles 
regarding the outsourcing problems identified. They also suggested the best solutions to 
eliminate them.  

Below is a matrix illustrating how solutions were reached. 
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Matrise for valg av løsning

Verkstedbygg

Skille ut 
vedlikehold
på kjøretøy

Miste areal på
verksted

Bruke 
kjøretøyverksted 
selv +Flytte lager 

fra Eitrheim

Bruke 
kjøretøyverksted 
selv + leie ut areal 

til eksterne

Bruke verksted 
selv + flytte 

maskinverk. Med 
tidligere 

utfyllingsarbeid

Effekt x gjennomføring = Total

3   x    5    = 15

Flytte 
elektro/automasjon 

verksted

Inngå avtale 
med 

Brubakken / 
dekkfirma

4   x   4  =   16

4   x   4  =   16

5   x   4,5  =  22,5

3   x   ?   =   ?

Bruke 
kjøretøyverksted 

som i dag

2   x   4   =   8

Løsningsforslag

Kjerneårsaker

Prosjektnavn

 
Members of the group had first-hand experience from operating the vehicles, and knew 
what the main costs were. Simultaneously they considered a number of other issues, such 
as the utilisation of buildings, etc. The illustration above considers finding the best way to 
organise the repair shop. Members of the group created better solutions, and were even 
able to reveal new and innovative ways to organise the operations. They presented a cost-
benefit analysis to the management, showing that their solutions would give better results 
than outsourcing.  
The report from the working group convinced management at Tinfos that the decision to 
outsource was wrong. Figures and solutions were consistent and innovative. Management 
turned down the offer to outsource from the supplier of maintenance services. The 
maintenance unit was kept as part of their internal operations, just as before.  

 

The alternative of no change was argued using tools and competences acquired in other 

contexts for other purposes. The training programme where the tool was introduced also 

created the foundation for increased competence in making strategic selections among the 

produced variations (see Case 2). The tool (‘the Arrow’) created some basic requirements for 

common perspectives between management and union/employees despite the fact that their 

opinions were contradictory at the outset. A recognised (neutral) tool was in this case 

contributing to common conditions for dialogue on alternative solutions, where the involved 

actors had differences of opinions. The case demonstrates a possibility that tools can function 

as common conditional requirements to facilitate communication and dialogue between 

differences of interest. This points to some of the important aspects of the common training 

programme, introduced as part of the initiation of networking activities between different 

participants (see Case 2). 
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When the final strategic selections and decisions were in favour of the employees and their 

specific solution not to outsource, the process promoted the acknowledgement of employees 

as recognised participants (broad participation) in innovation and enterprise development 

(Case 11). Additionally, it produced the confidence and trustworthiness of the participating 

parties in these change/no change activities. Collaboration with research was an additional 

favourable experience in the case presented above. 

Innovation in the context of this publication is thus seen as the shaping or creation of 

variation, whether or not a favourable strategic choice is made between the newly produced 

alternatives. It is a further part of the innovation process to argue for or against strategic 

selections among the created alternatives and variations. Last, but not necessarily least, is the 

incorporation of the variation and strategic selection in the operations and reproductions of 

the system (enterprise, co-operation, agency, region) itself. This involves some of the basic 

elements in our conceptualisation of innovation.  

The concept of innovation presented we have presented here can be illustrated as follows:  

Enterprise 
innovation, 

processes, and 
operations 

Creating 
variation

Strategic 
selection

Incorporation

1

2

3

Alternative A

Alternative B
Selected

Alternative C

Enterprise 
innovation, 

processes, and 
operations 

Creating 
variation

Strategic 
selection

Incorporation

1

2

3

Alternative A

Alternative B
Selected

Alternative C

 

Figure 4: illustratin of the concept of innovation 

In this illustration, the three concepts: variation, selection and incorporation, are sketched in 

order to indicate their linkages. Alternatives A, B and C are shaped through the creation of 

variation as a foundation for choice. Through the strategic selection process alternative B is 

selected in the illustration above. This process of strategic selection and its results are fed 

back through a process of incorporation, which is then integrated into the historically 

allocated ‘memory’ of the organisation (model inspired by the outline of Luhmann’s 
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organisational theory, Luhmann 2000 and Luhmann’s system theory, Luhmann 1997). By 

redirecting the attention to Case 5, a practical example of this innovation model will be 

presented. 

In an enterprise in Hardanger one of the process industries, a smelter producing zinc, was 

approached by one of its local suppliers with the idea of creating a whole new foundry line 

based on new technology. Before entering deeper into this specific case, the starting point 

needs to be sketched. For a supplier with limited resources to have the confidence to suggest a 

joint resource-demanding project for the smelter is exceptional. How did the supplier possess 

the courage to make such a suggestion?  

The projects took place within a local network of industrial enterprises (the INH network, see 

Case 1). As a result of the dialogue established between the enterprises participating in the 

network, the message from the customers, the large process industry enterprises, towards the 

suppliers appeared clear and crisp: prepare in order to become lead technological partners. 

Thus, the solid network collaboration, which INH was about to become (Case 12), supported 

the initiatives from the suppliers to play such a role, initiating technological innovative 

projects.  

The supplier suggested a project as a collaborative effort in order to create several 

alternatives. One main objective was to create a whole new technological solution. The idea 

was to produce a foundry line based on new technological solutions as a prototype. This 

prototype would then emerge as an innovative product, to be presented on the world market as 

a new business opportunity for the supplier. Although the presentation to the world market 

could diminish some of the competitive advantages for the customer (Boliden, the zinc 

producer), it was still regarded as a profitable project for both participants. 

As a starting point several alternatives (variations) regarding different technological solutions 

were created. Strategic choices (selection) were then made between possible solutions. In the 

final stage the prototype solution would be fed back into the supplier’s own production as a 

new business opportunity on the world market (this is elaborated in Case 5).  

To what extent this case is an innovation is hard to justify at this level of analysis. However, 

the collaboration between the different suppliers and customers involved, as well as the actual 

outcome, was regarded by the participants as an innovation. It is important to keep in mind 

that the participant’s opinions are not sufficient to make a final judgement about the 

innovativeness of the project. On the other hand, in this publication, where innovation is seen 
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as the shaping or creation of variation, the current case counts as an innovation (see 

discussion above). 

The foundry station case (Case 5) may be used as an introduction to discuss integration and 

systems. To develop a fully automatic foundry station calls for diverse skills and 

competences, not found in an individual enterprise. Four enterprises were invited to 

participate in the project, the smelter and three suppliers. The suppliers represented 

complementary skills and competences as well as the smelter, and these were integrated in 

the project, creating and increasing the number of alternatives. At the same time it is 

important to emphasise that this did not occur coincidentally. It was a result of deliberate solid 

network collaboration and the utilisation of a systemic approach.  

The term “solid collaboration” indicates the creating variation is something that does not 

happen incidentally. In the research at IRIS this has been experienced through specific 

network collaborative structures, labelled “solid network structure”. In this context it implies 

the possibility of making collaborative structures that guide the creation of variations as part 

of an innovation processes. The solid network structure will be discussed and analysed on 

many occasions below. Here it is presented as a potential collaborative structure to guide 

strategic change, improvement and innovation processes. 

What the term “solid network structure” implies is presented in Case 12. 

Case 12.  Solid network 

Networking activities and network collaborative structures are governed and managed in 
different ways, depending on the kind of collaborative activities they are aimed at 
facilitating. Two different networking processes can be differentiated when it comes to 
organising local and regional development processes in the current context. On the one 
hand, a strategic process can be identified that calls for broad participation from the 
participating enterprises, from different levels within these enterprises as well as from 
actors in the region (such as a coalition like DCHR, see Case 6). On the other hand task-
oriented process can be identified, where the aim is to execute definite activities. This 
last networking process can be a project organisation where; a limited number of tasks to 
be performed are taking into account, where the time period is restricted and where the 
resources available are limited. Thus in a task-oriented collaborative arrangement the 
collaboration is less comprehensive, arrangement of the collaboration more temporary, 
content regarding tasks/activities simpler and there is a need of less resources compared 
to strategic processes. 

Networks require specific organisational structures in order to adjust to the diverse needs 
of different collaborative arrangements. In this context the strategic and task-oriented 
networking process will be compared, in order to conceptualise a solid network structure. 
The solid network structure covers the characteristics of the more strategic collaborative 
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structures in ED 2000 and VC 2010 that researchers at IRIS have been deeply involved 
in. Researchers in the two programmes have been involved both in collaboration, shaping 
and running of networking processes and structures. 

Shaping collaborative structures in ED 2000 and VC 2010 has mainly been taking place 
at two levels. One the one hand, collaborative structures has been created among regional 
partners in order to form a coalition. The creation of the coalition on the regional level is 
presented in Case 6. In this case we will focus on the presentation of a solid network 
structure involving participants from enterprises, research and specific stakeholders. This 
solid network structure is embedded in a local context cutting across a number of 
municipalities. There are also examples in ED 2000/VC 2010 of network structures 
cutting across county borders. Cutting across municipalities and counties is something 
strategically guided and facilitated at the coalition level.  
There are two examples of network structures in the current presentation. One was 
created at the initiative of action researchers in VC 2010, backed by the coalition formed 
between two counties of Hordaland and Rogaland (see Case 6). This was the INH 
network (see Case 1). The other network has been mentioned in the presentation of the 
“Lead Development Officer” (LDO) in Case 3. A competence-building programme 
aimed at producing LDO’s took place in the Sunnhordland Industrial Network (SIN). 
This network existed prior to the collaboration activities linked to research that took place 
in ED 2000 and VC 2010. In the SIN collaboration, research was involved with an 
already existing network structure that was not created on the initiative from action 
researchers, as was the case with the INH networking activity. 
SIN is an example of a solid network structure, governed much like a traditional 
organisational structure of a corporation. It has an annual general meeting of 
shareholders. Here the different enterprises in the network are participants. They operate 
as shareholders in this general meeting because it is required for every member to pay a 
membership fee, which is regarded as a share in the network organisation. The network is 
a Ltd Company, and the share is a token both of the ownership of the network and the 
membership in network generated activities. This general meeting gives guidelines for 
the board of directors. The relations between the two function, the general meeting and 
the board, resembles in many respects the relations in any corporation. 

The board of directors comprises representatives from some of the participating 
enterprises. This board and the general manager do the strategic planning for the network. 
To ensure that all of the member enterprises in the network are given an opportunity to 
give input to strategic processes, the strategic plan is the subject at a ‘net meeting’. 
During the year, the enterprises are invited to approximately eight such meetings. 
The network has organised several sub-networks based on issues such as health, safety 
and environment, human resource management, developmental issues, logistics, etc. 
These sub-networks are active as long as the members express their needs for these 
collaborative arrangements. The network has also decided to participate in R&D 
programs, such as ED 2000 and VC 2010. If the board decides to enter a programme, 
their member enterprises are free to choose which forms of relations to the research 
programme each individual enterprise want to enter into. 

The network administration consists of a general manager, an enterprise advisor, and a 
part-time secretary. It is the leading operative unit in this solid network structure. 

The formal SIN-organisation developed close linkages with a regional R&D institution. 
This regional R&D institute (IRIS) decided on the other hand locate some of their 
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researchers together with the SIN administration. This co-location was a sign of the close 
collaboration with the SIN network.  
The collaboration with the SIN network and the R&D institute has first and foremost 
taken place through the two big R&D programmes, ED 2000 and VC 2010. Through this 
programme many project activities took place. One is presented in Case 3.  

Additionally several arenas were established where personnel from the enterprises in the 
network carried through collaborative activities: 

(a) a forum for enterprise development (FFB) 
(b) a general manager forum 
(c) a forum for union representatives 
(d) a forum for internal consultancies. 

Through these arenas relations were developed, not only between the general managers, 
but also between employees at other levels in the enterprises.  

To govern the ED 2000 programme within SIN, a steering committee was organised. In 
this committee, the following positions were appointed: 

a) representatives from the enterprises, both from management and unions 
b) one representative from an institutionalised collaborative arrangement 

between the major employee/employer organisations nationally 
c) one representative from the R&D institute 
d) the SIN General Manager. 

The Industrial Network in Hardanger (INH) was at the time the networking activities 
were launched, more of a task oriented project organisation. INH was then close to how 
the SIN network organises its R&D programs. Here is an illustration of the INH network 
organisation in the initial phase of launching the network; 
There are differences as to how the two networks are organised. The organisational 
structure of INH is a mix of a formal and task oriented project organisation. A steering 
committee deals with strategic decisions and runs the R&D programme in INH, while 
this is taken care of by a formalised structure of an administrative unit, the board and the 
general meeting in the SIN network. This more bureaucratic structure of SIN assures 
clear procedures and involvement of all decision makers affected. In INH this is not 
necessarily the case. INH is characterised by a more informal project organisation. This 
structure is not put up in order to make sure that decision making runs according to 
procedures structured to assure stakeholders positions and opinions. Democracy in work 
life is less apparent in the more informal task oriented project organisation at INH. On the 
other hand the R&D institute became more closely involved with INH than the SIN 
network during VC 2010. This can be due to the more preliminary stage of networking 
that characterises INH compared to SIN. The SIN network possesses greater capability to 
facilitate networking processes than INH, which on the other hand is in greater need of 
assistance from research. Additionally researchers have been directly involved in 
initiating networking activities right from the start at INH, while the network structure 
was already established when the R&D collaboration was initiated with SIN. 

Above the difference between strategic networking processes and task oriented 
networking processes were presented. In the networks which researchers have been 
working most closely with in ED 2000/VC 2010, there are attempts to move to a more 
strategic and solid network structure. Dialogue is an important principle in this 
(Gustavsen 1992, Ennals and Gustavsen 1999) movement. People come together to 
discuss and formulate pathways for activities and objectives for networking activities. 
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Networks organise a variety of projects like TQM projects or more radical innovative 
projects (see Cases 5, 7 and 10 for examples). Long-term collaboration, risky projects and 
the need for external financing seems to be facilitated through more strategic network 
collaboration. More strategic network collaborations seem suited in order to develop 
strategic relations with external collaborators such as public authorities, financial 
resources, politicians, R&D, educational and national stakeholders.  
A formal organisation runs the risk of becoming formalised and bureaucratic. Network 
relations based on trust could be substituted by instrumental and formalised relations. The 
aim of constructing networks is to create places where people can meet; exchange 
experiences, explores possibilities and collaborate in task oriented improvement and 
innovation activities. In INH one of the projects was a consequence of improved 
communication between the enterprises, see Case 10. In this setting, major project work 
was executed outside any network arena, just in the communication between employees 
from the enterprises. The network arenas on the other hand have the potential of 
facilitating more informal collaboration and exploration of opportunities. This way a mix 
between task oriented networking processes and more solid strategic networking 
processes, something of a mix between SIN and INH, can be a possibility to avoid some 
of these dilemmas and challenges when it comes to choosing network collaborative 
arrangements. 

 

Case 12 has illustrated different degrees and ways of structuring network collaborations. A 

looser task-oriented process does not integrate the participants in the same systemic way, as is 

the case with more strategic processes configuring a more solid network structure. The SIN 

network in Case 12 was a typical example of a solid network structure with many of the 

characteristics of a regular company’s organisational structure. 

A solid network structure ensures a committed long-term relation between the participants. 

These participants will also have the chance of developing a strong ‘we’ with a clear 

differentiation towards the surrounding business environment and local/regional communities 

(Luhmann 1997 conceptualises this aspect of (organisational) systems). This is the case with 

the SIN network collaboration. 

A more task-oriented process is not to the same extent characterised by long-term relations 

between the participants. This was the case with the INH, at least in the initial phase of the 

networking process when the participants were less confident with the usefulness of such 

collaborative arrangement. On the hand a strong ‘we’ existed in the Odda context, due to the 

specific geographical location on an isolated spot at the end of a small branch of the 

Hardanger fjord, where they on several occasions had experienced a common destiny. This in 

some way compensated for the lack of a solid network structure when it comes to the 

experiencing of a strong ‘we’. 
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INH was in the process of shaping a network structure more or less modelled by the solid 

structure of SIN, see Case 1. On the other hand there are examples of collaboration between 

enterprises regarding innovation projects which did not directly involve the network 

collaborative arrangements, se Case 10. This indicates that both strategic processes and task-

oriented processes can occur simultaneously in the same context and run as parallel processes. 

Advantages and disadvantages regarding both processes can also be handled by the same 

participants in their common interactions, as is indicated in the presentation of Case 10. In ED 

2000 and VC 2010 we have experienced integration and collaboration more or less systematic 

and structured, producing different challenges in a multitude of contexts. Some ways of 

handling dilemmas and challenges have been indicated in the presented cases. What structures 

and collaborative network arrangements are to be advocated is not to be finalised, based on 

the experience so far. 

But what then can be understood by the terms integration and system/systemic? 

The concept of Integration 

Integration is, in the current publication, not to be regarded as a concept in its own right when 

compared with innovation. It will be regarded as a way of characterising a system or systemic 

approach. In this context integration has to do with the solidity of an arrangement within, or 

between, certain actors (see Case 12). Important aspects are the way systems/systemic 

practices can be identified as a unit with its own identity, behaviour, traditions, norms and 

codes of conduct. An identity can be judicial, as for a formal private organisation (enterprise), 

an individual actor (employees) or stakeholder (government agency, research institute). Most 

important, the solid arrangements or systems connect multitudes of individuals, professions, 

enterprises and business segments. Within the framework of this publication we are faced 

with different integrated systems linking one or several actors, in specific arenas where they 

interact in ways more or less identical to systemic relations. Whether or not they fulfil the 

specific definition of a system indicated here (see Luhmann 1997) is a matter of empirical 

investigation. The enterprise itself is an obvious candidate. Less obvious are different 

networks or collaborative arrangements (as presented and discussed in Case 12).  

In the context of this publication, a network can be a system. This implies that it differs from 

a lot of actual and conceptualised network arrangements, which are more loosely coupled 

(task-oriented), such as for example supplier-customer relations in a regular market 

arrangement, clusters, industrial districts, regional networks and Triple Helix (see Haga 
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2007). The concept solid network is used to characterise a network arrangement where the 

network is a system. A solid network system has a management, shareholders, board and to 

some extent department like units. One obvious candidate to be conceptualised as a solid 

network is located in the Hordaland County, the Sunnhordland Industrial Network (SIN, see 

Case 12).  

Specific individual actors/stakeholders can also be regarded as systems, in the perspective of 

some theoretical approaches (Luhmann 1997)7. The concept of system will be used to cover a 

broader judicial unit with its own identity, behaviour, traditions, norms and codes of conduct. 

All of these characteristics are concealed in the coding of the specific unit in question through 

language metaphors. The coding is the language of reflection that the system utilises, in order 

to mark its boundaries towards its environment and reflect upon its own particularities as a 

unity. Reflecting upon its particularities as a system is an imaging process, where the 

surrounding opinions about the system as well as the way opinions of the surroundings are 

imagined, is important. In most of the reflection processes (presentations, workshop, network 

meetings, etc) the SIN network expresses a strong notion of a ‘we’, marking a clear identified 

border towards different ‘others’. 

It is possible to define trust as; (a) linked to place and kinship, (b) the actual membership in a 

professional community, (c) shared historical experiences and (d) mutual dependencies 

(Powell 1996). Such a division may explain the pretty strong ‘we’ in our solid networks 

located in ‘remote’ areas and the problem of establishing such ‘we’ in more urban areas. 

The way of expressing an identity is much as any enterprise unit would express their identity 

in different contexts. Who are ‘we’ and who are ‘others’ can vary to some extent, but the 

identity is clearly manifested in coding, judicial specifications, behaviour, traditions and 

norms (see the creation of INH and local cultural potentials, Case 12). Actors included can 

vary. In some instances, external researchers with a long tradition of participation can be 

included in the ‘we’, as was the case in the collaboration between SIN and IRIS (see Case 

12). On other occasions they can be excluded, as when researchers and collaborative partners 

(solid network actors) are competing for resources allocated to different local activities. Such 

competition has occurred on some occasions between participating researchers and the 

management of the SIN network. Sorting out the potential for conflicts in these events is of 

                                                

7 A specific application of systems as ‘psychic system’ can be perceived as odd, and will not be emphasised here 
(Luhmann 1997). 
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outmost importance, in order to maintain a longitudinal collaborative working arrangement 

between AR engaged research and the field. 

A system, like the solid network, can be faced with different change stimuli that more or less 

threaten the integration of the system. Such ‘shake ups’ have to be managed in some ways in 

order for the system to function. The SIN network is an example in this respect. It had to 

widen its definition of membership allowing other branches into the network, in order to 

avoid the shaping of competitive arrangements (networks) in its area of operation. The coding 

of the ‘we’ was expanded and changed, in order to meet these challenges. New types of 

enterprises had to be integrated into the existing network configuration in order for it to 

persist, though changed. On the other hand the changes could have been necessary in order 

for the (network) system to continue its existence. Producing variation and alternatives, and 

then integrating them, could be a challenge for any system. 

A crucial aspect linking innovation and integration is through the creation and production of 

variations and alternatives. Producing variation and alternatives is making diversity. Making 

and incorporating diversity implies that strategic selections are integrated into the change 

process as variation and alternatives to select from. Additionally this diversity is a constant 

source of comparison and further development/changes of the existing selections and solution 

produced. In other words, integration is as much about making a coherent whole of business 

operations, as it is about creating variation and diversity. This is an important element to 

reflect upon in critical review activities that are taking place at different levels of innovation, 

development and change. In the context of this publication, integration is understood as a 

system’s ability to create variation by utilising the presence of a range of different actors, 

skills and competences. 

Innovation takes place in and through specific contexts. In these contexts there can be more or 

less identifiable actors present. Thereby innovation is closely linked to integration and the 

concept of system. This will be outlined further below. 

Conceptualising the systemic/system level 

Based on the reflections made above, we will try to reveal some more specific notions of the 

thematic field of inquiry in this publication, specifically the context. First the sketching of 

what notion of context implies is presented through a classification. 
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Here is an overview of some of the actors, stakeholders, arenas and organisations we are 

working with. The structuring principle of this overview is based on Luhmann’s 

organisational theory (Luhmann 2000);  

Level/ 
Systemic Enterprise Network Regional National 

Group/arena 

Development 
organisation, 
project 
organisation 

Conference, 
meeting place, 
customer/supplier, 
multi-enterprise 
project 
organisations 

Coalition, 
partnership. 

National innovation 
system (NIS) 

Functional 

Linkages to lager 
functional 
systems 

 Linkages to 
lager 
functional 
systems 

Economic/legal/ 
Political/research 

Organisation/ 
legal/individual 

identity 

Enterprises, 
actors, 
stakeholders, 
professions 

The solid network 
organisation 

Counties, 
legal 
business 
association 

Main national 
employee/employer 
organisations 

Trade associations could be an example of a functional system to the extent that they are formally organised and 
thereby operate as enterprise organisations (like Ltd (Limited Company), PLC (Public ltd Co). 

The overview above is structured according to some basic principles. First there are four 

levels of classification indicated horizontally. These are the enterprise, the network, the 

regional and the national level. One could here add the global/international as a separate level. 

Among the reasons for not doing this, is that at the level of discussion in the current 

contribution, the global/international level constitutes more vague surroundings and 

environments compared with the other levels. Global/international contexts will therefore not 

be treated as an enclosed entity with a specific systemic significance. Activities on the other 

levels are influenced from processes and stimuli originating from a wider global/international 

context. No identifiable global/international arena where practical activities take place will be 

emphasised as significant, for the processes and activities taken place on arenas on the other 

levels in our inquiry. Thus, the nation is the ‘highest’ systemic level considered in this 

contribution. 

The vertical rows in the overview above cover the systemic. Basically these are levels of 

systems identified from Luhmann’s theories (see Luhmann 1997). The ‘lowest’ level is the 

group/arena. This is not a system level in itself (according to Luhmann). A similar view is 

expressed in this publication. Groups/arenas have no judicial formal foundation. They are less 

permanent. Regarding we/others there is less of a stable identity. Coding and borders are less 
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clear. Other systemic identifications overrule the structure of group/arenas. This characterises 

a weaker level of integration than the specific system level. An example can illuminate this 

point.  

The coalition structure of two counties in VC 2010 (Development Coalition of Hordaland/ 

Rogaland, DCHR) is typical in this respect (see Case 6). It is an arena for activities and 

strategic decision-making among important actors and stakeholder in the region. This arena 

has no judicial formal structure comparable to the enterprise or solid networks operating in 

VC 2010 and ED 2000. It has no specific structure of coding. The ‘we/other’ identities are 

overruled by other systemic memberships. Borders are less clear. Reflections are less 

unifying, and the stability of the structure is constantly questioned and challenged (see the 

evaluation of the coalition presented in Case 6), not least by other system configurations in 

the regional context. This has become specifically obvious when all sorts of partnerships are 

created at the regional level, constantly competing with the coalition for the attention of 

basically the same group of actors/stakeholders. Although tensions at the regional level 

between counties, actors, local municipalities, etc are constantly present, tensions are 

enhanced when the government intervenes in the way the local and regional level is operating 

and differentiated. This has been a significant experience with the coalition in Agder (see 

chapter III.1 “A Practical Normative Approach to Development – Some Initial Experiences 

With VRI Processes in the Agder Region by Roger Normann, James Karlsen, Hans Chr. 

Garmann Johnsen and Jens Kristian Fosse page 172). 

When it comes to the organisation/individual, it is the organisation which is given most 

attention in this publication. The enterprise is an obvious candidate here. A solid network 

corresponding to an enterprise structure is also regarded as a system in this respect. The SIN 

network is here an example. This network arrangement has its own management, 

shareholders, board, etc. We use the term solid to emphasis the system aspects of this unit, as 

presented above (see Case 12). This is important in our study as we reckon that we, through 

this emphasis, move away from traditional theories of the firm, and turn emphasis towards the 

systemic aspect. 

The functional system level indicates larger social systems in society. They have not been 

given any considerable explicit attention in the research accomplished in VC 2010 and ED 

2000. Considering the functional system level has complicated the attempts to anchor our 

change activities, as well as our reflections upon different aspects of collaborating at different 

levels. On the other hand this could be an important system level to consider. In both of these 
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research programmes, there are possibilities to identify the importance of these systems in the 

innovation and development activities accomplished. One could consider that we here 

experienced the interaction between the business/economic system and the research system. 

Two systems with specific coding, code of conduct, norms, values and behavioural patterns 

are interacting or experiencing difficulties in their practical interactions. This is experienced 

in many of the projects where action researchers approach the field. Considering this 

functional system level could be a way of illuminating how these system interactions produce 

the scepticism and obstacles experienced by the participants in their practical collaborative 

activities. This will be discussed more closely with reference to Case 4 above. 

In competence building and education there is a certain functional system structure, 

specifically in the education system. Here is an important aspect to consider when focus shifts 

between teaching and learning. In our examples both teaching and learning have been core 

activities in change and innovation processes (see Case 2). Focusing on the education system 

as a functional system is equivalent to considerations of the political, legal, research and 

economic system. Also health care could be regarded as a system. In the context of this 

publication, we will give specific attention to the economic, research, political and education 

system, leaving out the legal and the possible health system. 

In development projects we have experienced that different professional/educational 

background, community membership (research community), political and economic system 

linkages could collide and increase tension in initiating specific activities. One such example 

was experienced in Case 4. In the first phase of constructing the Hardanger network, the 

process came close to being terminated by representatives from the enterprises. At a network 

meeting, a researcher made a presentation about the possibilities linked to network 

collaboration. Although it was discussed internally among the researchers, the message in the 

presentation did not come through to the representatives from the participating enterprises. It 

was not understood or received favourably. Then a decision was made to present some 

practical examples. The examples explained for the participants what this was all about, and 

what specific outcomes to expect. These exemplifications produced a favourable attitude 

towards the suggested collaboration with researchers and the enterprises in order to participate 

in development projects. Cases like this indicate that in the initial stage of collaborative 

initiatives between different professional or language communities/systems, it is crucial to 

make linkages and bridging efforts in order to reach some common ground and 

understanding. Dialogues structured to fulfil such obligations could be crucial in this respect. 



 90 

This has been experience in many instances in ED 2000 and VC 2010 (see as one additional 

example Case 6 where such structured dialogues were of outmost importance in the initial 

phase of the shaping of the coalition DCHR).  

In taking different levels into account, this overview tries to make a catalogue of some 

different social structures and actors that are operating in the context of this contribution, 

mainly based on experiences by IRIS in VC 2010 and ED 2000. It also considers some of the 

challenges facing actors at different levels with different interest, when they are struggling to 

integrate their differences into common actions conducting development and innovation 

activities. 

The following sub-chapter makes a brief positioning of presentation of integrated innovation 

in relation to some general issues concerning innovation. Based on this positioning and the 

presentation above, the concept of innovation applied in this core chapter is reviewed. 

2.10 Positioning integrated innovation 

Examples and issues addressed in the present contribution, as well as in most of the other 

contributions in this publication, are about organisational change and innovation. On the other 

hand, cases, illustrations and examples rely heavily on processes and arrangements that are 

not directly covered by solely focusing on organisational issues. Collaborative structures, 

inter-organisational linkages (networks), differences and diversities of interests and actors 

involved, cover many topics related to organisational issues, but not necessarily covered by 

these issues. This marks some of the differences between a handbook of organisational 

change and innovation (Poole and Van de Ven 2004), and a handbook covering innovation 

more broadly (Fagerberg, Mowery and Nelson 2004). In the following presentation, the 

broader issues regarding change and innovation will be considered, though closely linked to 

issues of organisational change and innovation. The brief accounts made here will be utilised 

to position and review the concept of integration and innovation applied in the context of this 

contribution. We will start off by presenting some issues, concepts and dilemmas covered by 

theories of change and innovation. 

The process of innovation can be split into different stages. A creative stage can be viewed as 

the initial phase. Here the first occurrence of an idea arises. The idea can be a new product or 

process. This first occurrence can be conceptualised as an invention. It can be distinguished 

from innovation, when innovation is regarded as an attempt to carry out the invention into 
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practice (Fagerberg 2004). Inventions can be more creative processes carried out by research, 

entrepreneurs or universities. Innovations on the other hand, are carried out in private or 

public enterprises/organisations. 

The distinction between invention and innovation addresses the issue of creativity and 

generation of new ideas in an initial phase of radical change processes. This is important in a 

discussion on what innovation is all about. On the other hand, in collaborative activities in or 

between actors/enterprises/regions, this distinction can be difficult to hold on to. Creative 

ideas and processes can occur continuously as they are put into practice, and change the 

outcome considerably all along. Thus, a clear distinction between first occurrence and later 

practices risks downgrading the dynamics and creativity of the whole innovation process. The 

dynamics and creativity of ideas played through dialogue and learning from differences, runs 

through the whole project of change and innovation. It is a significant aspect of the action 

research conducted in several of the cases already presented. The distinction between 

invention and innovation, thus important in some respects, will in this contribution be phrased 

as aspects of creativity in change and innovation activities, rather than separated as distinct 

phase of invention in change and innovation. 

Innovations can be differentiated according to how radical they appear to the actors involved. 

Change can be considered as continuous improvements that are incremental, often closely 

linked to changes in daily operative activities. Such marginal changes can be differentiated 

from more radical innovations (Freeman and Soete 1997). Brand new production equipment 

based on technological revolutions can count as radical innovations. 

Technological revolutions can be the product of, as well as utilised by more sophisticated 

high-tech industries. A classification can be made between different degrees of technological 

sophistication. High, medium and low tech can be classifications indicating intensity of R&D 

in products and solutions (Pavitt 1984). As with classification according to how radical an 

innovation is, degrees of sophistication can be ways to differentiate more obvious innovations 

from more marginal improvements in daily operations. On the other hand, this distinction is 

not that obvious to apply in the context of practice, as has been pointed out several times in 

the current contribution. 

The distinction between product and process innovation is commonly applied in change 

processes. New products are assumed to give growth in business operations and employment. 

This is less obvious regarding process innovations which have linkages to cost-cutting, 
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restructuring and outsourcing processes (Hammer and Champy1993, Bruland and Mowery 

2004). A similar distinction related to process innovation is made between technological 

process innovation and organisational process innovation, the former addresses material, 

machinery, etc., while the latter focuses on aspects of work organisation (Edquist 2001). 

Innovations happen in processes characterised with feedbacks, choices between different 

pathways that emerges, variations in time span between different stages, etc. It is not a linear 

model where some specific researchers or project leaders carry the process through in a 

foreseen manner. Rather it is more dynamic, changing in pace and pathways as one goes 

along, and often driven by users. Trial and error, shortcomings and failures characterises the 

process (Kline and Rosenberg 1986). 

Inventions contribute to the creation of variations to select and choose from. In this 

contribution this is a stage associated with creativity. On the other hand, it is difficult to 

differentiate innovation into distinct stages, as indicated by the criticism of the linear model, 

referred to above. Variations can be created to creative inventions all through the innovation 

process. There is though a tendency to chose or select among variation and stick to the 

choice(s) made. This is referred to as path dependency (Arthur 1994). 

Varieties to choose from and strategically consider requires competence, skills and knowledge 

of an organisation. It also has to do with the capacity to absorb information and knowledge 

about the alternatives or varieties to choose from (Cohen and Levinthal 1990). The capacity to 

absorb innovations is constantly challenged through the diffusion of new innovations (Rogers 

1995), which takes place through different pathways, networks, structures and systems in the 

business environment. 

Making early selection among varieties of alternatives can give competitive advantages. It can 

create the possibility of implementing new solutions ahead of competitors. Competitive 

advantage achieved by being the first to utilise innovations is sometimes referred to as being 

the first mover. Being the first mover articulates a dilemma. It creates a possibility of enjoying 

the benefits of becoming the first actor to utilise an invention in a competitive context. On the 

other hand there is a great risk involved. Going for a specific selection of varieties to choose 

from, can produce a path dependency indicating that one is stuck or locked in with the choices 

made. If this happens and the choice is occurring not to be the most advantageous choice, and 

the competitors come up with superior solutions, being the first mover can be a costly or 

wasted choice. Openness to new inventions, ideas and solutions has to be strategically 
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considered against the advantages of being the first mover. Here is one of the dilemmas of 

innovation, additional to the ones already touched upon.  

How these dilemmas are handled in practice becomes part of organisational memory (Levitt 

and March 1996, Nelson and Winter 1982). Learning through practice, as well as reflecting 

upon practice and outcomes, becomes an essential aspect of the history of an organisation. 

This organisational memory evolves into the coding and language of an organisation 

(Luhmann 2000). 

The small sample of categories utilised in innovation theories sketched here, are on different 

occasions applied in order to reflect upon innovation processes occurring in practice. 

Theoretically they can be applied to reflect more comparatively and generally upon what 

characterises innovation processes. Among actual actors, practitioners as well as (action) 

researchers, consultants, etc they can be utilised in order to enhance knowledge and reflective 

capacity on the actual processes of change and innovation taking place. They can enhance the 

communicative skills and actions among practitioners in their actual dialogues upon which 

different aspects of innovation processes take place. This can become part of the 

communicative capacity, language, memory and history of organisations. It can constitute the 

organisational system, structures of business communities and social systems that dialogue, 

communication and actions take place within and are structured by, both in the present and 

future (see specifically Luhmann 2000).  

In this contribution less emphasis is placed on the discussions of separate categories and 

theories of innovation, as for instance those presented above (for an overview see Fagerberg, 

Mowery and Nelson 2004 and Poole and Van de Ven 2004). More attention is directed to the 

systemic nature of innovation, as an additional aspect of the dialogue and communicative 

approaches. This is a point of departure already outlined several places in this contribution. 

As Fagerberg puts it; 

“Thus, what we think of as a single innovation is often the result of a lengthy 

process involving many interrelated innovations. This is one of the reasons 

why many students of technology and innovation find it natural to apply a 

systems perspective rather than to focus exclusively on individual 

inventions/innovations” (Fagerberg in Fagerberg, Mowery and Nelson 2004 

page 5-6). 
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The systemic nature of innovation pinpoints the collective and participatory aspects of these 

processes. Numerous of actors and participants in different social contexts, both private and 

public, participate and contribute in innovation processes at all stages. Likewise innovations 

are linked to historically accumulated knowledge, experiences, products and processes. Thus, 

the view of the individual lonely entrepreneur starting out with two empty hands is a fiction, 

just like the individual economic man acting like a Robinson Crusoe, only interacting with his 

companion Friday, is another classical fiction in economic theory. This view of isolated actors 

without history and linkages to a wider business and social community, prevailing in many 

theories of economic development and innovation, has been thoroughly criticised in classical 

debates (Smith 1977/1776, Marx 1972/1861-63). Division of labour and interdependency 

between producers are just one aspect of the collectivity of economics. 

In innovations there are stronger and weaker interrelationships/ties between firms, local/ 

regional actors and the public sector making up a wider framework in which processes of 

change and innovation are embedded (Edquist 2004). The wider framework of which 

innovation processes may take place has been conceptualised as regional or national 

innovation systems (Lundvall 1992, Nelson 1993 and Asheim and Getler 2004). 

The systemic nature of the conceptualisation of systems of innovation implies a focus on 

relationships between actors (firms, regions, networking activities, coalitions, etc). These 

relationships are viewed as facilitating structures, more or less enduring, that supports 

innovation activities. The structural conditions supporting innovation is emphasised and 

presented. These structural conditions are characterising the nature of these relationships 

(strong or weak ties, temporary or permanent, dependency/interdependency, clusters, 

market/hierarchy, etc). Less emphasise is placed on the system as a foundation for innovation 

processes. Systemic aspects concern the nature of the actors, their activities, dialogues and 

communication on all levels from work organisations to national and global contexts.  

When the systemic nature of innovation is focused, it seems in many cases to imply a focus 

on infrastructural conditions for innovation, more than the nature of the systemic relations 

themselves as essential aspects and foundation for any perspective on activities of change and 

innovation processes. In this contribution the more fundamental foundation that a system 

perspective holds, in all aspects of change and innovation, is the point of departure. 

The fundamental foundation of a systemic perspective has many features. A systemic 

perspective can highlight the way language and communication is structured. Language and 
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communication constitute the way categories and concepts are utilised to make common 

reflections processes a way of integrating and utilising differences and diversity of 

perspectives and interest, to be dynamically at play in innovation processes. Rules, 

procedures, technologies, beliefs and cultures are conserved through systems of socialization 

and control (Levitt and March 1996). Language coding and procedures structure 

communicative and dialogue practices. Amongst the theoretical concepts presented in the 

discussion above, codes of communication can be identified that facilitates interaction and 

integration of actors in change and innovation processes. These concepts (and others) can be 

the communicative codes, skills and language structure that are utilised when actors in 

innovation processes present and integrate their differences and diversities through dialogue. 

Some examples will be given in order to clarify this point. 

Reflecting upon what counts as a radical change or innovation project, can encourage us to 

critically reflect upon whether or not the selection chosen counts as something assumed to be 

creative and innovative. Does the implementation and application of the chosen solution or 

pathway give us the advantages of the first mover? Or are we just putting efforts into projects 

where one or several competitive alternatives to the outcome chosen to be our innovation 

processes, already exists? By questioning how to identify an innovation, and what counts as 

an innovation, we may encourage a process of critical reflections and considerations 

regarding whether or not we gain a competitive advantage, through our choices of being a 

first mover with a certain alternative. Similarly, reflections on the dilemma of been a first 

mover, and the possible path dependency, can make us more aware of avoiding a lock in 

where openness to new alternatives is inhibited. Reflections on the dilemmas of path 

dependency, being a first mover, creativity as spontaneity and other innovation dilemmas can 

encourage both academics, applied (action) researcher, consultants and practitioners to 

constantly engage in dialogues and critical reflections on chosen, as well as new alternatives 

that challenge change and innovation processes. Categories and dilemmas present in the field 

of change and innovation can encourage these dynamic reflection and communication 

processes by addressing and questioning different positions and perspectives. Theoretically 

reflected categories and dilemmas can be structuring guides in the system of coding and 

language that change and innovation processes and practices are embedded in, as well as 

utilise. 

Sketching the identified field of change and innovation, as intended above, outlines some 

possible categories and dilemmas to reflect upon. Reflections and critical reviews contribute 
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to the initiation and structuring of a constant dialogue on practices of change and innovation. 

Procedures, collaborative arrangements, networks, participatory structures, etc are additional 

guiding principles contributing to change and innovation processes that make up the systemic 

feature of integrated innovation as something more than incidental and occasional 

happenings. Identifying common concepts, dilemmas, arenas, structures and arrangements 

make up a system that integrates our differences of interests, perspectives and opinions into 

common dialogues and communicative practices. In the context of this contribution, we are 

hereby promoting a wider system perspective with broader implications, than a merely 

emphasis on (infra-) structural conditions regarding change and innovation. 

2.11 Reviewing the concept of integrated innovation 

The classical definition of innovation (as entrepreneurship) mentioned earlier emphasises the 

introduction of new goods, methods of production, markets, raw material and organisation 

(Schumpeter 1934, Swedberg 2000). ‘New’ is here an important element, but what is new? 

The question of newness was addressed specifically in Case 5.  

In Case 5 innovation was about: 

a) new goods like the automated foundry station  

b) methods of production like the new foundry process  

c) new markets for the suppliers that produced the new foundry station in the 

collaborative project with the customer (Boliden) Odda utilising the facilitated 

networking processes 

d) new organisational solutions through the collaborative arrangement of networking. 

These were experienced as new and innovative outcomes by the participants. Whether or not 

these outcomes could count as innovation is harder to state through an overall judgment based 

on experiences from individual enterprises. 

Context dependent approaches emphasises innovation as any idea, practice or material 

artefact recognised as new by those adopting it (Zaltman 1973, Holbek in Grønhaug and 

Kaufmann). This is an obvious fact in the case of Odda (see Case 5). Do context dependent 

approaches just define as innovation anything that somebody considers innovation? 

Focusing on the individual entrepreneur might hold on to the classical myth of someone 

starting with two empty hands building his/her business (Smith 1977/1776). This was 
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certainly not the situation in Case 5 where a number of preconditions were fulfilled in order to 

encourage the project activities. The reason for presenting the enablers and the systemic 

approach to innovation was in order to address preconditions prevailing in the innovation 

activities initiated in Odda. Many of these preconditions are not addressed explicitly and 

sufficiently in discussion on innovations. Insufficiency regarding discussions and 

conceptualisations was addressed in the presentation of the innovation dilemma. 

Other classics emphasise that any economic activity is dependent on production equipment, 

resources and knowledge right from the start, implying that starting with two empty hands is a 

myth with little foundation in reality (Ricardo 1977/1817, Marx 1972/1861-63). Such 

preconditions were also important in Case 5. People co-operate to a large extent in innovative 

activities (Burns and Stalker 1961). The network collaboration and specific project 

cooperation made this a characteristic feature in Case 5. Solid network structures (Case 12) 

were experienced as supportive of strategically guided long-term improvement, change and 

innovation processes. It consequently becomes difficult to focus mainly on single point 

innovations practiced by isolated individuals (Juran 1995/1964, Swedberg 2000). 

Innovation might take place inside enterprises by individuals, as intrapreneurs (Pinchot 

1987). Inside enterprises, innovations might be organised as strategic projects requiring 

collaborations, resources and support from the organisation as a whole (Burgelman 1983). It 

has been indicated that innovations are made only by big leading firms. How can it be that 

bigger companies, leading firms, even monopolies, innovate successfully (Griffith and Van 

Reenen 1999)? They are even considered to innovate more successfully than smaller firms 

facing more serious entry barriers (Entre 2004). Does this indicate that innovation is 

encouraged by organisations, systems, structure and resources8? 

Two issues will be highlighted from this discussion; 

• It might be useful to consider innovation from different perspectives, opening up 

greater variation and possible new ways of dealing with innovation. In the current 

contribution, new ways of dealing with innovation have been considered drawing on 

                                                

8 Some caution regarding the statements made here has to be presented. Rosemary Exton’s work (see chapter 
III.3 page 209 in this publication) within the UK National Health Service suggests that large scale innovation 
programmes do not succeed and are not sustainable if they are delivered as strategically driven linear 
processes. She draws a clear distinction between the compliance of organisational actors with centrally driven 
expectations and targets (‘ticking boxes’), and policy entrepreneurship characterised by the emergence of key 
actors willing or able to work outside formal structures and protocols in ways that are themselves innovative. 
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concepts and perspectives from system theory (Luhmann 1997) applied to contexts 

and empirical material from two research programs (ED 2000 and VC 2010) presented 

through cases. 

• In relation to the main proposition in this contribution, innovation is considered in the 

light of collaboration, participation, multiple skills, the crossing of lines of 

demarcation, and integration of different actors. An example of the potential in this 

respect is the demarcation of the differences between the ‘soft’ social sciences and the 

‘hard’ natural technological sciences (see Habermas 1968, 1970, 1981 and 2004 as a 

classic). An interesting alternative to consider in this respect is a uni-science approach 

cutting across traditional barriers between social ‘soft’ and technological ‘hard’ 

science and research (Luhmann 1997). 

Although the discussion in the current contribution tries to reveal what counts as innovation, 

or at least give some guidelines for indicating what we consider as innovation, there is a basic 

paradox inherent. The paradox to consider in this respect adds to the paradoxes we already 

have pointed at above. 

Innovation on the enterprise level gives little or no indication of what counts as innovation at 

the society level. The zinc smelter counts as an example here (see Case 5). A very similar 

example is given by social economists (Johansen 1983) that was also applicable for Odda, 

regarding conflicts of interests between manufacturing industries on the one hand and 

tourism/farming/fishing on the other hand.  

The smelter in question is located in the Hardanger fjord (see Case 5). It is producing zinc. 

Together with other industrial enterprises at the same location, it has produced huge amounts 

of very dangerous and damaging waste material, and dumped it in the local environment. 

Fishing and tourism has suffered and there have been constant conflicts between actors with 

different interests in the area. What has been profitable for one or some enterprises (the zinc 

smelter, Boliden) seems to have been damaging for the wider context of business interest9. 

Today these conflicts are less articulated due to improved waste handling. On the other hand 

the example in Case 5 indicates that what counted as innovative and profitable for one (or 

                                                

9  In addition this raises important questions about the nature of corporate power and the failure of regulation. 
Steven Lukes’ book, Power: A Radical View, discusses similar cases, and explores the conditions under which 
the nature of corporate power in local economies can become hegemonic (Lukes 2004). Although important, 
this discussion will not be elaborated in the context of this contribution. 
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some) industries, was not necessarily beneficial for other enterprises, the community or 

society as a whole. In other words, what counts as an invention, innovation or business 

opportunity at the enterprise level, does not necessarily count as such at a societal level. 

The example above counts as an important paradox when considering innovation, business 

opportunities, profit and prosperity. There is a qualitative difference on what counts as an 

innovation at the individual (subjective, enterprise, regional, network) level, and what counts 

at the level of a whole society. 

When it comes to the term integrated innovation, the emphasis is on the creation of greater 

variation to select from, in order to achieve new business opportunities and market 

possibilities. Greater innovation opportunity in this respect relates to cutting across traditional 

boundaries and differences in order to utilised variations. New varieties are considered to 

emerge when: 

• Enterprises create new varieties and ways to co-operate, participate, utilise, learn, etc. 

in order to select and create business opportunities and market possibilities. Cutting 

across traditional differences of interests between social partners, professions, 

departments, positions in the organisation, competences, gender, etc are ways of 

creating new opportunities and greater variety to choose from. 

• Enterprises collaborate in networks, clusters, joint ventures, etc in order to enhance 

their competitive advantage. Collaboration can be around product development, 

productivity, logistics, sharing of competence, market efforts, collective service 

provisions, learning networks, etc. By co-operating in networks, new possibilities 

emerge as the more or less fixed barriers between enterprises and business systems are 

crossed (Levin and Knutstad 2003, Skorstad 1999, Pyke, Becattini and Sengenberger 

1990, Brusco 1990, Edquist 1997, Nelson 1993, Levin 1993, Lundvall 1992, Pior and 

Sabel 1984). We have in this respect specific experience with both horizontal 

networks and clusters (value chains) in ED 2000 and VC 2010.  

• Partnerships, coalitions and ‘Triple Helix’ (Arbo 2000) express collaboration at a 

regional level, in order to create greater variation and possibilities for innovations 

(Lundvall 1992, Nelson 1993). Crossing different political, administrative and 

geographical boundaries creates a new variety of strategic evaluations, access to 

resources, support systems, competence, infrastructure requirements, etc. In VC 2010 
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an experience with partnership/coalition between the county of Hordaland and 

Rogaland forms an interesting setting to learn from, both regarding possibilities and 

obstacles in regional development and innovation systems (see Case 6).  

• As indicated in Case 5, R&D collaboration with enterprises and the business 

environment can be enhanced through the shaping of large long-term projects 

crosscutting traditional barriers between professions, different competences, 

knowledge, enterprises, etc. One important matter in this respect has been to consider 

ways of making it possible to utilise (‘unlock’) potentials in collaboration across 

traditional boundaries between social ‘soft’ research and science, and more 

technological ‘hard’ research and science, as well as barriers between different R&D 

institutions, counties, public support institutions/systems, etc. In VC 2010 several 

long-term projects in collaboration with industry and other regional partners were 

launched (see Case 6 that illustrates this point). 

Several of the bullet points above address collaborative arrangements. Collaborative 

arrangements like coalitions and networks have been presented throughout this contribution 

both in discussions and through case material. There is a vast theoretical and empirical 

material on such collaborative arrangements, provided from previous contributions and other 

contexts than those which have been in the core of our presentation here. The Italian industrial 

districts have served as one such important context for discussions on collaborative 

arrangements. We have not intended to reopen a comprehensive debate on industrial districts, 

flexible specialisation, clusters, networks, etc in this contribution. Here just a few comments 

regarding the issue will be presented. 

As indicated above, cutting across organisational barriers between networks can unlock 

possibilities for co-operative arrangements (Skorstad 1999, Totterdill 1999, Becattini and 

Sengenberger 1990, Brusco 1990, Edquist 1997, Nelson 1993, Levin 1993, Lundvall 1992, 

Pior and Sabel 1984). Network collaboration is one such co-operative arrangement, which has 

been discussed and documented in case material in the present contribution. Similar co-

operative arrangements have been described, analysed and conceptualised in the contexts of 

the Italian districts. The Italian industrial districts literature has described features of such 

arrangements as something significant in a culture of collaboration and interdependency 

between small firms as an extension of a peasant culture. Others have viewed comparable 

phenomena arrangements built on communist solidarity. Even claims of paradigmatic changes 
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from ‘fordism’ to flexible specialisation have been promoted (Skorstad 1999, Pyke, Becattini 

and Sengenberger 1990, Brusco 1990).  

Here are a few remarks on these issues; 

a) The significance of flexible specialisation as a paradigmatic shift has been criticised as 

exaggerated. Enterprises specialise, automate and generalise their production 

constantly. Such processes have taken place throughout the whole history of 

industrialisation. Paradigmatic shifts from fordism to flexible specialisation is hard to 

argue and identify as something empirically significant (see Skorstad 1999 for a 

summary on this topic), at least on the general level claimed by its advocates when it 

is presented as paradigmatic (Piore and Sabel 1984).  

b) The advantages, significance and solidity of collaborative arrangements in the Italian 

industrial districts has been critically examined and questioned. These arrangements 

have been viewed as feudal like (family based, poor work arrangements and 

conditions, etc). Their significance, temporality, size and number has been questioned, 

as with the textile industry where harsh takeovers centralised the whole enterprise 

structure and nearly destroyed what was regarded as significant for this context of the 

Italian district structure (as was the case with Benetton some years back, see Harrison 

1994 a and b). 

Some policy guidance to collaborative networking processes has been mentioned in 

connections with the Italian industrial district, but nothing resembling the strategically guided 

networking processes experienced in the context of solid networking processes in south west 

Norway, presented in the cases in this contribution. 

The remarks made here indicate that comparisons and lessons learned from the Italian context 

can contribute to broaden the perspectives on integrated innovation. On the other hand, we see 

that basic arguments and contextual findings will not change significantly by bringing these 

comparisons and discussion regarding the Italian districts further. These remarks and the 

discussion will therefore not be elaborated further in this context (see Haga 2007 for a more 

in-depth presentation and discussion on some of these topics).  

One of the perspectives that was considered is Niclaus Luhmann (1997 and 2000), who has 

developed a system theory perspective based on a multitude of approaches and perspectives 

cutting across traditional research and science barriers. He has received increasing attention in 

connection to (a) organisational development (Luhmann 2000, Voss 2002), (b) enterprise and 
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network development (Vos, Keizer and Halman 1998, Vos 2004) and (c) innovation in 

businesses and economic life (Baecker 2000, Vos 2004). 

In this context Luhmann has been emphasised for the following reasons: 

• Basically his approach cuts across traditional barriers in science and research. 

Luhmann has a uni-science perspective, lacking the traditional demarcation between 

social and natural science as is the case with Habermas (see Habermas 1970, 2004). 

This is important when ambitions to shape long-term large projects consisting of a 

multitude of partners and stakeholders, professions, perspectives etc. are considered, 

as in Cases 5, 6 and 10). 

• Luhmann’s perspectives on the overall development of society represent new ways of 

grasping essential aspects of innovation. New ways of handling the ‘innovation 

dilemma’ could be a possible and useful outcome. This is specifically so regarding his 

emphasis on the structuring conditions (systemic) of individual interaction in different 

conditions. Innovation comes to be regarded as something other than just an incidental 

happening. 

• In his system theory Luhmann tries both to highlight the dynamics and expand the 

range of variation and hence expand possibilities for selection, as well as the necessity 

to incorporate new achievements into the existing structure to make the system 

reproduce. In other words, his concepts can be used to highlight the realisation of new 

market and business opportunities, and at the same time consider ways of 

incorporating new business opportunities into the existing business (Vos 2004). 

• Viewing relations inside enterprises, between enterprises in networks and partnerships 

in regional innovation systems (Asheim 2000, Asheim and Pedersen 1998) represents 

new challenges in order to grasp both theoretically and empirically what goes on, in 

order to approach and utilise these relations in new ways. Here action oriented and 

consultancy based activities need more research in order to find new ways of handling 

opportunities and obstacles (Claussen 2004). Luhmann’s concepts have been applied 

in order to see if they represent new opportunities to enrich the understanding of this 

field and create new possibilities, in order to shape practical and workable solutions in 

R&D collaboration with the business environment. 
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Creating possibilities for business and market opportunities implies creating greater variation. 

Variation has to be created in order to get a greater variety for selection. For Luhmann (1997) 

variation and selection has to be functional for the actors, in this case the enterprises. The 

function to fulfil is the increased competitive advantage of enterprises, regions, as well as 

nations (Porter 1990 a and b). 

Emphasise on Luhmann’s system perspective and conceptualisation in integrated innovation 

needs some critical considerations. Luhmann’s system perspective has been the core of a 

critical discussion between two of the most prominent social scientists after World War II, 

Luhmann and Habermas. In an early contribution to the debate (Habermas and Luhmann 

1971), Habermas presents one of his first drafts of his so-called linguistic turn and his theory 

of communicative action. 

The theory on communicative action and interpretations emphasising dialogue-based 

interactions in enterprise development, has been the dominant pulse of theoretical 

conceptualisations and analyses produced in ED 2000 and VC 2010 (Gustavsen 2001 et al, 

Ennals and Gustavsen 1999, Gustavsen 1992). Differences of interests, as between 

employees/employers, research/businesses, regional actors, etc, have been balanced and 

utilised through the application of dialogue-based arrangements, like the development 

organisation (Pålshaugen 1996 in Gustavsen and Toulmin 1996). Utilisation of dialogue-

based arrangements to promote enterprise development and innovation in local and regional 

business context has also been extensively applied by IRIS in ED 2000 and VC 2010, as 

demonstrated in the case material in this publication. No doubt this has, and currently is, a 

cornerstone in enterprise development and innovation activities taking place in a multitude of 

contexts. 

As presented in Case 12 on the solid network collaborative arrangement, there seem to be 

great challenges facing the prolonging of continuous improvement and innovation activities 

both within and between enterprises. This challenge has also made itself apparent also on the 

coalition level, see Case 6. The coalition between Hordaland and Rogaland (DCHR) has 

recently shown a decline in activities, and is presently evaporating. Possible causes behind 

these challenges are some of the underlying reasons why we have redirected attention to 

Luhmann and his system theory. This will be further illuminated in the lessons learned at the 

end of this chapter (see ‘Lessons learned so far’ page 109). Here we will give a brief account 

of these reasons related to the debate between Habermas and Luhmann. 
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Habermas argues that Luhmann’s system theory is mainly regarding the enhanced governing 

capacity in the evolution of society, based on process framed by strategic action and social/ 

technical planning/decision making. There is a technical instrumentality in the whole 

approach of the system theory of Luhmann, according to Habermas (Habermas and Luhmann 

1971). This system theory approach will not grasp the emancipatory processes underlying 

changes of institutions, ideologies and practises, according to Habermas. In the context of 

integrated innovation, this critique could be phrased as the bureaucratisation problem in the 

innovation dilemma, addressed earlier in the present publication. The basic argument of 

Habermas is that these emancipatory processes of change can only be addressed by his theory 

of communicative action. In the context of ED 2000 and VC 2010, dialogue based processes 

would be the sole contributor in the creation of collaborative arrangements facilitating 

improvement and innovation activities. 

As stated earlier, there is no doubt that communicative action and dialogue based 

collaborative arrangements are key ‘unlockers’ of potentials for change and innovation. On 

the other hand these arrangements need guiding systems and structures, such as solid network 

and coalitions, in order to avoid becoming temporary and incidental point of actions without 

thorough strategic and consciences considerations and decision-making. In accordance with 

the innovation dilemma, action of creative change needs guidance in order to prevent such 

changes from being mere spontaneous accidental events. Guiding structures and systems can 

be the necessary arrangements for prolonged involvement and legitimacy for change and 

innovation in and between enterprises, as was demonstrated in several of our cases (see Case 

8 as an example of the advantage of agreement between employee/employer in improvement 

and innovation activities). Habermas seems not have taken sufficiently into account the 

necessity for systemic and system structures, regarding institutions and organisations that will 

give continuity and structure to the dialogue and communicative interactions to which he 

directs attention. Here is where we have found it useful to address Luhmann’s system theory, 

in addition to the contribution from Habermas and his theory of communicative action. 

There are two important critical remarks to address regarding the application of Luhmann’s 

contributions at this point; 

• Luhmann’s system theory could imply adherence to a technical instrumental 

rationality, a possibility that Habermas emphasises. We want to give attention to 

another possible utilisation of system theory where this danger is to be avoided. The 

system theory of Luhmann emphasises a dimension of we/other, right/wrong, 
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false/true, as the basic coding of opposites in the language of social systems. He bases 

his philosophy of language on Hegel’s logic (see Hegel 1969/1812. Hegel’s 

philosophy is also important to Habermas (see for example Habermas 1983). This 

makes it possible both to address dynamic and communicate aspects of Luhmann’s 

system theory, something that has been the underlying ambition in this contribution 

(see the ‘we’ extended to include the initial strange action researcher as a close 

collaborator in the SIN network). 

• System theory endangers the possibility of homogenising social relations, and 

implying a conflict free arrangement of actors. This could be damaging to an 

organisational system based theory, as the one advanced by Luhmann. By 

emphasising the dynamic social and communicative conceptualisation based on Hegel 

(see point made above), we think it is possible to prevent these dangers. On the other 

hand, the possible basic contradictions between employees/employers, labour/capital, 

outlined by Marx (1972/1861-63), is not highly regarded either by Habermas or 

Luhmann, though it can be addressed as the basics of any agreements or collaborative 

arrangements in working life. 

A more thorough discussion of these and other topics related to the bullet points above, are 

presented in Claussen 2000 a and b. 

In order to link to the existing business, variation and selections have to be adjusted and 

incorporated into the existing business. Regaining of control (Juran 1954, 1995/1964, Deming 

1986) over the ‘breakthrough’ (Juran 1995/1964) has to be achieved in order to continue the 

co-existence between present business and the newly acquired business opportunities. 

Luhmann points this out as necessary for the re-stabilisation of the system. 

Managing re-stabilisation of the system is necessary in order for a business to continue to 

exist. Succeeding in re-stabilisation also contributes to enhanced independence and self-

control of the system in its surrounding environment. This is, in other words, the way 

enterprises strengthen their market positions as competitive and fit for future challenges (Vos 

2004, Vos, Keizer and Halman 1998). Luhmann’s perspective has shown itself useful both to 

highlight the functional requirements for change and instability, at the same time pointing out 

the necessity for re-stabilising in order to gain control and continuation of the existing 

business. This points to, on the one hand, the dilemma between development/ change/ 
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innovation and, on the other hand, requirements from daily operations of the enterprises (see 

Case 3). 

In order to produce new opportunities, it is necessary for the environment and enterprises 

themselves to produce variation and opportunity to select from. If this process of creating 

variation to select from is to be successful, it has to be functional for the enterprises. Relations 

to the environment can in this respect represent important opportunities. Collaboration with 

R&D institutions, networks, clusters and innovation system (Asheim 2000, Gustavsen 2001 

and 2004a) represent some of the potentials to create variation. Linking up to these 

opportunities in the environment implies emphasising the interrelations and interdependency 

regarding the surrounding environment. On the other hand, it is a necessity to use these 

possibilities in order to create greater competitive advantage and independence. Greater 

dependency and linkage to the environment is supposed to create greater independence for 

acting enterprises. This dependency/independency relationship is a paradox in all social 

systems, just like the innovation dilemma mentioned earlier. Handling such paradoxes and 

dilemma is a functional requirement (Luhmann 1979). How to deal with these paradoxes and 

dilemmas in the practical context of the enterprises and business environment, finding 

workable solutions, have been the challenges in most of the experiences and examples 

presented in this publication. 

Two additional issues to address 

Learning from differences has shown itself to be an important issue to consider in our 

research. In ED 2000 and VC 2010 we experienced that learning from differences is crucial in 

order to create new opportunities. ED 2000 engaged collaboration between numbers of 

different enterprises in different networks. These networks were located in different regional 

contexts, and the participating enterprises were engaged in quite different market segments 

and belonged to different business areas. This diversity increased in VC 2010 as regional 

actors from two different counties were engaged in a Development Coalition (see Case 6). 

This structure increased the diversity of participating enterprises, both regarding branches, 

business opportunities and market segments. Although the diversity was present and 

increased, the enterprises were still mostly manufacturing industry, with some exceptions 

from service industry. They were all located in counties where the oil and gas industry 

dominate the economy. Differences and resemblance were balanced so that comparison and 

learning was possible, as well as network collaborative activities. 
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From the research point of view, the overlap of professional background (social science, 

technology, humanities) was a challenge, but also a tremendous potential present already with 

the launching of ED 2000. Multi-disciplinary background and approaches were utilised, 

although they also represented great collaborative challenges. Throughout the research in 

ED2000 and VC2010, participating action researchers with very different professional 

backgrounds have been engaged in the same projects and working together with the same 

enterprises/networks. From their different backgrounds they have been able to deploy and test 

out quite different approaches. Additionally, the different researchers have had the 

opportunity to learn from others’ different approaches and professional backgrounds, creating 

new opportunities and ways to deal with the tasks confronting them in the action research 

projects they became engaged in. 

Learning from differences is one way of creating variation that has been important in the 

research done. The creation of variation has been obvious when it comes to local, regional 

and enterprise differences. Professional background of participating researchers has also been 

a source of creating variation. This goes also for the differences among the collaborating 

actors in the coalition. Less obvious are the creation of variation related to new business 

opportunities, market segments, and products. The Odda case with the foundry station can 

count as an exception here (see Case 5 for details). The new foundry station was at least a 

new product for the suppliers, and could count as a technological innovation allowing the 

customer to operate the founder in a completely new way. 

There are at least two possible reasons for the lack of ability to create variation and innovation 

in our research: 

• The focus was mainly to get something done without any systematic and conscience 

reflections on the strategic choices made, and whether or not they would count as 

innovative. 

• The whole programme of VC 2010 was limited in scope, and encouraged neither 

enterprises nor researcher to really engage themselves in creative efforts to create 

variation and innovation. Researchers were too focused on their engagement on the 

premises of the participating business community and stakeholders. The business 

community and stakeholders had possessed a short-term perspective on their change 

efforts. 
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In other words the preconditions and enablers in order to create variation and innovation were 

insufficient. Related to what has been elaborated above, one could claim that the system 

requirements were not sufficient to create variation and innovation that would be of obvious 

significance to the participant or the surrounding environment. 

The system requirements point to the importance of the necessary precondition to produce 

variation and innovation. Researchers belong to a research community. This is both so 

regarding the competition for funding of projects, as well as the measures of outcome of 

research conducted by the rest of the research community, stakeholder, partners and the 

environment as such. Action researchers in our projects belonged unquestionably to a wider 

research community or research system (a functional system). Identity, demands, codes, 

traditions, resources, norm and values make this a system in its own right. It limits the scope 

and perspectives of the participants. At the same time it has boundaries towards other systems 

that make up its identity and the difference to others (a ‘we’). This creates variation between 

the research community and the business community as a resource for innovation. Difference 

could here be a source for mutual learning and capabilities to exploit in joint innovative 

activities. On the other hand, this differentiation between the research community and the 

business community creates the boundaries that have to be managed in order to collaborate in 

joint activities. Here is a balance between the creative resources of difference and variation 

against the boundaries, and obstacles that these same differences and variation create, based 

on their linkages to two different functional systems, as was demonstrated in Case 4. 

The possibility of learning from differences is an important precondition for the creation of 

variation and innovation. Linkages between different functional systems (business and 

research) are one way of learning from differences. When different functional systems are 

linked, they give opportunities for the learning from differences. On the other hand they can 

be regarded as boundaries that have to be crossed, and obstacles to be handled in order to 

make collaboration happen. Our examples of introduction to the field as action researchers 

demonstrate some of the dilemmas involved, when researchers representing their functional 

system meet with participants from the economic business system in industrial enterprises. 

The possibilities of producing variation based on these differences, and at the same time 

creating common collaborative efforts, are embedded in the preconditioned functioning of 

systems and their surroundings. 
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Lessons learned so far 

Considerations this far have been based on theoretical and analytical reflections on case 

material produced by IRIS researchers in their action-based research activities in ED 2000 and 

VC 2010. Close collaboration with actors contextualised on local/enterprise, regional, and to 

some extent national arenas, has been the core of the production of this material. Critical 

analytical and theoretical reflections has been a co-generative learning process, where a wider 

context of researchers and academics from Kingston have been specifically important, 

together with colleges from the Nordic countries and other research communities nationally 

(Agder).  

The lessons learned so far are summarised in the two bullet points that follow. 

• Dialogue and communication are important aspects of change and innovation 

processes in the contexts regarded in this contribution. There is a need to address the 

necessity to emphasis structure and system, in order to make change and innovation 

ongoing activities, to ensure competitive advantages for the participants. In many of 

the cases we have experienced (enterprise development, networking and coalition 

collaboration), interactions have been temporary, task oriented and incidental. As for 

the coalition DCHR, a weak ‘we’ with no explicitly articulated boarder demarcations 

towards the surrounding environment, indicated lack of possibilities for 

institutionalisation, organisational structuring and prolong system arrangements. Lots 

of dialogic based clarifications to create trust and participatory linkages were needed 

to compensate for the lack of procedures, formal agreements and lasting structural 

arrangements. The evaporation of the DCHR collaborative arrangement indicated the 

task-oriented features of this co-operation, as has been the case with several local 

network and collaborative activities in and between enterprises (see case material for 

examples). 

• The solid network structure has been presented as the most structured system 

arrangement in our case material, besides from the enterprise organisation itself. Here 

is a solid strategic arrangement, structured and institutionalised as a judicially 

governed entity, much like the enterprise organisation. The solid network structures 

marks a strong ‘we’ with clear border demarcations towards the surrounding 

environment. This prolonging systemic arrangement is guided at continuous and 

lasting improvement activities, governed by more or less strategic considerations and 



 110 

decision-making processes. There is less need of revolving dialogues in order to 

recreate trust and participatory arrangements. Cases in our contribution emphasise that 

structure is an important aspect of making lasting improvement and innovation 

processes occur in the context of integrated innovation addressed in this contribution. 

Here is where Luhmann and his system theory has been important in order to 

illuminate this possibility, as an addition to what has been emphasised by the key role 

Habermas and his interpreted dialogue and theory of communicative action has 

highlighted. 
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II.2. Tutorial Paper on Working Life Research and Action 
Research by Richard Ennals 

Introduction 

This Tutorial Paper links to the content of the Kingston Internal Publication, Integrated 

Innovation, whose preparation has been supported by the Norwegian Research Council. It 

seeks to locate the particular cases and analyses, based on research conducted in Stavanger, in 

South-West Norway, in a wider context, both in terms of content and of research method. It is 

intended to enable students, at Master’s and Doctoral level, to identify how they could 

become engaged in Working Life Research and Action Research. Annotated bibliographies 

set the scene from the literature. 

I should acknowledge the debt I owe to the Enterprise Development and Working Life 

(EDWOR) doctoral programme at the Norwegian University of Science and Technology 

(NTNU), where many of these ideas were debated over a period of four years. The team of 

academic staff and students included participants in Integrated Innovation. It became apparent 

that there is no “one best way”, but that there is a rich shared discourse based on commonly 

held values. 

The arguments have been developed over several years of lecturing at Kingston Business 

School, Kingston University. The students on Master’s courses, such as in Human Resources 

Strategy and Change, or Human Resource Management, are in full-time employment, as are 

most of the students on the Masters in Business Administration or the Masters in Business 

Information Technology. Students on the Doctorate in Business Administration, a 

professional doctorate, come with previous Masters level qualifications and long practitioner 

experience. 

There is one important difference. The majority of EDWOR students are employed on 

regional development projects, where they work within the research tradition of Action 

Research, and with a focus on the workplace. At Kingston Business School, students are 

employed in either the public or private sectors, but in the absence of nationally backed 

consistent policies for regional development, they are most unlikely to be employed on 

regional development projects. As they consider their plans for research projects, the default 
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options have been primarily quantitative and positivist. This Tutorial Paper may help to 

broaden horizons and open new international discussions and collaborations. 

A Fresh Agenda 

Traditional social science has been challenged. It will never be the same again. It is not 

acceptable to proceed as if positivism still carried conviction. Social science should not 

necessarily be cast in the mould of the natural sciences. Social scientists cannot simply claim 

to be detached observers. 

Kingston University Vice-Chancellor Professor Sir Peter Scott, working with a team of 

academic collaborators (Gibbons et al 1994; Nowotny et al 2001), has set out a fresh agenda. 

If it were to be addressed in practice, it would involve major change. Often this agenda is seen 

as applying to new universities, while traditional universities seek to continue as before. 

Whereas the traditional vision of universities has been of ivory towers, detached from 

business and the pressures of daily economic and social life, Scott and his colleagues present 

the new production of knowledge. Knowledge is derived from practice, which requires 

engagement with business and commerce. In turn, this means re-thinking science, which 

cannot be set on a pedestal of abstraction. Leading scientists, in their professional activities, 

often work in a manner which is both cross-disciplinary and transgressive. Universities who 

understand the power of this approach will take on new roles as regional actors, partners in 

development processes. This challenge has confronted the University of Stavanger, as well as 

the most recent member of the Norwegian university community, Agder University. Should 

new universities seek to conform with the old orthodoxies, or do they have an opportunity to 

set a new direction, based on rigorously argued principles? 

Planning a Project 

We can take account of this agenda when planning future research programmes. This has been 

the case with recent national programmes in Norway. Enterprise Development 2000 and 

Value Creation 2010 were both national programmes based on regional development 

coalitions, in which universities have often played pivotal roles. 

Take a recent British example, where the focus has been on communities rather than the 

workplace. Given a short period before a deadline for the submission of detailed proposals for 

funding, it can be vital to draw on existing research networks. That implies the development 
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and maintenance of collaborative relationships. For some institutions this represents a change 

from traditions of separate independence and competition. The Leverhulme Trust called for 

proposals for research programmes to address themes including ‘The Management of Cultural 

Diversity’. Kingston University responded with a proposal based on ‘Community Cohesion as 

a Process’, to last five years, with a budget of £1.73m. This was to involve Kingston 

University, working in collaboration with the Council for Education in World Citizenship and 

the Museum of London Group. The deadline for submission was 11th January. Once that 

proposal was submitted, it provided the context for a smaller proposal, involving the same 

partners, to the Heritage Lottery Fund, with a deadline of 21st January. If both bids are 

successful, there are opportunities for portfolio project management, and the building of new 

networks. If not, there has at least been the chance to set out a clear position statement, a 

manifesto, which is intended to form the basis for action. 

Working Life Research and Action Research 

The two themes of Working Life Research and Action Research are separate, but linked.  

Many different research methods, quantitative and qualitative, can be used in Working Life 

Research.  

Action Research has many applications beyond Working Life and organisational renewal, and 

takes a variety of forms. This can be a cause of confusion, because until relatively recently the 

different groups were not in regular contact, and made little reference to each other’s work. 

They were united by their opposition to conventional positivist social science, but often by 

little else. 

Setting about research 

Social science researchers are not passive recipients of data, like cameras or tape recorders. 

They do not start as blank sheets of paper, but bring themselves to the research process. They 

face initial questions: 

• What previous experience do you have of research? 

• What is your intended thesis topic? 

• What methodology do you plan to use? 
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Working Life 

Particularly with practitioner research and professional doctorates, the traditional separation 

between the worlds of academia and of practice break down. The researcher does not “begin 

at the beginning”, but is often already engaged in the field of study. It may be the context for 

their own working life, as well as their new activities as knowledge workers. 

• Do you bring your experience of working life to your research? 

• How could it be excluded? 

• What is working life? 

• Why do we talk instead about business and management? 

• Are business schools tackling the wrong agenda? 

Working Life Research 

Focussing on working life offers fresh and important insights. It can offer an escape from the 

distorted account of reality, which can emerge from business and management texts, which 

tend to reflect a management view of hierarchy in large organisations. It can open up the 

consideration of alternative models of business, and discussions based on work as a common 

experience. It provides a starting point for applied research, conducted inside the form of life, 

with a workplace focus, where researchers are seen as development actors (Fricke and 

Totterdill 2004).  

The Working Life Researcher does not necessarily respect the power structure of hierarchical 

vertically steered organisations. He respects the experience and tacit knowledge of the skilled 

worker, and notes that this goes beyond what can be made explicit. He notes the increased 

importance of teamworking and horizontal communications. This may give rise to issues of 

power, especially at times of change. The Working Life Researcher is accustomed to 

engaging in dialogue, including with the social partners: employers and trade unions. 

There are shared underlying values: respect for the value of work, recognition of the vital role 

of skill. Work and employment are seen as central to the economy and society. External 

factors, such as globalisation and technological change, can transform the local situation. 

Working Life Researchers tend to be denied access to power at senior executive level. At 

times of economic pressure, companies may decide to be ‘pragmatic’, withdraw from 
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arrangements for partnership and dialogue, and engage in ruthless processes of downsizing. 

This may leave the Working Life Researcher stranded, discarded just when his insights might 

have been of most practical value. 

Changes in Working Life 

The pace of change has been turbulent, with many unexpected impacts. There has been no 

consistent apparent pattern around the world, and factors which can be presented as separate 

turn out to be intricately linked. 

Where countries, such as Norway or the UK, have been proud of their national identity, 

distinctive traditions, and innovative approaches to policy, globalisation can come as a shock. 

It is no longer the case that national policy directions will prevail. There can be a harsh 

awakening, for example when American sub-prime mortgages turn out to have been sold on 

to banks around the world, so that a collapse in the USA can have immediate effects in each 

major market. Politicians have to recognise the limits of their power, and social partners have 

to acknowledge that they may not be present at the table with those who make the real 

decisions. As for Working Life Researchers, they can engage in efforts to improve the quality 

of working life, and of work organisation, but their results may not be considered by those 

who decide the future of organisations.  

In Norway, traditional industries such as fish processing and process industries (smelting and 

refining) face sudden new global competition. Plant closures can remove employment for 

whole communities in remote regions, posing questions of regional development, and casting 

doubt over the assumption that market forces can be allowed to prevail. 

Technology has been seen as a key to future prosperity, but not all regions can emulate 

Silicon Valley in being leading producers of hardware and software. It is probably more 

important to grasp how technology can transform the work of organisations, supporting 

productive relationships and enhancing the value of knowledge. The City of London depends 

on harnessing the power of new technology. On the other hand, in principle, that same 

technology makes it easier for activity to relocate, at short notice. 

New forms of work organisation, including virtual organisations, require attention and 

intervention. In geographically dispersed countries like Norway, where enterprises engaged in 

related business activities may be far apart, new patterns of collaboration and development are 

needed. This is one context for the work of IRIS in Stavanger, and Integrated Innovation. 



 122 

Change can be disruptive of neat categorisation of research. Demographic change is a case in 

point. An ageing population, in countries such as Norway, places strains on the workplace, as 

supplies of conventional workers may dry up. Jobs may have to be redesigned. Workers may 

need new forms of education and training. Organisations may need to be redesigned. National 

policies, for example over labour mobility, employment and immigration, may have to be 

reconsidered. There are then profound implications for communities, education systems and 

health services. Explanatory links can come from a Working Life Research perspective, while 

conventional disciplines continue to be constrained by silo thinking. 

Working Life Researchers tend not to want to make universal generalisations. They are 

concerned to understand local cases, and local knowledge. They can then describe one case 

against the background of another, and begin to build a wider and richer picture of 

differences, with new questions. 

A recurrent problem is how to make the transition from research to policy, and then to 

implementation and practice. Professional and institutional structures vary between countries, 

but there are consistent problems regarding the development of links between distinct 

discourses. This was noted in the Swedish Work Life 2000 programme of 64 international 

workshops 1997-2001 (Ennals 1999, 2000, 2001). If researchers inhabit different forms of 

life, they may find it difficult to communicate and collaborate. 

Reflections 

Reflection on working life provides access to a valuable resource of experience and tacit 

knowledge. The researcher is himself a subject for research. 

• Where have you been working? 

• Where are you working now? 

• Where are you going to work? 

• What is your research focus? 

• Are you engaged? 

• What is your chosen methodology? 

• How and why do you collaborate? 
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Practical experience 

Practical experience should not be left at the door when commencing a programme of 

academic study. It is important to have experience from inside the particular form of working 

life, as opposed to simply taking an external view.  

Universities and researchers, as Scott and his colleagues have noted, are engaged in 

knowledge work. Learning is not a luxury, but a prerequisite for sustainable enterprises. It 

needs to inform work organisation, which needs to take account of explicit, implicit and tacit 

knowledge (Goranzon, Hammaren and Ennals 2006; Gustavsen, Ennals and Nyhan 2007).  

Academic disciplines 

The traditional disciplines have often become vertical silos, obstacles to thought required to 

address and solve real world problems. Working Life Researchers have come from diverse 

backgrounds, and tend to find it difficult to be constrained. 

What different insights could we expect from backgrounds in: 

• business and management 

• sociology 

• economics 

• politics 

• psychology 

• history 

• philosophy 

• plus science, technology, medicine, literature …. 

Institutional structures 

Most workers are not employed in large workplaces or by large employers. Structures have 

changed. Work organisation within and between organisations, is vital (Ennals and Gustavsen 

1999). 

What are the real differences between: 

• large and small organisations? 
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• public and private sector 

• national and regional levels 

What is the real significance of the social partners: employers and unions? 

How can we distinguish between research and consultancy? 

European context 

There is a wider policy context in Europe, which offers the basis for valuable comparisons 

and social benchmarking. 

• What is the practical impact of the European social model? 

• What is the function of European Framework Programmes? 

• How do the key European Commission Directorates General operate? 

• Which are the most important European Institutions? 

• What happened to the 1997 Green Paper “Partnership for a New Organisation of 

Work”? 
• What is meant by ‘Corporate Social Responsibility’? 

Each European country is different. The answers will vary. 

Sweden 

Sweden long prided itself on both innovation and the quality of working life. Sweden had 

enjoyed remarkable stability of policy and tripartite relations for decades. The set of research 

institutions dealing with Working Life were reformed, merged and then closed. Much of the 

research dealt with occupational health and labour market economics.  

There had been large-scale national programmes concerned with workplace development 

(LOM and ALF). Evaluation (Gustavsen et al 1996) challenged conventional assumptions 

regarding what was achieved. In particular, the lack of correlation between training 

investment and improved productivity was highlighted. In the final years, relatively little 

effort went into work organisation and regional development.  

Sweden, and in particular the National Institute for Working Life, had seen Swedish expertise 

in Working Life as an outstanding national strength. On joining the European Union, this 



 125 

became prominent among international initiatives, such as Work Life 2000 (Ennals 1999, 

2000, 2001); SALTSA: a programme of NIWL and the Swedish trade unions, with European 

partners, addressing change in working life; and Work Life and EU Enlargement, with new 

EU member countries. 

In a separate development, work, which had been begun at NIWL on the Dialogue Seminar 

Method, has been taken forward by the Royal Institute of Technology and the Royal Dramatic 

Theatre (Göranzon 1995; Göranzon et al 2006). 

Norway 

Norway has used the opportunity provided by North Sea Oil, to plan for longer-term 

sustainability. Enterprise development programmes have enjoyed leadership from the labour 

market parties. Enterprise Development 2000 (ED2000) and Value Creation 2010 (VC2010) 

have been followed by the new VRI programme for regional development. VC2010 was 

accompanied by the doctoral programme Enterprise Development and Working Life 

(EDWOR), and provided the cases which are the foundation of Integrated Innovation (based 

at IRIS, in Stavanger). IRIS has a strong track record in Working Life Research, and in 

consultancy support for companies. The two traditions may be said to have fused in recent 

work on networks of enterprises. There are further Working Life Research projects, such as 

Active Age (AFI/WRI, in Oslo), Knowledge Economy (Agder), and the comparative project 

on the Scandinavia Model of Innovation. 

Lithuania 

The pace of change in Lithuania has been breathtaking. There had been a history of a state 

socialist centrally controlled economy, with little autonomy for individual workers. The 

collapse of the Soviet Union was followed, remarkably quickly, by a transition to a western 

capitalist economy, and membership of the European Union in 2004. This meant 

corresponding transformations for institutions including universities and research institutes, 

which had previously followed traditional positivist approaches, in a context of Marxist 

economic theory. Networks, and network orchestration, had been beyond the experience of 

most Lithuanians, and there has been much to learn. Comparative studies, for example of 

attempts to move from defence to civil production in Lithuania (Augustinaitis 2007) and 

Norway (Johnstad 2007) cast light on aspects of the situation in each country which might 
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otherwise have escaped attention. Other comparative studies, for example with Belarus, which 

remains closely linked to Russia and unreformed, and with Mozambique, a former colony 

determined to engage in economic transition, can also be illuminating (Augustinaitis et al 

2008). 

UKWON 

The UK has enjoyed a common research tradition with Norway, in terms of socio-technical 

systems, for which much of the key work was done at the Tavistock Institute in London. The 

subsequent Work Research Institute continued the work, but was abolished by the Thatcher 

government. Working Life Research has lacked a EU focus. 

The UK has not regarded itself as a full and committed member of the EU. The national co-

ordinating body for Working Life and Work Organisation, the UK Work Organisation 

Network, identified as such by the UK government in 1998, has been organised bottom up on 

a networking basis. It built on foundations of the European Work and Technology Consortium 

from 1995, and gained strength under the UK EU Presidency in 1998. It involves universities, 

trades unions, employers, research organisations, and government observers. It is a legal 

entity: a private company limited by guarantee. 

UKWON projects 

Without core funding from government, UKWON has depended on insecure project income. 

• DTI: Hundredth Monkey 

• ESF3 national projects 

• EU: Hi-Res 

• EU: Innoflex 

• SALTSA NICE 

• SALTSA Hospitals 

• ESF3: Adaptable Enterprises 

Details of the projects and outputs are available on www.ukwon.net 
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Centre for Working Life Research 

This cross-disciplinary research centre is based at Kingston Business School, but with 

extensive networks of contacts and collaborators. It has developed different strands of 

activity, with sets of partners, including overseas research programmes, NGOs and 

international agencies. 

• Work: UKWON, NIWL, VC2010 

• well-being: ICOH, Club of Geneva 

• world: CEWC, UKNC 

• web: Kingston Platypus, Intel MashMaker 

CWLR projects 

Again lacking stable core funding, the work of CWLR has been based on an ongoing portfolio 

of projects: 

• EU GEM: digital CVs 

• EU DINT: terminology 

• SALTSA NICE: innovation  

• EU TRIPOD: lifelong learning 

• ESF / SEEDA: Healthy Working Centres 

• EU MOSAIC: mobile working 

• Cedefop: Learning Together for Local Innovation 

• EU: Uniting Humanity 

Healthy Working Centres 

The distinctive characteristics of the South-East region of England (excluding London) were 

highlighted in the feasibility study project to develop Healthy Working Centres, intended to 

reduce commuting and enable people to work closer to home. The research was supported by 

the European Social Fund and the SEEDA regional development agency, and reported 

(McEwan and Ennals 2005, 2007). With an initial focus on mobile working, the emphasis 
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moved to the construction of social capital, and the roles of different development actors. 

Networks were facilitated and orchestrated, with action research interventions. 

Annotated Bibliography  

Ennals R. Artificial Intelligence and Human Institutions, Springer, London 1991. 

Human institutions, including in politics, education, health and work, are artificial constructs. 

This book sought to model and explore, with particular attention given to work, skill, and the 

transfer of skill. 

Ennals R. (Ed) Building Coalitions. AI & Society 11.3-4 1997.  

This special issue presented reports of Working Life Research from across Europe (including 

Gustavsen, Göranzon, Totterdill) with explanatory insights from Toulmin and a review of the 

literature on Business, Skill and Technology. 

Ennals R. and Gustavsen B. Work Organisation and Europe as a Development Coalition. 

Benjamins, Amsterdam 1999  

This book reports the activities of a network of European researchers, exploring the potential 

of regional development coalitions. There are extensive case studies, and an outline for 

ongoing research. 

Ennals R. Work Life 2000: Yearbooks 1,2,3. Springer Verlag 1999, 2000, 2001. 

The three yearbooks report the series of 64 international workshops in preparation for the 

Swedish EU Presidency in 2001, and address topics in Work Organisation, Work 

Environment, Labour Market, Small and Medium sized Enterprises, Information Society 

Technologies, Gender and Diversity. 

Ennals R. and McEwan A.-M (Eds). Work Organisation. AI and Society 15.1-2 2001.  

This special issue concentrated on work of the UK Work Organisation Network, reporting 

developments by partner teams across the UK (including Totterdill, Shapiro, Wilson, Bessant 

and Gallagher) and exploring new ways of working. 

Fricke W. and Totterdill P. (Eds) Action Research in Workplace Innovation and Regional 

Development. Benjamins, Amsterdam 2004. 

This collection concentrated on pressures and challenges in European workplaces, and in 

regional development. Globalisation, technological change and political volatility were seen 
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as outpacing organisational change. The chapters come from actors in the development 

process (including Totterdill, Gustavsen, Claussen, Brulin, Banke and Ennals). 

Ennals R. (ed.) Mobility, Technology and Development. AI and Society 19.4 2005.  

This special issue starts with a technological approach to mobile working, from the EU 

MOSAIC project, considers models such as Healthy Working Centre, and then addresses a set 

of issues in regional development in the new knowledge society and knowledge economy. 

Contributors include Schaffers, McEwan, Haga, Langvik, Leirvik, Johnsen, Norman, Karlsen 

and Fosse. 

Ennals R. From Slavery to Citizenship. Wiley, Chichester 2007.  

Control and Participation in the Workplace is the central theme of this book, published to 

coincide with the bicentenary of the British abolition of the transatlantic slave trade in 1807. 

Apart from the core historical narrative, there is consideration of Working Life issues, with 

short contributions from researchers in work organisation (Totterdill) occupational psychiatry 

(Levy, Sartorius, Rossi, Kopp and Lau), occupational health (Guidotti, Harrison), and from 

the African Diaspora community (Klu). There are more slaves in the world today than in 

2007. Slavery is at one end of the continuum regarding the autonomy of the worker. 

Gustavsen B., Ennals R. and Nyhan B. (eds.) Learning together for local innovation: 

promoting learning regions. Cedefop, Luxembourg, 2007. 

Two contrasting policy approaches of regional development and vocational education and 

training were brought together in a modest project from the European Centre for the 

Development of Vocational Training, Cedefop (Gustavsen et al 2007). This built on 

experience in Scandinavia and Northern Europe, but also engaged researchers with case 

studies from Southern Europe, enabling learning from differences. 

Ennals R. (ed.) The Enlightened Workplace. AI and Society 23.1 2008.  

This special issue, puiblished electronically in 2007, takes an international perspective on 

Working Life, with contributions from Lithuania (Augustinaitis, Juciute and others), China 

(Li) and Africa (Odamtten), as well as from the UK (Totterdill, Baily), Sweden (Berglund) 

and Norway (Haga, Johnsen). How can we learn from experience elsewhere? 
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Action Research 

Amid the controversy, one thing can be agreed. Action Research should be seen as presenting 

a challenge to positivism. In place of passive observation, we see considered interventions, in 

general following a ‘Plan / Do / Check / Act’ cycle. 

The Handbook of Action Research (Reason and Bradbury 1999, 2007) reports a vast range of 

varieties of Action Research. At one end of the spectrum we find individual reflective 

practitioners, in the middle there are approaches to organisational renewal, and at the other 

end we find Emancipatory Action Research and environmental visionaries. Each tradition 

seems to continue oblivious of the others, and without making references outside their own 

community. The foundation of specialist journals, the development of international 

conferences, and the maturing of the literature is beginning to rectify that disjointed 

appearance. 

Design your own university 

Sabanci University in Turkey was designed in an Action Research process led by Professor 

Oguz Baburoglu, using techniques derived from search conferences and consultancy practice. 

The objective was to found and build a university with a problem-solving orientation, 

breaking away from traditional discipline structures, but with international research plans. 

The next step, together with the annual International Action Research Conference, and the 

International Journal of Action Research, is to establish the Action Research Academy, based 

in Kingston. 

Action Research traditions 

Action Research is a broad church, with many different and separate traditions, often with few 

cross-references. 

emancipatory action research: Freire, Fals Borda 

Emancipatory Action Research is associated with liberation movements in Latin America, and 

a bias to the poor and dispossessed. Workers in that tradition have found it hard to recognise 

work on regional development in Norway as constituting Action Research. 

social activism: Bellers, Sorenson 
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There is nothing new about identifying a situation which needs to be improved, taking action, 

evaluating the outcomes, and continuing. Social activists do not necessarily brand themselves 

as Action Researchers. However, in countries such as the UK social activists, working with 

NGOs, may take on problems which in Norway might be the responsibility of Action 

Researchers. Action Research is culturally situated. 

Participative Action Research: Greenwood, Levin 

Greenwood’s background is in social anthropology, which has provided a methodology for 

participant observation, which has been adapted for Participative Action Research (PAR), 

where the researcher, from outside, plays a facilitating role in processes of change and 

renewal. 

evaluation: Kemmis, Green 

Experienced evaluators of research programmes, in areas such as computer assisted learning, 

have developed methodologies which are akin to Action Research. The evaluator has to 

engage in the culture under evaluation, and should not simply observe from a safe distance. 

first, second and third person reflection: Reason 

At the level of individual reflective professionals, such as teachers, there are well developed 

traditions of reflection, with objectives of enlightenment and continuous improvement. 

socio-technical: Qvale 

Extending back to the Tavistock Institute, and continued today at the Work Research Institute 

in Oslo, as well as in the Netherlands and much of Northern Europe, socio-technical systems 

thinking has provided a context for much current Action Research. Private sector clients are 

keen to have access to expert consultancy, and accept that the outcomes can include Action 

Research publications. 

search: Emery, Baburoglu 

Fred Emery’s work in Australia has been taken forward, in Turkey, by his student Oguz 

Baburoglu. Tried and tested techniques of search enable broad participation in decision 

making and planning, in the cause of extending democracy as well as maximising effective 

decisions. 

dialogue: Gustavsen, Shotter, Goranzon, Palshaugen 
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One tradition within Action Research emphasises the importance of dialogue, recognising that 

complete information is impossible, and that explicit knowledge deals with only the tip of the 

iceberg of what is going on in organisations. Verbal encounters and conversations involve 

speech acts, in which utterances (whether spoken or written) have both content (illocutionary 

force) and meaning (perlocutionary force). The meaning of a word is seen in its use in the 

language game. 

linguistic turn: Wittgenstein, Habermas 

Wittgenstein emphasised the importance of language games, which characterise forms of life, 

in which participants learn to follow rules. Habermas adopted a related but different position, 

concerned with communicative action. 

regional development: Gustavsen, Fricke, Totterdill,  

Within Action Research, regional development tends to involve the facilitation of regional 

innovation systems, often involving regional development coalitions, bringing together 

partner organisations to further common purposes. Such processes are aided by the 

involvement of Action Researchers, seeking to co-generate new knowledge with local 

participants. 

democratic participation: Johnsen, Normann, Ataov, Hilsen 

Participation as a priority can raise questions regarding democracy, and underlying power 

relations. What needs to be understood about relationships beneath the visible surface? How 

can different interests be legitimately satisfied? 

national programmes: Gustavsen 

In Norway, and building on earlier experience in Sweden, national programmes of enterprise 

development have been based on a dominant methodology of Action Research. Thus the 

EDWOR doctoral programme largely comprised researchers on first ED2000 and then 

VC2010. The students were largely employed as researchers within this enterprise 

development programme, where the orthodoxy was seen as Action Research. 

Inaction research 

What is the alternative to action research? Should we call it ‘inaction research’? Who is 

arguing the case in favour? 

• Can the researcher be truly detached? 
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• Is quantitative analysis always enough? 
• Is the researcher part of the problem? 

• What is the role of the action researcher? 

• Are words and actions interventions? 

• How can action research be evaluated? 

Challenges 

Perhaps the hardest question is how Action Research is to achieve the rigour which Scott 

claims to require. To what extent has equivalent rigour, rather than rigor mortis, been offered 

by inaction research? 

How can we “learn from differences”, rather than just enumerating them? 

We are dealing here with a paradigm shift in the philosophy of knowledge. We are seeking to 

break out of silo thinking, and to expose and challenge power structures. We must expect a 

rocky ride. 

• The Action Researcher faces different challenges compared with a conventional social 

science researcher. He recognises that he is part of the problem, as well as, he hopes, 

part of the problem. He cannot claim objective detachment. 

• The Action Researcher does not intent to leave the situation as he found it. He is 

engaged, committed to change. New knowledge is intended to emerge. Co-generated 

with participants. This requires a fresh set of relationships and understandings. 

• The Action Researcher devotes effort to reflecting on his own practice, seeking to 

understand it in context, and to identify areas for improvement. 

• The Action Researcher recognises that his words, whether spoken or written, can also 

be construed as actions. To talk is to intervene. A conversation is an encounter. 

On this basis, particular patterns of interaction can be important research tools, There may be 

an objective, such as problem identification, decision, or relationship building. Drawing on 

traditions of search and dialogue, tried and tested methods are available. 
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Integrated Innovation 

Integrated Innovation in Norway represents an explicit linkage of Working Life Research and 

Action Research.. Arguably there are compromises in both areas. Workplaces in national 

enterprise development programmes tended to be selected and approved by the labour market 

parties. This meets local and regional agendas, but it may encounter problems at the global 

level, Traditional approaches to the workplace, including high wage levels and assured 

stability of employment, are under pressure. Companies can close, threatening whole 

communities. 

Norway cannot be seen as typical of the developed world. Norway has greater equality, in 

terms of economic, social and gender relationships. It has stronger income streams from 

North Sea Oil, managed to provide financial reserves for future state spending. Norwegian 

workers and regions have been insulated from some pressures, but globalisation is having 

drastic impacts.  

In Norway, Action Researchers have often also been state funded, on permanent contracts 

with publicly supported research institutes. Their status contrasts with that of activists in 

Emancipatory Action Research in Latin America, where efforts are in behalf of the poor and 

dispossessed, rather than for regional development in an affluent Western capitalist society. 

In Stavanger, booming as a consequence of the oil industry, researchers are being lured away 

into more lucrative employment. Statoil has commissioned active research from AFI for many 

years, regarding it as effective consultancy in the sociotechnical tradition. There is now 

competition between IRIS, AFI and SINTEF. 

The research institutes are now required to earn a large percentage of their income from 

private sector clients, while also seeking to continue with a high academic profile for their 

research. They miss out on teaching, unless there are particular arrangements with the partner 

universities who are now nominal owners. 

Under recent reforms, there have been two strategic changes. Ownership of many institutes 

has been vested in new universities, singly or in consortia. The organisation of counties has 

been restructured, meaning that some institutes, such as IRIS, lose links with established 

clients and partners. 
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Journals 

Journals represent academic communities, each with a distinctive shared agenda. 

Concepts and Transformation was founded in 1996, and succeeded in 2005 by International 

Journal of Action Research. The agenda is Action Research and Organisational Renewal. 

Special issues have showcased work from Latin America, good practice from around the 

world, and interactive research from Sweden. 

Action Research is of more recent vintage, but has rapidly achieved a leading market position. 

The approach is more individualist and eclectic. 

Systemic Practice and Action Research comes from a tradition of socio-technical thinking and 

systems. 

Human Relations has a long history of associations with the Tavistock Institute and with 

social psychology. 

AI & Society: the international journal of knowledge, culture and communications, 

established in 1987, has always been concerned with the human side of technology in society. 

Action Research Theses 

Let us consider examples, from doctoral theses in the Action Research tradition. 

Organisational Change 

Oyvind Palshaugen, WRI, Oslo 

The researcher had been working in a tobacco company. How is an action researcher different 

from a consultant? What is the role of language? 

Management as FreedomErik Lindhult, KTH, Stockholm 

The researcher had been evaluating projects in a national programme, relating them to models 

from history of European political thought. Was this Action Research or history of ideas? 

Network Orchestration 

Trond Haga, IRIS, Stavanger 

The researcher was a leading actor in regional development in coastal Norway. He 

concentrated on the role of networks in economic development, with a focus on orchestration. 

He made active interventions, and presented motivating case studies. 
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Active AgeAnne-Inga Hilsen, WRI, Oslo 

An experienced Working Life Researcher encountered demographic change, with particular 

reference to ageing workers. She regarded age and experience as a resource. Her thesis 

emphasised tripartism and participation. What counts as doctoral research? 

Community Development 

Anli Ataov, Sabanci University, Istanbul 

A well-qualified academic had been working in Kocaeli after the earthquake. Using her 

consultancy background, and a search methodology, she facilitated decision and commitment 

conferences. The work represents an important intervention in an immature democracy. 

Regional Universities 

James Karlsen, Agder Research 

The researcher was working in a new university, seeking to take on a new role in a wealthy 

region. What knowledge is needed for regional development? He considered explicit, implicit, 

and tacit knowledge. He was actively engaged in the development process, His findings have 

implications for the new university. 

Democracy and Governance 

Roger Normann, Agder Research 

A well-qualified political scientist offered a critique of models of democracy, including 

regional development coalitions, presented by Ennals and Gustavsen. He reassessed regional 

development in the light of neo-liberal economics, and outlined models of multi-level 

governance. 

Exhaustion 

Arild Johnsen, SINTEF, Trondheim 

A large hospital research project was addressing absenteeism by staff, and in particular 

attendance by cleaners. They complained of exhaustion. This was linked to their work 

organisation, and explored through ingenious approaches to communication. One key 

intervention was the use of research cleaners, instructed by regular cleaners. The research 

encountered problems of conflicting paradigms. 
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Dialogue Seminar Method 

Johan Berglund, KTH, Stockholm 

The researcher has a political science background, and is working with the Dialogue Seminar 

Method, on the doctoral course Dialogue, Skill and Tacit Knowledge, with a core group at 

KTH. Research has progressed to involve HR professionals and nuclear power plant 

engineers. 

IT and Health 

Rasa Juciute, Mykolas Romeris, Vilnius 

The Lithuanian researcher had the opportunity of comparing two major systems addressing IT 

and Health: Connecting for Health (England) and Informing Health Care: (Wales), with a 

view to advising on plans for Lithuania. Work organisation is vital. 

Leadership 

Nazir Walji, Kingston 

This Kenyan Asian researcher, with a long background in international management 

consultancy and NGOs, is researching the role of executive leadership. He is not content with 

positivism. He has embarked on Participative Action Research, sparring with the leader in a 

key live case study of engagement. 

Action Research and Innovation 

There are some important links between action research for organisational renewal and 

processes of innovation. However at present we are awash with buzz-phrases, and it is less 

than clear what they all mean, when linked. 

• innovation systems 

• relational structures 

• speech acts 

• actions as interventions 

• discourse innovation 

• regions of meaning 

• communities of practice 
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• semantic web 

The Future of Action Research 

It can seem that all the different variants of Action Research have in common is that they 

share the label. 

• Is the label useful? 

• Has positivism prevailed? 

• If so, why? 

• Is AR culturally situated? 

How are Action Researchers regarded? 

• What is the role of government? 

• How do we distinguish between research and consultancy? 

• Does it matter? 

Publishing 

When publishing, it is important to be clear about the tradition one is seeking to join, the 

discourse in the chosen publication, the nature of the audience, and the purpose of the 

intervention through an article or book. Make the audience an offer they cannot refuse, in a 

language they can understand. 
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II.3. Workplace Innovation, Regions and Public Policy 
Innovations by Peter Totterdill 

Innovation at regional level in a global economy 

In the context of this volume, the significance of regions lies in their ability to act as focal 

points for innovation, through the convergence of economic opportunities, technologies, 

human resources and culture. This concept of the region as an intelligent network of different 

actors places a premium on the capacity for collaborative actions, based on exchange of 

experience, experimentation and learning. It requires new ways of modelling regional activity, 

new strategies and new approaches to public policy intervention that permeate all levels of the 

economy, integrating strategy at the urban and regional level, the resourcing of change in the 

workplace and learning for the individual. Such integration must take place, not through the 

traditional recourse to models of technocratic and directive planning, but by reinventing the 

public policy sphere as a focus for dialogue, reflective action and innovation. 

‘Innovative regions' might be considered an absurd notion in the context of a global economy. 

The free movement of capital, unstable international divisions of labour and the emergence of 

worldwide labour markets contribute to a sense that regions simply provide a passive, 

transient locus for economic development, and are relatively powerless to influence its scale 

or quality. In this view, regions can ensure that the entry conditions for economic 

development exist in the form of transport and telecommunications, land use planning, 

vocational training provision and tax breaks, but they can do very little else to ensure success. 

Competitive advantage is no longer linked to geographical areas, but to the degree to which 

companies can become truly transnational. Regional competitiveness is thus only measured 

by those variables thought to influence global investment decision makers - wage costs, 

corporate taxation, the relative productivity of branch plants in one region compared with 

another, supply chain logistics, and so on. 

Such perceptions have guided regional development practice in parts of Europe for many 

years. Some areas have been rather good at playing the game, with ‘Silicon Glen’ in Scotland 

for example once having portrayed itself as a triumph of national and regional policy. 

However the low-tech assembly of high-tech Asian or US products has demonstrated serious 
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limitations as a strategy for regional regeneration, highlighted by the global crises in the 

electronics sector over recent years. Regions may be able to achieve some transitory degree of 

success in the attraction of footloose capital, but footloose it remains. Departing multinational 

branch plants leave little behind them other than empty buildings. Routine assembly 

operations do little to provide workforces with core transferable skills. Inward investing 

companies rarely become deeply embedded in their host regions, and there is little evidence 

that the indigenous economy achieves sustainable benefits in terms of new knowledge, 

technologies or markets. Public policy has often simply neglected to find ways of embedding 

new companies into regional economies. Even attempts to build relationships between inward 

investors and indigenous suppliers may increase the overdependence of the regional economy 

on branch plants, rather than enhancing capacity for innovation and diversification. 

If regions cannot rely on rescue from outside, how can they mobilise their own resources to 

achieve sustainable growth? The starting point lies in how we conceptualise the relationship 

between the individual workplace and the wider regional environment. Critically, workplace 

innovation should be seen as the product of a complex process of learning grounded in, for 

example, vertical and horizontal interaction within firms, networking between firms (industry 

associations, supply chain relationships, etc), public policy, vocational training, industrial 

relations, the financial system, and so on.  

Regions are not just the passive recipients of global forces; rather these wider influences are 

inevitably subject to mediation by local structures and practices (see Figure 1). The potential 

mobility of capital and labour is in practice anchored by multiple ties, however weak or strong 

these may be. Labour market characteristics, supply chain relationships, social dialogue, links 

to local universities, the public policy framework, and many other intangible factors not only 

have an immediate effect on the performance of firms, but can lead to patterns of regional 

differentiation which form the basis of distinctive patterns of competitive advantage not easily 

imitated. Italian industrial districts, for example, provide a paradigmatic example of an 

innovation milieu, with the capacity to remake themselves on the basis of collective 

knowledge, learning, reflection and action. Throughout Europe researchers, policy makers 

and other actors have been probing whether such network capacity can be created through 

conscious intervention. This entire volume is intended as a contribution to that debate.  
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Regions as a focal point for workplace innovation 

Workplace learning and innovation are typically very localised, not placeless, processes. It is 

therefore important to discover and to strengthen the characteristics of effective and dynamic 

systems that support learning and innovation at regional level - for example the types of 

bridge that can be built between academic research, social partners, business support  

 

Figure 1: Regional influences on workplace innovation and competitiveness 

organisations and the individual firm. The Italian industrial districts provide a paradigmatic 

example of a learning milieu based on such complex interactions (Asheim, 1997). These 

districts must not be understood as model production systems, but rather judged on their 

capacity to remake themselves on the basis of collective knowledge, learning, reflection and 

action. Likewise inter-organisational learning networks at regional level also influence 

innovation. Participation in learning networks makes the immediate environment larger and 

richer with all the benefits that this accrues in the form of reduced uncertainty and new stimuli 

(Fricke and Totterdill, 2004; Bessant, 1995; European Work and Technology Consortium, 

1998; Friedrich & Lantz, 1998).  
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At the European level, diversity of workplace experience between regions is an important 

learning resource. In terms of organisational development, there is considerable divergence 

yet much common ground between, for example, Scandinavian approaches to workplace 

development and the Italian industrial districts (Belussi and Garibaldo, 1996). Both are 

characterised by partnership and co-operation within firms, between firms, and between social 

partners and the state. However each manifestation of partnership and co-operation is heavily 

influenced by local circumstances and cultures, leading to different solutions and experiences. 

Such divergence provides real opportunities for hybrid innovation through inter-regional 

comparison, critical dialogue and collaboration. 

Public policy must promote a wide range of opportunities for collective learning about the 

design and implementation of new approaches to work organisation, building broad 

communities of expertise at local and sectoral levels, and creating new technical resources to 

support change. Such intervention pursues innovation not emulation. The ‘high road’ is 

defined as one in which organisational structures reflect both creativity within the workforce, 

and interaction with external knowledge and experience. Organisations need to draw on good 

approaches from the wider world to generate ideas and inspiration, but they must also be able 

to interpret these examples by means of critical scrutiny, dialogue and open-minded 

experimentation. For public policy therefore, the test of successful intervention lies in “the 

extent to which ‘technical’ expertise . . . ceases to be traded as a consultant’s commodity and 

becomes, instead, the intellectual property and joint intelligence of managers, trainers and 

operatives alike”. New approaches to policy must involve “a break from traditional practice, 

with its reduction of the process of change to ‘casework’ - a series of discrete applications by 

individual companies for subsidised training or consultancy” (Middleton and Totterdill, 

1992). In particular spatial proximity and the ability to achieve a critical mass of activity by 

harnessing the energy and knowledge of a wide range of actors offer strong arguments in 

favour of intervention at the regional level (Farrands and Totterdill, 1993). 

Why public policy? 

It is sometimes argued that the design of work organisation is principally an internal issue for 

companies and public service providers, one in which external bodies have very little 

legitimate interest. In contrast we argue that workplace innovation is the product of complex 

social interactions, not just inside the organisation, but between the organisation and its wider 
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group of stakeholders. Moreover the outcomes of such interactions have economic and social 

consequences that reach far beyond the boundaries of the individual organisation.  

In particular the regional setting within which the organisation exists acts as a gateway to 

knowledge and resources able to inspire and support workplace innovation. Likewise, through 

its impact on competitiveness and employment, workplace innovation can have a profound 

effect on economic and social conditions within the region. Yet in many parts of Europe 

explicit support for workplace innovation plays no part in regional development policy. 

On the one hand, successful and sustainable approaches to work organisation draw 

extensively on opportunities for learning and dialogue created by social capital including 

research, specialist business services, formal or informal networking, education and training 

provision and the system of industrial relations. Regional actors such as universities, 

intermediate organisations and trade unions can play critical roles in creating the conditions 

for sustainable workplace innovation (Fricke and Totterdill, 2004).  

On the other hand policy makers and social partners also have a direct concern with what 

happens in the workplace. Changes in the pattern of work organisation affect both the ability 

of Europe and its regions to compete in increasingly volatile global markets, and the ability of 

public services to meet higher expectations from citizens. Prosperous and socially sustainable 

regions are likely to be those in which enterprises increasingly compete on the basis of 

continuous product and process innovation: a knowledge-based economy requiring high skills 

and engagement from its workforce in return for high levels of individual and collective 

welfare. This is competitiveness based on a broad concept of social partnership, recognising 

that failure to engage and develop all employees and citizens undermines the pool of talent 

and threatens the social cohesion from which innovation grows. Traditional approaches to 

work organisation and management cannot deliver this type of competitiveness, which 

requires work to be redesigned in ways that enable all employees to use their talents and 

creative potential to the full.  

Work organisation design also has a considerable impact on a much wider range of factors. 

For example:  

• Job-related illness is of growing concern to policy makers because it represents an 

increasing drain on stretched health service resources; moreover sickness absence 

exacerbates the problems of tight labour markets resulting from demographic change. 
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New forms of work organisation can have a direct impact on workplace health because of 

their ability to reduce repetitive and stressful work.  

• The consequences of an ageing workforce present major economic and social challenges 

for Europe. Given increasing expectations of health and longevity, encouraging older 

workers to remain in employment must constitute an important part of the response to 

labour market shrinkage. New forms of work organisation and their potential to enhance 

quality of working life must play a key role in this response. 

• Policy objectives within the EU’s European Employment Strategy 

(http://europa.eu.int/comm/employment_social/employment_strategy/index_en.htm) have 

consistently underlined the need for an adaptable workforce capable of responding to 

increasingly volatile economic conditions. Not only does adaptability affect the 

competitiveness of Europe but also its ability to prevent widespread labour market and 

social exclusion as a result of economic change. The employability of individuals is 

directly related to non-vocational competencies such as teamworking, problem solving 

and communication skills. Employees with experience of new forms of work organisation 

are much more likely to have acquired such skills, thereby enjoying a more robust 

position within the labour market. 

Regional policy makers and social partners therefore have a special interest in building the 

social context needed to animate and support evidence-based approaches to workplace 

innovation. Yet work organisation remains an under-utilised resource for policy makers and 

social partners at all spatial levels in Europe. Policy makers and social partners must learn to 

take sides - in favour of approaches to work organisation that combine both economic and 

social benefits - and against those that sacrifice long-term competitiveness and innovation for 

short term gain. This stands in sharp contradistinction to those models of regional 

development grounded in the attraction of mobile capital at any social cost, including low 

wages and transitory or unrewarding jobs. 

Policies for the high road 

Previously in this volume we argued for a ‘high road’ approach in which product innovation, 

process innovation and quality of working life intertwine. Such convergence is, as we point 

out, difficult to achieve. In short it requires a powerful combination of inclusive internal 

dialogue and broadly based external learning. 
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Many obstacles arise to cause delay, reversal and distortion of the high road at enterprise 

level. It is these obstacles which lie at the heart of the need for careful policy intervention. As 

we have suggested, the spread of high road organisational innovation is limited in Europe. 

This can be explained by a number of mutually reinforcing factors including: 

• low levels of awareness of innovative practice and its benefits amongst managers, 

social partners and business support organisations; 

• poor access to evidence-based methods and resources capable of supporting 

organisational learning and innovation; 

• lack of knowledge-based business services and other publicly provided forms of 

support; 

• the failure of vocational education and training to provide knowledge and skills 

relevant to new forms of work organisation. 

We have argued that this amounts to a missed opportunity for economic and social 

development, undermining European goals for competitiveness and employment. Actions by 

public policy makers and social partners are of proven value in addressing these problems 

through, for example: 

(a) the provision of knowledge-based services and other publicly provided forms of 

support as a means of raising awareness and resourcing workplace innovation; 

(b) the creation of opportunities for networking and peer exchange between 

companies as a means of learning through shared experience; 

(c) the capture and dissemination of knowledge and experience from workplaces 

across Europe to help understand emerging trends and to inform learning and 

dialogue; 

(d) the widespread provision of support for action research to pilot innovative 

approaches to change, especially in new contexts; 

(e) the creation of development coalitions at regional, national and transnational levels 

to close the gaps between key actors and stakeholders with an interest in work 

organisation; 

(f) the provision of access to training capable of building the competencies associated 

with new forms of work organisation. 
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In recent years a number of exemplary initiatives have been developed to address these issues 

in some European countries (Fricke and Totterdill, 2004; Business Decisions Limited, 2000). 

Typically these programmes combine several of the elements listed above, involving close co-

operation between public policy makers and social partners in both their design and delivery. 

However the potential effectiveness of such targeted intervention has to be measured not only 

in terms of supporting change in the individual workplace, but in raising awareness and 

disseminating experiences more widely. In short, does intervention contribute to a wider 

climate of change in which new forms of work organisation become part of the ‘common 

sense’ of management and workforce thinking? These wider policy objectives typically prove 

difficult to achieve in practice. 

Gaps in the public policy framework 

Despite the evidence of successful intervention, a high level of fragmentation can be found in 

public policy and business support frameworks across Europe. In England for example the 

comprehensive network of local Business Links that provide business development support to 

SMEs rarely addresses work organisation as a resource for company competitiveness. 

Comparable shortcomings can be found among the regional business support infrastructure in 

most EU member states, including those countries that have a substantial history of 

intervention at national level (Fricke and Totterdill, 2004).  

The policy gap can be summarised in the following terms: 

• There are too few spaces in which those with expertise in work organisation come 

together to compare and consolidate knowledge. Rather, in many areas of business 

support, there is a wide range of institutions each engaged in relatively isolated 

activity, often leading to an excess of competing models and approaches. Clearly this 

confuses employers and weakens the momentum of change. There is a need for the 

active brokerage and synthesising of knowledge. 

• There are also too few spaces in which companies can come together to share 

experiences and identify common needs. Business support organisations typically 

focus on individual casework, missing the need to resource and sustain change 

through shared learning and peer exchange. Employer learning networks are thus 

relatively rare in many parts of the EU and there is a need for measures, especially at 
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regional level, to animate and support exchanges of knowledge and experience over 

extended periods (Fricke and Totterdill, 2004). 

• Knowledge about work organisation is often reduced to a consultant’s commodity or a 

recipe, yet as we have argued there is ample evidence to show that this rarely produces 

sustainable change. More sophisticated tools and resources are needed to overcome 

obstacles to workplace innovation and ensure long-term results. These should focus on 

establishing continuing dialogue and improvement rather than on technocratic or top-

down organisational fixes. 

• It is well understood that the integration of research and practice is weak in much of 

Europe. Universities are unlikely to achieve the task of bridging this gap on their own. 

Intermediate institutions, which link research knowledge with business practice, are 

common in some parts of Europe but not in others. New types of organisation may 

therefore be needed to support and disseminate evidence-based approaches to 

workplace innovation.  

• In EU and national programmes alike there is often little active management of 

outcomes to ensure the widespread distribution of new knowledge or innovative 

practice. Individual projects or initiatives, however successful in their own terms, are 

never enough. The need is to ensure that publicly funded activities contribute to a 

managed process of cumulative and collective learning, reducing duplication and 

enhancing their combined impact. 

In summary we are arguing that the focus of policy intervention must lie in building 

intangible assets: coalitions, networks and other ‘soft’ structures which enrich day-to-day 

access to knowledge, experience and dialogue for a wide range of actors. Because such assets 

are grounded in social interaction, regions and localities provide the most effective locus for 

capacity-building intervention. The problem for policy makers however lies in the very 

intangibility of such outcomes. Politicians and public auditors demand visible outcomes that 

offer demonstrable value for money. Measurables such as the number of trainees achieving a 

formal qualification can be monitored; intangibles such as network building and dialogue 

animation create real difficulties for transparent evaluation. The consequence is that too few 

public servants in Europe have such activities built into their objectives and work 

programmes. 
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II.4. Globalization and integrated innovation by Tor Claussen 

Enterprises, networks and regions are embedded in wider national and international contexts. 

Market competition, ownership structure, supplier relations, technology and organisational 

development are closely linked to national and international arenas. Considerations regarding 

the context of change and innovation taking place have to take into account the overall 

influences from the national and international arenas affecting the creation of variation. In the 

current contribution we will relate the discussion to globalisation. 

Globalisation covers general development processes taking place internationally (Altvater and 

Mahnkopf 1999) that is between nations and different national actors on the world 

market/arena. The term globalisation will be applied interchangeably with internationalisation 

and covers developments in the world market10. 

Regional local actors have in the context of applied international models and tools promoted 

change and innovation. International management concepts, such as Business Process Re-

engineering, Total Quality Management, Lean Production, Just In Time and many more have 

had a significant impact on Nordic and Norwegian working life. One important feature that 

has been focused in the research conducted by IRIS in ED 2000 and VC 2010 has been the 

challenges facing local and national traditions of work life arrangements when international 

management concepts have been introduced as models and tools for change and innovation 

(Claussen 2000a). 

The local, regional and national work life arrangements inherent in the national (and 

Nordic11) tradition can be regarded as a coherent collection of procedures, agreements, rules 

and regulations guiding and structuring work life in the Nordic countries. This coherent 

collection, guiding and structuring work life in these countries, operates in many ways as a 

                                                

10 To what extent we can talk about something significant that can be conceptualised as globalisation will not be 
part of our discussion (see Claussen 2006, Stephenson and Williams 2000). 

11 Whether or not it is possible to talk about one model covering the diverse practices of work life arrangements 
in the Nordic countries have been heavily debated among researchers from these countries (Flemming ed. 
1998, Kettunen and Rissanen 1995). We will not make a through account of this important debate. Despite 
great differences between the Nordic countries in this respect we will in the current contribution present what 
has been phrased as characteristics of a Nordic model. 
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functional system, in the terminology of Luhmann (see previous presentation of what 

characterises functional systems in the current publication).  

The basis of our discussion in this chapter will be the experiences from the introduction of 

international management concepts in local/regional contexts of work organisation, 

collaborative practices between social partners, agreements, laws regulations characteristic of 

local traditions of working life in the context of south west Norway. We will phrase these 

organisational arrangements, practices, agreements, laws etc as typical aspects of a Nordic 

(Norwegian) model of working life, prevailing in the context of our research. 

The Nordic model is facing challenges from international management concepts that are 

applied in innovation processes at enterprise and regional level. This is due to changes in 

ownership structures, penetration of expert knowledge, and imaging of international 

management theories/practises into Nordic/Norwegian work life. Local, regional and national 

practises and experiences among the Nordic countries are thereby challenged, changed and 

merged. In our experience we have several examples of how this melting pot of differences 

occurs and develops. This development of differences is both a matter of integration, creation 

of variation and shaping of hybrids. In the case presented below this is a core issue when an 

international management trend (Total Quality) is faced with local Norwegian traditions of 

work life practice and participation. A new hybrid of TQ (TQ at Aker, TKA) is produced that 

changes and incorporates essential aspects from both local traditions and international global 

trends. Case 13 is intended to demonstrate this. 

Case 13.  Total Quality faces the Nordic model and local traditions 

This case focuses on the implementation of a specific adjustment of Total Quality in a 
huge super supplier located on the west coast of Norway. Previously a shipyard, this 
construction site became a major producer of huge productions facilities for the North 
Sea when the oil industry started booming in the mid-70s. At its peak as many as 5000 
employees could be engaged at the construction site located on an island were fishing and 
farming had been the more traditional economic activity. Aker Stord, the name of the 
enterprise operating this construction site, was part of the Aker group. This group 
possessed a long tradition for running different management and organisational 
development programmes. It was reckoned as a forerunner in the Norwegian context in 
this respect. 

An international trend meets the Norwegian tradition for collaboration; a 

practical example from TKA at Aker Stord (SIN network). 
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The case was one among many similar cases accomplished as part of a programme called 
Total Quality in Aker (TKA). The corporation management decided to implement the 
TQM concept. Thus, the TQM concept was implemented into a Norwegian industrial 
plant where collaboration between the labour market parties at all levels had been utilised 
extensively. The corporation had to take this fact into consideration when implementing 
TQM in their companies. Collaboration between unions and management dealt with a 
number of issues, including enterprise development. Thus, the unions participated 
actively in developing the corporation at all levels in accordance with the intentions 
expressed in the general agreement at the national level.  

The implementation of TQM provided for an adjustment with the collaborative tradition 
in the enterprises. A system of democratic collaborative bodies was devised in order for 
the unions, management and representatives from the specific department to participate 
actively. These democratic bodies were the driving force behind the initiation of a 
multitude of different improvement projects – small and large. Each department had a 
departmental committee (AU) that initiated projects internally, and projects that involved 
two or more departments were managed by a business committee (BU). In addition this 
BU arena monitored the activities executed by the departmental committees. Both of 
these arenas are structured in the General Agreement and as such part of the system of 
collaborative arrangements between employers/employees. 

Improving the process at the department for prefabrication of pipes 

One of the departments at Aker Stord, ‘the prefabrication of pipes’ (PR), revealed 
through quality control, that a number of pipe spools possessed severe errors even though 
they were declared ready for delivery. The number of errors was also increasing. The 
consequences of such errors are severe and pipe parts welded together have to be 
separated and the work has to be redone. Economically, every error represented a 
significant additional cost. A task force of employee representatives involved in the 
prefabrication of pipes consisting of engineers, foremen, skilled workers and planners 
was put together. The task force was designed in order to encourage that the problem was 
dealt with in a proper way. All of the participants had their own opinions as to how a 
number of errors were produced. After a thorough investigation the task force presented a 
plan of action. One of the outcomes of this plan was that all of the different groups that 
formed part of the production line had to make small or large adjustments in their 
procedures. The results of the work of the task force were crucial. The number of errors 
dropped considerably, and the department’s economic output improved.  

The task force at Aker Stord was monitored by an internal consultant (IC). IC also 
prepared the process for the task force, and acted as a process consultant. Thus in many 
respects there are similarities between the IC at Aker Stord and LDO in Case 3. 

Spreading TKA within SIN 

In the ED2000 programme, a training programme for ICs was developed. Cases such as 
the one at Aker Stord were taken back to the sub-network of ICs in SIN and were 
presented to the rest of the networking ICs. This facilitated discussions and reflections 
on: (a) the content of the projects, (b) the set-up of the task force, and (c) techniques used 
by the IC. In this way, the project that was accomplished at Aker Stord had a 
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considerable impact on projects in other enterprises, and vice versa. 

One of the major achievements in the distribution of knowledge from Aker Stord, was the 
way participation came to be acknowledged in the SIN network. Both participation by 
individual employees and representative participation stated in the General Agreement 
were important aspects of the TQM improvement projects at Aker Stord. Participation 
was not acknowledged by the enterprises in the SIN network previous to ED 2000, at an 
early stage in the history of SIN. As a key actor in the network and the local business 
community, Aker Stord became a model and driving force regarding how improvements 
could be achieved as well as the ways the member enterprises operated their production 
and business activities. Participation at different levels, in different arenas and in a 
multitude of contexts was spread to the other member enterprises, through both pull and 
push. 

 

TKA is a hybrid, in the sense that it links improvement projects shaped and organised 

according to the philosophy of TQ with participatory traditions from Norwegian/Nordic work 

life. In the case above (Case 13) arenas linked to the General Agreement were utilised as 

legitimate structures in order to implement the over all philosophy of continuous 

improvement in TQM, as well as structuring the specific improvement projects initiated. 

Improvement projects were based on the identification of problems through the Deming 

circle. Continuous improvement implied permanently organising enterprise development 

activities utilising the Pareto-optimal principle (Claussen 1999) as well as several other tools. 

Tools and projects were closely linked to the arenas stated in the national agreement, intended 

to promote broad individual as well as representative participation. This gave the opportunity 

to agree upon the projects initiated, so that the intention of securing jobs and work conditions 

were equal objectives to the improvement of economic and productive performance.  

Potential tensions between a Nordic model and more general international management trends 

may affect the utilisation of hybrids appearing as these trends are implemented in local 

regional contexts and enterprises. Thus, to exploit particularities regarding the Nordic model 

appears to be crucial in order to illuminate how this model can contribute (or hamper) the 

creation of variation, the strategic selections and incorporation of changes and innovations 

into the organisation of the enterprises and the local regional business context. 

2.13 The Nordic model(s) 

One question to be raised in relation to the view presented in the previous paragraph is 

whether or not there is anything worthwhile to describe as a specific Nordic model. We will 

introduce one presentation of such a model that has received wide acceptance, at least in the 
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Nordic context. The presentation of such a model is based on the following elements 

(Kettunen and Rissanen 1995, Kettunen 1998, Claussen 2006 and 1999): 

• A high degree of employee organisation, including the public as well as the private 
sector, with white-collar as well as blue-collar workers, female as well as male 
employees. 

• A high degree of employer organisation. 

• The absence or insignificance of organisational divisions within workers’ unions. 

• Relatively centralised national organisational structures. 

• A strong presence of trade union organisation at the workplace level. 

• A national hierarchical system of collective bargaining. 

• The priority of collective agreements to direct statutory norms in the regulation of 
work life. 

• Tripartite co-operation between trade unions, employers’ organisations and 
government, promoted by the strong position of Social Democracy in the political 
system as well as in the trade unions (Kettunen 1998). Some similarities can be found 
in the Triple Helix arrangements (Leydesdorff and Etzkowitz 1997 and 1998). 

Basically, this model is a representative model about employee/employer relations. Local 

representation and power of negotiation is balanced against the common requirement and 

interests on the national level. There is a balance between local negotiations and centralised 

negotiated frameworks, in order to prevent specific and monopolist interests from dominating 

the labour market as well as the overall economy. Such a balance of interest benefits both 

employers and employees in a long-term perspective. This is all part of the organised 

union/labour movement and business structure into a representative whole. Responsible and 

co-operative structures are thereby developed and maintained (Claussen 1999 and 2001). 

In short, the basics of this model are strongly linked to industrial and economic democracy 

(Dahl 1992/1985), both on the enterprise level, as well as on a regional and national level. 

The democratic aspect is seen as important, in order to secure basic rights, duties and 

obligations among the social partners. Social aspects are linked to the balance between short 

term economic objectives of individual actors in the market on the one hand, and more long 

term social objectives of society on the other hand (Johannesen 1970, 1982 and 1983). This is 

one of the key elements of the welfare model in social democratic economies (Dahl 

1992/1985). It has also been a key element in the collaborative research conducted through 

IRIS in ED 2000/VC 2010 at the enterprise, network, regional and national levels. This is a 

structure or system that guides change and innovation in order to become something else: the 
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incidental happenings among those in temporary power positions to promote specific 

attention and interest, in order to get support for change and innovation activities. 

Faced with perspectives and practices linked to global, liberal and individualised economic/ 

social life, the rules and regulation present in the Nordic model of work life could be viewed 

as outdated (Reve 1992 and 1995, Reve and Jakobsen 2001). The Nordic model is claimed to 

be outdated, due to the strong involvement of the social partners and the government in 

economic life and market relations. This strong involvement is claimed to hamper the 

functioning of the market. It prevents the supposedly strong adjustment forces of the market 

functioning as a drive for prosperity in economic development. A properly functioning 

capitalist market has supposedly made obsolete the strategic role of government, and its 

regulatory and interventionist behaviour (Porter 1990 a and b). Rather the Nordic model, with 

its collaborative structures, agreement, laws and practices, is seen as bureaucratic 

arrangements preventing dynamic market forces unfolding in order to stimulate change and 

innovation typical of the present globalised world market. Here emphasis is made on one side 

of the innovation dilemma, where innovations are spontaneous happenings unhampered by 

(bureaucratic) guiding structures and systems. 

One reason why the Nordic model is claimed not to be fit to face the requirements of the 

present globalised work life, is linked to significant transformations of the ‘old’ industrial 

society. Today’s society and its work life advances as a: 

• Knowledge society (Nonaka and Takeuchi 1995, Nowotny, Scott and Gibbons 2001). 
Skills and competences of the labour force require new arrangements and structures in 
order to make them applicable in a functional way. 

• Networking society (Castell 1989). Relations are cutting across traditional structures of 
co-operation, collaboration and crafts. They are less stable, more fluctuating and 
virtual. Union and labour movement structures are not fit to function in this virtual 
economy. 

• A society based on information- and communication technology (Castell 1989). 

• The demands from globalised and flexible work environment (Claussen 2006). 

Summing up, the industrial democracy of the Nordic model seems to be faced with: 

• diffusion of power- and decision making structures 

• laws and regulations lose their grip 

• employee participatory structures lose their importance 

• co-operative structures evaporate. 
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An important force behind this transformation is globalisation. Globalisation then, demands 

liberalisation and flexibilisation of the Nordic model, on enterprise level, as well as on the 

regional and national level. One of the basics of the globalisation forces is the world-wide 

flexibility of economic life and work conditions. 

Collaborative structures are essential in every aspect of social life in modern society. As 

already pointed out, even Adam Smith, the ‘Godfather of liberalism’, emphasised the 

importance of a moral code of collaboration (Smith 1977/1776).  

This underpinned the whole account in Wealth of Nations, but has been disregarded by his 

subsequent self-declared followers. As a result, much of the last 230 years of industrial 

capitalism may be seen as based on a corrupted and self-serving interpretation of the 

enlightened account from Smith. Thus, the division of labour in a modern society requires 

new collaborative structures in order to prevent anarchy and disasters malfunctions 

(Durkheim 1964/1893). This is so also regarding change and innovation processes, as has 

been pointed out on several occasions in the present publication. 

In the debate on the preparation for a new work life judicial act in Norway, two positions 

were fiercely debated. One emphasised the inevitable individualisation due to the evolvement 

of the knowledge society with its specialisation, its service industries and self-employment. 

Claims were made that this ‘new society’ requires flexibility through deregulation and local 

empowerment, as well as downgrading of collaborative structures and the role of social 

partners (NOU 1999:34).  

The opposite opinion, stated from the same preparatory work, emphasised the need for basic 

collaborative structures. Although individualisation could undermine core aspects of work 

life, such as workers support for unions, there are several indications of opposite trends (NOU 

1999:34); 

• First of all, professional crafts and differences of interests among educated groups 

could increase in the future. Differences of group interests, both among professionals 

and educated groups, as well as general conflicts of interests among all actors in 

society, are impossible to handle individually. As the number of members with higher 

education in society grows and education/society becomes more specialised (Piore and 

Sabel 1984), the need for existing as well as new collective and collaborative 

structures increases. 
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• Second the individual needs protection of his or her interests and reputation. As the 

importance of individual reputation grows, the vulnerability against backbiting and 

negative rumours might foster destructive competition among workers. Management, 

unions and shop stewards might have an increasingly important role to play in order to 

prevent such malfunctioning competition, manipulations, strategic, and instrumental 

behaviour (Habermas 1981 and 1992). 

• A third point to be made, addresses the need for co-operations between highly 

educated and specialised producers. New collaborative structures are needed for 

specialised and individualised producers to manufacture products and services 

covering more diversified needs. This is so both regarding products, services and 

maintenance. Product inventions, services and solutions cutting across value chains 

and customer supplier relations, are signs of this necessity. Emphasis on networking, 

empowerment and regional innovation system, is another (Sengenberger 1990, 

Asheim 2000, Claussen 2004). A paradox of the knowledge society seems to be that 

increased individualisation and specialisation among workers creates greater 

dependency, among these same workers, on deliveries and services provided by 

different specialists. Greater individualisation and specialisation creates greater 

dependency on co-operation. Certain generosity regarding sharing of knowledge and 

experience among individual workers, and specialists becomes necessary in order to 

smoothen co-operation and collaboration. Solidarity and collective solutions are 

necessary in order to create the required generosity. 

• A fourth point to be made, is that highly educated, individualised and specialised 

workers might be more vulnerable to the reduction of staff and cuts in the workforce. 

Collective strategies might be a way to reduce this vulnerability. 

• Fifth, an individual might have a need to be protected against self-exploitation. 

Empowerment and individualisation of society might increase the competitive forces 

facing each actor. This could foster an increase in self-exploitation in order to gain 

competitive advantages. To prevent the overall destructiveness of such tendencies, 

collective arrangements and regulation are essential. Collective arrangements and 

regulations might in the long run give competitive advantages to those markets, work 

environments and nations that succeed with such arrangements. 
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To sum up, the demand for empowerment, individualisation and liberalisation of work life 

and the business environment is criticised for not taking into account the necessity of 

preserving collaborative structures, and developing new forms of solidarity and co-operative 

arrangements. 

Is there then a possibility of turning the local and regional practises into integrated innovative 

arrangements? Can there be ways of utilising both the local/regional experiences, together 

with the practices inherent in international management structure, in order to stimulate change 

and innovation? Are there features to build upon, in order to created integrated practices 

where proposedly bureaucratic structures are utilised in order to enhance change and 

innovative feature of these international concepts prevailing in the global context? Are there 

ways of making ways of making collaborative arrangements supportive of change and 

innovation, bringing employees into arenas practicing participatory integrated innovation? 

What then are our specific experiences that can give new insights into these debates on the 

Nordic model? 

In the specific case presented in this contribution, an ambition has been to illuminate how 

these questions can be dealt with in an empirical context. Additional support for how these 

questions can be dealt with is provide in the next sub-chapter,  

2.14 The Nordic model and participatory innovation 

From the presentation of the Nordic model above, two points will be emphasised. First the 

representative structure is a systematic way for the major social partners to link all their 

organisational levels. Second, there is a collaborative philosophy practiced in this model that 

has been an important feature of Nordic working life. These features have promoted co-

operating in addition, and to some extent contrary, to conflict and negotiable practices 

between antagonistic interests. 

Research at IRIS relied heavily on collaboration with the social partner in change and 

innovation processes. They were the key stakeholder engaged at the national level, regional 

level and local/enterprise level. Duties, responsibilities and possibilities are shaped through 

the representative structure to a coherent whole. These arrangements have been possible to 

utilise in ED 2000 and VC 2010. It has been utilised in a way that has linked the central 

research initiatives regarding development and innovation to the initiation of such processes 

on regional/local/enterprise level. The social partners in Norway thus have a representative 
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structure that corresponds with the different levels and engagement in research activities 

conducted in ED 2000/VC 2010, and have been extensively utilised for such purposes. As a 

coherent whole, this structure of work life has a basic feature, making it into a functional 

system resembling the systems that are covered in the way Luhmann applies the concept.  

Here are listed some of the important features utilised in research initiatives created on 

enterprise/local/regional level;  

• There is a strong centralised structure where strategic decisions and initiatives are 

taken. This makes in possible for social partners to engage actively in shaping the 

basic preconditions for doing research in the field of work life, development and 

innovation. It has provided resources and produced other necessary preconditions in 

order to launch multidisciplinary integrated research. 

• Decisions at central level have supported and penetrated into lower levels. Linkages to 

regional, local and enterprise level have been transmitted and supported through the 

established conditions on higher-level arenas. Thereby initiatives, strategic decisions 

and resources have penetrated into contexts where specific development and 

innovation activities have been launched. The representative structure in itself has 

contributed to this outcome. 

• This representative structure is a key element in what is considered the Nordic model 

of working life. It has contributed to systemic and structured development and 

innovation that otherwise would have occured more incidentally driven by market and 

globalisation forces. Here is a significant example of the utilisation of the Nordic 

model in a globalised environment (see case above for more detailed 

exemplifications). 

While utilising these representative structures, considerable emphasis has been placed on 

broad participation in addition to representative participation. In specific projects and 

activities, individual employees have been engaged both in competence building activities, as 

in the Hardanger case, and in utilising competences and tools introduced in specific enterprise 

development and innovation activities (see Cases 2, 5, 7 and 8 for illustrations). Tools and 

competences have been developed and inspired by international management concepts like 

Total Quality (TQM) and Business Process Re-engineering (BPR). These tools, ways of 

working and associated competences and knowledge have been utilised in development and 

innovation activities, not directly but through adjustments and modifications. Adjustments 
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and modifications have been made to local conditions, and in relation to important features in 

the Nordic model presented above. Arenas for practices in the Nordic model have been 

utilised for TQ improvement projects and activities performed in close collaboration with 

research (see Case 13 for example). 

The particular feature to consider in this respect is the utilisation of globalisation influences 

on this particular structure of working life in the Norwegian context. This has been indicated 

above. Further considerations are given in Case 13, in order to demonstrate this point. It is 

important here that without the exemplified aspects of the Nordic model, the research 

conducted in the two programmes would have been hard to fulfil or would not even have been 

initiated. 

As demonstrated in Case 8, the involvement of union and representative structures were 

important preconditions for the change and innovation processes initiated in VC 2010 and ED 

2000. In addition, it has contributed to enhanced knowledge and competences among the 

involved participants from union and representative structures. It has also contributed to 

changes, new roles and practices among the involved participants. Examples of such 

outcomes have been presented in Cases 7 and 8. 

2.15 Norwegian experiences 

Efforts to utilise participation in change and innovation has been emphasised throughout this 

publication. Here the previous case presented above will be utilised to shed light on some 

particular Norwegian experiences. 

According to the experiences at IRIS, change is produced through close linkage with the 

union, as a legitimate representative of the different interests and obligations present in the 

work force in a specific enterprise. The case above illustrates how an international 

management concept was integrated into the representative system and local traditions for 

participation, in order to initiate change processes. Additionally, it illustrated how change 

activities were incorporated into the existing operative structure of the organisation by linking 

these activities to the existing representative structure based on the Nordic model of 

collaboration as well as local traditions for its application. 

In another case (Case 3) an effort to create arenas in order to integrate employees in creative 

processes to promote innovation was encouraged, as presented previously. Suggestions were 

made to enterprises to create arenas among employees at different levels in order to make 
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them creative and produce variation to choose from. The basic idea was that such arenas 

should encourage the shaping of new business opportunities in addition to the already 

established core business of the operating enterprise. Employees should also incorporate new 

business opportunities into the existing organisation, widening the range of variations and 

strategically chosen alternatives as part of daily operations. Enterprises should expand their 

business into new possibilities making them less vulnerable to changes in their core business 

activity. The idea was that employees should contribute to the expansion of their work place 

activities as well as new business opportunities for the enterprise, and thereby strengthen the 

competitive advantage of the whole enterprise. In this last case, lack of necessary structures 

(procedures, codes, culture, duties and obligations) are assumed to be one important factor 

behind the inability to create such arenas among employees in order to promote innovation in 

enterprises (collaborative intrapreneurship). Lack of required structures and system 

requirements related to these arenas made it impossible even to get the participants to imagine 

and be conscious of such arrangements as opportunities for participatory change and 

innovation activities. Systematically creating variations and making strategic selections based 

on active participation from engaged employees in such arenas thus stayed as fictions among 

those involved. The lessons to be learned indicate that innovation activities involving 

participation from employees as intrapreneurs requires structures and systems not yet fully 

identified and elaborated.  

In the case presented above (Case 13), globalisation presented itself through the introduction 

of an international management concept, Total Quality Management (TQM). A corporate 

adjustment and identity was created in order to make a strong local linkage with the original 

concept. This local linkage was strengthened through collaboration with research, when 

several further developments of this international management concept were performed. The 

following list indicates some of this developments, local adjustments and linkages performed 

through collaboration with research. 

a) Broad participation was essential in the original TQM concept. There was no room for 

union or representative participation in the original design of the concept, but this was 

changed by giving union representatives an essential role in the way the development 

activities were initiated and introduced into the organisation. 

b) Arenas designed according to the main agreement, laws and regulation essential in the 

representative system were utilised to link TQM practices and specific developmental 

activities to the organisation. This ensured a strong linkage to local traditions for 
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collaboration between employer/employees. It made the introduction legitimate, 

adequate to the operative needs, encouraged broad participation by individual 

employees, etc. 

c) Collaboration with research prevented impressions arising that the TQM process was 

driven by the self-interests of consultants and management/owners. As researchers had 

no specific solution to sell, participants were invited to shape the basics of the 

corporate version of TQM and thereby framing the basic conditions together with 

research. This was ‘real’ participation, and contributed to avoid the impression of fake 

or weak participatory practices and enterprise democracy. 

d) Union representatives locally took an active part and prominent role in different 

change activities. 

e) The social partners at the central/national level were actively involved in order to back 

the activities and practises at the local enterprise and network level. 

f) Suppliers, customers and the surrounding local community were seen as part of the 

whole initiative. A kind of local corporate social responsibility (CSR) was staged by 

the main enterprise itself. 

The bullet points presented above are all closely linked to the Nordic model of work life. 

Participation, systematic and ‘real’ involvement, linkages to the representative system and 

systematic linkage between local and central representatives are all essential in this model. 

This is an essential aspect of making change and development incorporated into the operation 

of the organisation. Thus, according to the concept of integrated innovation, this case 

illustrates the incorporation of change and development into operative practices of an 

organisation. 

Case 13 does not however illustrate specific challenges facing radical change and more 

innovative practises in an organisation. Not surprisingly, most of the change activities were 

minor changes in daily operations, with little or no creativity or innovative characteristics, at 

least according to the conceptualisation and discussion previously in this contribution. There 

was no systematic creation of variation and no strategic selection to be made between such 

alternatives. Although strategic selections had to be made between various improvement 

projects, these improvement projects were identified among existing operations. No creative 

and innovative activities were conducted based on the systematic creation of variation to 

choose from in order to create new business opportunities. Case 13 thereby does not articulate 
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the specific possibilities and challenges facing participatory innovative activities in an 

organisation. 

Case 3 illustrates a project that was launched in a network setting, aimed at giving specific 

individual actors responsibilities in promoting development in enterprises based on a 

supportive network structures. They were named internal change agents. This was initially 

intended to be part of a broader project aimed at shaping internal arenas for change and 

innovation. These arenas were supposed to be based on broad participation, as well as close 

linkages to already existing participative structures. Additionally they were to be linked to 

network collaborative structures among enterprises. These network collaborative structures 

were also intended to be supportive to the internal change and innovation arenas in each 

enterprise. 

The new arenas were intended to face challenges that would emerge when radical change and 

innovation activities were to be the major focus. Researchers were engaged in the creation and 

introduction of some basic ideas of how such arenas could operate, that is under what 

conditions regarding communication, collaboration, engagement and the balancing of 

individual interest. This was seen as some essential element in participatory innovation 

closely linked to local tradition and practices conceptualised as the Nordic model. One of the 

arguments made was that these arenas could be ways of utilising local and Nordic work life 

arrangements and experiences, in facing global change and innovation challenges. 

Enterprises and networks presented with these ideas responded with disinterest. One possible 

reason behind this disinterest could be the lack of elaboration of system and structural 

requirements such as roles of conduct, codes, norms, duties, responsibilities and possibilities 

that are required in order to make such innovative and creative change arenas function. Lack 

of definite resources and financing of such arenas could be another possible explanation for 

this disinterest. Additionally, researchers could not exemplify specific experiences with such 

arenas from comparative practices to build upon. In order to gain engagement in such piloting 

activities, our experience is that enterprises practice risk aversion, specifically when such 

piloting are linked to ‘soft’ issues. It could also be that this initiative lacked sufficient 

evolvement of integrated innovation practise in order to encourage systematic ways of 

conducting radical (and risky) changes. 

Although cases in our contributions (as in Case 13), illustrate the possibilities of utilising a 

Nordic model and local practises of work life systems and structure, in order to promote 
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change and improvement, this does not account for the potential at a general level to utilise 

this model for similar purposes. Demonstrating this utilisation in Case 13 shows that such a 

possibility exists as a model. The existence of such a model and its possibilities provide the 

opportunity that it can operate as a critical point of reference to be utilised in other contexts, 

as has been the case in the SIN network (Case 12).  
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III Innovation, work place, networks and 
coalitions 

This section has seven contributions. They are diverse selections of experiences and 

discussions based on particular contexts. The point of this section (and the next) is to present 

a multitude and diversity of issues and experiences that are closely linked in different ways to 

the core chapter (II.1), as well as the other contributions in the previous section. Thereby the 

variety of links and discussions, closely related to the main topics in the core issues of 

integrated innovation previously outlined, is presented. 

In presenting the chapters we start with an example of coalitions, then work place and 

network experiences are touched upon. We end with two chapters. One is giving theoretical 

and practical experiences of workplace teams (basic and extended) and partnerships as 

essential features of work organisation and integrated innovation. Another, a theoretical 

contribution, discusses organisation theory and action research. The two last chapters have 

wide implications for most of contributions in this section, as well as the overall publication. 

Chapter III.1 “A Practical Normative Approach to Development – Some Initial Experiences 

With VRI Processes in the Agder Region by Roger Normann, James Karlsen, Hans Chr. 

Garmann Johnsen and Jens Kristian Fosse is a contribution from a neighbouring region to the 

one where research at IRIS has been conducted, the Agder region. This region constitutes two 

counties (the Agder counties), as is the case with the research linked to IRIS. Close 

collaboration between researchers in these two regions has given several important outcomes. 

Learning and knowledge acquisition across research communities has been important. 

Collaboration in the field of action research has been another important outcome of the close 

links between these research communities. Comparisons between the experiences, reflections 

and theoretical perspective elaborated in the two research communities have been exchanged. 

Common knowledge bases have been generated. 

The current chapter presents experiences at a coalition level where to counties in Norway (the 

two Agder counties) participate. Collaborative practices at a coalition level is investigated and 

critically reflected upon.  

In the chapter an account of the context and background for three research programmes (ED 

2000/VC 2010/VRI) are given. This context presentation illuminates important aspects of the 

coalition structure that IRIS has been linked to as well. Institutional and systemic processes 
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regarding smooth transfer of coalition from VC 2010 to new collaborative challenges in the 

new research programme (VRI) is addressed as something remarkable. It is characterised as a 

new and unexpected experience. Comparatively the complexity of evolvement in ED 2000/ 

VC 2010 is something significant also in the IRIS region (DCHR). In the IRIS region this 

complexity and the diminishing of cross county collaboration has on the other hand proved to 

be quite different from the collaborative experiences at this level in the Agder region. 

The expansion and increased complexity of VRI seems in some way to be contrary to system 

complexity reduction as a strategy for system survival addressed by Luhmann (see chapter 

II.1). On the other hand this could imply that system requirements will be harder to fulfil in 

the future of VRI. What will be the case is yet to experience. 

In the VRI process a shift from static system government to process dynamic governance and 

the new regionalisation is addressed as an important issue to consider. The contribution of 

action research and governance is argued as the most important causes behind the ease and 

fitness of the processes of launching VRI. 

Chapter III.2 “Workplace Innovation: Bridging Knowledge and Practice by Rosemary Exton 

and Peter Totterdill” builds on cases in the National Health Service (NHS) where UKWON 

has been involved. It focuses on work place innovation involving employees, partnership and 

the development of social capital. Participatory teamwork is a core principle of the day-to-day 

working life. A patient-centred case model as sustainable work place innovation in the NHS is 

outlined. Additionally a model of employee engagement is elaborated where three levels of 

collaboration are presented; one partnership arena, one internal development coalition and one 

level engaging employees in communities of practice. Here the considerations on 

collaborative arenas are somewhat differently applied, than in the context of research at IRIS, 

which makes some interesting comparative possibilities. 

The discussion in the chapter distinguishes between a ‘high road’ of change where long-term 

innovation seeks a win-win outcome for management, employees and other stakeholders. This 

is distinguished from ‘low road’ change often chosen by politicians and health service 

managers governed by short-term cost cutting measures. In the ‘high road’ of change 

communicative competence becomes important. An approach labelled ‘Forum Theatre’ is 

presented as a way to increase competence at the work place level among employees. 
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In lessons learned, the importance of ‘champions’ with entrepreneurial skills is emphasised. 

Challenges facing the modernising work organisations in Europe for individuals, employers/ 

employees, trade unions/employers organisations and intermediate bodies are listed. 

Chapter III.3 “Promoting regional innovation through healthy working centres in South East 

England by Anne-Marie McEwan and Richard Ennals” presents new ways of working and 

new work organisations based on the concept and practice of Healthy Work Centres (HWC). 

The intention is that work should be close to home, with a reduction in commuter travel, and 

shared premises for employees of different employers, in both public and private sectors. The 

cases in the previous core chapter (II.1) were based on enterprises located in the private 

sector. This creates an interesting possibility to compare experiences regarding innovation in 

work organisation both in the public and private sector. This opportunity has been weakly 

addressed in the two research programmes that the research at IRIS has been embedded in, 

ED 2000 and VC 2010. 

The discussion in the chapter gives an account also of the experiences and approaches to work 

organisation in EU. Comparisons with the UK, as well as the Nordic countries, are 

highlighted. This makes the comparative potentials with the previous experiences and 

discussion in the core chapter (II.1) even more interesting. Here seems to be an important 

source for future elaborations. 

Chapter III.4 “Reverse Intergenerational Learning: a missed opportunity? by Carol Baily” is 

addressing issues closely connected to chapter IV.2 (“Virtual Links: intergenerational 

learning and experience sharing across age divides and distances by Anne Inga Hilsen and 

Richard Ennals” page 343). They both direct attention to age and generation differences. 

While chapter IV.2 placed in section IV, the current contribution (III.4) is located in section 

III. The reasons behind the different locations of the two contributions, is linked to the way 

the current contribution raises important questions regarding networking possibilities utilising 

ICT. In chapter IV.2 more emphasis is placed on knowledge generation and transfer of 

knowledge, important issues addressed in debates on the knowledge economy. 

The utilisation of ICT presented in the current chapter can have different preconditions 

regarding variations in competence and experiences between generations. In the current 

chapter it is argued that the younger generations living in a virtual reality experience are 

happier working as team members in this ICT born world than the older generations. As each 

generation brings different preconditions and expectations regarding work, they also possess 
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different attitudes and capabilities. This can have significant impacts on work conditions, both 

among employees in the same generation, as well as between generations. Reverse 

intergenerational learning has implications beyond ICT. 

Chapter III.5 ““You should not underestimate the importance of relations…”. Linking 

science, capital and business in commercialising knowledge by Lene Foss and Mette T. 

Solnørdal” presents experiences regarding how personal relations based on trust and co-

operation affect the connection between institutions in linking science, capital and business. 

Collaborative arrangements are here illustrated at a specific individual and relational level. 

Based on a narrative presentation, this chapter gives an insight into the ‘real’ world and how 

things are actually happening. In this case material one gets closer to the individual people 

interacting in actual processes of networking to facilitate innovation, than in any of the other 

cases presented. Additionally the science/university, finance and commercial business 

relations are presented and discussed thoroughly. This chapter gives a different perspective on 

many of the networking processes illustrated and discussed in chapter II.1, and the case 

material presented there. 

There is an interesting identification and empirical illustration of the independent science 

focus on the one hand, and the economic commercialisation of science on the other. The 

discussion narrates how this dilemma is acted out and solutions created in order to cope with 

these challenges. A similar discussion on dilemmas conducting action research is discussed in 

chapter IV.5 on the role of universities in regional development and in chapter II.1on 

dilemmas conducting action research. 

There is an extensive discussion and illustration on how personal relations shape stable 

institutional relations. Crucial in the empirical example is the interplay between personal 

relations and institutional stability/linkages. Institutional stability and maturing of 

relationships lead to systemic processes (developing solid network structures, see chapter II.1) 

that can insure long time collaboration. This is comparable to the dialogue-interaction and 

system-structure duality discussed previously (see chapter II.1). 

Issues of science and commercialisation presented in this chapter also relate to the innovation 

dilemma, where too close connections, as well as too much trust, can inhibit innovation. Here 

is an aspect of the innovation dilemma discussed previously in chapter II.1 that is important to 

consider and investigate further. 
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Chapter III.6 “Integrated Innovation in its Organisational Context by Peter Totterdill” takes 

an account of the work organisation as a focus for integrated innovation. Work organisation is 

to be regarded as a reflective process, not an end state. In connection with this argument, a 

distinction between a ‘high road’and ‘low road’ of work organisation as a condition for 

integrated innovation is presented.  

In the “Hi-Res” project, which the chapter refers extensively to, the distinction between high 

and low road was utilised to analyse and compare hundreds of case studies, in order to 

analyse concrete experiences of organisations throughout Europe as they struggle towards 

change. Although an important distinction, it still raises some ambivalence. The same tools 

and instrumental practices were found to prevail in both approaches. On the other hand, on 

features such as dialogue and participation, there were significant differences between the 

high and low road approach. 

Slack is regarded as an important aspect of change and innovation (see chapter II.1 for similar 

discussions and exemplification through case material). Teams, participation and partnership 

are also discussed and analysed as important issues regarding integrated innovation. 

Section III ends with the Chapter III.7 “Leadership – An Action Research Approach by Nazir 

Walji”. This chapter presents important aspects in current theoretical debates on organisations 

and leadership. As an overall approach social constructivism and post-modernism are 

presented and critically reflected upon. The critical review takes account of the ontology of 

critical realism. Reflections are linked to some current debates on leadership and 

organisational theory. 

Integrated into the reflections on leadership/organisational theory is a discussion of action 

research (AR) and participatory action research (PAR). Emphasis is given to the ‘same’/ 

’other’ distinction. A distinction between rational and reasonable is also presented. Important 

contributions are added to the discussion made elsewhere in the publication (see above). 

A thorough definition of stakeholder is given in the chapter. The notions of stakeholders are 

important in many different respects throughout this publication. In the current chapter this 

notion is defined and important references given (see chapter III.6 page 296). 
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III.1. A Practical Normative Approach to Development – 
Some Initial Experiences With VRI Processes in the 
Agder Region by Roger Normann, James Karlsen, Hans Chr. 
Garmann Johnsen and Jens Kristian Fosse12 

3.16 Introduction 

Research and development initiatives, originating in what broadly can be labelled the 

Scandinavian tradition of work-life research, have a long history in the Agder region. The 

Industrial Democracy Project, where Fred Emery and Einar Thorsrud, among others, worked 

to redesign work organisations in several field experiments including Hunsfos Pulp and Paper 

Mill in Vennesla municipality (Vest-Agder County) in the 1960s, is the first noticeable 

example (Emery and Thorsrud 1976). It was however not until some decades later that 

researchers permanently working in the Agder region got directly involved in this research 

tradition. In the mid 1990s researchers from Agder University College together with 

researchers from Agder Research worked on a new national programme called Enterprise 

Development 2000 (ED2000). In 2001, this research and development programme was 

succeeded by the Value Creation 2010 programme (VC2010). Now, in 2007 Agder is facing 

its third cycle of participation and learning in research and development programmes 

originating from the Scandinavian tradition of work-life research, through the new VRI 

programme13. 

The most novel aspect of the VC2010 programme, compared to its preceding programmes, 

was its emphasis on regional interaction and co-ordination. One of the central methodological 

characteristics of the VC2010 programme was to set up regional development coalitions, 

partnership like structures that were supposed to co-ordinate and oversee development and 

research activities that involved multiple actors in the region. This was something that 

represented a new experience both for researchers and regional stakeholders involved in the 

                                                

12 This paper was presented at: Action Research Conference: Making the “Practical Turn” Practical: 
Collaboration across nationalities, professions and varieties of action research Oslo, September 10th - 12th 
2007. 

13 Policy instruments for regional R&D and innovation. 
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work. In Agder this initiative worked reasonably well for a period of two years, later the 

project entered into a negative spiral of events that eventually led to a conflict between some 

of the actors in the development coalitions, as well as the researchers (Johnsen and Normann 

2004; Normann 2007a). 

Reflecting from our own participation from the search conferences leading up to VRI, it 

seems that Agder has had a process characterised with much consensus, and a relatively low 

conflict level, in its journey into the new VRI programme. Many of the issues and challenges 

that regions that sought to participate in VRI has been met with probably stems from some of 

the complexity that was created when the three programmes “Kompetansemegling”14, 

“Næringsrettet Høgskolesatsing”15 and VC2010 merged into the new VRI programme. In 

addition to this the new VRI programme was supposed to be governed by a regional 

partnership or steering group, whose strategies were to be prioritised and anchored in regional 

development plans and strategies originating from the counties. This meant that the VRI 

application process in Norway would represent the start-up of many new collaborative 

patterns, and revitalisation of some old ones, both within counties and as county crossing 

projects.  

Such a process requires regional role clarification and co-ordination, in order to succeed with 

the task of producing an application that involves the relevant actors and institutions in a 

meaningful way. Given the time available between the VRI project description and the 

application deadline, the role clarification and co-ordination processes had to be done with 

some speed. The relatively smooth transition from VC2010 to VRI in Agder is on one hand 

something of a puzzle. The regional development coalition had, during the course of the 

VC2010 project, been trapped in a large conflict that almost derailed the whole project. Based 

on these experiences, one could have expected that regional stakeholders would be very 

hesitant in returning to a similar journey, involving by and large large the same group of 

researchers. This has not been the case, the process has been characterised with much 

enthusiasm and anticipation. This paper offers some reflections on why this has been the case. 

                                                

14 Competence broker program with the aim of diffusing R&D knowledge from academia into firms. 
15 Enterprise oriented university college programme. 
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3.17 Research Question 

This paper discusses the types of institutional and systemic processes that could be relevant 

for understanding how the VRI process has unfolded in the Agder region. We discuss two 

different explanations.  

The first explanation is that the region and its actors and institutions through working with, 

and reflecting on, experiences from two subsequent Action Research programmes has 

internalised and familiarised itself a ‘Mode-2’ (Gibbons, Limoges, Nowotny, Schwartzman, 

Scott, and Trow 1994; Nowotny, Scott, and Gibbons 2001) type of research and development 

activity, and that the type of learning this represent is a central explanatory factor for 

understanding the successful establishing of a VRI project in the Agder region. Thus we ask 

what impact action research has had on the perception of development work, involving both 

researchers and practitioners in the region. One obvious explanation is that regional 

development coalition participants become more used to working with researchers in these 

types of projects, and that researchers are more sensitive to practice, and more experienced in 

their interaction with practice, and subsequently that new collaborative patterns between 

research and practice have emerged. 

The second explanation relates to the systemic characteristics of the region. With regional 

governance and regionalisation processes, meta-steering of the governance network is 

important, in order to understand why complex programmes such as VRI can be set up, with 

consensus from most of the involved parties (Normann 2007a). We ask to what extent 

informal and formal aspects of the emerging regional governance systems have been able to 

facilitate and handle challenges that the development of the new VRI programme has 

represented. This paper therefore reflects on and discusses two different assumptions or 

explanations to this, which we have labelled: 

(1) The effects of Action Research 

(2) Regional Governance in practice 

The ambition of this paper is not to construct an antagonism between these two sets of 

explanations, but rather to view them as complementary and potentially enriching. Based on 

this we ask the following: 

How can the relatively high level of consensus in establishing a VRI project in the 

Agder region be explained? 
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There are significant methodological and empirical difficulties involved when we try to 

construct a discussion that aims of explaining social phenomena that are of such a complex 

nature as those outlined here. Our approach will refer to reports from researchers, most 

notably Bjørn Gustavsen, who over the years has followed events and developments in the 

Agder region closely. In addition to these contributions, both the ED 2000 programme and the 

VC2010 programme have been evaluated by external evaluators. Also our assessment rests on 

our own writings relating to the developments in the Agder region. 

3.18 Some of the Core Ideas Within the Action Research Programmes  

Central to the development and research work done within the framework of the ED 2000 

programme was the focus on the normative and instrumental aspects of improvements in the 

work organisation and business development area. That is to say that both participative and 

productivity aspects were emphasised (Gustavsen 1998b: 2). Even though business network 

development and work was an important component in ED 2000, the core activity was 

enterprise-internal development activities, where researchers and practitioners collaborated in 

tripartite arrangements in order to realise development aims. The succeeding programme, VC 

2010, kept on to this development ambition but also expanded the research focus to adept to 

the emerging regionalisation paradigm that swept over Norway in the late 1990s, a paradigm 

that still is an important force in many local and regional processes. VC 2010 in this view, 

both represented and expansion and a increase in the level of complexity compared to ED 

2000, in the sense that more actors become involved and that more ‘types’ of development 

and research projects became relevant. Many of the modules across Norway, including Agder, 

struggled to integrate the three levels; business, network and regional strategy, in their work. 

This was something that probably contributed to Technopolis’ assessment in their national 

mid-term evaluation of the VC 2010 programme, to argue that VC2 010 is too broad to be 

practical (Arnold, Muscio, Nählinder, and Reid 2005). The succeeding programme VRI does 

not represent an implementation of Technopolis recommendation, as the VRI programme 

involves even more actors, institutions, and project activities than VC 2010 ever did. This is 

briefly illustrated by the figure below. 
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Figure 1: Some Action Research programmes present in the Agder region linked to the 
Scandinavian work-life research tradition 

 

The most novel aspect of the transition from ED 2000 to VC 2010 was the strengthening of 

the regional focus and the establishment of regional development coalitions, where most 

members apart from the social partners, represented public institutions and thus had little 

direct interaction with enterprises in the region. A core research topic in ED 2000 was: “how 

to organise for innovation”. Research from ED 2000 pointed in the direction of establishing 

and working with development coalitions as arenas that could facilitate and support local 

innovation and development processes. In VC 2010 the development coalition became 

associated with the regional level. Two white papers from two different governments, 

Stoltenberg I government (St.meld.nr.31 2000-2001), and Bondevik II coalition government 

(St.meld.nr.19 2001-2002) set the ‘tone’ for increased emphasis on regions and regional 

partnerships in local policies: 

The government emphasises that the actors in the regional partnerships shall have real 

influence on the arrangement of the strategies in the regional development programme. 

In a way, that regional development becomes a shared responsibility between the 

different actors. To strengthen the regional partnerships the government will also 

consider increasing the allocations to the regional level within the different state 
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sectors? This is also in accordance with the main principles of the governments 

modernisation work (St.meld.nr.19 2001-2002)16. 

A second important influence behind the new focus on regions, network, and partnerships 

stems from policy recommendations implicit in regional development concepts such as 

clusters, triple-helix, learning regions, regional innovation systems etc (Gustavsen 2002: 5; 

Normann 2007a).  

Such a rationale is more difficult to identify when we explain why VC 2010 naturally 

transformed into VRI. It is more difficult to identify research from the VC 2010 programme 

that recommends an expansion of the VC 2010 programme. To our knowledge, research 

findings from the VC 2010 programme do not indicate a particular need for expanding the 

programme, in the sense of adding to the existing complexity. Also the recommendations 

made by the evaluation of the VC 2010 programme (Arnold et al 2005) went in the direction 

of making the programme less rather than more complex.  

It therefore seems reasonable to assume that VRI is more a result of pragmatic policies and 

necessary compromises at the national research policy level, than actually driven or even 

supported by research done within the framework of the VC 2010 programme. This is not the 

same as saying that VRI will not succeed or produce valuable knowledge and support local 

innovation processes. Neither do we say that considerations of local experience have not been 

made in setting up VRI, for instance a series of dialogue conferences was conducted in all of 

the counties where local actors where invited to give their input. It does however seem 

obvious that project complexity has increased with the transition from VC 2010 to VRI. This 

complexity undoubtedly and significantly challenges both practitioners and researchers 

involved.  

However, the transition does also represent necessary and, from a research 

perspective, interesting, institutional changes. First, in VRI the counties are more clearly 

given a role in leading and steering the regional development work, which was an issue that 

caused much of the conflict in VC 2010 Agder. Second, direct enterprise representation is set 

as a criterion. Third, the universities and university colleges have become more directly 

involved. Fourth, changes in research organisation have also been made. In VRI, it has been 

                                                

16 Translated from Norwegian. 
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possible to make two applications, one for activities and one for research. Although the 

regional partners form a steering committee, this also gives researchers some autonomy.  

In this sense VRI represents what could be a very interesting continuation of programmes 

under the umbrella of the Scandinavian tradition of work-life research and action research. 

3.19 Regional Governance 

It is difficult to make sense of current regional policy-making, implementation, and 

development processes within certain policy areas, without a theory and understanding of 

regional governance. As Eva Sørensen and Jacob Torfing, from the Centre for Democratic 

Network Governance at Roskilde University, have written, governance-network research aims 

to fill the gap between the political system’s self-description; government and its actual 

workings; governance (Sørensen and Torfing 2005).  

Regional governance network theories are in this sense practically and empirically oriented 

theories. However, emphasis on governance theory is not the same as saying that governance 

has taken over government, or that governance is the only relevant method or theory for 

understanding current regional polices and development processes. Governance and 

government, as in representative democracy, are two parallel systems that stand in an 

interactive, reciprocal, and interdependent relationship. As it is perceived, one could argue 

that representative institutions provide the legitimacy of democratic institution to the overall 

steering system, and that the governance network system provides the expert knowledge and 

the technical capability to implement policies and development plans (Normann 2007b). 

Governance is a phenomenon that comes in many different sizes, shapes, and variations. 

Representative democracy and governance networks therefore constitute a complex and 

diffuse institutional landscape that now characterises the politico-economical systems of the 

region (Normann 2007a: 245). Consequently, looking at this system from only one 

standpoint, or through one perspective, will limit our understanding of how many regional 

development policies and processes in practice occur.  

Because of this, it is also difficult to precisely define what a governance network is. It is easy 

to give either a too narrow definition that excludes too much, or give a definition that is too 

wide and that includes too much. One way of conceptualising governance is the following: 

1) institutionalised work towards specific development aims; that 2) involves actors 

originating from more than one institution and sector; and that 3) not formally is a part 
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of but has an direct relation to public administration either trough funding, 

participation, or policy (Normann 2007b: 6).  

This means, for instance, that a network that involves only private firm participation, that 

works without any form public support, participation, or funding, towards improving shared 

business goals, would not qualify as a governance network, but this then would be a business 

network. The recent and massive growth of different types of regional governance institutions 

should be seen as part of ongoing regionalisation processes.  

Over the last decade what should be understood as regionalisation processes have picked up 

much momentum in Agder, just as it has in the rest of Norway. Such processes are 

theoretically often conceptualised as a shift from ‘old’ regionalism to ‘new’ regionalism 

(Veggeland 2003; Wallis 2003; Note 2005). Simplified ‘new’ regionalism, contrasted to ‘old’ 

regionalism, builds essentially on the following sets of assumptions and normative ideals:  

1) A shift in focus from government; old regionalism is essentially about government, 

to governance; establishing vision and goals, and setting policy to achieve them 

through cross-sectoral governing coalitions.  

2) A shift in focus from structure; structural alternatives such as city/county 

consolidations, creation of urban counties, the formation of special purpose and multi-

purpose authorities, to process; such as visioning, strategic planning, resolving 

conflict and building consensus.  

3) A shift in focus from the closed; to clearly demarcate the region in terms of 

boundaries and jurisdictions for growth, service delivery, job markets, to the open; 

open, fuzzy or elastic boundaries.  

4) A shift in focus from co-ordination; through e.g. a regional authority with powers 

to determine the allocation of resources to units of government within its boundaries, 

to collaboration; voluntary agreement among equals.  
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5) A shift in focus from accountability; legitimacy of co-ordination secured through 

procedures of accountability, to trust; trust as a binding element in relations among 

regional interests17.  

6) A shift in focus from power; power as a zero-sum game, so the power to govern 

must come from units of government above and below, to empowerment; engaging 

nonprofits and for-profits in governance decisions that were once treated as the 

domain of the public sector alone. Rather than assuming a zero-sum game, employing 

empowerment is based on the assumption that new interests bring new energy, 

authority, and credibility; in short, it grows power or capacity in order to move a 

regional agenda (Wallis 2003).  

The Agder region deserves attention, as one of the regions where such regionalisation 

processes are most successful in Norway (Ullern 2005: 16), and as a manifestation of a 

successful regionalisation process that other Norwegian regions should use as a role model 

(Selstad 2005). Proponents of the recent ‘new regionalism’ movement have suggested that 

voluntary local measures and interlocal cooperation can be effective substitutes for centralized 

control (Note 2005: 2292). Veggeland suggests that new regionalism is based on a historical 

empirical claim that the “region” has become the “melting pot” which national states political, 

economical, and cultural development rests on, and furthermore that the normative bias of the 

“region” should be put in the centre of a sustainable and democratic policy (Veggeland 2003: 

134). 

In the wake of changes in energy laws and the liberalization of the energy market in 

the Nordic countries, a long range of municipalities in Norway started a process in the last 

half of the 1990s that involved both the reorganisation of enterprises owned by the 

municipalities, (turning them into limited companies), and reorganisation of ownership. In the 

municipality of Kristiansand such a process happened when KEV (Kristiansand Energiverk) 

was established in 1997 as a publicly owned limited company. This company merged with 

two other hydro electrical energy companies, Vest-Agder Energiverk and Aust-Agder 

                                                

17 This point need not be confused with the emphasis laid on accountability in New Public Management 
reforms. The focus of NPM has been mostly on managerial accountability, that is the obligation to provide an 
account for one’s actions to those in superordinate positions of authority, but very scarce attention has been 
givern to political responsibility in NPM. It is argued that NPM often is associated with ambiguity in political 
responsibility, and that this ishould be compensated with more effectiveness and efficiency (Christensen & 
Lægreid 2002: 110).  
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Energiverk, into Agder Energi AS in 2000. The municipality of Kristiansand owned 27.8% of 

the stocks in this new company, while the rest of the stocks were owned by the other 

municipalities in the Agder region. In June 2001 the City Council in Kristiansand decided to 

sell its shares to Statkraft Holding AS (a state owned energy company), NOK 1 440 million of 

these funds was used to set up the Cultiva foundation. The other municipalities in the Agder 

region entered into similar arrangements and The Competence Development Fund of 

Southern Norway (CDFSN)18 (covers the municipalities in Vest-Agder County) was set up 

with NOK 595 million and a similar foundation was set up in Aust-Agder County with NOK 

270 million. Developments such as these led the former the work- and administration minister 

Victor D. Norman19, to describe the public sector in the Agder region as the most innovative 

in Norway (Sydspissen 2004). 

It is however worth noting that although the governance system in the Agder region is 

given flattering mention by external observers, it is flattering in the sense of being able to 

realising set goals. The regional governance system in the Agder region is a very effective 

system of governance. It is however a system that has not performed to its potential when 

other normative standards are applied, for instance using participative and democracy 

standards, for a discussion see Normann (2007a). 

3.20 Action Research programmes in the Agder Region 

The Agder region has captured the interest of those overseeing developments within the ED 

2000 and the VC 2010 programmes. Each of the programmes has been evaluated, and each of 

the programmes has been commented upon in various publications by external and internal 

project researchers. We here use the following sources to compare the various assessments 

and comments that have been made relating to the two Action Research programmes relating 

to the Scandinavian work life research tradition in the Agder region: 

Enterprise Development 2000:  

• “Development coalitions in working life: the "Enterprise Development 2000" 

programme in Norway”. Research publication edited by Bjørn Gustavsen, 

Tom Colbjørnsen, and Øyvind Pålshaugen (1998). 

                                                

18 Sørlandets Kompetansefond. 
19 Representing the Norwegian Conservative Party. 
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• “Benchmarking of Enterprise Development 2000: an impact evaluation and a 

comparative analysis of programme design”. Evaluation report edited by Bo 

Oscarsson (1999). 

• “Creating connectedness: the role of social research in innovation policy”. 

Research publication edited by Bjørn Gustavsen, Håkon Finne, and Bo 

Oscarsson (2001). 

Value Creation 2010:  

• ”Mellom tekst og virkelighet: Samarbeid om utvikling mellom bedrifter og 

forskning”. Research report edited by Bjørn Gustavsen (2002). 

• “Bedriftsutvikling og regionale partnerskap : Erfaringer fra Verdiskaping 

2010”. Research publication edited by Bjørn Gustavsen (2003).  

• “Mid-Term Evaluation of the VS2010 Programme: A Report to the Research 

Council of Norway”. Evaluation report by Erik Arnold, Alessandro Muscio, 

Johanna Nählinder, and Alasdair Reid (2005). 

The common dominator between the different modules, or regional milieus, that have been 

involved in running the various projects over the years has always been a focus on the 

relational and learning aspects of development, most often relating to various types of work 

organisations, but later also in various types of networks and partnership like structures. Apart 

from this, pluralism both theoretically and practically is probably the most precise description. 

Given such variety, the different regional modules have described themselves in various ways 

during the years.  

Some of the interpretations of the Agder module over this period are briefly summarised in 

the table below. The aim of doing this is not only to identify what the core of the Agder 

modules work is, and has been, but also to provide the background for the question posed in 

this paper, which is why the VRI processes in the Agder region seemingly worked reasonably 

well in the initial phase. 
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Table 1: Discourse excerpts from the development of a module (I) 

Programme 
Outside views/ 

Programme descriptions 

Self-description/ 

Module descriptions 
Comment 

ED2000, from: 

“Development 

coalitions in 

working life : the 

"Enterprise 

Development 

2000" program in 

Norway” 

(Gustavsen et al. 

1998). 

Agder explores the managerial 

side of the development issue 

(Gustavsen 1998a: 146). Agder 

introduces ‘the globalization 

issue’, while it focuses on the 

local capacity for learning and 

innovation (Gustavsen 1998b: 

18).  

Emerging local challenges 

posed by decisions made in 

settings external to the region is 

exemplified by the radical 

downsizing plans made by the 

Swedish Ericsson concern 

(Knudsen 1998: 23-4). The 

major goal was to enact local 

learning processes countering 

the global threats. Participation, 

work-democracy and 

involvement is crux to realise 

such ambitions (Knudsen 1998: 

33). 

 

Large degree of 

consensus relating to 

how the modules 

practical and 

theoretical approach is 

to be understood and 

interpreted. 

ED2000, from: 

“Benchmarking of 

Enterprise 

Development 2000 

: an impact 

evaluation and a 

comparative 

analysis of 

programme design” 

(Oscarsson 1999). 

Agder address the field through 

process consultancy, action 

research, practitioner/academic 

intervention teams. The module 

focuses on organisational 

development, mentor 

leadership, theory building in 

practice, innovation, 

participative strategy processes 

(Oscarsson 1999: 9-10).  

“The Agder module considers 

it has achieved the main goal of 

the programme; to establish a 

milieu of competence in the 

area of organisational 

development, especially in 

those companies where there is 

a deep commitment to the 

general intentions of ED2000. 

[…] The activities on 

individual firm level has been 

quite successful, while the 

weakest point seems to be that 

the group has not been able to 

initiate networks between 

enterprises. The module 

concludes that they are not 

satisfied with their 

achievements so far but at the 

same time committed to go 

ahead” (Oscarsson 1999: 32). 

The evaluation report 

which is produced 

some two years before 

the end and two years 

after the start of the 

programme gives a 

relatively sober-minded 

assessment of the 

module. The 

complexity of this type 

of work has become 

clear at the same time 

as significant progress 

clearly is made.  
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Programme 
Outside views/ 

Programme descriptions 

Self-description/ 

Module descriptions 
Comment 

ED2000, from: 

“Creating 

connectedness : the 

role of social 

research in 

innovation policy” 

(Gustavsen et al. 

2001). 

In a book, which essentially is 

an expansion of the formal 

ED2000 evaluation, with 

contributions from each of the 

modules, are the modules asked 

among other things to reflect 

on the following topic and/or 

research agenda: “How may 

concepts, frameworks for 

comparison and international 

co-operation (benchmarking) 

be developed to facilitate an 

improved integration between 

Norwegian enterprises and the 

front line of international 

developments within areas like 

quality, logistics, product 

development, and the like?” 

(Finne 2001: 33).  

In their response to this 

question the Agder modules 

reflection is that in order for the 

single firm to face the 

challenges of globalization, the 

modules network perspective 

signifies that each enterprise 

cannot enter the global 

conversations alone. The 

enterprises should form larger 

communities, which should be 

bottom-up organised, 

communities of practice or 

development organisations 

(Knudsen & Johnsen 2001: 

188-9).  

In a book that in many 

ways marked the end of 

the ED2000 

programme is it natural 

that the editors also 

looked on how 

experiences from 

ED2000 could be used 

in new programmes. 

With reference to 

Agder answer they 

write this the 

development coalition 

is one of the answers to 

one of the central 

questions of the 

ED2000 program; how 

to organise for 

innovation (Gustavsen 

et al. 2001: 266-7). 
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Table 2: Discourse excerpts from the development of a module (II) 

Programme 
Outside views/ 

Programme descriptions 

Self-description/ 

Module descriptions 
Comment 

VC2010, from: 

”Mellom tekst og 

virkelighet: 

Samarbeid om 

utvikling mellom 

bedrifter og 

forskning” 

(Gustavsen 2002). 

An account of the enterprise 

and networks development 

projects that are reflects those 

given in module status reports 

and applications is given. After 

an recapitulation of Agder’s 

ED2000 history is it 

commented on that the Agder 

module now seems to 

emphasize the network level. 

And in particular the work that 

is done regarding the regional 

development coalition (Value 

Creation Alliance). It is stated 

that, at the time the text is 

written, this partnership is the 

most active partnership in 

Norway, along side the 

partnership in Nordland County 

(Gustavsen 2002: 42).  

None specific self-description 

or module description is given 

in this publication. 

Discusses the 

introduction of the 

regional development 

coalition as a result of 

changing state policies 

as compatible with the 

idea that sought after 

developments in 

relation to work-life 

and industry best is 

achieved if it is 

organised regionally. 

And that this is the 

background for 

regional development 

coalitions being a 

central component of 

VC2010 (Gustavsen 

2002: 4-5). 

VC2010, from: 

“Bedriftsutvikling 

og regionale 

partnerskap : 

Erfaringer fra 

Verdiskaping 

2010” (Gustavsen 

2003). 

It is concluded in the report that 

the idea of using regional 

partnerships as a tool for the 

realization of regional 

industrial policies has showed 

merit through VC2010 

(Gustavsen, Kaafjeld, Hansen, 

& Skulberg 2003: 55).  

In Agder self evaluation is it 

argued that the regional 

partnerships represents 

unfinished collaborative 

structures with unclear rules of 

the game and that this 

represents particular problems 

for VC2010 (Johnsen 2003: 

19). The lack of formal 

institutional anchoring and the 

non-authoritative way of work 

which are embedded in the 

dialogical, means that VC2010 

is dependent on the goodwill 

and behavior that are exerted 

by the partnership (Johnsen 

The experiences with 

partnerships in the 

Agder region are not 

commented specifically 

in the report, but only 

at a general level, that 

not specifically 

addresses the 

challenges posed by the 

contribution made by 

Agder.  
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2003: 22). 

VC2010, from – 

“Mid-Term 

Evaluation of the 

VS2010 

Programme: A 

Report to the 

Research Council 

of Norway” 

(Arnold et al. 

2005). 

The evaluation report came out 

critical of the set-up of the 

VC2010 project. It is for 

instance written that the 

programme is over inspired by 

past traditions and seems to be 

trying to do too much (Arnold 

et al. 2005: iii). 

Relating to the Agder region is 

it in the report stated that the 

one of the problems associated 

with the running the regional 

partnership stems from lack of 

skills in the research team. “It 

turned out that the skills base of 

the research team in 

organisational development did 

not equip it to deal with the 

political realities and struggles 

at the level of the regional 

coalition. Addressing these 

would require both political 

science skills and many more 

resources (including time) than 

the project had allocated” 

(Arnold et al. 2005: 15)20.  

The Agder module was 

probably one of the 

VC2010 projects that 

worked most with the 

regional partnership 

level, it was also the 

module that to the 

farthest extent divided 

its projects resources 

equally between the 

three levels; company, 

network, and coalition 

(Arnold et al. 2005: 

22).  

 

The ‘rationale’ in the transition from ED 2000 to VC 2010 can be read from of the 

publications cited in Table 1. However, based on the publications cited in Table 2, it is 

difficult to pin point how the Action Research experience contributed to the start-up of VRI in 

Agder. However, there are many indications that learning processes must have occurred 

among the practitioners, partnership participants, and within research team in order to make 

the VRI programme possible at Agder. For instance the following critical questions were 

resolved relatively swiftly and without much disagreement: (1) the regional stakeholders 

(partnership participants) early in the process agreed that Agder Research should be project 

co-ordinator. (2) Early and quick agreement on who the partnership ‘was’, and who should 

participate in the steering committee (even though some discussions relating to this has been 

postponed). (3) Developed early agreement on three priority areas, based on a joint action 

plan for the two Agder counties. Researchers that had been involved in setting up Action 

                                                

20 A discussion of actual events relating to the VC2010 project in Agder, can be found in Roger Normann’s PhD 
work: “Democracy in Development” (2007a), see also Hans Chr Garmann Johnsen and Roger Normann’s: 
“When Research and Practice Collide: The Role of Action Research When There Is a Conflict of Interest 
With Stakeholders” (2004).  
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Research programmes in the Agder region saw that many actors and institutions in the regions 

understanding of roles and division of labor between institutions had matured. For instance, 

the counties do not intervene in the ‘inner-life’ of research organisation, and the researchers 

do not involve themselves in questions concerning who shall and shall not participate in 

partnerships etc. 

These learning processes would not, and could clearly not, have happened without insights 

and reflections from VC2010 Agder. The regional partnership has noticeably matured in their 

understanding of their roles and the developmental possibilities and limitations. However, 

such learning processes that the phase of VRI Agder can be read as an indication of, do not 

represent the whole picture. Specific systems characteristics of the Agder region have 

probably also played a significant role. 

3.21 Action Research or Governance? 

The background for this paper was to explore into explanations concerning how the relatively 

the high level of consensus in the initial VRI phase in the Agder region could be explained. 

Elements relating to two sets of arguments have been explored in relation to this through what 

we labelled ’the effects of Action Research’ and through what we labelled ‘Regional 

Governance in practice’.  

The action research argument is that learning in some form has occurred with the 

stakeholders, involved participants, and researchers. We do not here use the term learning in 

the sense of formal learning but more as a description of the development of an 

understandings about the ‘what’s’ and ‘how’s’ relating to research and development work that 

involves both research based and practical knowledge. We believe it is fair to say that through 

the research programmes (ED 2000, VC 2010), a social learning process has taken place 

among the participants, both on an individual and a collective (partnership/coalition) level. In 

its simple form, learning could be defined as “…the process whereby knowledge is created 

through the transformation of experience" (Kolb 1984).  

In organisational theory and action research, this is often referred to as single-loop learning 

(Argyris and Schön 1996). Single-loop learning refers to the type of instrumental learning that 

changes strategies of action and behaviour, but proves to be incapable to question the 

behavioural strategies (or theory of action) that initially brought about the problematic 

situation. A more fundamental learning process is however possible. A double-loop learning 
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process refers to the feedback loops that connect the observed effects of action with 

behavioural strategies and governing values (Argyris & Schön 1996): 

“One kind of double-loop learning consists of restructuring values and fundamental 

assumptions built into an organisation’s theory-in-use, which includes its strategy, 

values, views of its environment, and understanding of its own competence.” (Argyris 

and Schön 1996: xxiii). 

In the Agder case, both the number of years and the scope of activities in the previous action 

research programmes have provided all participants with a shared base of experience from 

collaborative regional development. These shared experiences are the foundation of the 

learning that has taken place in the region. In addition, a high level of conflict and the conflict 

solving processes that followed, in particular in the case of VC 2010, resulted in reflections 

about e.g. roles, climate for co-operation, and communication between parties involved. In 

line with the double-loop learning process, the regional partnership was re-established on the 

basis of new knowledge about collaborative regional development. 

However a parallel development in the region is the emergence of what has been 

conceptualised as a regional governance system. The table below briefly summarises the 

development of the programmes in the region parallel to the regional governance system: 
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Table 3: Parallel processes 

Programme ED2000 VC2010 VRI 

Involved 

institutions 

and actors 

Agder Research the main 

initiative taker in close 

collaboration with Agder 

University College. Regional 

actors (the social partners) 

became more directly involved 

when the first round of 

application not succeeded. 

When in the region actively 

supported the application it 

gained funding support at the 

NRC. 

A regional partnership (the 

Value Creation Alliance) 

collectively backed the 

application financially as well 

as institutionally. Agder 

Research functioned as 

secretariat for the work. The 

application process was 

complex as it involved a 

number of people and 

institutions. The programme 

was locally seen as a 

continuation of the work done 

through ED2000 in Agder. 

VRI is the continuation of 

three different programmes. 

The application consisted of 

two parts, a development 

oriented part that was written 

by a secretariat with 

participants from four different 

institutions, and a research part 

which was coordinated by 

Agder University. On paper a 

more complex structure than 

ED2000 and VC2010 but with 

more clear element breakdown 

and work distribution. 

Regional 

governance 

system 

In the mid 1990s is the 

regional governance system in 

the Agder region not yet 

established as an forceful 

coordinating and meta-steering 

body. 

By the turn of the millennium 

the regional governance 

system in the Agder region is 

not yet fully institutionalised, 

the main policy objectives are 

however fully developed. 

By 2007 the regional 

governance system in the 

Agder region is starting to 

mature; find a more fixed 

institutional shape. Few actors 

and institutions in the Agder 

region involved in regional 

development work are unaware 

of the discursive boundaries of 

development in the region. 

 

The VRI programme, with a few exceptions, almost perfectly fits21 the current development 

paradigm, “the governance ideology” in the region as it is described and discussed by 

Normann (2007a). For instance, the importance of focusing development initiatives towards 

“the new industries”, ICT and culture has been institutionalised through regional development 

agendas in the Agder region since the mid-1990s. VRI Agder has prioritised its resources 

towards (a) ICT (b) culture based industries, and (c) the energy dependent process 

industries/oil and offshore industries. The importance of regional relevance of the University 

                                                

21 VRI Agder includes a focus on traditional and energy dependent industries that previously not was 
emphasised by the regional meta-steering bodies (regional regime).  
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is an agenda with a solid anchoring in the region (Karlsen 2007), work towards building 

networks, projects, and partnership structures that shall work towards innovation and 

entrepreneurial purposes another. VRI do fit very well with all of these existing governance 

steering ambitions.  

The regional support and lack of conflict in the initial phase can therefore be explained by the 

fact that VRI represent an continuation of what the region, its actors and institutions, have 

been trying to realise. VRI gives in a sense support to, and strengthens, ongoing regional 

development processes. In this sense the two explanations presented in the introduction; (1) 

the effects of Action Research, and (2) regional governance in practice, only reinforce each 

other, they are complementary. The initial VRI process in Agder was marked by consensus 

because learning has occurred, and because the programme corresponds to existing regional 

ambitions and strategies.  

3.22 Summary 

It is still too early to see if experience with participation in programmes such as ED 2000 and 

VC 2010 has contributed to the development of a new institutional robustness, knowledge that 

will enable the regional actors to sustain the unforeseen and unexpected hurdles that 

inevitably also will follow from the new and more complex VRI programme. VRI is certainly 

more complex than previous programmes, but it has also more clear element breakdown and 

work distribution between involved participants. The commitment regionally into ensuring 

that the programme succeeds is undoubtedly present. The relatively smooth initial phase of 

VRI can be read as showing that learning processes among central stakeholders in the Agder 

region have occurred. However, there are many potential known and unknown problems. 

More sensitivity and understanding of power relations is probably still needed among both 

researchers and practitioners alike. The introduction of many new actors and institutions can 

both contribute positively, and represent potential challenges, when expected project shares, 

results and expectations not are fully met. A revitalisation of participation and democracy 

issues from the ED2000 programme into a VRI context also seems to be a promising entry 

point for addressing some of the institutional and power related issues that surfaced in the 

VC2010 programme.  
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III.2. Workplace Innovation: Bridging Knowledge and 
Practice by Rosemary Exton and Peter Totterdill 

3.24 Abstract 

The article draws on a decade of work in the UK by the UK Work Organisation Network, and 

recommends a systematic approach. Taking cases in the National Health Service, the focus is 

on employee involvement, partnership and the development of social capital. High and low 

road approaches are compared, in an evaluation of the Improving Working Lives programme. 

Keywords: dialogue, entrepreneurship, health, networking, participation, partnership, 

productivity, quality of working life, social partners, work organisation, 

3.25 Introduction 

This article draws on research and dialogue led by UKWON (www.ukwon.net), established in 

1998 as a consortium of social partners, business support organisations and universities. 

UKWON addresses a key European dilemma: how to change the organisation of work in 

ways which both improve performance and productivity, and enhance quality of working life. 

It has two principal objectives: (i) to explore the future of work and organisations; (ii) to 

address the substantial gap between leading-edge practice and common practice in the 

organisation of work within enterprises. These two themes are both central to the focus of this 

paper. 

The article outlines the need for a systemic approach which recognises the interdependence of 

work organisation at three levels: partnership with employees and trade unions at the strategic 

level, the active involvement of employees in innovation and change, and participative 

teamwork as a core principle of day-to-day working life. This represents the ‘high road’ 

approach to work organisation, one capable of achieving sustainable competitiveness through 

employee engagement in ways which can lead to more fulfilling and healthier work. It also 

argues that this approach faces substantial obstacles to wider dissemination which need to be 

addressed through dialogue, networking and collaborative action.  
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Evidence from the Improving Working Lives programme in the UK National Health Service 

(NHS) is used to explain the approach in practice. IWL was specifically designed to create 

attractive and rewarding workplaces as a means of motivating, recruiting and retaining skilled 

employees. Through a process combining self assessment with external validation, focus 

groups and interviews involving all grades, professions and functional groups provided 

evidence on the extent of the even and effective realisation of HR policy, healthy working, 

equality, staff involvement and workforce development targets. 

3.26 Work organisation: an underused resource for achieving shared goals? 

It is sometimes argued that the design of work organisation is principally an internal issue for 

enterprises, one in which external bodies have very little legitimate interest. Yet it is 

becoming clear that work organisation is tightly knit within the wider economic and social 

fabric.  

On the one hand, the way in which work is organised has a direct impact on the achievement 

of wider social and economic goals including competitiveness, better jobs, employment 

growth and social inclusion. Policy makers, social partners and others concerned with the 

public good have an interest in promoting types of workplace organisation which enable all 

employees to use their talent and creative potential to the full. For business this can create 

conditions for innovation and enhanced productivity though workforce commitment, 

motivation, retention and innovation. For employees the results can enhance self esteem, 

health and satisfaction at work. From this perspective, quality of working life becomes 

simultaneously a competitive advantage and a social good, addressing Europe’s concerns with 

the retention of older employees in the workforce, the reduction of long-term sickness and 

lifelong learning as key elements in achieving a sustainable knowledge-based economy. 

At the same time the way in which work is organised does not come solely from within the 

resources of the company. Rather it draws extensively on the opportunities for knowledge 

creation, learning and dialogue created by social capital. This includes research by public 

bodies, business services provided by intermediate organisations, formal or informal 

networking, education and training provision and the system of industrial relations. Public 

policy makers, social partners, universities, regions and other stakeholders have key roles in 

creating an environment abundant in opportunities for organisational learning and innovation. 
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3.27 The future of work and organisations 

The past is an increasingly unreliable guide to the future. Changes in technology, markets, 

regulation, global politics, the environment, demographics, and the expectations of customers 

and employees place adaptability at a premium. Survival increasingly depends on the ability 

to reinvent products or services on a continuous basis, in ways that cannot easily be imitated 

by competitors, by drawing on the skills, tacit knowledge and creativity of the entire 

workforce. The resulting problem is twofold. First, old styles of managing and organising 

work cannot deliver this level of adaptability and innovation. Second, despite the claims of 

consultants and bookstall gurus, there are no blueprints or easy paths to sustainable 

organisational innovation. Indeed most change initiatives fail, arguably because they are 

focused too much on the quick fix. Sustainable change is messy and uncertain, involving the 

painstaking engagement of all stakeholders in a process of gradual learning, dialogue, 

experimentation, and trial and error. ‘High road’ change is based on long-term innovation 

rather than the ‘low road’ of short-term cost cutting measures, and seeks win-win outcomes 

for management, employees and other stakeholders. 

Above all, our analysis of emerging practice in workplaces across Europe demonstrates the 

importance of redesigning work. Skills and technology are not enough. There needs to be: 

“. . . a clear concentration on those factors in the work environment which determine the 

extent to which employees can develop and use their competencies and creative potential to 

the fullest extent, thereby enhancing the company’s capacity for innovation and 

competitiveness while enhancing quality of working life.” (Totterdill, Dhondt and Milsome, 

2002) 

3.28 Work organisation: an under-used resource in a changing NHS? 

Developments in medicine, new patterns of treatment, new technologies, more rigorous 

approaches to clinical governance, changing expectations of patients, difficulties in recruiting 

staff and increasing financial stringency pose serious challenges to traditional hospital 

structures and practices. Traditional ways of organising workplaces and traditional styles of 

management cannot achieve the level of innovation, agility and adaptability required in an 

increasingly volatile healthcare environment.  

New approaches to governance have become the foremost driver of innovation and change 

within the British National Health Service, reflecting government priorities such as risk 
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management, clinical effectiveness, patient involvement and enhanced professional 

competence. Its practice is largely defined by the controls with which government requires 

hospitals to regulate their activities. Hospital Boards have to account to external, government-

appointed auditors for performance against a wide range of indicators including mortality 

rates, bed occupancy and the quality of patient food. These targets play a powerful role in 

directing the focus of managers’ attention. Arguably they induce reactive management 

cultures, stifling innovation and preventing the ability to build sustainable change. The 

fulfilment of short-term targets has become almost the sole preoccupation of politicians and 

health service managers with worrying consequences for the reflexive and innovative capacity 

of the NHS. Over-emphasis on targets may offer quality assurance but will not secure 

sustainable quality improvement. 

Whilst the regulation of hospital activity reflects aspirations and standards widely accepted 

amongst NHS employees, it is not sufficient to ensure the reflexivity and organisational 

innovation required for effective hospitals capable of delivering safe, patient focussed care. 

Governance must be based on a more strategic vision, laying the foundations for long-term 

learning and adaptation in an increasingly unpredictable and turbulent environment. There is a 

need for a significant shift in management focus, one in which the delivery of targets is 

achieved as the by-product of wider and sustained improvements in service quality (NHS 

Confederation, 2002). Such a shift, from short-term target chasing to building the 

organisational competencies associated with adaptive, innovative organisations, would 

represent a radical transformation of the NHS. 

An approach to governance in which health service organisations do indeed achieve external 

targets as a ‘by-product’ of their inherent organisational competence and values might be 

characterised as the ‘high road’. The defining characteristics of the high road lie in the 

creation of organisational spaces and the liberation of the tacit knowledge, experience and 

talent of the entire workforce in ways which achieve a dynamic balance between service and 

process innovations (Moss and Totterdill, 2003). Crucially the high road seeks to reunite job 

satisfaction and patient satisfaction showing that care can be made more effective, safer, 

faster, patient-friendly, efficient and professionally satisfying.  

Sustainable improvement involves a heavy emphasis on teamworking, the deliberate erosion 

of professional demarcations, widespread staff involvement in risk management and service 

innovation, and a strategic partnership between senior management, trade unions and 
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employees. Figure 1 portrays this as a dynamic balance between external demands and targets 

on the one hand, and four key components of internal innovation on the other: 

• New methods, skills and techniques, building the knowledge, skills and competencies 

required by the workforce to deliver multidisciplinary, patient centred care. 

• New processes and systems to introduce more cost efficient ways of working, 

integrating new service patterns with a new generation of clinical information 

technologies. 

• Increased involvement of, and accountability to, the service user - reshaping how care 

is delivered in ways which reflect patient needs and desires more closely. 

• Partnership structures and team working as vehicles to engage staff and trade union 

representatives at all levels in workplace innovation and service delivery. 

 

Figure 1: Patient-Centred Care as Sustainable Workplace Innovation in the NHS 

In contrast the ‘low road’ – arguably the dominant mode of governance for the NHS in the 

present environment - is driven by cost, performance measurement, punishment and reward. 

For NHS staff it frequently results in deterioration in quality of working life (Meadows, 

Levenson and Baeza, 2000) which purely remedial HR initiatives cannot redress. Apart from 

increasing problems with recruitment and retention, the failure to involve staff at all levels of 
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improvement. 

3.29 Partners at work? 

UKWON and its European partners undertook a study of new forms of work organisation in 

120 organisations across the EU (Totterdill, Dhondt, and Milsome, 2002). This has led us to 

see work organisation as a series of balances, involving a search for mutually reinforcing 

practices which bridge the strategic and the day-to-day levels: 

 

 

 

 

 

 

Figure 2: a systemic model of employee engagement and working life 
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workforce motivation, engagement and thinking play a key role in strategic adaptation and 

change. Internal Development Coalitions grow from an assurance of the active engagement 

of all employees in major change management initiatives and in regular planning, capturing 

tacit knowledge and understanding, enhancing motivation and offering a stake in securing 

successful innovation and improvement. Communities of practice concern the day-to-day 

organisation of work, designing jobs and building teams in ways which lead to the willingness 

of people to work across boundaries, assume shared ownership of work scheduling, problem 

solving and continuous improvement, involving high levels of empowerment and trust.  

The interdependence of these three arenas of change cannot be overstressed. Partnership at the 

strategic level, which does not give frontline employees more control over their working 

lives, is likely eventually to lead to disillusionment. Likewise, for example, measures to 

introduce empowered teamworking, which do not build a wider culture of partnership and 

involvement across the organisation, are unlikely to be sustainable.  

3.30 Organisational Innovation, Partnership and Teamworking in the NHS 

As a government-led initiative, IWL attempted a systemic view of HR practice and working 

life across the 1.3 million staff employed in the NHS. It recognised that the adoption of 

enlightened policies was, on its own, insufficient. Factors such as staff involvement, equality, 

flexible working and fairness needed to move out of the HR arena and become deeply 

embedded in all aspects of organisational culture and management practice.  

IWL relied heavily on self-assessment supported by external validation to determine whether 

individual healthcare organisations had achieved prescribed standards. Most organisations 

were, with some degree of effort, able to achieve compliance with these standards at the 

validation stage. Yet as we have suggested above, compliance is not the same as integration 

within practice. Our research interest focuses on those NHS organisations which used IWL to 

embed and sustain practices capable of enhancing both quality of working life and 

performance, rather than seeing validation as an end in itself. 

Reflecting the model outlined in the previous section, moving beyond simple compliance into 

tangible and sustainable change suggests the need for significant and simultaneous 

organisational innovation at the levels of strategic decision-making, day-to-day working 

practice and service innovation.  
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3.31 Towards Partnership in NHS Organisations? 

In some NHS organisations, IWL acted as a significant driver for real innovation, creating 

both the conditions and the incentive for new strategic partnerships between management, 

trade unions and staff. Using opportunities for dialogue created by IWL, a workplace steward 

in one hospital initiated the design and negotiation of a systemic framework, which not only 

secured trade union participation in strategic decision making but also sought to guarantee 

direct staff involvement in the management and delivery of patient-centred care. This is a rare 

example in two senses, firstly of ‘bottom-up’ organisational innovation in which a coalition of 

union stewards and front line staff played an entrepreneurial role in designing and driving the 

development of workplace partnership; secondly of trade union championship of direct staff 

involvement. The framework encompassed the following challenges: 

• Changing the traditional industrial relations focus of management/trade union 

dialogue through the creation of a Partnership Forum, designed to ensure the effective 

engagement of stewards in the design and implementation of strategy, major policy 

innovation, organisational change and service redesign. Critically this Forum was 

distinct from existing bargaining structures within the organisation, and was 

characterised by a less adversarial and more open style of discourse. Huzzard et al 

(2005) describe this type of partnership innovation in management/trade union 

relations as drawing a distinction between ‘boxing’ and ‘dancing’. 

• Addressing the absence of trade union involvement in change management and 

service redesign through a new Partnership Agreement in which staff and union 

involvement in decisions affecting service-level planning, organisational change and 

continuous improvement was both guaranteed and monitored carefully by the 

Partnership Forum. Involvement was to take place at the earliest stages of decision-

making, not after key decisions had already been taken by management. 

• Capturing the tacit knowledge and experience of frontline staff and trade union 

stewards in designing and implementing change through thematic workstreams (staff 

involvement, equality, flexible working, HR strategy) involving staff from a cross 

section of functions and grades. 
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3.32 Towards teamworking in the NHS? 

Multidisciplinary team-based approaches to health care delivery provide a forum for sharing 

specialist knowledge and joint clinical decision making in ways which seek to improve the 

patient care pathway, providing ‘joined up’ care and minimising hospital visits. 

Multidisciplinary teamworking can ensure that specialists work effectively together so that 

decisions regarding every aspect of an individual patient’s care are based on shared 

knowledge and competence. However such teams must be based on a carefully negotiated 

‘modus operandi’, which seeks genuine convergence between the contributions of the 

different professional groups. Multidisciplinary teams can provide employees at all levels 

with a voice in policy, practice and change, a key dimension in building an inclusive, 

integrated organisation. Providing opportunities for employees to utilise the full range of their 

professional knowledge, competence and experience facilitates continuous improvement and 

innovation in patient care, and enhances the experience of all service users.  

However teamworking appears only to be sustainable within a wider organisational context in 

which dialogue, openness and participation are highly valued. Experience from the IWL 

programme suggests that NHS management-trade union-employee partnership at the strategic 

level of an organisation can help to nurture and sustain multidisciplinary team approaches at 

the front line of care delivery. Equally, the absence of such partnerships at corporate level can 

quickly undermine local, bottom-up initiatives which seek to empower staff.  

3.33 If it works . . . why isn’t everyone doing it? 

Although demonstrable benefits can be achieved through the modernisation of work 

organisation, the process of change is hard to achieve. Research (see for example Business 

Decisions Ltd., 2002; European Foundation, 1997) suggests that the spread of successful 

organisational innovation in these arenas remains weak throughout Europe. All organisations 

face very real obstacles in designing, implementing and sustaining change: 

• low levels of awareness of innovative practice and its benefits amongst managers, 

social partners and business support organisations; 

• poor access to evidence-based methods and resources capable of supporting 

organisational learning and innovation; 
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• partial change, failing to recognise factors in the wider organisation which can 

undermine sustainable improvement; 

• countervailing trends in the design and application of new technologies; 

• limited distribution of the competencies associated with new forms of work 

organisation within the workforce. 

3.34 Obstacles to participative workplace innovation in the NHS 

Traditional culture and practice is deep-seated in the NHS. Even the requirement for staff 

involvement and partnership with trade unions in mandatory programmes such as IWL met 

with serious and sometimes fatal obstacles during the implementation process. 

In many NHS organisations the strength of Board-level commitment to partnership and the 

goals of the IWL initiative was dissipated as it passed down the hierarchical management 

structure. Middle managers frequently perceived IWL simply as a distraction from their core 

clinical or service targets. There were several reported instances in which management and 

doctors alike openly resisted greater staff involvement as a threat to their traditional authority. 

Moreover by limiting the extent to which individual employees could take time out from 

clinical and service duties, management effectively controlled the level of staff and union 

involvement and participation.  

3.35 Making change happen . . . and making change stick 

We have stressed the unavoidable messiness of sustainable change and the fallacy of 

assuming that it can be managed in simple linear, incremental steps. Examples of successful 

change appear to have at least two things in common: an inclusive approach to involving 

people and a willingness to learn from a wide variety of different sources.  

3.36 Work processes must be multi-voiced 

A simple test of the extent to which an organisation is providing employees with the 

opportunity to use their knowledge, competencies and creative potential to the full lies in 

whether they feel as free to discuss work-related problems, risks and opportunities in the 

workplace as they do with their mates in the pub or at home with their partners. If not, the 

organisation may be neglecting a valuable resource and employees may be feeling 
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undervalued and under stress. Innovative approaches are often required to identify and 

overcome organisational resistance to employee engagement. UKWON’s OIL (Organising, 

Involving Learning) method compares and contrasts the stories of actual experience, which 

people at different levels tell during Group Recall (collective remembering) sessions about 

working life in an organisation.  

UKWON has developed several techniques to assess and enhance the ‘communicative 

competence’ of organisations. Audits of organisational, involvement and learning practices 

often focus on the convergence or otherwise of corporate intentions with the concrete 

experiences of working life for employees at different levels. Forum theatre, in which 

‘fictional’ dilemmas are used to explore situations in participants’ own workplaces, is a 

particularly powerful tool for stimulating reflection and action.  

 

UKWON’s Partners@Work Theatre Company performing At the Sharps End for a staff 
involvement initiative at Nottingham City Hospital. 

3.37 Learning from many places 

Organisations should not be fooled into thinking that they need to engage in a frantic race to 

‘catch up with best practice’: rather the aim is to build hybrid approaches which draw freely 

from elsewhere in ways which reflect the specific circumstances of each organisation through 

sustained dialogue and learning. UKWON’s experience, including that of the NHS Improving 

Working Lives initiative, also demonstrates the benefits of network-based inter-organisational 
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learning, providing opportunities for sharing knowledge, peer review and psychological 

support. 

Intervention and Resourcing 

Intervention and resourcing of change involving co-operation between enterprise networks, 

policy makers, social partners, business support organisations, universities and many other 

actors is of proven value in overcoming obstacles to workplace innovation through, for 

example: 

(g) the provision of knowledge-based services and other public forms of support 

as a means of raising awareness and informing change; 

(h) the creation of opportunities for networking and peer exchange between 

companies as a means of learning through shared experience; 

(i) the capture and dissemination of knowledge and experience from workplaces 

across Europe to help understand emerging trends and to inform learning and 

dialogue; 

(j) the widespread provision of support for action research to pilot innovative 

approaches to change, especially in new contexts; 

(k) the creation of development coalitions at regional, national and transnational 

levels to close the gaps between key actors and stakeholders with an interest in 

work organisation; 

(l) the provision of access to training capable of building the competencies 

associated with new forms of work organisation. 

In recent years a number of exemplary initiatives have been developed to address these issues 

in some member states; the Norwegian Value Creation 2010 Programme22 and the Finnish 

Workplace Development Programme23 are amongst several frequently quoted examples24. 

Typically these programmes combine several of the elements listed above, involving close co-

operation between public policy makers and social partners in both their design and delivery. 

An increasing body of evidence demonstrates the effectiveness of such targeted intervention, 

                                                

22http://www.forskningsradet.no/servlet/ContentServer?cid=1096558006777&pagename=ProgNett%2FPage%2FHovedSideEng&pageid=1
096558006777&siteid=1096557992773  

23 http://europa.eu.int/comm/employment_social/soc-dial/workorg/ewon/pres_ta_together.pdf 
24 See also http://europa.eu.int/comm/employment_social/soc-dial/workorg/ewon/survey_final.pdf 
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not only in supporting change in the individual workplace but in raising awareness and 

disseminating knowledge more widely.  

However such policy initiatives remain scarce amongst the 25 member states of the EU. Even 

where they exist, the scale of funding rarely matches the scale of the problem. Policy makers 

and social partners in many European countries have yet to recognise work organisation as a 

significant factor in the achievement of the EU’s economic and social objectives.  

3.38 Improving Working Lives as a model of policy intervention  

While IWL represented a significant innovation, the really hard task lies not in designing 

policy measures but in securing their implementation evenly and sustainably. Evidence from 

several NHS organisations demonstrates that IWL was capable of generating sustainable 

change, but that it did not do so evenly or inclusively. Moreover the volatility of Government 

policy, which led to the virtual disappearance of working life as a policy goal by the end of 

the IWL programme, undoubtedly diminished its impact as an instrument for large-scale 

transformation. 

Experience of implementing IWL across several NHS organisations points to significant 

variation in the quality and sustainability of outcomes; even though all achieved accreditation 

within a uniform regulatory process.  

For example: 

Organisation A Organisation B 

At the IWL Accreditation stage 

From the outset of the IWL process there was clear 

organisational commitment by management, staff 

and trade union stewards to work in partnership, 

with evidence of a supportive culture and 

willingness to embed change throughout the 

organisation. The IWL lead was enthusiastic and 

entrepreneurial, actively participating in the IWL 

Regional network. There were demonstrable 

improvements in the quality of working lives of 

staff and services delivered throughout the 

organisation. 

 

Organisation B’s approach was characterised by 

compliance with IWL regulation - a tick box 

exercise with little Board commitment. The IWL 

Leader’s role was unsupported internally and the 

organisation displayed a general reluctance to 

access regional support or networking opportunities. 

Ineffective Board and management support 

throughout the IWL process resulted in minimal 

staff engagement with little evidence of trade union 

partnership. Accreditation was marginally achieved 

but without real improvement to the working lives 

of staff. 
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After 6 months 

Evidence that principles of IWL were becoming 

embedded within mainstream practice including 

partnership working at corporate level ongoing self 

assessment. 

 

IWL was discontinued as a formal process leaving 

few identifiable results in practice. 

 

 

3.39 Lessons 

Our evaluation of the IWL initiative is not yet completed but some tentative conclusions can 

be drawn. These focus on the distinction between organisations that only pursue short term 

compliance and those that use the platform of regulatory mechanisms to instigate and sustain 

real organisational innovation.  

To date this research has demonstrated that the extent of a Board’s support or failure to 

support the IWL initiative seriously affects the performance and capacity of the IWL Leader 

and consequently the chances of sustainable improvement. Equally it demonstrated the 

importance of ‘champions’ with entrepreneurial skills - including the ability to harness new 

resources, challenge traditional protocols and management structures, and enlist suitable 

people to drive innovation and improvement across the organisation. New tools and methods 

are required to foster such policy entrepreneurship within organisations, including innovative 

means of activating and supporting dialogue, reflection and learning from a wide range of 

sources. 

3.40 Conclusions 

Modernising work organisation in Europe is central to Europe’s agenda but it cannot be 

achieved by a few simple policy measures. Rather it poses far-reaching challenges for 

individuals and institutions alike: 

1. For the individual – seeking opportunities for acquiring and developing the technical 

and non-technical skills associated with new forms of work organisation. 
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2. For employers and employees – accepting that change is inevitable, messy and 

uncertain, and that it requires considerable learning and experimentation. However it 

also offers real scope for ‘win-win’ outcomes. 

3. For trade unions and employers organisations – broadening their roles as proactive, 

knowledge-rich sources of animation and support for the modernisation of work 

organisation. 

4. For intermediate bodies – such as universities, regional development agencies and 

business support organisations – creating capacity and expertise in the field of work 

organisation and playing a proactive role in sharing knowledge, establishing new 

resources and building networks and relationships between researchers, practitioners 

and policy makers. 
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III.3. Promoting regional innovation through healthy working 
centres in South East England by Anne-Marie McEwan and 
Richard Ennals 

3.42 Introduction 

By comparison with other European Union member states, regional policy has been slow to 

develop in the UK, and especially in the prosperous South East of England, an 

administratively defined region which does not include London. 

The South East of England Economic Development Agency (SEEDA) commissioned 

Kingston University to conduct a nine-month feasibility study into the concept and practice of 

‘Healthy Working Centres’. The study, co-financed with the European Social Fund, 

investigated new forms of work organisation, which could have a key impact on the 

productivity of individuals and companies, contributing to improved work/life balance, 

smarter working practices and reduced commuting times. Healthy Working Centres, if 

financially feasible, could benefit employers and employees alike. Offering such centres to 

employees could reduce the costs and pressures associated with commuting, and help 

employers to attract and retain skilled personnel. SEEDA define Healthy Working Centres as 

‘buildings in rural, suburban and urban areas where employed people can work remotely from 

various organisations in their home location”.  

This investigation of Healthy Working Centres was conducted in the context of research into 

new forms of work organisation. These can be within enterprises, or can take the form of 

collaborative engagement in new working practices between enterprises. We describe new 

ways of working, including comparisons with work organisation in other EU countries. What 

would differentiate such centres from other existing facilities in the region, such as 

telecentres? Is practical realisation of the concept in the region feasible? 

3.43 New ways of working 

UK businesses are responding to the changing world of work, within the context of rapid 

social, technological and economic change, affecting the workplace (White et al, 2004). New 

ways of working encompass ‘new’ management practices, new forms of work organisation, 
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designing organisational structures, systems and jobs to generate ‘high road’ innovation, and 

build organisational competence; and new employment relationships. 

‘New’ management practices  

The 1998 UK Workplace Employee Relations Survey (WERS), covering 128,000 

workplaces, employing 25 employees or more, identified sixteen ‘new’ management practices 

and employee involvement schemes (Cully et al, 1998). These included team working, team 

briefing, performance appraisal, staff attitude surveys, single status between management and 

non-managerial employees, training, and profit-sharing remuneration schemes. Many of these 

practices are not new, and can be traced back to the ‘human relations’ school in the 1930s. 

What may be new is the clustering of these practices, in combination with employee 

involvement, to secure employee commitment to promote high performance. Cully et al note 

that these practices used in combination, ‘might be construed as a model of direct employee 

participation in decision-making’. Detailed case studies and research in a number of sectors in 

the US produce ‘impressive evidence’ in support of the belief that clusters of HRM practices 

constitute a ‘high performance work system’ (White et al, 2004). Although clusters of new 

types of management practices are linked with increased productivity and innovation, the 

uptake of the high performance work system is limited in the UK (Cully et al, 1998; White et 

al, 2004).  

New forms of work organisation 

New forms of work organisation address how work is designed, including who has 

responsibilities, what the work entails, how the work is to be performed, and when (Ennals 

and Gustavsen, 1999). A review within 50 innovative European organisations indicates that 

jobs are designed to include employee responsibilities for autonomous decision making, and 

high degrees of collaboration and interactive problem solving (UKWON, 1999). 

Organisational structures are designed, in the case studies, to maximise human interaction. 

Teams of people with differing perspectives, from different functions or departments, are 

jointly responsible for problem-solving. Another example would be collaboration between 

customers and suppliers, or among different parts of a supply chain. Significant attention is 

paid to deploying people, in a way that recognises and uses their ideas, provides opportunity 

for creativity to be developed, and encourages the exchange of tacit and explicit knowledge.  
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New employment relationships  

New employment relationships are emerging, such as part-time working and work outsourced 

to self-employed freelance workers. These arrangements, which were previously atypical, are 

increasingly becoming the norm (Baruch and Smith, 2002).  

EU approach to work organisation 

The Nordic countries have been particularly active in addressing work organisation and 

quality of working life in a range of programmes involving national bodies, employers and 

unions.  

• In Sweden, the ‘Work Life 2000: Quality in Work’ programme involved a 

collaboration of Swedish national bodies, including the National Institute for Working 

Life (Wennberg, 2000; Skiold, 2000; Ennals, 1999, 2000, 2001). The Swedish 

SALTSA Programme (Joint Programme for Working Life Research in Europe), 

involves collaborations with European researchers and institutions. 

• In Norway, ‘Enterprise Development 2000’ was a research programme initiated by the 

‘labour market parties’ (unions and employers), which aimed to link networks of 

enterprises to research centres, and to generate collaborative exchange of knowledge 

and experience (Gustavsen et al, 2001). ‘Value Creation 2010’ is the follow on 

programme, building on the collaborative relationships between organisations and 

researchers in Enterprise Development 2000 programme (Levin, 2002).  

• In Finland, there is a well-established programme at the Finnish Ministry of Labour 

and the Institute of Occupational Health, and evaluations of the Finnish Workplace 

Development Programme report success in participative organisational renewal 

(Arnkil, 2004). 

• Denmark has placed less focus on national programmes, but boasts high levels of 

innovation.  

Nordic countries have not found a complete solution, through employee involvement and 

dialogue, to the conflicts inherent in workplace relationships. Financial investment in 

workplace development in Finland is small in comparison to support for high-tech 

technologies, although it compares well to other European countries. According to Arnkil 

(2004), “merely technology and research-based innovations have commonly been considered 



 212 

‘real innovations”’. This is also the case in the UK (Innovation Report, 2003). Context is 

critical. Models of workplace development emerge from specific traditions of workplace 

engagement (Norway), or as a result of economic recession (Finland). Highly contingent 

factors mean that there is no one single model that can be rolled out and copied (Arnkil, 

2004). Working relationships among potentially adversarial parties have built up over years 

among employers, unions and researchers, and networks of researchers with action research 

experience now have significant expertise in pragmatic research interventions within 

enterprises.  

Comparison with the UK 

The Swedish, Norwegian and Finnish programmes are based on a social model, and 

engagement among employer representatives, employees and unions, indicative of a 

concerted focus on work life issues that is absent in the UK. Work life research in the UK 

continues to be promoted through numerous individual institutions. The lack of a 

government-supported, national institution to promote work life issues means that the 

research is fragmented (Ennals et al, 2001).  

In principle, Regional Development Agencies have a key role in realising national innovation 

and skills policies at regional level, in partnership with the TUC, the CBI, the Learning and 

Skills Council, the Sector Skills Council, and the Small Business Service (DTI Innovation 

Report, 2003). SEEDA, as the RDA in the South East, has an opportunity to provide the lead 

in disseminating work organisation research and practice through these partners in regional 

development. The need for regional policy direction is emphasised by Keep and Payne 

(2002), with an account of the formidable social, political, and institutional barriers that have 

ensured the continuation of poor work organisation and job design in the UK. Their analysis 

of poor work organisation in the UK identifies the predominance of low autonomy, low skill 

work as a particular problem.  

3.44 Healthy Working Centres 

SEEDA chose to investigate a practical approach, using a definition of a Healthy Working 

Centre focused on buildings. There are issues of sustainability, and lifecycles of centres. The 

research identified different models of Healthy Working Centres, and mapped characteristics 

of healthy working practices against sub-regional requirements. Centres could have a range of 
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structures, norms, communication conventions and support requirements, arising from 

specific contexts, cultures and purposes. This was evident from engagement with sub-regional 

networks.  

Healthy working 

For the European Network for Workplace Health Promotion (25), workplace health promotion 

involves providing employees with appropriate information, having comprehensive 

communication strategies, and involving employees in decision-making processes. In a survey 

of businesses in the region, one-person businesses were regarded as proxies for the employee 

perspective. We asked what they regarded as beneficial about working for themselves, and 

what was problematic. Overwhelmingly, having control over all aspects of working life was 

identified as the main benefit of working independently. This includes choosing how work is 

done, when, and with which clients. Not having to submit to unreasonable deadlines, decided 

by someone else, was cited as a benefit of working independently. Freedom, autonomy and 

choice were mentioned by the majority of respondents, especially in relation to making 

business decisions without reference to anyone else, and being able to enjoy the sense of 

achievement for business success. Flexibility is a key benefit, with the ability to arrange time 

to suit the needs of clients, family and social needs. Not having to submit to inflexible 

working practices is given as a benefit of working independently. Control matters to people in 

general. Lack of control over working conditions is associated with poor health. Evidence 

from the US, Europe and the UK indicates that the pace of work is intensifying (Green, 2004), 

and management control methods are being deployed, particularly computerised monitoring 

systems, in response to complexities generated by competitive pressures (White et al, 2004). 

Healthy remote working 

Remote working is performed away from a normal workplace, using computer and 

telecommunications to deliver work. Healthy Working Centres could provide facilities for 

remote workers whose home circumstances prevented them from working remotely from 

home, or to provide social opportunities for people who do not like working alone. The loss of 

control involved in the imposition of unreasonable deadlines, and the intensifying pace of 

                                                

(25) See www.enwhp.org  
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work, may be exacerbated by the possible detrimental effect of social isolation experienced by 

some remote workers.  

Huws et al (1990) advise caution about making generalisations on how people experience 

remote working. Some remote workers feel in control of their lives, others feel powerless. 

Some experience isolation, but this may not be adversely experienced. Huws et al say that the 

same contrasts could be drawn along any other dimension of working experience. In our 

survey, one person micro-businesses were asked about how their hours of work had changed 

in the past two years. 44 % said they had stayed the same, 33% said their hours had increased, 

and 23% reported decreased hours worked. Where hours worked had increased, 72 % said it 

had no effect on their health, 21% experienced negative health effects, and 7% reported 

positive health effects with the increase in hours worked. 

Between 75% and 94% of respondents to SUSTEL surveys of remote workers (2004) 

reported a good, or very good, quality of working life. Reasons include increased job 

satisfaction, reduced stress, better work performance, and beneficial psychological effects 

from feeling a greater sense of control over personal time. This was despite the fact that a 

large number of respondents, especially from BT in the UK, believed that their working hours 

had increased over the last two years. The perception of control over how and when work is 

performed, enabled through remote working, is clearly consistent with a reported sense of 

wellbeing. 

Problems associated with working independently included the lack of peers with whom to 

share ideas, concepts, and business problems. Businesses supporting the concept of the 

Healthy Working Centre (as defined by SEEDA) identified human interaction, networking, 

cross-fertilisation of ideas and business opportunities, and the reduction of isolation, as being 

major perceived benefits. This was subject to reservations about cost, security, data 

protection, client privacy and the quality of shared facilities. Centres could be beneficial for 

marketing, to create awareness of individual businesses through increased opportunity of 

scale, increasing market presence though a ‘collective’ approach. This could be attractive for 

small businesses. The possibility of collaborative learning emerged as a benefit. 

Centre facilities in the South East 

There are examples of telecentres to promote employment creation in rural settings, and to 

provide training and access to technology, but none that are consistent with SEEDA’s 
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definition of a Healthy Working Centre being ‘where employed people can work remotely 

from various organisations in their home location’. There are many examples in the region 

where businesses and people work together, for example hubs, innovation centres and 

managed office facilities. Hot-desking services are increasingly available to provide users 

with a base in a central business location, and companies offering managed office facilities 

are growing in response to office outsourcing (26).  

Healthy work involves social learning, employee involvement in autonomous decision-

making, and mutual social support. The facilities may exhibit aspects of healthy work. Oxford 

Innovation Ltd manages eleven innovation centres around Oxfordshire, and a visit was made 

to the Upper Heyford facility in the course of the research. Each of the Innovation Centres, 

occupied by start-up businesses in small offices on a month-by-month agreement, is different 

in character. The provision of consistent service to the businesses is key to the on-going 

success of the centre; managers must be interested in what businesses are doing. The centre 

managers are highly networked in their own areas of expertise, have extensive knowledge of a 

range of businesses, and of practical business support (funding opportunities, government-

funded knowledge transfer initiatives). They add more to the businesses in the centre, through 

their knowledge and networks, than just facilities. Communities develop. Tolerance has to be 

developed among the businesses in the centres. Regular coffee mornings are arranged to 

facilitate social relationships. 

Although facilities like innovation centres, hubs and office services facilities may lead to 

incidental social learning and mutual support, this is not their purpose. The core characteristic 

of Healthy Working Centres is the coming together of partner companies who want to work 

and learn together: complementary skills and assets can add mutual value to their businesses. 

The majority of survey respondents, employers and micro-businesses, viewed centres solely 

in terms of facilities. Those who saw the value of the centres identified strongly with the 

research team’s view of healthy work. 

                                                

(26) www.flexibility.co.uk/issues/transport 
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Sub-regional networks 

Participative action research with sub-regional networks of remote workers helped to develop 

the social capital base for Healthy Working Centres, and to capture the dynamics and 

processes of healthy remote working. Healthy Working Centres would have a range of 

structures, processes, norms and conventions. Observation from the sub-regional networks 

illustrate this, in particular the experiences of the Ashford Network, built on existing links.  

Ashford network 

Ashford in Kent is the focus for major development, with targets of 31,000 new homes and 

28,000 new jobs. SEEDA is a partner in developing local and regional strategy. The Ashford 

network, led from the Citizens Advice Bureau, brought together local stakeholders, to ensure 

a future that includes healthy work. Recently the demographic balance has been distorted by 

the departure of residents at the age of 18, seeking better-paid employment elsewhere. The 

current facilities in Ashford need to be improved for current residents, as well as building to 

attract newcomers. The need is for local engagement in the development, and the idea of 

Healthy Working Centres has found support. A financial feasibility study explored two 

contrasting premises, which could constitute the basis of a strategy. In one case, SEEDA is 

already the landlord, and the agent responsible for the premises is a member of the Ashford 

network. The potential exists to create social capital to support new employment: it will be 

essential to involve new businesses. Ashford has a history of development being externally 

determined, with decisions made by remote planners. Healthy Working Centres offer the 

prospect of engaging the involvement of people where they are, in the town and surrounding 

villages. They could be part of a major growth programme, to which government and SEEDA 

are already committed. 

Assessment of Healthy Working Centres 

SEEDA conceived the Healthy Working Centre concept to address pressures arising from 

commuting, and to promote the uptake of remote working within organisations, to address 

work-life balance issues, and to increase productivity. The feasibility of Healthy Working 

Centres varies according to the rationale for their establishment.  

Travel congestion can be reduced by remote working from home, and the research on the 

long-term environmental impact of remote working from centres is equivocal (Dodgson et al, 
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2000) (27). There are a number of reasons why establishing additional centres to reduce 

commuting would not be feasible: 

a) In businesses where remote working is practiced, there is a strong preference for 

remote working from home; 

b) Since much remote working is informal and ad-hoc, as employees alternate 

between home and office, the case for centres to fulfil social and isolation needs is 

doubtful; 

c) There are alternatives to Healthy Working Centres with local facilities reducing 

the need to commute becoming increasingly available, such as serviced office 

spaces, and hot-desking facilities for temporary use. The flexible managed office 

market (FMO) has grown rapidly in the UK in recent years, following a period of 

adverse criticism of the sector: key characteristics are the provision of short-term, 

flexible office space, actively managed through the presence of an on-site 

management team. The improvement of delivery and business models, coupled 

with innovation and increased demand for FMO services, provides opportunity for 

the sector (DTZ Research, November 2004).  

Could the creation of Healthy Working Centres promote remote working within 

organisations, increasing productivity and addressing work-life balance? Remote working is 

one component of new working practices, and forms of work organisation within individual 

businesses. Although there is agreement that remote working is set to increase (Hotopp, 2002; 

White et al, 2004), much remote working is ad-hoc and informal, and there is a preference for 

remote working from home. Where remote working was practiced, there was support, from 

the majority of employers and one-person micro-businesses in the Healthy Working Centre 

survey, for working from home. The advantages of a centre, over working from home, were 

unclear. Organisations such as BT report an average increase in productivity for home 

workers of 20% compared to office-based colleagues. Productivity gains are realised through 

remote working, and can be carried out from home. There is a separate issue of persuading 

businesses of the benefits of remote working: changing organisational cultures, policies, 

processes and procedures to support remote working, unconnected with the use of a centre. 

Trust is required between employers and employees. 

                                                

(27)  See also www.flexibility.co.uk  
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In the companies we have encountered staff working from home are volunteers. We assume 

that those whose home environment is unsuitable for remote working would not volunteer. 

The need for centres may become more urgent in future, if remote working becomes more 

widely established; for the moment the creation of Healthy Working Centres would not 

promote the uptake of remote working within organisations, particularly where there are 

alternative managed service premises. 

The concept of Healthy Working Centres, intended to bring together partner companies who 

want to work together, is a different matter. SEEDA required recommendations on effective 

mechanisms to increase the uptake of new forms of work organisation. These could be within 

individual enterprises, or among a number of enterprises that collaborate for mutual 

advantage, with a foundation of trust. If remote working employees from various 

organisations come together for the express purpose of social learning and inter-

organisational collaboration for mutual gain, then Healthy Working Centres constitute a 

potentially powerful new form of work organisation that would develop social capital, 

develop relationships and alliances among organisations, and in time create innovations 

systems and regional developmental coalitions. In our view, the concept is innovative and 

sound. There is much to be learned from the experience of the Nordic countries, where they 

have extended existing models of innovation to include inter-company collaboration, for 

example in Odda, Raufoss, and Gnösjo. Although the majority of businesses did not support 

the concept of Healthy Working Centres, supporters were enthusiastic, perceiving the benefits 

as social learning and networking for social gain.  

3.45 Conclusions 

There are structural weaknesses in the UK, preventing widespread dissemination of new 

working practices and new forms of work organisation. RDAs have a key role in realising 

national innovation and skills policies at regional level. They have an opportunity to lead in 

disseminating work organisation, through support for a pilot Healthy Working Centre. The 

core characteristics are the coming together of partner companies to work and learn together, 

believing that complementary skills and assets can add mutual benefit to their businesses. 

Despite the individualistic nature of business in the region, the Healthy Working Centre 

concept has support from some innovative businesses, who perceive potential benefits as 

being associated with social learning, social support and networking, to build business 

advantage through social capital development and networking.  
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Experience from telecentre case studies highlights issues of centre management and financial 

feasibility, and observations from sub-regional networks show that centre structures, 

procedures and communication conventions would have to meet the social and cultural needs 

of specific centre users. This would include policies and procedures consistent with healthy 

work, such as the provision of appropriate information, communication strategies, employee 

involvement in job design (including the negotiation of deadlines, outputs, how work is to be 

performed, when and with whom), decision-making latitude, and social support. 

The Healthy Working Centre concept is sound in principle, and provides a potential 

mechanism for the creation of social capital, and eventually possible regional development. 

There are numerous existing informal sub-regional groups in the region that could form the 

basis for a pilot Healthy Working Centre. However, to date, South East England, without 

London, has not shown itself to be a credible region. Diversity is such that there is no single 

‘region of meaning’. There are numerous networking opportunities, but no coherent strategy 

which engages the necessary partners, enabling them to progress beyond individualism, to 

learning together for local innovation in a learning region. Thus, although there is growing 

interest in remote working and mobile technologies, there is no discernible strategy.  
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III.4. Reverse Intergenerational Learning: a missed 
opportunity? by Carol Baily 

Abstract 

Traditional teaching pedagogy has the young learning from the old. To improve learning in a 

business environment, generational differences have been identified as being potential 

barriers between people. There is a growing realisation that technology can be used to bridge 

the gap between young and old using reverse mentoring. Moving beyond the confines of 

using reverse intergenerational learning as a tool for only learning new IT has not yet gained 

general acceptance in the wider business environment. Surely this represents a missed 

opportunity. 

Keywords: Organisational learning; mentoring; reverse mentoring; generational differences; 

intergenerational learning; barriers to learning 

Open Forum 

Traditional teaching (and learning) pedagogy has the younger person learning from the older. 

(Cozzi, 1998). This is seen all the way through the social practices of humans from the 

family, to schools, through the social activities of clubs and societies and into the workplace. 

(Tempest, 2003). In order to improve the process of learning in a business environment, 

generational differences have been identified as being potential barriers (or advantages) 

between people. Sociological and psychological research into behaviour has highlighted the 

difficulties that people who are generationally close to each other have in overcoming barriers 

to communication and learning. (Raines, 2002: Tempest, 2003)  

For social research purposes, the current working population has been split into four 

generational groups: Traditionalists; Baby Boomers; Generation X and Generation Y (also 

known as Millenials, Y2Ks, Echo Boomers, the Internet generation, Nexters). (Eisner, 2005: 

Hansen, 2004). “These generational differences can cause friction, mistrust, communication 

breakdowns; prevent effective teamwork and collaboration; and impact job satisfaction, 

retention and productivity.” (Ruch, 2005) Generation X, born between 1965 and 1980, 

provide the current level of middle management. Generation Y are the new entrants, born 
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between 1981 and 1999. Generation X are independent and entrepreneurial, they are used to 

challenging their environment and love work. Generation Y are an ideas generation, living in 

virtual realities, who enjoy working as team members. “Each [generation] brings unique 

attitudes and expectations to work” (Ruch, op cit). It is also important to point out that 

generation X are the parents of Generation Y, and that there is an associated parental authority 

inherent subconsciously in any interactions between the two generations (Eisner, 2005). “We 

need to understand other generations so that we can build relationships that lead to co-

operation and job satisfaction.”(Ruch, op cit) 

In Scandinavia, the difficulties experienced during interaction between generation X and 

generation Y has been recognised. A solution in the education system has been to encourage 

the role of grandparents – jumping a generation. Grandparents inhabit the Traditionalist 

(1900-1945) and Baby Boomer (1946-1964) generations. The parental authority problem is 

overcome and communication between them and Millenials is easier. This is a solution that 

applies the traditional pedagogy of the old teaching the young and is proving to be a success. 

Information coming out of business practice supports the growing realisation that technology 

can be used to bridge the gap between new entrants into an organisation and their line 

managers. Reverse mentoring is a process where a young person is asked to use their 

knowledge of technology to coach a more senior colleague in its uses (Coles and Gardner, 

2001; Coles, 2001; Pyle, 2005; Stone, 2004; Chang, 2004; Greengard, 2002; Zielinski, 2000; 

Gerstner, 2000Smith, 2000; Hoare, 2000; Solomon, 2001). The process is considered to be 

mutually beneficial as the young person is able to learn general business strategy and 

knowledge from their more experienced colleague in return. But “it [is] widely apparent that 

technology [is] not the sole panacea to global issues and challenges”(Craig, 2001). 

Pearl Assurance, (Hoare, 2000), and Proctor and Gamble Co, (Zielinski, 2000), have been 

cited as leading the field in this area of reverse intergenerational learning, by adopting a ‘best 

practice’ approach of linking senior management with junior employees. The approach was 

not limited to IT, but also included the areas of diversity and biotechnology (Solomon, 2001). 

Senior management have not only learnt about how to use the new technology, but the 

technique has also enabled sensitisation to issues such as ‘women in the workplace’ and 

resource management (Zielinski, 2000).  

This approach to move beyond the confines of using reverse intergenerational learning as a 

tool for only learning new IT is a practice which has not yet gained general acceptance in the 
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wider business environment. Surely this represents a missed opportunity. Many young people 

are now entering the full-time workplace with up to five years of at least part-time work 

(Many students have to begin some serious part-time work at the age of 16 or 17). With the 

financial pressures facing students in the UK, this experience can sometimes be the equivalent 

of up to 20-30 hours per week. Some of them have already experienced junior management 

positions (particularly in retail situations). MBA graduates have been taught by Baby 

Boomers and Generation Xer’s the latest business theory and techniques. They approach their 

new jobs with IT expertise, theoretical knowledge, and a little practical experience on which 

to assess that knowledge. Using this resource in a very narrow way – as a means of learning 

how to access the latest IT- is missing a valuable pool of knowledge. “It is said that youth are 

the future, but in today’s rapidly changing world, youth really are the present.” (Pyle, 2005). 

Business is concerned with efficiency and profits. People are an increasingly valuable 

resource which management are becoming more concerned to manage effectively. “Attaining 

effective knowledge management integration is an important challenge facing both general 

management and project managers” (Enberg et al, 2006). For senior managers, therefore, “the 

main problem lies in assuring the most effective integration on individuals’ specialised 

knowledge at the lowest attainable cost” (Grandori, 2001).  

If this is the case, why is reverse intergenerational learning not more widespread? Why does it 

seem to be limited to IT learning or sensitisation issues? “Generational diversity also brings 

creative synergy to problem-solving. It can generate new opportunities.” (Legault, 2003) 

What are the barriers which might prevent middle or senior management from being open to 

learning from their younger colleagues? Are there barriers or assumptions that might prevent 

the younger generation from becoming effective teachers to their older colleagues?  

These questions could be looked at from two different perspectives: an organisational 

perspective; and an individual perspective. 

Dan Tapscott argues that in order to benefit fully from this reverse of approach, 

“organisations have to fundamentally rethink everything about themselves and their future” 

(Gerstener, 1999, p19). Tapscott proposes creating “organisations and societies that can 

actually learn” (Gerstener, 1999, p20). His main argument is that organisational culture is a 

precondition for success – if the culture is one of openness and a positive attitude to change 

and learning, then reverse intergenerational learning can begin to take place on all levels. 

Organisational culture and adaptability to change is an enormous field of study in itself. “A 
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culture that accepts and values each person can make a positive difference for everyone 

involved. Incorporating multi-generational workforce management into business goals is one 

effective way to develop an accepting culture” (Ruch, op cit). According to Roth, 1998, “The 

real difference [to effective closing of the generation gap] lies in the organisational learning 

patterns.”  

It is important at this point to acknowledge the “fundamental difference between training and 

learning” Craig, 2001). Training tends to focus on skills acquisition, but learning has a wider 

connection and link into the development of knowledge, and also a link towards an attitude of 

mind on the part of the organisation and also individuals within the organisation. “With 

effective training, all four generations can learn to work better together – and to communicate 

more effectively with each other” (White, 2006). 

From an individual’s perspective, there are two approaches to take: the senior manager’s 

barriers and the new employee’s barriers. 

From a senior manager perspective, some of the reluctance to learn from the younger 

generation comes from the parental connection with the younger colleague – it can be very 

difficult to acknowledge needing to learn from ‘your child’. There may also be scepticism as 

to whether there is anything that the junior colleague can teach. Age and experience are often 

equated with knowledge and wisdom – which are surely not available to a younger colleague? 

Professor David Birchall says, “It reflects the fact that UK managers are less open [than 

American colleagues] about their development needs. Also, managers would question what 

on earth they could learn from someone with little business experience.” (Coles and Gardner, 

2001). There may also be a power concern, linked to a traditional perspective of hierarchy and 

roles. The more senior manager may feel that their position is threatened if there is an 

admission of lack of knowledge – “they generally don’t like to admit their ignorance to others 

in the organisation, particularly those well down the hierarchy” (Coles, 2001). The fear that 

their job may be lost to a younger person may prevent reverse intergenerational learning from 

taking place. Some of these issues can be resolved through organisational, cultural change, 

but some will involve individual mind change. It may be that an acceptance to learn about the 

latest technology from a younger person is not perceived to be job threatening, and so is more 

acceptable. 

A young person entering the workplace can often feel uncertain and intimidated by the 

confidence and self-assurance of the people around them – people who have been in the 
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organisation for some time and have therefore established themselves. There is also the 

likelihood that the young person is not able to communicate effectively with their older 

colleagues – “they may lack the self-confidence needed to teach senior executives” (Stone, 

2004). This is a generation which has been “socialised in a digital world” (Eisner, 2005) [But] 

their strong technical skills are not matched by strong soft skills such as, listening, 

communicating” (Pekala, 2001). It is possible that teaching skills are not developed, which 

would lead to difficulties in coaching anyone, let alone someone who has the (perceived and 

perhaps real) ability to fire you. There is an acknowledgement of the need to train both sides 

in how to relate to each other. Selection of the correct candidates is also important – as not all 

young people are suitable as mentors (Coles, 2001). 

If these problems can be overcome, then the benefits to the organisation can be substantial. 

Internally, “Whether organised on a formal or casual basis, reverse mentoring can offer 

businesses an opportunity to improve internal communications processes” (Coles and 

Gardner, 2001) Externally, “The diverse knowledge base that junior employees can offer is an 

advantage that can be capitalised on” (Smith, 2000). 

Research into this area of reverse intergenerational learning is just beginning. Craig (2001), 

Tempest (2003) and Eisner (2005) are leading the way in beginning to identify the barriers 

and solutions, but there is still scope for more work. If organisations can learn to embrace all 

four generations, then the benefits will start to be seen both socially and financially. 
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III.5.  “You should not underestimate the importance of 
relations…”. Linking science, capital and business in 
commercialising knowledge by Lene Foss and Mette T. 
Solnørdal 

3.48 Introduction 

Today’s knowledge-based economy challenges relations between university and industry. 

Universities are expected to serve a ‘third task’ and play a role in regional innovation (Brulin 

2001; Nilsson, 2006). One way of doing this is to commercialise academic knowledge (cf 

Lockett, Vohora and Wright 2003; Meyer 2003; Shane, 2004). Commercialisation can be 

defined as the process of transforming theoretical knowledge, ‘residing’ in an academic 

institution, into some kind of commercial activity (Chiesa and Piccaluga 1998). The 

importance of science produced by the universities in commercialising knowledge is 

demonstrated in a number of empirical studies (Bania et al 1993; Audretsch, Lehmann et al 

2006; Chapple, Lockett et al 2005; Thursby and Kemp 2002). However, the precise link 

between the sources of knowledge and the resulting innovative output remains invisible and 

unknown (Audretsch and Stephan 1999). As academic spin-offs involve links between 

different institutions such as academia, investors and industry, the crucial question is of how 

these institutions relate to one another. The focus in this study is therefore on how science, 

capital and business are brought together in order to commercialise knowledge.  

Biotechnology is an industry with a large demand for scientific knowledge and with a strong 

co-evolution of science and finance (Audretsch and Lehmann 2005; Powell et al 2002). This 

makes biotechnology an interesting empirical setting for this study. It has been argued that 

excellent science, experienced management, and sufficient access to risk capital are essential 

resources in commercialising biotechnological research (Marvik 2005). This chapter is a case 

study of the process that takes place; from the time the idea to commercialise academic 

knowledge is conceived, to the start up of a research foundation, and the emergence of a 

commercial enterprise. It involves relations between actors with different institutional ‘home’ 

bases; university (science), commercial banking (capital) and business (management). As 

these institutions have different goals (ie producing science, profits and successful 
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enterprises), links between them are necessary in supplementing each other in 

commercialising academic knowledge. A basic assumption here is that relations between 

players representing these institutions can be viewed as the key element in providing the 

resources needed. This ties in with a fundamental assumption in the social sciences; that trust 

and co-operation are closely intertwined (Axelrod, 1984) and that the ‘supply’ of trust 

increases with its use (Putnam 1993). When key actors recognise their common interests, co-

operative relations are more likely to ensue (cf Powell and Smith-Doerr 1994). We therefore 

ask: How do personal relations affect the connection between institutions in linking science, 

capital and business?  

Given that topics such as the dynamics of relations, culture, agency and process are not well 

understood (cf Emirbayer and Goodwin, 1994; Powell and Smith-Doerr, 1994; Mizruchi, 

1994), we will explore the development of relations over time. Following recent calls for 

studying micro-level processes (Oliver and Montgomery, 2000), characteristic events in the 

process of commercialising and the dynamics of links in handling these events are described. 

We give each of three key players, the ‘Scientist’, the ‘Prof’ and ‘The Banker’ a narrative 

voice to illustrate the collaboration between the research institution, the university, the finance 

institution, and the commercialised company. In doing so, their agency, their rationale for 

networking and reflections over the unfolding processes become unveiled.  

The empirical setting is the University of Tromsø. It was established in 1972, as the fourth 

University in Norway, after strong political pressure to provide higher education for students 

of the region, and to contribute to regional development in public administration and industry. 

As the young and often radical academics of the 60-70s took up faculty positions in the new 

university, it was soon labelled the ‘red university’. The small size of the town, the lack of a 

more traditional and conservative academic elite, and the informal and down-to-earth 

behaviour of the northerners, shaped a context where university academics wanted to prove 

themselves as original and different. Thirty years on Tromsø is still different, in that 

hierarchical relations are less prevalent, and where people of different professions mingle and 

relate to each other easily.  

This chapter starts by describing events related to the access to science, capital and 

commercialisation, from the idea of a research institute ‘Bio-Competence’ to the emergence 

of a commercialisation company ‘Bio-Business’ (Section 2). Thereafter follows a description 

of how relations linking the involving institutions developed (Section 3). The chapter ends 
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with a discussion of some principal theoretical issues raised by the case (Section 4). The paper 

concludes with suggestions for further research (Section 5).  

3.49 From Bio-Competence to Bio-Business 

1998: Creation of the idea – concerns about Bio-safety 

In 1998 five professors at the University of Tromsø discovered some potential and 

unfortunate effects of the development and use of modern biotechnology. Genetic engineering 

(GE) opened up several potential advantages, with regard to health, environment and food 

production. The professors claimed that there were also risks associated with the use of 

genetically modified organisms. Biological and ecological processes may contribute to the 

dissemination and unexpected functioning of genetically modified materials in certain 

situations, with potentially damaging, long-term consequences. These risks conflict with the 

globally agreed intention of securing a sustainable development and exploitation of natural 

resources. In order to investigate these issues, the professors established an independent 

research institution, here called Bio-Competence. The objective of this institution was to 

reveal environmental, as well as human, domestic animal and wildlife health-relevant, side-

effects of the use of genetically modified organisms (GMO). Their goal was to build up a base 

of experimental models, knowledge and experience in order to conduct such evaluations in a 

scientifically credible manner.  

In order to fulfil their goal, the scientists needed financial support, covering the initial costs. 

They received the needed capital in addition to some start-up capital from a local savings 

bank, here called ‘the Bank’. The Bank’s regulations and ownership structure gives it a 

particular corporate social responsibility. Because of this the Bank supported the emergence 

of a new research institution, as well as regionally-based science in general.  

Even though the research institution was to be independent, it was still strongly connected to 

the university. The five professors continued to work, full or part time in the university, which 

made it easier to organise joint research projects and gain access to university facilities.  

One of the professors, here called ‘the Scientist’, had a particularly important role in the 

establishment of Bio-Competence, as he was the only one of the five to become employed in 

the new research institution. Another professor, here called ‘the Prof’, became chair of the 

board for the first five years. 
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It was important for Bio-Competence to gain and maintain scientific integrity and 

trustworthiness; it therefore followed strict ethical norms in its research and work. Its 

independence was achieved through a non-profit activity, in addition to avoiding 

collaboration with purely commercial enterprises. The operating revenues were mainly grants 

from non-commercial actors such as Ministries, governmental agencies, and the Norwegian 

Research Council.  

To maintain its integrity and independence, the foundation ‘format’ was chosen as the 

adequate organisational form. The Prof consulted another university professor who was 

considered an expert on establishing foundations. It became important to secure that Bio-

Competence should not “be brought off in a coup”. The University board was given the right 

to appoint the board of Bio-Competence, but not the power of proposal, which was given to 

the general assembly.  

How the Scientist and the Prof divided the work between them is illustrated by the quote 

below.  

 “Bio- Competence would never have occurred if it had not been for the Scientist. He is 

a genuine innovative academic. He has been able to define a new area of critical 

science. He is extremely skilled in convincing potential stakeholders and has used 

much of his time travelling abroad to “sell” the relevance of the research. We have 

been complementary to each other in this process. Whereas he has published the 

necessary documentation, I have assisted in making agenda, structure, and systems.” 

(The Prof) 

2002: Presentation for the Bank 

In 2002, four years after the start-up, Bio-Competence held a presentation for the Bank to 

show the usefulness and social importance of the contribution the Bank had given. This was 

the second formal contact between the research institution and the Bank.  

The banker, here called ‘Banker III’ remembered well the first time he met Bio-Competence.  

“Our board of directors was invited to the University. This was natural since our 

chairman was the director at the university. During this visit we were introduced to 

Bio-Competence, the Scientist and the Prof. We were told about their activity. The 

focus was on the use, dispersion and effects of GMO in the ecosystem. The 

presentation was very interesting. The bank got a very good impression of the 

institution… This was a branch within science that could be interesting for life 
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science, animal food especially within aquaculture and other marine resources. This 

knowledge opens up new perspectives and new opportunities. The bank is concerned 

about spin-offs… The meeting did not lead to a concrete agreement, but we received 

knowledge about Bio-Competence and were reminded about our status as a founder of 

a interesting research institution.” (The Banker III) 

During the last four years the number of employees and the portfolio of research projects had 

increased. Increasing global awareness about bio- and food-safety, in addition to international 

trade, saw staff members of Bio-Competence receiving invitations to lecture and provide 

information at a large number of national and international gatherings, conferences and 

courses. The institution had also become an advisory organ for organisations and agencies 

dealing with bio-safety and sustainable exploitation of nature and natural resources. The key 

competences of Bio-Competence were related to the detection of GMO and evaluation of its 

effects on ecosystems and mammalian organisms.  

2004: C-ooperation with United Nations’ environmental programme – more capital needed. 

In 2004 Bio-Competence started to co-operate with the United Nations’ environmental 

program (UNEP). At this time the research institution had a staff of 14 people. Bio-

Competence needed to increase its funding in order to conduct research projects related to, 

among other things, the environmental programme of the United Nations. The Prof explains 

the need for “patient investors willing to take a risk” in the following way.  

“In this context you might say that capital is more than money. You have smart-

capital, patient capital and intelligent capital. Within biotechnology long-term capital 

is needed as the biotechnological product takes long time to develop. Much can go 

wrong: patents may not go through, biology tests may not be correct. You need to 

invest one time, two times, three times before one reaches the goal.” (The Prof)  

Bio-Competence received a donation from the Bank; the background for this donation is 

explained by Banker III: 

“Bio-Competence received a donation after a formal application. They needed to 

increase their funding capital. I handled this case. Bio-Competence was close to 

deficit because of increased activity. In this period they had been working very hard to 

increase their sponsor incomes, this type of activities demand resources. It was 

natural that they applied to the bank, since we were the founders of Bio-Competence.” 

(The Banker III) 
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2005-2006: New presentation and establishing of Bio-Business 

Bio-Competence developed rapidly. In 2005 the institution employed 23 people, conducting 

13 man-years of research. Over the years Bio-Competence had developed a good relationship 

to the Norwegian Agency for Development Cooperation. In 2005 they signed a long-term 

contract which authorised Bio-Competence to run a GMO biosafety education programme 

(Biosafety Capacity Building Program) for high-ranking scientists, governmental biosafety 

regulators and civil society leaders from third-world countries. These activities increased the 

integrity of Bio-Competence, assured the activity, and enlarged its international network. The 

institution had reached international acknowledgement, and had a broad international network 

of collaborative partners. This network provided Bio-Competence with information and 

projects. Some requests came from commercial bodies. Afraid of losing its integrity and 

trustworthiness, Bio-Competence did not want to work with commercial actors; the 

importance of scientific trustworthiness is commented on by the Scientist: 

“I’m the only full-time senior scientist that has been engaged in Bio-Competence. It was clear 

to me that if we weren’t in front scientifically there wouldn’t be any product to 

commercialise; I was therefore dependent on others running this (commercialisation) 

process. I could only apply for engagement and capital and then we could enter a 

collaboration process where other actors took care of the commercialisation aspects.” (The 

Scientist) 

Some of the professors who initiated the start-up of Bio-Competence intended the foundation 

to be a source of knowledge and research that could be used in commercial activity, and hence 

contribute to the development of a new industry in the region. This was a controversial topic 

because in order to commercialise the knowledge generated in Bio-Competence it was crucial 

that the institution maintained independence, in other words did not participate directly in the 

commercialisation process. In 2005 Bio-Competence presented its competence and activity to 

the board of directors of the Bank. Bio-Competence also informed the board about the 

difficulties related to maintaining independence. The meeting resulted in the Bank deciding to 

support a commercialisation initiative. However, Bio-Competence had to find a solution that 

did not jeopardise its independence. The following quote illustrates how the Scientist 

experienced this event:  

“The whole commercialisation idea was brought back to life after the board meeting 

with the Bank last September (2005) in the science park. I remember an enormous 
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enthusiasm. When we were done with the presentation, we had a coffee break. The 

chairman came over to me and said – “we are happy to have academics like you”. 

Then I realised that this was something that could be used, immediately they started to 

talk about a donation from their donation fund. They were already then so interested 

that they advertised their support of this activity on the basis of academic as well as 

commercial interests.” (The Scientist)  

Commercialisation of knowledge is considered essential to maintain and develop a 

competitive industry. As indicated by this quote from Banker III, the bank was quite 

interested in this type of activity:  

”Commercialisation of knowledge has an enormous potential. If the knowledge is 

unique, then I’m sure that the price is unique as well. We had the impression that they 

scientifically had reached a high level, and that named customers were interested in 

buying their knowledge. This was a trigger for us to establish the commercialisation 

company.”(Banker III)  

Internal conflict within Bio-Competence regarding its involvement in commercial activity is 

reflected in the time spent by the board of Bio-Competence in reaching an agreement. Some 

wanted Bio-Competence to be a commercial institution, while others thought that it was 

impossible to commercialise the competence of the institution without losing its most 

precious asset – its independence. Finally, the board of Bio-Competence and the 

administration came up with a business model that they found satisfying. The result was the 

start-up of a new private company, Bio-Business, in 2006.  

 

2006: Establishing Bio-Business 

The business model of Bio-Business, established early in 2006, was based on co-operation 

between the Bank and Bio-Competence. Bio-Business was registered as an independent 

limited (ltd) company. The Bank contributed with the initial capital and stood as the only 

owner. The collaboration between Bio-Competence and Bio-Business would be project-based 

and contractual, depending on what ideas Bio-Competence found interesting to develop in a 

commercial contest. The administration of Bio-Business was rather small with only two 

members working part-time. The administration was meant to have a co-ordinating role, and 

not conduct any research on its own. In the start-up of Bio-Business, the Bank contributed 
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with the capital needed to keep the administration going for some time, evaluating whether 

this was a good business-model and attractive for further investments.  

The objective of Bio-Business was to commercialise biotechnological knowledge and 

competence, and contribute to increased spin-offs from local research institutions, and hence 

serve as a private commercialisation facilitator. The activity of Bio-Business was firstly to 

find an industrial marked for the research produced by Bio-Competence. This also included 

wrapping academic knowledge into commercially interesting products, and identifying new 

innovative areas for putting research results to proper (ie commercial) use. Second, after 

having built national and international networks, and achieving competence in 

commercialisation and industrial markets, Bio-Business would assist other research 

institutions in doing likewise.  

The academic milieu around the university has matured over the last 30 years, and become 

nationally acknowledged. However, this academic environment has not yet become a 

substantial contributor to local and regional development as intended. The commercial link to 

the industry was still missing. The bank, aware of its social responsibility, saw the need for a 

company bridging academia and industry to commercialise research. This bridging cannot be 

seen as the main responsibility of a finance institution, neither is it evident that academia is 

interested in collaboration with industry. The following quote illustrates the ‘aversion’ the 

Scientist experienced in dealing with commercial activities: 

”The idea is that Bio-Competence shall never conduct commercialisation activities 

itself. The commercialisation shall be done by Bio-Business, but without a minimum of 

input factors, the project is doomed. I’m without knowledge and totally indifferent 

about financial issues. In addition, due to my political point of view, I don’t feel like 

blending with “money people”. That is how narrow-minded I have been.” (The 

Scientist)  

Bio-Competence wanted to keep its focus on science, and realised that a partner was needed 

in order to commercialise research results. Because of this, The Bank financed the start-up of 

Bio-Competence, and its collaboration and financial involvement in the start-up of Bio-

Business was much appreciated.  

The events that unfolded, from when the idea of Bio-Competence was first conceived to the 

actual establishment of Bio-Business, are summarised in Table 1. Arrows indicate formal 

institutional initiatives.  
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Year 

 

Science 

(Bio-Competence) 

Commercialisation 

initiatives 

(Bio-Business) 

Capital 

(The Bank) 

External events 

(Market and driving forces) 

1998 

 

Five professors initiated 

the establishment of an 

independent bio-safety 

research institution  

No of employees: 0,2 

Operating revenues: 

500 000 NOK 

  

The Bank founded Bio-

Competence with the 

initial capital. 

Development of science 

within technology and 

biology permitted study of 

DNA and transgenic 

techniques. Increased 

commercial use of gene 

modified organisms. Young, 

experimental, and highly 

competent scientists at the 

University of Tromso 

2002 Bio-Comp. presents its 

activity to the board of 

the Bank. 

No of employees: 9 

Operating revenues: 4 

millions NOK 

   

2004  

No of employees: 14 

Operating revenues:11,5 

millions NOK 

 The Bank gives a 

donation to Bio-

Competence.  

The Cartagena-protocol 

regulates international trade 

of GMO. Bio-Competence 

starts co-operating with the 

United Nations. Bio-safety is 

a hot political issue.  

2005 Bio-Competence 

presents its activity to 

the board of the Bank.  

No of employees: 13,2 

Operating revenues:15,1 

millions NOK 

  Bio-Competence is asked by 

commercial actors to conduct 

research projects. This is in 

conflict with the regulation of 

Bio-Competence.  
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Spring 

2006 

 

 

No of employees: 16,5 

Operating revenues: 

15,5 mill NOK 

Bio-Business 

The Bank is the founder 

and owner, while Bio-

Competence is the 

provider of knowledge. 

Objective: commercialise 

knowledge of Bio-

Competence.  

 The government has the 

intention of making Bio-

Competence a national centre 

of competence.  

 

 

Table 1: Events in the emergence of Bio-Business 

3.50 Relations significant in developing Bio-Business 

This section reveals the personal relations between key actors, from the creation of Bio-

Competence in 1998 to the founding of Bio-Business in 2006. The development of 

relations between key players in the process, the Prof, the Scientist, the Banker, are 

organised around the different events following the year of the critical events (Table 1). 

Quotes from the key players illustrate their reflections on the evolving relations.  

1998: “One player – multiple roles” 

The first formal contact between Bio-Competence and the Bank took place when Bio-

Competence applied for a grant covering the initial costs of setting up the institution. 

Existing personal relations provided a link between the research institution and the Bank. 

The following quote illustrate how Banker III reflects over the importance of relations:  

“One should not underestimate the importance of relations. When looking for 

interesting activities and events in the university sphere you are influenced by 

your network. In this case both our chairman and previous employee had been 

appointed to the board of Bio-Competence. Bio-Competence is the only 

foundation we have established, it is very unique. It was the result of few active 

people within this field of science. The director of the university was a member of 
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several boards and committees. I think he had a strong influence on the founding 

of Bio-Competence.”(The Banker III)  

 

Figure 1: Year 1998 – “One player – multiple roles” 

Figure 1 illustrates how the university Director I held three board memberships. When 

Bio-Competence started-up the university Director I had a position in the Board of 

directors in the Bank; he also became a member of the board of Bio-Competence28. The 

involvement of the director helped Bio-Competence to get support from the University, 

and contributed to the contact between Bio-Competence and the Bank.  

However, the university Director I was not the only person linking these institutions. As 

the following quotes illustrate, there were several links between the Bank and Bio-

Competence.  

“I knew some of the people29in the Bank from before starting Bio-Competence; in 

particularly the Director of the university, he was a member of the board of The 

Bank. I have known The Banker II during the last 7-8 years. I got to know him 

better from a firm where he was the managing director and I was a member of the 

                                                

28 It was required by the laws of the Company that the University director was a board member.  
29 In this context the people referred to are individuals who have the authority to decide or the possibility 

to influence the process of awarding grants.   
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corporate assembly. It was, however after he resigned that we and our wives 

developed a personal relationship.” (The Prof)  

”I knew the Prof from various occasions, but I only knew the Scientist from Bio-

Competence…I knew the Prof because his network reached within the Bank. He 

was active within the capital market, and is a person with many “irons in the 

fire” making our roads crossing at occasions.” (The Banker III) 

”My relation to the bank started in 1997-1998 when Bio-Competence got the 

initial capital from The Bank. We had several meetings with various key-persons 

in The Bank. The university Director was a board member and served as 

chairman in Bio-Competence… However, the formal contact and the trigger of 

the grant were thanks to the involvement of the Prof. Not many are capable, 

skilled scientists, while at the same time having such a large network in 

commercial and financial circles. I have never seen anybody in academia being 

as successful as him.” (The Scientist)  

”In a small town like ours, where “boy’s clubs” dictate most of the activity, one is 

lucky if managing to capture their interest. If so things can happen very quickly, 

even quicker than other places. On the other hand, if they don’t respond, then 

things can go slower than being in a metropolis; where the commercial, financial 

and intellectual milieus are more impersonal and objective. I believe that a 

person’s appearance or acquaintance is more important in a small town than in 

larger, more impersonal context.” (The Scientist) 

The first three quotes indicate the smallness of the town, and how individual paths tend to 

cross relatively easily. Over the years key players have come to know each other in 

several settings. The fourth quote especially confirms this observation, and pinpoints that 

smallness can be a double-edged sword.  
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2002: “Durable institutional relations in spite of personal withdrawal” 

 

Figure 2: Year 2002 – “Durable institutional relations in spite of personal withdrawing” 

In 2002, the university Director I was chairman of the Bank, but had resigned from his 

position at the University. Bio-Competence wanted to have the Director of the university 

as a member of the board, and the new director accepted. With the resignation of the 

university Director I the links between the institutions based on personal relations 

weakened.  

However, institutional stability was maintained by the decision of the new university 

director to join the board of Bio-Competence. In addition, formal links between the Bank 

and Bio-Competence had strengthened over the years. Banker II had, for many years, a 

central position in the Bank. Some years before the emergence of Bio-Competence he 

took a new job and moved to another town. However, his new job kept him in contact 

with friends and former colleagues in the Bank. The relation between Bio-Competence 

and the Bank was strengthened with the involvement of Banker II in the board of Bio-

Competence.  

“I knew Banker II, but he had nothing to do with Bio-Competence. It was first 

when I ended my chairmanship in Bio-Competence that Banker II was appointed 

as a board member.” (The Prof)  
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In 1998 one person, the university Director I, had multiple roles in linking the three 

institutions. In 2002 this changed, when he resigned as university Director. From now on 

the relation between the university and Bio-Competence became more institutionalised. 

A formal contact between the Bank and Bio-Competence was enhanced by the 

involvement of Banker II in the board of Bio-Competence. However, not surprisingly 

there was a personal link between the Prof and Banker II.  

2004: “Institutional stability – maturing of relations” 

 

Figure 3: Year 2004 – “Institutional stability – maturing of relations” 

In 2004, The Bank gave Bio-Competence another financial donation. Once more there 

was a new director at the university, and – in sticking to traditions - he too became 

member of the board of Bio-Competence. The university Director I was still the chairman 

of the Bank’s board of directors, while the Banker II still worked closely with the Bank 

and maintained his personal relationship to the Prof and the Banker I.  

The formal links between these key persons became weaker over the years, as they 

resigned from some of their formal positions. In spite of this there were still relational ties 

between the two institutions. This is illustrated through a quote from Banker III: 

“When the application was treated there was not much formal contact between 

the bank and Bio-Competence. We had a good relationship and supported their 

activity. The contact was very sporadic, and only updated through the annual 
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report. I did not have any deep knowledge about Bio-Competence until the last 2-

3 years. Since we were the founders we were informed about their development. I 

think the good atmosphere that was created during the start-up had maintained”. 

(The Banker III)  

As the years went by, Bio-Competence grew stronger as an institution. This was largely 

due to the work and commitment of the Scientist. He was a strongly committed scientist, 

employed full-time and collaborating well with the local university, national politicians, 

and national and international organisations. As mentioned earlier - in a quote at page 

234- the Scientist wanted to commit the institution to science, and avoid any involvement 

in commercial and financial issues. However, the following quote illustrates how his 

feelings towards the bank evolved:  

”The experiences I have had directly and indirectly with the bank, have been 

positive, without any exceptions. They have convinced me that when talking loud 

about contributing to the knowledge-based industry in Northern Norway, they 

really mean it. It is not some kind of slogan they use to achieve advantages in 

other areas…The fact that I personally know the communication advisor of a 

relatively large bank is not evident when working at a university.”(The Scientist)  

  

This quote indicates that trust is something you earn over time. Here trust seems to 

reduce scepticism between the different spheres of academy and finance.  
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2005: “Institutionalized relations maintained in spite of key actors withdrawing 

from formal roles” 

 

Figure 4: Year 2005 – “Institutionalized relations maintained in spite of key actors withdrawn from 

formal roles” 

In 2005 the key persons linking the University, The Bank and Bio-Competence had 

departed from their positions. The first university Director I was no longer chairman of 

the Bank, and Banker II had resigned as board member of Bio-Competence. When Bio-

Competence gave a presentation to the Board of the Bank in 2005, this took place before 

a new audience. Bio-Competence presented its scientific achievements, political 

involvement and the commercial prospects of its activity. The Board of the Bank found 

the presentation interesting. It was immediately decided that the Bank should participate 

financially in establishing a commercialisation unit for Bio-Competence. Bio-

Competence was invited to design the activity and organise the commercialisation unit. 

As the following quote indicates, such a decision is unique.  

“We knew that their activity was related to the development of knowledge, in 

addition as knowledge provider at larger conferences…They contribute in a 

larger network, we had no reason to doubt them…To commercialise knowledge is 

far beyond the core activity of the bank. Our competence within biotechnology or 
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bio-business is marginal, and we had to trust the scientists who knew what they 

were talking about.” (The Banker III)  

There are good reasons to believe that this decision was based on the long-term 

relationship and the mutual trust that existed between Bio-Competence and the Bank.  

2006: “The start-up of Bio-Business”  

 

Figure 5: Spring 2006 – “The start-up of Bio-Business” 

  

Bio-Business was established in 2006. The board of Bio-Business was composed of The 

Prof, The Banker IV and The Industry I. The Prof was also employed part time in Bio-

Business. He also worked as a professor in the University and was a member of the 

Board of Bio-Competence. His presence in Bio-Business assured an efficient information 

flow between Bio-Competence and Bio-Business. The Banker IV representing the Bank 

brought financial knowledge and experience to Bio-Business and secured the information 

flow between the Bank and Bio-Business. The Industry I was a representative of the local 

biotechnology industry. After finishing his Master of Fishery Science he had started 

innovative firms within biotechnology. The Prof tells why he considered the board an 

important source of resources: 
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 “We could not afford a large administration and needed a competent Board. 

Then it became important to get board members who together could make a good 

business plan. Therefore we tried to fill up the positions with the C’s: competence, 

capital and commercialisation. I played in Industry I to the board.” (Prof)  

He further evaluated the board of Bio-Business and Bio-Competence in the following 

way: 

“In Bio-Business; Industry I has an extremely good network in Nordic and 

international biotechnology who nobody else has. Banker IV, as a company 

advisor, has a very good network within business structures in Tromsø and in 

Northern Norway in general. In Bio-Competence, the scientist has a unique 

international network in terms of his extreme engagement with gene ecology. The 

administrator has an established network within Norad, UNEP, who has made a 

success of financing this institution. The chair of the board has a political network 

worth gold. Everybody have further relations, which can make this 

commercialisation possible. “  

When Bio-Competence was started in 1998 it was supported by the University and the 

Bank. This support was formalised through board memberships. In 2006 when Bio-

Business was set up, the same mechanism is at work, through the involvement of board 

members.  

3.51 Discussion 

The case illustrates how personal relations affect the links between the University, Bio-

Competence, the Bank and the later Bio- Business. In the first instance the emergence of 

Bio-Competence was a product of a commitment to science, personal relations and 

individuals in key positions in the University and in the Bank. These relationships helped 

Bio-Competence getting access to the resources needed for its development. The 

relationship established between Bio-Competence and the Bank facilitated the set-up of a 

commercial company. Science became business due to personal relations connecting 

science and capital. The actors involved were familiar with each step in the process, 
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because they knew each other and were related to each other in the capacity of their 

institutional roles. The bank was very concerned about maintaining the good relationship 

towards Bio-Competence and was careful not to ‘overrun’ the research institution, 

jeopardising their independence and integrity in the process. As a financial institution, 

however, the Bank naturally had commercial interests and viewed its contribution as a 

commercial investment.  

The cumbersome and slow process from research (Bio-Competence) to 

commercialisation (Bio–Business) reflects the difficulties of generating spin-offs within 

the field of gene ecology. As one of the informants put it: “It is impossible to know how 

the market will react and how good the sale would be for products that are not yet 

developed”. The institutions had different competences and the key players needed to 

link these together. The boards of Bio-Competence and later of Bio-Business became the 

strategic tools in this process. By carefully selecting board members with complementary 

networks and qualifications in science, finance and business, the boards became the 

workhorses of the process.  

The main conclusion – or finding - of this case study is that the successful 

commercialisation of academic knowledge is a result of personal relations and 

institutional stability. The institutional links made it possible for key players to move 

more easily between formal positions through board membership in these institutions. 

The flexibility and personal links between board members thus created, seems to be the 

clue in this case. Such structures and processes raise some theoretical issues discussed 

below. 

The initial relations between the university, Bio-Competence and the Bank can be 

characterised as a form of brokerage (Lin 2001). The director of the University bridged 

the institutions through his board memberships in all three of them. The Prof had a 

network inside the Bank, through different board memberships in local and regional 

businesses. The Prof, as a skilled scientist with commercial talents, was a recognised 

actor in local industry and the Bank when trading in the capital market. Hence, the 

advantage created by the location of Bio-Competence in a bridging structure of ‘social 
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attainment’ relationships constitutes a form of social capital that gave Bio-Competence a 

head start. Bridging clusters of networks facilitate the smooth flow of information and 

resources. In our case, bridging between academic, financial and business circles created 

a better understanding of how to transform science into business. 

This initial brokering between the institutions developed into relations that over time 

created trust. The key players appreciated each others’ competence, ie the ability to act 

according to agreements and mutual expectations (cf the presentation for the Bank). They 

also trusted each other’s intentions, ie the will to act properly (attention, commitment, 

lack of opportunism, absence of cheating) (Noteboom, 2002). The Prof and the Scientist 

had the role of go-betweens (mediators) (Nootebom 2002) in managing the relations 

between the institutions as they created arenas and acted so that mutual respect, learning 

became possible. The logic of collaboration between the institutions was based on the 

fact that they needed each other’s resources and knowledge in order to reach a common 

goal of establishing a commercial enterprise. The case illustrates how the go-betweens in 

the different institutions used each other as means to reach that goal. Being strongly 

dependent on each other makes trust a crucial factor. The number of participants is 

limited, and those involved are individuals who - due to their close relationships – are 

trusted with membership on the board. The result is a kind of ‘relational economics’ on 

an institutional level. Institutional stability becomes a ‘safety net’ in the creation of a new 

business. Hence this is a story of how personal relations shape stable institutional 

relations. 

 The development of relations between the University, Bio-Competence and the Bank 

also illustrates the mechanism of closure (Burt 2005). The mechanism here is called 

‘third party’, known from balance theory in psychology (Heider, 1958). When a 

professor and a banker both are positively related to a university director (the same third 

party), they are likely to develop a positive relation to one another. Hence, closure in a 

network facilitates trust. The interesting aspect is that the story of Bio-Competence and 

Bio-Business in fact deals with several ‘third parties’ issues. The actors representing 

different institutions have the same references. References again deal with reputation, 

which is a kind of adaptive mechanism of control of behaviour when people monitor and 
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discuss other people. As the quotations illustrate, the key actors knew one another from 

the very beginning, as they had the same references. Reputation and credibility became a 

real issue when the Scientist presented the plans for the Bank. Burt (2005:109) argues 

that it is the reputation mechanism by which closure lowers risk that would otherwise 

inhibit trust. Where that trust is an advantage, closure is social capital. Hence, this case 

illustrates how both brokerage and closure-shape generate social capital.  

Since the story of Bio-Competence and Bio-Business draws attention to the significance 

of connectivity and cohesiveness, one should also ask whether too close connections may 

inhibit innovation. Research shows rather that intense connectivity homogenises the pool 

of resources and information available to a group, and high cohesiveness may lead to 

sharing of common, rather than new information (Uzzi and Spiro, 2005). Strong ties are 

beneficial in the exchange of fine grained-information, tacit knowledge, trust-based 

governance and resource co-optation (Krackhardt 1992; Starr and Mac Millan, 1990; 

Rowley et al 2000). This was conducive in carrying out the plan from research to 

commercialisation, as the boards were vigorous. The strength in this case is the ability of 

the participants to complete the mission. But trust also has it limits, as too much of it can 

lead to rigidity and lack of innovation (Nooteboom 2006). Bio-Competence, as a radical 

innovation, needed to obtain legitimacy to overcome the ‘liability of newness’, a more 

innovative organisation depends more on organising institutional support and legitimacy 

(Baum, 2000). The scientist mobilised his network to obtain this legitimacy (cf Aldrich 

and Fiol 1994). Weak ties to the political, governmental and academic spheres are for 

accessing novel information (cf Granovetter 1973; Burt 1992). The last quote from the 

Prof (page 246) illustrates how the board members network reaching industrial, 

academic, business and political spheres are likely weak ties bridging Bio-Competence 

and Bio-Business to new information and resources.  

Although the strength of ties is not measured in this study, the quotations seem to indicate 

that the processes from Bio-Competence to Bio-Business both contained elements of 

strong and weak ties. More precisely it seems that the establishment of (the board in) Bio-

Competence had more elements of cohesiveness and strong ties, while weak ties were 

important to gain socio-political legitimacy. The establishment of Bio-Business was 
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made possible after a long time of networking for preparing the commercialisation of the 

research. Trust between the involved parties made it possible, but the weak tie elements 

were used more strategically when establishing the board. This fairly anecdotal evidence 

supports prior research of radical spin-offs (Elfring and Hulsink 2003; Elfring and 

Hulsink 2007). 

Two issues concerning the context of networking are also present in the case.  

The informants’ expressed beliefs that “this would not have happened elsewhere” make 

the metaphor of “small is beautiful” come to mind. Their reflection and evaluation of 

who they have a nodding acquaintance with, who they know in other institutions 

(typically business versus academia) seems to be based on an awareness of Tromsø as a 

small place where people mingle easily. The interesting aspect pertaining to the 

conditions for commercialising academic knowledge is the interweaving of relations 

between the academy and the business community. As the banker put it: “We often mix 

social relations with knowledge relations”. The case seems to illustrate a contextual 

advantage for networking in that the town is relatively small and that there are no ‘iron 

walls’ between academia and business. A transparent milieu creates meeting points, 

where information can be exchanged and knowledge about others can be acquired.  

Starting Bio-Competence is also a story of the challenges and advantages facing 

academic entrepreneurs when engaging in activities far away from the academic 

Fatherhouse. The challenges relate to not being a member of an academic milieu and 

having immediate collaboration partners. Not being a mature, acknowledged academic 

department, is also a problem. The need to collaborate with individuals and institutions 

outside the university may, in this case, be an advantage. By searching for partners, one 

can avoid prejudice. Being 1000 miles north of Oslo, international collaboration becomes 

just as interesting and convenient as contact with the academic milieu in the capital. The 

story of Bio-Competence and the emergence of Bio-Business show how actors choose 

their collaborators on the basis of their own interest, and on their common ambitions and 

goals.  
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3.52 Conclusion 

This case study points to the significance of relational processes and structures at the 

micro-level for commercialisation academic knowledge. It reveals a double-edged sword 

in making people from institutions representing science, capital and business work 

together. Personal relations affect the connection between the institutions, through the 

creation of trust. Trust seems to smoothed out the cultural differences between academia, 

finance and business. The academic knowledge would very likely not have been 

commercialised, if it had not been for the creation of trust between the key players. The 

closely-knit network was effective in mobilising and linking the necessary resources to 

reach a common goal: give birth to a commercialisation company. In addition to this, 

collaboration also makes it possible for each institution to reach their individual goal (ie 

produce science, profits and manage successful enterprises). The other side of the coin 

may show up in the further development of the commercialisation company. In 

developing external business and market relations, nationally and internationally, risk is 

involved and other governing mechanisms are likely needed to secure access to 

resources. More research is therefore needed on the issues and consequences of trust and 

risk and the mix of strong and weak ties for acquiring the resources needed for the 

successful commercialisation of science. The case also invites further research on the role 

of boards as strategic tools in commercialising academic knowledge. 
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III.6. Integrated Innovation in its Organisational Context by 
Peter Totterdill 

This chapter attempts to redress the overwhelming product focus of much innovation 

policy debate at EU and national levels in Europe. Such traditional perspectives place 

considerable emphasis on the need to support the specific components (venture capital, 

research infrastructure, regulatory frameworks, marketing support etc) while ignoring the 

workplace conditions which create the context for innovation. Integrated innovation, in 

contrast, takes a systemic perspective, one in which work organisation, inter-

organisational relationships and innovation in products and services are inextricably 

intertwined as part of a dynamic and continuous process - a triple helix, though one with 

a much greater focus on dialogue process than the triple helix model of institutional 

collaboration presented elsewhere in current literature. Work organisation changes in 

response to the continuous redefinition of challenges and opportunities; workplace 

innovation and product/service innovation become mutually interdependent.  

The ‘high road’ of work organisation as a condition for integrated 

innovation 

What should we expect work to be like in the 21st century? Diversity is clearly part of the 

answer. Differences in work are marked between, for example, the famous small firm 

clusters of Northern Italy, the paradigmatic team-based organisations of Scandinavia, the 

re-engineered corporations influenced by US or Japanese management theory, and the 

persistent rump of traditional Fordist organisations. The emerging concept of a ‘high 

road’ has, in recent years, tried to give meaning and shape to this evolving diversity. The 

evidence base for the high road can be found in the experiences of hundreds of 

companies during a period of forty years (see for example Trist et al, 1963; Emery and 

Thorsrud, 1969), all of which changed their thinking about human and organisational 

factors. It has no prescriptive form but the high road does distinguish between 
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organisational strategies based on sustained innovation and those based on short-term 

cost-driven factors. 

Above all the idea of a high road suggests the possibility of convergence between values 

and objectives previously seen as being in opposition to each other. Can Europe achieve 

sustainable competitiveness and high levels of employment through the enrichment of 

working life? In short can we unite customer satisfaction and job satisfaction? In many 

ways this discussion is inseparable from a broader one about the nature of European 

competitiveness itself. Short-termism driven by shareholder expectations of rapid and 

continuous returns certainly reduces the likelihood of such convergence; but equally it 

undermines the prospects for long-term business growth in global markets where 

Europe’s competitive advantage lies in innovation (Andreasen et al, 1995; see also 

Blackaby, 1979, for a classic discussion of short-termism and the competitiveness of the 

UK economy). In contrast the high road proposes a model of European competitiveness 

based on sustainable capacity for innovation, both inside the firm and in its wider 

environment. 

The journey to the high road is very problematic and there is no evidence to indicate the 

existence of a mass movement in this direction - indeed rather the opposite (European 

Foundation, 1998). Yet evidence is there to suggest that the potential for such 

convergence is more than utopian fantasy. The Hi-Res project30, an analysis undertaken 

on behalf of the European Commission in 2002 sought to piece together these fragments 

of evidence in ways that show what the full picture might look like - in much the same 

ways as an archaeologist tries to reconstruct the shape of a mosaic from just a fraction of 

the original pieces. Hi-Res provides some evidence based on an overview of the current 

literature, and an analysis of more than a hundred case studies. In particular the project 

aimed to provide a better understanding of the high road by analysing the concrete 

                                                

30 The Hi-Res Project (Defining the High Road of Work Organisation as a Resource for Policy Makers 
and Social Partners) undertaken for the European Commission by a consortium of partners from 6 
Member States led by The Work Institute at Nottingham Trent University/UKWON. See Totterdill, 
Dhondt and Milsome, 2002 or www.ukwon.net. 
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experiences of organisations throughout Europe as they struggle towards change. 

Crucially this is not just about the dynamics of change inside each organisation, but the 

extent to which workplace innovation is supported or impeded by the wider environment 

in which the organisation exists.  

This importance of the ‘high road’ approach is that it seeks to identify the potential for 

‘win-win’ outcomes - the scope for convergence between organisational performance, 

employment and quality of working life. This stands in stark contrast to ‘low road’ 

approaches driven by short-term contingency and/or cost considerations. However the 

‘high road – low road’ distinction reveals a significant degree of ambivalence. At an 

instrumental level the language and tools used by practitioners of the high and low roads 

demonstrate remarkable similarity. Concepts of teamworking and autonomy, for 

example, play a central role in both cases yet there are marked differences both in the 

processes that characterise the introduction of such innovations and in their effects.  

The danger for the high road lies in the seductive nature of the ‘quick fix’ for managers 

under continuous pressure from customers and shareholders. Management consultants 

and organisational gurus continually stress the ‘bottom line’ benefits of change, 

emphasising immediate and tangible returns in terms of cost reduction and customer 

satisfaction. In practice such returns are rarely achieved without costs to employees and, 

arguably, to longer term competitiveness. Not only is the empowerment and participation 

of employees defined within strict parameters in this low road approach, but it can also 

lead to job intensification rather than job enrichment (for example Skorstad, 1992; 

Turnbull, 1988). Apparent autonomy can be granted to employees with the implicit 

understanding that, individually and collectively, they will internalise business 

imperatives thereby removing the need for direct supervision (Peters, 2001). This places 

employees in contradictory and typically stressful situations, compelled to achieve 

externally driven targets in ways which can often only be realised through self-

exploitation. There is no doubt that such experiences of change in work organisation are 

common, leading to widespread scepticism and resistance to further workplace 

innovation. Apart from their adverse effects on workplace health and wellbeing, the job-

intensifying aspects of low road innovations damage ability to create a workplace 
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environment in which employees make full use of their competencies and creative 

potential to make improvements and innovations in products and processes. In other 

words short-term productivity gains may be traded off against the innovative capacity 

required for sustainable competitiveness. Job intensification may also produce further 

instability in the form of increased employee absence and turnover. 

While the high road and low road share common organisational characteristics, they are 

distinguished by the nature of the discourse around which change is constructed. Low 

road changes, typically driven by narrow measures of productivity and cost-control, are 

legitimised by narratives about ‘best practice’ and business need. In contrast high road 

approaches are defined by the common ownership of workplace innovation, grounded in 

organisational structures and practices that enable continual dialogue between 

management and employees, maintaining the possibility of achieving mutually 

advantageous outcomes. This dialogue is based on recognition by both sides that short-

term gains in profitability or working conditions may need to be sacrificed to achieve 

more sustainable goals. 

The high road focuses on improving organisational performance and competitiveness 

through continuous innovation in products, services and processes. The enlargement and 

enrichment of jobs is integral, allowing employees more control over their working 

environment and greater opportunities for innovation thereby enhancing learning, 

workplace health and quality of working life. Benefits identified from case study 

evidence include enhanced rates of innovation, greater responsiveness to customers, 

improved productivity, better quality, cost reduction and lower staff turnover. Increased 

competences resulting from such jobs enhance the employability of individual workers in 

increasingly insecure labour markets. At the macro level higher rates of innovation in 

products and services, combined with greater functional flexibility in labour market 

skills, lead to faster economic growth and new job creation. 

The high road can be readily understood and agreed as a ‘headline’ concept, but it is 

much harder to define as a set of principles acceptable within the context of different 

research disciplines and contrasting national experiences. Indeed it would be 
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inappropriate to portray the high road as an internally consistent model equally applicable 

throughout Europe. The whole sphere of work organisation is, rather, a contested terrain 

on which different forces and interests interact continuously. This interaction creates a 

process of evolution in which hybrid outcomes reflect both the organisation’s economic 

and social context, the nature of the dialogue within the organisation and the unique 

process of learning and experimentation it has experienced.  

What distinguishes the high road from other approaches is that this process is grounded in 

the optimal resolution of contested stakes through inclusive and open dialogue involving 

both internal and external stakeholders. The question, however, remains: how do 

companies climb towards the high road of work organisation? How do they develop and 

capture the talents of a motivated and self-disciplined workforce?  

Arenas of organisational change 

We have briefly shown what the ‘high road’ is and why it is central to the future of 

competitiveness and employment in Europe. From this analysis however it is clear that it 

will not be easy to get there. The ‘road to the high road’ cannot be travelled through 

slavish adherence to a list of best practices or by attempting to follow a rational step-by-

step process. Rather the ‘high road’ is essentially a process of continual learning, 

experimentation, adaptation and innovation.  

While the logic of ‘best practice’ is pervasive, the supposition that there are definitive 

ways of organising - even for different types of enterprise - remains problematic. It is also 

inconsistent with the many findings that innovation and creativity are the key to 

sustainable competitive advantage, since ‘best practice’ largely relies on mimicking the 

innovative practices of others. We stress that workplace innovation cannot be defined in 

terms of the adoption and implementation of a series of blueprints to change discrete 

aspects of an organisation.  

Although the traditional way to accomplish change is through the application of 

generalised concepts to specific problems according to a predetermined set of rules, it is 

now increasingly argued (see for example Fricke, 1997; Gustavsen, 1992) that this 
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approach has emerged as a roadblock rather than a motor for change in organisations. It is 

important, rather, to understand the complex learning paths which characterise change in 

real situations. Pettigrew (1987) for example is very critical of a-contextual approaches 

and argues for greater focus on the internal and external contexts which drive, inform and 

constrain change. Such commentators criticise the common perception within 

management texts that change is rational, incremental and thereby conducive to the use of 

normative change models. They argue instead that change is a dynamic and uncertain 

process that emerges through the interplay of many factors (Hague, 2001). In this 

analysis, the high road is a struggle to achieve a virtuous circle in which reflexive 

practices inside the organisation capture employee knowledge and experience while 

simultaneously stimulating the absorption of knowledge and experience from external 

sources. This creates a dynamic interaction between product or service innovation and 

organisational change.  

Case study data provide useful rich description, but translation into ‘key lessons’ has 

been notoriously difficult. Part of the reason for this lies in a replication of the ‘one best 

way’ logic whereby analysts have attempted to make universal generalisations which 

simply cannot be supported empirically. Even those checklists or ‘key learning points’ 

which make no claim to universality have often failed to offer much more than a list of 

organisational truisms - useful, but failing to go beyond managerial commonsense (see 

for example Buchanan, 1999; Collins, 1998; Dawson, 1994). Another difficulty of the 

checklist approach is that many of the issues appear discrete when there is evidently 

considerable overlap between points of advice. It is difficult to tackle issues like 

‘partnership’, ‘teamworking’ and ‘culture’ separately because the boundaries between 

them are obviously blurred.  

Finally, many change recipes suggest that transformation occurs through a rational and 

incremental process. Lewin’s analysis that organisational transformation occurs through 

linear ‘freezing-unfreezing-refreezing’ processes has provided the theoretical basis for 

many contemporary change agendas (Burnes, 1996). However a growing number of 

academics stress that the actual practice of change is far from tidy; rapidly changing 

markets, technologies and labour market expectations have rendered the logic of rational-
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incremental change redundant - even assuming their practical relevance in the first place 

(Pettigrew, 1987). 

An analysis is therefore required which: 

• avoids prescription 
• allows for change processes to be explored in ways which recognise the complex and 

untidy path which change may take 
• moves beyond a list of ‘key learning points’ and offers opportunities for deeper 

analysis and exploration of the dilemmas and choices posed during the change 
process 

• facilitates a more integrated analysis of overlapping themes and issues 
• allows for the inclusion of external influences upon change processes.  

External factors such as the market environment and the industrial relations context may 

well influence strategic choices made at the local level, but the approach challenges the 

suggestion that any single factor will explicitly determine the way in which an 

organisation will respond. The core of our interpretative model lies in understanding the 

complexity of the relationship between internal and external factors. Participation of 

employees from all levels of the organisation can be shown to improve the effectiveness 

and sustainability of change by utilising their detailed knowledge of work practices and 

increasing their sense of ownership of the outcomes. However the organisation should 

not be viewed as impermeable - multi-lateral interchanges of ideas and experiences with 

other organisations or intermediaries certainly enrich the quality of the innovation 

process. Similarly innovation processes within organisations may influence others in their 

sector, supply chain or region. Renewed research attention on sectors, company networks 

or clusters of interrelated activity may reveal how firms both learn from and contribute to 

the cognitive arenas in which they associate (Child and Smith, 1987). Likewise external 

knowledge, ideas and experience may initiate a process of learning and experimentation 

within individual enterprises, but it is unlikely that there will be indiscriminate adoption 

of external solutions without some form of adaptation and shaping by local stakeholders.  

Organisational boundaries are also becoming blurred in operational terms, with the 

increasing dispersal of production and innovation vertically through supply chains and 

horizontally through sectoral and knowledge clusters. As the concept of integrated 
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innovation suggests, the network will arguably become the dominant organisational form 

of the 21st century. This possibility is considerably enhanced by advances in ICTs and 

the consequent emergence of the ‘virtual organisation’. 

Our analysis starts with the high road’s emphasis on competitiveness through the 

continual reinvention of products and services, which places a considerable premium on 

the ability of an organisation to harness the tacit knowledge and creative potential of 

employees. It is central to the argument that this involves much more than the ability 

simply to recruit and retain employees with the necessary aptitudes and competencies. It 

requires a work environment which fully engages all levels of employees in planning, 

quality assurance, problem solving and innovation (Cook and Seely Brown, 1996). 

Building this work environment involves a complex and contextualised process of 

dialogue, learning and organisational innovation based on interdependent processes in 

which workplace partnership and employee involvement, job design and teamworking, 

and the creation and distribution of knowledge, are the principal organisational 

components. As we argue above, work organisation has to be seen as a reflexive process, 

not an end state.  

 

Figure 1: Arenas of organisational learning and change 
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Figure 1 identifies three organisational arenas of the high road characterised by a 

dynamic interaction between process and organisational design: 

• knowledge, innovation and creativity are both valued and placed close to the heart of 

the work process at all levels of the organisation 

• partnership and dialogue establish the preconditions for a workplace environment in 

which the instigation and ownership of innovation are widely distributed 

• teamworking becomes a defining characteristic of all aspects of work, both routine 

and developmental. In this sense, it emerges less as a formulaic model than as an 

approach to work organisation which broadens job design and challenges both 

hierarchical and horizontal demarcations in order to optimise levels of agility and 

innovation. It also provides the day-to-day context for enhancing the quality of 

working life. 

Between these organisational spaces lie a number of more intangible and interpretive 

‘cultural’ practices, which both determine and are determined by the structure of work 

organisation. Communication, commitment and trust lie at the heart of sustainable change 

processes, and can be seen to lubricate or impede the process of organisational and 

service innovation.  

These key organisational components interact with other dynamic contextual factors, 

notably new technologies. New technologies can broaden job profiles, increase the 

delegation of responsibilities to individuals and teams, widen the distribution of 

information, and increase the speed of product or service innovation. Technological 

change becomes integral to the process of organisational development, facilitating 

adaptation and adjustment in ways of working and learning. The challenge is to secure 

maximum coherence between technological possibilities and organisational needs rather 

than simply optimising the relationship between the machine and its operator. 

As the model depicts, many issues for organisations are overlapping. For example, to 

support innovation through partnership and involvement, organisations may need to 

create ‘design space’ (Bessant, 1983) or organisational ‘slack’ (Boer, 1991). Engaging 
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employees in partnership practices may occur independently of their work tasks, but 

wider participation in decision-making also may directly impact their task environment. 

The intersections between the change arenas, therefore, provide the opportunity to 

discuss the interconnectedness of change activities. The activities highlighted in these 

areas are tentative, and there may be other issues which could be explored in these areas. 

In summary, the model is not intended to be prescriptive, but aims to be a framework in 

which change processes can be explored and in which the strategic choices of 

organisations can be visualised and deliberated.  

In summary we have tried to develop a perspective in which organisational renewal is 

inspired and resourced by both external and internal factors; it portrays change as the 

dynamic interplay between people, structures, technology, cultures, histories, resources 

and the wider environment. Using the three conceptual arenas outlined in Figure 1 - 

organisational knowledge, partnership and teamworking - the analysis seeks to identify 

the common challenges, choices and design principles characteristic of high road 

organisations, aiming to avoid the prescriptions of some change management recipes and 

checklists. The approach stresses the interconnectedness of development strategies in 

these arenas, seeking to avoid the problems associated with reductionist accounts of 

change which focus on single factor effects and linear causalities. Organisational 

innovation is not a rational, incremental process and any attempt to capture its complexity 

will have major failings. However it is hoped that the approach developed here facilitates 

a more dynamic portrait of the characteristics of the high road. 

Case examples, denoted by company names in italics, are drawn from the Hi-Res study 

cited above. The case studies can be found at www.ukwon.net.  

Knowledge, innovation and creativity 

As we have argued, knowledge, innovation and creativity are seen as the driving forces 

for the company of the future. It is increasingly the intellectual capital of an organisation 

- not the physical capital - which creates value and growth. Innovative potential is 

seriously constrained by Tayloristic models of work organisation that separate the 
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conception and planning of work on the one hand from its execution on the other. This 

separation fundamentally challenges the ability of employees to exercise control and 

autonomy in their working lives (Hague, 2000); equally it denies organisations access to 

the tacit knowledge and experience gained by employees, and limits the scope for 

product/service innovation and functional flexibility.  

In practice it is difficult to define the characteristics of effective knowledge-centred 

organisations. Constantly changing customer and market opportunities ensure that there 

can be no universal formula for organisational design and practice, though it may be 

possible to identify the strategic dimensions. Steven Goldman et al (1995) summarise the 

types of agile behaviour crucial to smart organisations in terms of: 

• customer focus 

• commitment to intra- and inter-organisational collaboration 
• organising to master change and uncertainty 

• maximising the impact of people (entrepreneurial culture) and knowledge 
(intellectual capital). 

In the innovative organisation, employees at all levels require an overview and insight 

into information across all aspects of production and service delivery: only then can they 

work creatively on new solutions. At BorgWarner, for example, all employees are 

entitled to see all the company’s financial records, and twice a year the two plant 

managers address the entire workforce on the state of the business. East Midlands 

Electricity also adopted an open book policy, sharing business and market data with the 

workforce in a previously unprecedented manner. 

Fricke (1983) places considerable emphasis on democratic participation in the workplace 

as a precondition for mobilising the innovative competencies of employees, stressing the 

need for involvement in formulating the aims of innovation as well as in the process of 

implementation. Amplifying this message, Kreienbaum (2001) provides a first-person 

account of building democratic participation as a means of harnessing employee ideas 

and knowledge for process improvement. This perspective is missing from much of the 

literature on the knowledge-based organisation, though reinforces the Hi-Res model’s 

insistence on the interdependence of the three arenas of organisational learning and 
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change summarised in Figure 1. Harnessing the knowledge and creativity of the 

workforce cannot be considered a discrete management objective, detached from wider 

concerns with involvement and participation at both strategic and workplace levels. 

Employee knowledge coupled to intelligent use of technology is increasingly the most 

valuable asset for an organisation in improving its capacity for innovation. French and 

Bell (1990) define an organisation’s problem solving and renewal processes in terms of 

its ability to: 

• constantly generate new ideas 
• translate these new ideas into products or services 

• ensure the widespread distribution of knowledge to employees throughout the 
organisation. 

When Cap Gemini merged with Ernst & Young Management Consulting, the new 

organisation set out to offer its customers integrated solutions in the fields of both 

strategy and IT consulting, in other words a new synergy between technical and business 

skills. To support the new approach an inventory was made of good practice at global and 

national level in both enterprises; most of the IT consulting practices came from Cap 

Gemini and most of the management and strategy practices came from Ernst & Young. A 

comprehensive portfolio of working methods was thus made available to all employees in 

the new organisation. As part of its organisational change initiative a construction 

company, Skanska Sweden, sought to reduce production times, improve quality, cut costs 

and increase motivation. The company recorded the new working routines across its 

portfolio of projects that were then put on a company intranet for all to access. 

Unfortunately the aspects of work that this project sought to change were mostly 

undertaken by white-collar workers; blue-collar workers were in any case excluded from 

the sharing of information and knowledge because they lacked access to computers.  

Current experience suggests that the practice of knowledge management is not as 

successful in achieving the vision as it should be. Practice is predominantly technology 

oriented, with the primary emphasis on databases capable of capturing and centralising 

employee knowledge and experience. Little attention is directed to the limited use of 

knowledge management systems in actual practice (Damodaran and Olphert, 2000), to 
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the limited integration of such systems into the achievement of company goals 

(Strikwerda, 2000) or to democratic workplace organisation as a precondition for 

widespread knowledge creation and distribution (Fricke, 1983). Much of the literature 

only demonstrates the technological possibilities of databases, ignoring the social and 

organisational practices that facilitate the accumulation and utilisation of knowledge in 

workplaces. Indeed it often implicitly treats employees’ intellectual property as a 

commodity to be expropriated, rather than recognising it as the basis for establishing 

participative forms of work organisation. 

Stimulating and guiding the knowledge and innovation process is clearly crucial. 

Drawing on the results of an action-research project in Germany, Fricke (1983) 

emphasises the need to liberate employees’, often suppressed, potential for innovation 

through learner-managed processes combining education and action within the workplace 

itself. Moreover knowledge needs to be continually refreshed by embedding complex 

patterns of internal and external interactions within working life.  

An important distinction has to be made in this context between two important concepts: 

the learning organisation and learning within organisations (Shapiro, 1998). The 

distinction between the two is that the former represents more than the sum of the people 

within the organisation: organisational structures, cultures and practices can bring about 

learning and adaptation within their own right. Thus Garvin (1993) refers to the learning 

organisation as: 

 “an organisation skilled at creating, acquiring and transferring knowledge, and at 

modifying its behaviour to reflect new knowledge and insights.” 

At the most basic level, learning in this context can emanate from repeated tasks and 

activities, which result in progressive adaptation and greater efficiency. At a higher level 

however the learning organisation progressively modifies its structures, technologies, 

practices and cultures to maximise and utilise the learning capabilities of its people 

(Shapiro, 1998; Stalk et al, 1992).  

Critically: 
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“Although organisational learning occurs through individuals, it would be a mistake 

to conclude that organisational learning is nothing but the cumulative result of their 

members’ learning. Organisations do not have brains, but they have cognitive 

systems and memories.” (Hedberg, 1981). 

Organisational structures, technologies, practices and cultures either help or hinder 

organisational learning and innovation. This re-emphasises the importance of the 

distinction between individual and organisational learning. Argyris (1979) distinguishes 

between single-loop learning (in which the need for improvement is identified by 

individuals but where the objectives and policies of the organisation remain essentially 

unchanged) and double loop learning in which the organisation has the capacity to reflect 

on itself and to develop appropriately adaptive behaviour (Shapiro, 1998). In this context 

double-loop learning can clearly be identified as an essential precondition for the 

reflexivity characteristic of the high road, echoing the emphasis on dynamic balance 

between organisational innovation and product/service innovation. However there is also 

widespread agreement that organisational learning is dependent, at least in part, on 

learning by individuals within those organisations (Shapiro, 1998). The need therefore is 

for a better understanding of the nature of knowledge and how it is manifested within 

organisations. 

Most definitions of knowledge follow Polanyi (1966) in distinguishing between tacit and 

explicit knowledge. Tacit knowledge is typically learnt by doing and not articulated. 

Explicit knowledge can be learned in a number of ways – from books, courses or group 

interaction for example. Nonaka (1994) focuses on the way in which knowledge is 

created in organisations through conversion: 

• from tacit to tacit knowledge, for example in team-based organisations in which the 

sharing of experiences and perspectives is facilitated through observation and 

practice 

• from explicit to explicit, achieved through social processes including meetings, team 

development, inter-team communication, the documentation of existing knowledge 

and the shared use of IT systems 
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• from tacit to explicit, which takes place through meaningful dialogue in which team 

members are able to articulate practices normally taken for granted 

• from explicit to tacit, a process closely linked to experimentation and learning-by-

doing. 

Nonaka argues that the creation of organisational knowledge rests on a ‘dynamic 

interaction’ between the four modes of knowledge conversion. Certainly this shifts the 

focus from individual learning to the interaction of individuals within the organisation. 

From this perspective, the design of work organisation determines the extent to which the 

conditions for such interaction are provided through the provision of opportunities for 

dialogue, teamworking and innovation in day-to-day work. For example Esbjerg 

Centralsygehus, a Danish county hospital, found that lack of interdisciplinary co-

operation was a barrier to creating both physical and social space for dialogue between 

staff, and has developed team-based work practices to address this.  

Autoliv, a Swedish manufacturer of automotive products, set out to develop teamworking 

as a means of using more of the organisation’s knowledge in its production and 

development work. It introduced just-in-time techniques, target-monitored teams and new 

approaches to product development. As well as generating faster reactions to market 

requirements, a better capacity to meet delivery deadlines and lower costs, the result has 

been a considerable improvement in the capacity for innovation with turnover increasing 

by 800% over ten years.  

Regular team meetings play a key role in everyday co-ordination, though the ability to 

capture and share experiences, and promote reflection, may well require additional 

investments of time. Weekly meetings may provide the opportunity for deeper reflection 

on working practices. A Dutch building company, Hollandse Betongroep, has self-

managed construction teams. They write task plans, manage their own budgets and are 

responsible for safety, quality, logistics and materials, as well as for completing the 

construction work on time. There is a weekly meeting where all these issues are 

discussed, but which also provides opportunities for dialogue on a wider range of issues 

and can be a significant source of workplace innovation. 
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As these case study examples suggest there is widespread evidence to suggest that teams 

are the key-learning unit in organisations (Argyris, 1992; Kofman et al, 1993; Senge, 

1990; Stata, 1989; Takuchi & Nonaka, 1986), though it is critical to understand the 

characteristics of team practice which make this possible. Nonaka (1990) refers to the 

role of ‘redundancy’ (perhaps better described as organisational slack): in short providing 

the organisational spaces in which individuals can come together to share knowledge and 

to consider new perspectives. As several of the Hi-Res case studies demonstrate, this both 

challenges traditional hierarchical and horizontal demarcations and demands that all 

employees have equal access to company information and creative opportunity. Ericsson 

Radio in Sweden, for example, actively encourages all employees to use its “Green 

Rooms” at any time for personal reflection, de-stressing or creative dialogue (Hague, den 

Hertog, Huzzard and Totterdill, 2003). This approach stands in stark contrast to those 

accounts of Japanese quality circles in which each worker is expected to contribute 

suggestions for improvement at regular, perhaps weekly, intervals (Guest, 1998) - a 

distinctively ‘low road’ approach to innovation. 

Likewise the measures used to assess organisational performance are critical to sustaining 

knowledge creation and creativity (Jervis, 1998). In an environment which places a 

premium on the ability to reinvent products and services continuously, ‘productivity’ 

needs to measure an organisation’s level of innovation and not just its quantitative 

outputs. 

However the organisational locus of innovation is becoming hard to locate (Jervis, 1998). 

Innovation is increasingly associated both with intra- and inter-organisational networking 

rather than individual research teams or enterprises, a factor which will be discussed in 

the section on teamworking later in this chapter.  

In summary we have argued that organisational performance increasingly relies on the 

ability to develop and deploy employee knowledge as a shared resource for continuous 

improvement and innovation. It is this which drives the emergence of new forms of work 

organisation in Europe, hinging critically on workplace partnership and involvement, job 
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design and teamworking, as well as employment patterns and the use of technology. 

These issues are explored below. 

Workplace partnership, involvement and participation 

Differences in workplace social partnership in EU member states reflect wide variations 

in European culture, industrial relations heritage and trade union strength. In Germany for 

example works councils have legal rights and work closely with trade unions, which 

themselves enjoy certain constitutional guarantees. In contrast in the UK, with its strong 

voluntarist tradition, employers and government will not willingly embrace legally 

empowered models of employee representation. Scandinavian co-determination 

approaches are frequently cited as having produced an approach to industrial relations in 

which both parties share a sense of responsibility for the success of the organisation. The 

Netherlands also has very low strike figures and a well-established system of works 

councils. Dutch unions are much weaker than in Germany and works councils therefore 

operate almost independently from trade unions.  

There may also be differences between sectors in particular countries, such as that 

between the pattern of industrial relations traditionally seen in manufacturing with its 

high union density, and that seen in the service sector where union densities tend to be 

lower. There may also be differences between the public and private sectors.  

At its most basic level workplace partnership is a way of dealing proactively with 

industrial relations issues, ensuring early consultation on pay and conditions, employment 

changes and organisational restructuring. However emergent thinking moves workplace 

partnership away from its traditional focus on industrial relations, recasting it as a 

potentially important driver of, and resource for, organisational innovation in the broadest 

sense (Dawson, Hague, Knell and Totterdill, 2002). In Ireland, for example, social 

partners and government identify workplace partnership as central to the modernisation 

of work organisation (Savage, 1999; Sharpe & Totterdill, 1999). Involving employees in 

both design and implementation activities can help to ensure ‘ownership’ of the process 

and alleviate some of the problems of inertia and innovation decay seen in many projects. 
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In this respect, partnership is not viewed as another managerial fad for coercing 

employees to endorse management strategy, but a framework for animation and driving 

innovation.  

The Irish experience demonstrates that participative forms of work organisation can have 

beneficial effects on the climate of industrial relations. Many organisations were 

prompted to move to partnership by a history of poor industrial relations, manifested in 

strikes, which prompted both management and unions to conclude that there must be a 

better way of relating to each other. At Waterford Crystal, for example, a three-month 

strike, a 25% cut in wages and a halving of the workforce was a grim starting point for a 

partnership relationship, which began in 1994 with the signing of a new agreement. Since 

then unions and management have worked constructively on the restructuring of the 

plant’s manufacturing function, backed by heavy investment in training and information 

and consultation. The case study evidence shows that this process has not been without 

setbacks, but that structured dialogue can at least identify the potential for gainsharing 

through workplace innovation. 

Partnership and participation in their fuller senses have to permeate all levels of the 

organisation. Representative structures and measures such as partnership agreements, 

works councils or employee directorships may play an important role in anchoring 

partnership firmly within the practice and culture of an organisation. However they are 

not in themselves sufficient to ensure the direct involvement of employees in day-to-day 

decision-making, enabling their full knowledge and experience to be utilised in 

identifying opportunities for innovation.  

Direct forms of partnership may be introduced to deal with a wide range of issues, for 
example: 

• steering and informing organisational change 

• reviewing performance at all levels of the organisation 

• initiating contact with other stakeholders 

• devising alternative reward structures 

• reviewing working practices and working time 
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• considering technological options 

• introducing teamwork 

• implementing family friendly policies  

• assessing and reviewing the role of management 

• harmonising partnership and industrial relations developments 

• anticipating potential legislative impact.  

In part such direct employee involvement is a product of effective job design and 

teamworking (see the next section of this chapter) but wider measures such as permanent 

partnership forums (Savage, 1999) or ad hoc change conferences (Gustavsen, 1996) - 

both of which establish avenues of dialogue bypassing conventional line management 

structures - are important ways of maximising the innovative potential of employee 

involvement and participation. 

Blue Circle Cement moved to high levels of employee involvement and participation as a 

result of a partnership agreement entered into when the company faced difficulties in the 

1990s. Blue Circle has mechanisms for both representative and direct participation. Local 

action teams bring together managers and shop stewards at each plant to discuss ways in 

which plant efficiency can be improved. These local teams quickly identified dozens of 

ideas to improve the operation of the plant. In addition there is a company-wide action 

team consisting of 16 shop stewards, four works managers and four head office 

personnel. There are also improvement teams comprising process and craft workers taken 

off their normal duties, who go round their own plant identifying and implementing 

improvements. Membership of these groups is rotated among the workforce. Other 

mechanisms enable shop-floor workers to make suggestions for change which are then 

signed off by the unions.  

Of course the development of effective partnership practice may require considerable 

resourcing in the early stages, but in the longer term strategies based on employee 

involvement are seen to provide more effective and sustainable outcomes. In the same 

way training and development may help employees to participate in collaborative 
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practices, and this can be particularly crucial for employees whose work experience has 

previously been limited to isolated and fragmented tasks.  

Indeed ‘bottom-up’ approaches need careful preparation and the use of validated tools to 

promote dialogue and organisational learning. Above all, there needs to be an acceptance 

by management that lean, cost-driven organisations can rarely be innovative 

organisations. As the previous section of this chapter argued, a degree of slack is needed 

in which dialogue may take place, both to create change and to support continuous 

improvement. In the case of Vestre Kirkegaard, a Danish municipally-owned cemetery in 

which gardeners and maintenance workers secured more direct participation in day-to-

day work, a key factor in the success of the project is that ‘there was time and space for 

discussions about work organisation’, and that this allowed the workforce gradually to 

become committed to the project. The process was led by employee representatives (it 

had been the employees’ idea to instigate the project) and a union consultant funded by 

the municipality. Employee involvement and participation also challenges senior and 

middle management prerogatives, exposing decisions and styles to greater scrutiny. At a 

minimum this requires the acquisition of new competencies by managers. In practice, 

however, middle and senior managers rarely appear to receive training in the new ways 

of working.  

Finally partnership has been observed to advance in organisations where trust can be 

established between stakeholder groups. For some organisations this may extend to 

agreements on employment security, for others this may mean removing some of the 

symbols of hierarchy and privilege such as management car parking spaces or staff-only 

canteens. Communication structures, which integrate partnership practices with day-to-

day workplace and management issues, are of critical importance. Partnership forums and 

change conferences, for example, need to give great consideration to membership, wider 

consultation and the communication of key decisions. Partnership may also be extended 

into areas of financial participation or gainsharing. This may include a range of practices 

from rewards for suggestions schemes to profit sharing or share-ownership.  
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Job Design and Teamworking 

Partnership from the high road perspective moves beyond representative structures and 

participation mechanisms to make a direct impact on the task environment. Building a 

workplace in which employees can develop and deploy their competencies and creative 

potential begins with job design. According to standards of job design developed in The 

Netherlands (TNO, 1995), for example, employees at all levels should be able to assume 

responsibility for day-to-day decisions about work through co-operation or 

communication with others. Systematic opportunities should exist for problem solving 

through horizontal contact with peers. The ability of the employee to adapt the execution 

of work to changing demands, circumstances and opportunities is an essential 

prerequisite for occupational learning and reduces stress. The job should contain 

demonstrable opportunities for analysis, problem solving and innovation, in which the 

working environment is a place of learning. A high frequency of horizontal and vertical 

contact is required to support problem solving, learning and innovation, taking the form 

of ad hoc co-operation, formal and casual discussions, and possibly social contacts 

outside the work sphere. ‘Distributed intelligence’ throughout the organisation is also 

required to support problem solving, ensuring that knowledge and expertise are widely 

shared or readily accessible by individuals throughout the organisation. However, 

effective job design must develop in synchrony with the wider organisational context. 

The key concept here, once again, is teamworking. 

Teamworking has been one of the defining characteristics of new forms of work 

organisation, with deep roots in European thinking about management and organisation 

dating back to the work of the Tavistock Institute in the 1940s and 50s. More than two-

thirds of the case studies analysed in the Hi-Res project involve some form of 

teamworking and, though the sample is not designed to be representative, this gives an 

indication of its significance as an organising concept in workplace innovation. Other 

research evidence, for example the Employee Participation and Organisational Change 

(EPOC) study, also stresses the importance of teamworking while demonstrating that 

high road approaches are not widely used (European Foundation, 1997). 
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The current interest in teamworking dates back to its rediscovery in North American 

manufacturing during the mid-1980s, since when the concept has spread widely into 

other areas of work. Among many other recent examples the Hi-Res study has shown that 

team-based approaches can be found in financial services, health, government and 

transport. Interpay, a clearing-house for interbank payments in the Netherlands, 

introduced self-managing teams within an ICT department employing 125 people. 

Esbjerg Centralsygehus, a Danish county hospital, reorganised a surgical ward along 

team lines. The 48 nurses, four secretaries, three consultants and a number of temporary 

junior hospital doctors are organised in a team structure designed to break down 

interdisciplinary barriers and to improve the standard and continuity of care. An increase 

in competition and more demanding customers prompted Province Gelderland, a Dutch 

civil service department, to adopt a new model of work organisation based on teams, 

while a Swedish transport company also adopted teamworking to help it deal with the 

increased competition and the need for customer orientation that resulted from 

deregulation. A more unusual example is Vestre Kirkegaard, a Danish municipally-

owned cemetery employing skilled and unskilled gardeners, and maintenance workers. 

Employees heard about a municipally-funded project to reduce sickness absence and 

decided to take part. The project involved a transition from heavily supervised work to a 

new approach in which employees took more responsibility for tasks and had more 

influence on planning.  

In almost any context the scope of a team's responsibilities can include any or all of the 
following (Procter & Sherrin, 2002):  

• work allocation 
• work pacing 

• staffing issue such as recruitment and training 
• improvements to the process.  

However ‘teamwork’ is increasingly used to describe such a diverse range of workplace 

situations that arguably the term has become meaningless. While teamworking may refer 

to a general ‘sense of community’, or a limited enlargement of jobs to enhance 
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organisational flexibility, in a high-road sense teamworking will involve a radical re-

appraisal of jobs, systems and procedures, throughout the whole organisation. 

Mueller and Purcell (1992) attempt to clarify the modern conception of teamworking by 

drawing on the definition used in GM/Opel: 

• the team works on a common task 

• its work is spatially concentrated and it has a recognisable territory 

• the allocation of tasks is largely organised by the team 

• the team encourages and organises the acquisition of multiple skills 

• it has decision-making power over time and appropriate means 

• there is team spokesman/leader 

• the team has some influence on who will join it. 

IDS (1992) defines teamworking as “the formal organisation of the workforce into 

distinct, permanent teams of workers”. What distinguishes a team in the sense used here 

from a collection of workers who merely work in the same department is the degree of 

autonomy enjoyed in relation to formal line management structures. However it is also 

necessary to consider the quality of dialogue and innovation which takes place inside the 

team. If teams are to be more than decentralised units for the production of a given 

product or service, all team members must have the potential for a high level of 

reflexivity unconstrained by internal demarcations and privileges (Gustavsen, 1996). 

Teams in which the specific knowledge and expertise of each team member are valued 

and make a tangible contribution to product and workplace innovation meet important 

criteria for convergence between enhanced productivity and enhanced quality of working 

life. 

What is important here is that the concept of autonomous working groups emerges as a 

spontaneous, intuitive response to certain working conditions (Buchanan, 1997). In 

contrast to more recent organisational approaches such as Business Process Re-

engineering it was not something invented by consultants and imposed upon 
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organisations. Rather it emerged from much more fundamental considerations about the 

way in which work should be organised and its value is therefore likely to be longer 

lasting. In Buchanan's words, teamworking is subject to an ‘eager and enduring embrace'.  

Yet as both macro-level studies and case study evidence demonstrate, effective 

teamworking is far from common practice in Europe. The majority of organisations make 

no more than concessionary efforts to introduce team practices. Even where a focused 

attempt is made to introduce teamworking, the reality often falls far short of the potential. 

Buchanan and Preston’s study of a ‘manufacturing systems environment’ within a 

producer of high-precision components concluded that the ‘radical potential' of the 

cellular team structure was not being realised. Many of the Hi-Res case studies reveal a 

long process of experimentation, learning and refinement. In order to capture the benefits 

of teamworking a full understanding is required both of the concept itself and of its wider 

implications for the way in which organisations are managed, especially its 

interconnectedness with the knowledge creation and workplace partnership practices 

discussed earlier in this chapter. 

Teamworking as the pathway to integrated innovation 

Teamworking cannot be seen as a discrete set of practices within an organisation. Rather 

it has the potential to permeate approaches to work organisation and management, and in 

the high road context it is closely interwoven with the knowledge and partnership 

dimensions discussed above. We have argued above that work organisation is an 

inseparable component of integrated innovation, and that effective collaboration between 

enterprises involves multilateral co-operation and engagement. Team-based practices are 

central to the realisation of such collaboration. This is illustrated in Figure 2, which 

demonstrates the relational pathway between teamworking, the enterprise as a whole and 

partner organisations:  
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Figure 2: Work Organisation and Integrated Innovation 
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Team-based approaches can be designed according to both low road and high road 

rationales. Teamwork can mean little more than multi-skilling and job enlargement on the 

floor of a factory, office or clinic. At this basic low road level, functional flexibility 

achieved through job rotation can achieve tangible gains for the employer, though in 

many such cases job enlargement can result in greater employee pressure and stress 

rather than job enrichment. The Ecco case is interesting in this context: when the Danish 

shoe manufacturer piloted a lean production system, the employees turned it down 

because the resulting job enlargement generated too much stress. Management supported 

their decision and the company reverted to its home-grown group working system which, 

INTEGRATED 

INNOVATION 
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although characterised by complete job rotation, gave employees greater control over 

day-to-day decision-making.  

Certainly the extent to which teams enjoy control over the work environment is critical. 

Thus high road teamworking achieves flexibility but does so by enabling employees to 

take overall responsibility for the production of the product or service. Within the team 

this will involve significant latitude for autonomous scheduling and planning. However it 

will also lead teams into external problem solving and innovation through direct 

involvement with customers, suppliers and other parts of the supply chain, rupturing the 

organisational boundaries of ‘classic’ workgroups (Hague, den Hertog, Huzzard & 

Totterdill, 2003).  

Extended teamworking is evident in Volvo Aero, Sweden, which manufactures jet engine 

components. The company integrated blue and white-collar workers into teams which 

independently plan and carry out their work, taking responsibility for contacts with 

suppliers, programming of machines, production technology and quality assurance. They 

also determine the level of overtime to be worked and can allocate free time of up to one 

day. The organisation has built on its experiences from these production units, appointing 

‘methods owners’ who have the responsibility for supporting the production units and 

encouraging technical development with the provision of in-depth expertise. Cross-

functional product teams have also been established. 

Inter-organisational teamworking between customers and suppliers is likely to increase 

with the emergence of complex product networks facilitated by ICTs and involving 

frequent horizontal collaboration between employees at all levels. Extended teamworking 

of this sort offers a positive trajectory for quality of working life, offering scope for 

personal development through self-direction, building wider relationships and 

participation in both operational and strategic innovation. At this point teamworking 

begins to blend seamlessly with partnership and knowledge creation, becoming the locus 

for active involvement and participation for employees at all levels. Teamworking 

becomes a mode of operation within the organisation as a whole, embracing the types of 

workgroup described in the Mueller & Purcell definition cited above, but also creating 
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much wider opportunities for dialogue, reflection, creativity, innovation and 

improvement by cutting across horizontal and vertical demarcations.  

Likewise this broader conception of team-based working is closely linked to creativity 

and innovation in the production of goods and services. The Tayloristic separation of 

day-to-day operations from development functions has long been understood to extend 

the trial and error cycle in the introduction of new products and services, inhibiting flows 

of information between operational and developmental functions and preventing the tacit 

knowledge of operational employees from being utilised within the innovation process. 

Likewise operational staff have to deal with the consequences of poor fit between the 

design of new products or services and their actual delivery, often leading to repeated 

iterations in the development process.  

Ecco confronted this problem head on. The work had traditionally been carried out on 

Taylorist production lines, all of which had 20 employees, each performing one simple 

task. Then the work was reorganised around autonomous groups consisting of six or 

seven employees, each able to carry out all the production tasks and take part in decision 

making. This resulted in increased productivity and employee satisfaction. Machinists are 

now able to discuss, challenge and modify the orders received from the designers and 

technicians, and are expected to generate practical guidance that will make production 

cheaper, easier and more attractive. In effect, they are debugging new designs before they 

are sent to subsidiary companies for manufacturing.  

ABB Cewe, a Swedish manufacturer of electrical switchgear, took clear action to close 

the gap between design and production functions by relocating development engineers 

onto the shopfloor. A distance of 30 metres along the corridor, it was argued, was 

sufficient to prevent adequate flows of information and knowledge between the two areas 

of activity. Direct involvement of production employees in the development process has 

reduced lead times, reduced production difficulties and enriched jobs. Similar results 

were obtained when ABB LVS integrated activities such as marketing, order processing, 

assembling and testing into work of the teams.  
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Such cases play a critical role in defining the nature of integrated innovation and it’s 

inseparability from questions relating to work organisation. Integrated innovation must 

include direct and representative involvement of workers as part of a multilateral 

collaboration between companies and with other regional actors. It also embraces the 

sense that the continual reinvention of products and services required for competitiveness 

in the 21st century economy requires continuous workplace innovation. Work processes 

must evolve continually with shared learning and changing production requirements in 

order to sustain the conditions for innovation. 

Individuals may therefore be involved in several teams dealing with different levels of 

activity, from day-today operations to strategic development issues. For example, in a 

hospital context a nurse could be involved in a specific ward or clinical team, a ‘pathway’ 

team designed to provide patients with integrated care across different functional 

boundaries, a development team concerned with issues relating to service improvement, 

and an organisation-wide clinical governance team. In the high road, the common factors, 

which define such diverse teams, will not be in terms of structure or membership but 

rather in the nature of practices relating to dialogue, decision making and accountability. 

High road teams, whether operational or developmental, will become arenas in which the 

knowledge, experience and creative potential of all participants are captured, and in 

which the force of the better argument - rather than the force of managerial prerogative - 

is the principal determinant of outcomes (Gustavsen, 1992; Senge, 1990).  

Such practices, which simultaneously challenge both horizontal and vertical 

demarcations, remain rare, but provide a vivid illustration of the ‘radical potential’ of 

teamworking in building high road organisations.  

Entrepreneurial behaviour in its organisational context 

This chapter has analysed the organisational practices conducive to employee 

engagement both in internal processes of innovation and improvement, and in 

collaborative innovation involving other companies and stakeholders. However the 

characterisation of employee engagement remains under-researched.  
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In a forthcoming paper Rosemary Exton (2008) explores the nature and significance of 

entrepreneurial behaviour in the workplace, arguing that “policy entrepreneurs” play a 

significant role in effective and sustainable change. Exton’s study examines the 

implementation of a government policy initiative in nine organisations within the UK’s 

National Health Service (NHS). Although the aim of the government initiative was to 

harmonise practices (in this case HR practices) across the NHS, Exton observed 

significant differentiation in the responses of the nine organisations. She characterises 

these differences in the following terms: 

• Compliance – concentration on achieving the standards required but without 

the instigation of substantial organisational innovation. 

• Resistance – in which managerial effort is focused on meeting external audit 

requirements but where the rationale for the initiative and the need for change 

is not accepted. 

• Entrepreneurship – where one or more individuals pursue sustainable and 

effective improvements relating to the aims of the initiative, often involving 

workplace innovation through non-conventional means.  

Exton argues that such differentiation is likely to be significant in explaining the success 

or failure of organisational innovation, and that greater attention should be paid to 

understanding how the conditions for entrepreneurship can be created. Evidence from the 

NHS suggests that entrepreneurial behaviour results from a complex interaction between 

organisational factors and individual processes of identity construction, but that this 

interaction is susceptible to senior management intervention.  

Integrated workplace innovation 

We have argued that work organisation must be seen as a continuous process of 

innovation, reflection and learning across the whole organisation, and not as a series of 

discreet change initiatives designed to achieve predictable end states. In any given 

example, new forms of work organisation represent the cumulative outcome of that 

process.  
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Sustainable organisational change requires sustained innovation and resourcing: there are 

few successful ‘quick fixes’. Critically the task is not to try and catch up with ‘best 

practice’ but to develop a strategy firmly orientated towards the creation of innovative 

and self-sustaining processes of development (Belussi and Garibaldo, 1995; European 

Work and Technology Consortium, 1997). Perhaps one of the most important resources 

for change is the development of a culture which values research, negotiation, 

experimentation, critical appraisal and redesign over many cycles. An innovating 

organisation must also recognise that setbacks are inevitable and that a ‘blame culture’ 

only stifles experimentation.  

The learning organisation is good at networking; it is close to all its stakeholders; it 

accumulates, distributes and uses knowledge effectively from a wide variety of sources. 

Change may also involve looking for external knowledge, assistance and support. Social 

partners (Beese et al, 2004; van Klaveren, 2004), business support organisations 

(Claussen 2004; Ennals, Ford and Totterdill, 2004; Gustavsen, 2004) and universities 

(Brulin, 2004) may all help to resource workplace innovation. Internal solutions may be 

inspired by critical appraisal of different models of leading-edge practice in external 

organisations, while opportunities for peer-exchange and review may also alleviate some 

of the ‘loneliness’ of the organisational innovator. Comparing divergent alternatives, 

perhaps through visiting other organisations, has been shown to be effective in supporting 

organisational innovation. External facilitators, who can be seen as neutral brokers 

between the interests of different stakeholders, have been particularly useful in 

supporting the development of the partnership practices which subsequently underpin 

other organisational innovations (see for example Hague, den Hertog, Huzzard and 

Totterdill, 2003; Savage, 1999). Recent experiences have shown that developments in 

networks between companies can form a productive platform for bottom-up approaches 

by bringing employees together to work on common development tasks. Likewise new 

tools and methods, such as employee videos, job swaps between companies, forum 

theatre and café seminars facilitate the sharing of employees’ experiences and creativity 

(see Banke et al, 2004; also Banke and Holsbo, 2002). 
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Management values and attitudes deeply affect the nature and effectiveness of the change 

process. The necessity for ‘top down’ senior management commitment has been 

identified by many researchers and the Hi-Res analysis confirms that this is of crucial 

importance in securing the legitimacy and effectiveness of ‘bottom-up’ change strategies. 

At Cederroth International the entire management team backed the change process, and 

the managing director chaired the steering group which drove the initiative. This gave a 

clear message to local managers that the new ways of working must be supported. But in 

a number of the Hi-Res case studies senior management backing was not obtained until 

some way into the process, which slowed it down. The change project at Carlsberg’s 

bottling plant, for example, was not driven by top management and took a long time to 

achieve results as consequence.  

Effective change requires widespread involvement and participation across the whole 

workforce. Innovation arises in part from making it possible to question established 

expertise, received wisdom and authority: 

“We’re actually constrained by our own mind-set . . . the constraint is the 

organisational hierarchies we work in, know of, or feel, are our norm as a culture” 

(quoted in Jervis, 1998). 

Many managers understandably find the implications of this difficult and threatening. 

Such potential obstacles need to be anticipated and addressed, often through the 

significant redesign of management roles and responsibilities as well as by developing 

new management competencies. When Philips Lighting introduced self-managed teams, 

managers found it hard to let go of control and to stop assuming it was their responsibility 

to deal with problems. Training was necessary to help the managers adopt a new style of 

leadership where they supported workers and encouraged them to use their own initiative 

when problems arose.  

Supervisors also need new skills. They may either have to develop different behaviours, 

becoming facilitators and coaches, or may acquire new responsibilities themselves as 

self-directed teams take on some of their previous work. In organisations such as NKT 

Cables, operators and supervisors are trained together in the new ways of working. The 
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management function within organisational structures is often redesigned to remove the 

supervisory role and any other jobs where teams take on responsibility for previously 

discrete functions such as planning, dealing with suppliers or quality.  

However while proactive management and leadership play an essential role in creating 

the conditions for workplace innovation, change can rarely be ‘managed’ in a linear, 

planned way. The idea of the ‘change agent’ leading successful innovation from the front 

needs to be challenged. A condition of successful change appears to be that it is multi-

voiced, messy and unpredictable (Engeström, 1992). Some more imaginative examples of 

practice actively embrace chaotic and widely dispersed possibilities for organisational 

innovation. Ericsson Radio, for example, has introduced a number of staff at all levels of 

the organisation as ‘inspirers’ with a specific brief to ‘sense the feeling’ of the 

organisation, identifying possibilities for innovation which combine improved 

performance and enhanced quality of working life (Hague, den Hertog, Huzzard and 

Totterdill, 2003). 

The road to permanent change in methods of work organisation is long and winding. 

Even if a company acknowledges that its way of organising work is out of step with its 

production and sales opportunities, there will be a considerable degree of inertia which 

curbs innovation. The existing system will have established a kind of equilibrium through 

decades of adaptation. Products, markets, machinery, layout, buildings, corporate culture, 

the qualifications of managers and operators, planning systems, software, pay systems, 

productivity targets, supplier networks and so on will have been integrated with each 

other in such a way that intervention to change individual elements will have no 

permanent results (Banke et al, 1999). 
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III.7. Leadership – An Action Research Approach by Nazir 
Walji 

3.54 Abstract 

The role of leadership in the 21st Century is challenging and varied, with changes often 

impacting across national borders. Leadership is a process, involving reciprocal 

influence. It has shortcomings and limitations, but in optimum conditions it can 

harmoniously harness and synthesize relevant knowledge, make sense of environmental 

features and changes, and co-generate new knowledge, usually in response to strategic 

demands and exigencies. Leadership responsibilities are all encompassing and require a 

holistic overview. Participatory action research is the chosen methodological vehicle, 

supported by various research instruments. There is ongoing active engagement, 

including with a non-governmental organisation ABC, where the researcher has an 

advisory role. 

 Keywords: leadership, participatory action research 

3.55 Introduction 

The beauty of (social) scientific research, especially in the way it has been practiced in 

the Western world since the 1950s (Toulmin, 1990), is precisely its inherent 

incompleteness and revisability – the recognition that what we know, at any point in time, 

is inherently inadequate and that, as a result, we should always be careful to submit our 

assumptions and perspectives to scrutiny. Such a scrutiny should not lead, however, to 

paralysis, but only to greater awareness, so that we can conduct our inquiries from a 

better position next time – and the time after that, and so on. In the words of T.S.Eliot: 

‘We shall not cease from exploration 

And the end of all our exploration 
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Will be to arrive where we started 

And know the place for the first time’ 

 (Antonacopoulou and Tsoukas, 2002, Pg.861)  

This article is based on empirical experience, a survey of various reported research 

activities, and current academic debates. It has been an exploratory expedition, to 

improve the scope of research activity, and synergistic interaction between researchers 

and practitioners.  

In the past, much work lay in the Cartesian camp, where the quantitative, positivist 

approach provided only an artificial glimpse of human interactions, and often overlooked 

the sensibilities involved. The scope for deeper and richer understanding, accessed 

through interpretive methods, was recognised. Research instruments had to provide a 

common language between the researcher and the practitioner, as well as valuable 

insights to, and learning for, all actors. Participatory Action Research was considered to 

be the most suitable and appropriate research vehicle.  

3.56 Leadership 

Leadership today is concerned with ‘influencing’ performance and changes systems-

wide: change is an intrinsic part of reality. The consensus was that rapidly evolving 

environmental complexities required a new approach: to think, learn, and act differently 

(Kelly et al, 2002), Leadership, in postmodernism, becomes a process, unique to its own 

organisational surrounds, with its own cultural and political conditioning, gravitating 

towards an increasingly discursive/dialectical style. Sense making and organizing 

(Weick, 1999) become part of the new vocabulary, and the ontological base shifts from 

‘being’ to ‘becoming’. A leader works on several matters at the same time (also through 

her/his executive team). His role, unless examined holistically, will not be fully 

appreciated, nor will what constitutes an effective leader be properly understood. 

Goranzon (1997) aptly refers to leadership as the orchestration of reflection – a reflexive 

and a dialectical social process. This has been confirmed in practice. 
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3.57 Leadership Studies 

Leadership studies in the past have been undertaken by social science, political science, 

psychology, management etc. Most have taken a parochial angle, addressing a narrow 

dimension within one specific area at a time e.g. traits, behaviour, contingency, 

situational etc. A review of the evolution of these earlier leadership theories indicates a 

positivistic underpinning, and an economic/transaction base; where the cost of resources 

is to be kept to a minimum and the investors’ returns maximized (Kakabadse and 

Kakabadse, 2005). However, postmodernism and environmental changes (Chia, 2003, 

Habermas, 1972; Toulmin and Gustavsen, 1996) have influenced a reinterpretation of 

CEO level leadership role and style, for both for-profit and not-for-profit organisations. 

The resultant broader definition of stakeholders has reined in all parties concerned, 

directly and indirectly, and over time, through pressures and turns of events (eg Enron 

and Parmalat), top leadership has had to demonstrate an increasing level of transparency, 

and moral and ethical responsibility. The increasing level of education, and gradually 

improving economic wellbeing, has raised personal self-confidence, and closed these 

gaps vis-à-vis leadership. Leadership theories have begun to play down the emphasis on 

the economic/transaction base, and introduced an increasing level of dialogue. First came 

participative leadership, but its initial token gestures stopped short of improving 

performance beyond a certain level. In its place transformative leadership (see Bass, 

1985), which invoked a significant involvement and commitment all round, seemed to be 

the answer. Its personnel and organisational developmental features, for the first time, 

palpably stepped beyond the traditional economic/transaction base. Leadership required a 

different and a higher quality of discourse, more likely to be achieved by those with 

emotional and social intelligence (Mayer and Salvoy, 1993; Kobe et al, 2001), where 

organisational progress is under-layered by empathy, ethics and a mutually beneficial 

outlook. The main critique of leadership theories remained that it only provides keyhole 

perspectives, and none offer an aggregate solution (Alvesson and Deetz, 2000) e.g. vision 

(Bennis and Nanus, 1992), organisational culture and change (Schein, 2004), strategizing 

(Cummings and Wilson, 2003; Pettigrew, 2003). However, research on executive 

leadership, and its interface with organisational complexities and embedded complexions 
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(Simon, 1945; March and Simon, 1958; and Cyert and March, 1963) generating 

organisation action is nonexistent, largely due to practical difficulties and limitations of 

traditional research methodologies.  

Within academia “Several authors have called for a profound reorientation from 

elaboration and measurement of abstracted constructs to the analysis of leadership as a 

practical accomplishment and social process (Bryman, 1996; Hosking, 1988; Knights 

and Wilmot, 1992; Smircich and Morgan, 1982)” (Alvesson and Deetz, 2000, p 51). The 

growing view that CEO level leadership could not depend on the previous models of 

management, and pressing environmental changes, suggested that a leader, especially at 

the CEO level, is a more sophisticated individual. Her/his presence today is more likely 

to be merit based as opposed to patrimony. ‘Accountability’ (giving it the broadest 

definition to rope in interests of all direct and indirect stakeholders)31 increases with its 

share of conflicting interests and paradoxes. 

Current Debate  

More recent work seeks to understand the role of executive leadership. Herbert Simon’s 

theory of bounded rationality (1957) was the basis of Hambrick and Mason’s (1984) 

Upper Echelons Theory (on information filtering processes at executive level). This 

generated vibrant academic debate, also calling for a more comprehensive, in-depth 

research on executive leadership (Carpenter et al, 2004). Briefly, the filtering process 

suggests: a) the executive’s orientation affects his/her field of vision: a CEO, or even the 

entire executive team, cannot scan every aspect of the environment and the organisation; 

                                                

31 Stakeholders are those individuals or groups that experience harm or benefit from an organisation’s 
actions (Donaldson and Preston, 1995) both in the short and the long run. Primary constituencies 
maintain formal, official, or contractual relations and have a direct economic impact on the organisation, 
more particularly investors, employees past and present or their representatives e.g. trade unions, lenders 
etc. Secondary constituencies are all others who can influence an organisation or are affected by it 
(Savage et al, 1991), these include consumers, intermediaries and those in the supply chain, public 
authorities, monitoring bodies and agencies, as well as the future generation for whom we hold the world 
in trust (Ennals, R.- personal communication).  
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b) a CEO will selectively perceive only some of the phenomena that lie within the field of 

vision (he/she will notice only a subset); c) the executive then interprets, or attaches 

meaning, to the stimuli that have been noticed. As an outcome of the “three-step filtering 

process, an executive’s ultimate reading of the strategic situation, or “construed reality”, 

may bear only a faint correspondence to the overall objective situation. Or, put another 

way, two executives who have very different personal orientation will arrive at very 

different construals of a given situation.” (Hambrick, 2005, page 112). 

Hambrick (2005) offers two further refinements. Firstly, the level of discretion an 

executive has will be reflected in organisational choices2. Secondly, behavioural 

integration is the degree to which mutual and collective interaction exists within a group 

(executive team). Its three main manifestations are: information exchange, collaborative 

behaviour and joint decision-making. Behavioural integration is related to, but is distinct 

from, “social integration”, which places emphasis on members’ sense of group pride or 

team spirit (Shaw, 1981).  

Carpenter et al (2004) revisited the upper echelons theory (in Hambrick and Mason, 

1984) by assessing the academic impact of the article (cited nearly 600 times). Ambiguity 

caused by a lack of methodological coherence has raised various issues namely: i) 

decision-making processes are more complex than presumed; and ii) the following may 

also have an impact on the decision making processes: a) corporate governance and 

structure; b) institutional constraints; c) social responsibility; d) corporate ethics; e) 

stakeholder interests; f) institutional forces etc. Finally, the need for examination of 

organisations holistically was recognised, but without academic initiatives in response. A 

revised schematic provides a good starting point for comprehending the “… social 

processes that stand between executive characteristics on the one hand and executive 

behaviour on the other.” (Hambrick, 2005, page 122). 

Hambrick and Mason’s information filtering process could be made efficient, depending 

upon the quality of input and team deliberation “during the sense-making process”: 
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involving reflexive, discursive/dialectical processes and collaborative behaviour. 

Secondly, although there has been discussion around how executive teams can be 

motivated and perform better, there has not been any research examining the processes 

that stand between executive (characterisation) and executive behaviour (Hambrick, 

2005). Carpenter et al (2004) also confirms that “little systematic investigation examining 

concomitant processes has emerged” (ibid, page 7), ie “getting inside the black box” 

(Hambrick, 2005, page 122). Aligned managerial profiles exhibited superior 

performance, as opposed to organisations where such alignment is lacking (Strandholm et 

al, 2004). The CEO could influence performance by creating an enabling environment 

through: a) better and clearer understanding of the executive team’s preoccupations or 

concerns and responding with an attempt to balance/reconcile personal values, beliefs and 

goals with those of the organisation; b) harmonizing play between various actors and 

maintaining equity. These then would be prerequisites for optimizing organisational 

coherence and effectiveness.  

3.58 Research Focus  

Two areas particularly require research. 

Carpenter et al (2004) indicated that research on concomitant processes where a leader 

participates has not yet been undertaken adequately. If leadership is to be understood 

from a holistic perspective, a sound appreciation of the complexities of that role is 

essential. Normally employing discursive and dialectical styles, she/he orients through, 

amongst others, vision, imagination, charisma, transformation; socially bonds and creates 

social capital, for instance, embeds organisational values and ethical principles, role-

models, creates a sense of self-belief and self-efficacy encouraging creativity and 

competency, and appeals to higher level needs like esteem, self-fulfillment; animates an 

iterative pursuit (reflexivity) of existing practices, questioning intermittently the 

informing assumptions and worldviews, also in the light of variations and new findings; 

                                                                                                                                            

2 Discretion exists when there is an absence of constraint and when means-end ambiguity is great. It 
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acts as the ultimate custodian of organisational resources, is accountable together with 

the board of directors for its consumption to the stakeholders, some directly; and imparts 

practical wisdom, apart from others in drawing the distinction between rationality and 

reasonableness (Toulmin, 2000, 2001), providing a bridge (savoir faire) or Bourdieu’s 

“habitus”– “…a kind of practical sense for what is to be done in a given situation – what 

is called a feel for the game” (1998, page 25) entwined in skills, knowledge and 

experience (including tacit knowledge), which time and again is put to use through 

resolution of paradoxes, arrangements, commitments, alliances, assessments etc. 

Research Question (first order):  

 “... I don’t think you can read your way to developing a theory. It is far better to start 

with a real-life puzzle; then develop a preliminary set of ideas for solving the puzzle; and 

then turn to the literature for guidance and insight” (Hambrick, 2005, page 124) 

The research question is based on a problem currently faced by leadership, and tabled for 

a satisfactory solution. This situation captures the human dynamics, and gives the 

researcher first hand understanding of phenomena. This approach ensures that the 

outcome of the research activity provides maximum benefit to leadership practitioners 

(Zaccaro and Banks, 2004). In the cases currently under review, this approach has proved 

to give a very useful start to dialogues with the practitioners.  

Secondly, a leader can in most cases sway the performance of his or her executive team; 

if so, the challenge is to seek superior results from “the information filtering process”. 

The key here is to influence richer involvement from the executive team through 

reflexive, discursive/dialectical processes and collaborative behaviour. This requires 

examination of the processes that stand between executive characteristics and behaviour 

(Hambrick, 2005). 

                                                                                                                                            

emanates from the environment, the organisation and from the executive’s own orientation. 
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Research Questions (second order): As integral parts of the first order research objective 

above, the following comes under review to optimize the impact of interactions between 

leadership and its executive team:  

a) Skills and methodologies, leadership would need to hone 

b) Social architecture and processes so as to align: organisational and personnel values, 

tasks and characteristic and skills, and to encourage reflexivity, and 

discursive/dialectical styles  

c) Meaningful involvement of the executive team – amongst others saving and sharing 

valid information, early detection of emerging changes, engaging in action learning, 

contributing towards identifying actionable knowledge, participating in grafting new 

activities into the current organisational operations, facilitating permeation of relevant 

knowledge to other levels of the organisation, 

Based on current experience, the validity of this approach grows, for its application has 

proved appropriate and has drawn approval from participants. 

3.59 Research Vehicle  

The choice of paradigm becomes critical (Burrell and Morgan, 1979; Hassard and 

Keleman, 2002). Its outcome should contribute quality and richness in feedback to those 

involved; it should inform, clarify, and contribute (Deetz, 1996) towards the enhancement 

of the practitioner and organisational performances. The choice of paradigm/research 

framework is informed by contextual realities. The research quest should inform 

paradigmatic choice, which determines research methodologies. The final choice of 

course is influenced by the researcher’s experiential knowledge3. 

                                                

3 “Experiential knowing means unrestricted perception and radical meeting. The former is the creative shaping of a 

world through the transaction of imaging it. The latter is participative empathy, through which we commune with the 

inner experience of beings and their modes of awareness. The transaction of imaging a world is not restricted to sense 

perception, but includes productive imagination and extra-sensory perception… I suggested that these kinds of 

knowing are a systematic whole, a pyramid of upwards support in which experiential knowing at the base upholds 
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Cartesian Inheritance 

“…the wrong turn begun in 17th Century with the emergence of the Cartesian model, in 

which knowing how (“phronesis”) was separated from the world of reason, abstraction, 

and distance - the world of “ techne”….  

 (Greenwood and Levin, 2000- Pg.97) 

A number of difficulties were caused by the dichotomy between theoria and praxis. The 

distinction between academics and practitioners, and academic reliance on the 

positivist/quantitative approach in proposing seemingly valid generalised knowledge 

applicable to organisational, more particularly human resource related issues, caused a 

divide/rupture between the two worlds. Academics continue training practitioners (eg 

producing MBAs) and rationality often takes place of reasonableness (Toulmin, 2001). 

The outcome of these impacts is also seen in Habermas’ (1987), divide between lifeworld 

and social system, where social system is beginning to colonize lifeworld. Personal 

values and principles are overridden by organisational/social systems, and human 

resources are commoditised. Only since the mid-twentieth century have these and other 

problems been recognised, and the potential critical long-term consequences have come 

to the fore.  

3.60 Emerging Perspectives 

Postmodernism 

Previously leadership studies were within the positivist/quantitative approach, and relied 

on retrospective behaviour description questionnaires, or some other measurements. The 

interpretivist approach (modernist), that gradually replaced the structural functionalist 

                                                                                                                                            

presentational knowing, which supports propositional or conceptual knowing, which upholds practical knowing, the 

exercise of skill.” (John Heron, Co-operative Inquiry, 1996, page 52). 
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(positivist/quantitative approach), failed to correct some significant shortcomings of its 

predecessor. The critical assumptions were that organisations were static entities whose 

affairs followed a simplistic linearity (Gergen and Thatchenkery, 1996). Modernists 

worked towards their perception of complete and ultimate truth, but do not question the 

‘fitness’ of those solutions when the built-in assumptions or segregated variables did not 

hold out. Postmodernism has now radicalised interpretivist thinking, and in line with the 

linguistic turn (Wittgenstein, 1953, 1978; Rorty, 1967), created the ontology of 

processual thinking; establishing that language was not the mirror of the mind. 

The paradigmatic shift, which focuses on construction and sense making, admits non-

linearity, indetermination, variability and inconsistency, and only takes a tentative view. 

This involves loosely coupled explanations, where resonance, resemblance, recursion etc 

are preferred to modernists’ firm deterministic assertions. There is no closure ever, as a 

result discursive/dialectical processes, if continued, could bring better or circumstantially 

more fitting responses.  

Linguistic Turn and Reflexivity  

Richard Rorty’s work (1967) popularised the concept of the linguistic turn. In the 1970s 

the humanities recognised the importance of language as a structuring agent. The fact that 

language is not a transparent medium of thought has been stressed by a very different 

form of philosophy of language. Analytical philosophy did not relate to this tradition. 

Language is not an objective tool, nor does it represent a state of affairs identically for all. 

It is a complex instrument which reveals as much about the participants as about the 

matters under discussion. Its partiality, historicity and inherent incompleteness of any 

dialogue is now realized. Reflexivity (reflecting on reflections) is key to a clearer 

assessment of a situation, and also personal leanings or bias. 

Live Systems 

Arie de Geus (1997), based on a study at Shell, identified the characteristics of 

organisations which survived major environmental changes and were flourishing with 
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their corporate identities intact (some Fortune 500 firms are over 200 years old). The 

significant characteristics were: (a) a strong sense of community and collective identity 

around a set of common values and assurance of mutual support; (b) openness to new 

ideas and individuals, underpinned by an ability to learn and adapt to changing 

circumstances. Priorities need to shift from managing companies to ‘optimizing’ people. 

The governing metaphor – ‘machine’ – had shaped the character of most organisations, 

lowering their life expectancy – between 40-50 years (again from the Fortune 500 firms). 

This has proved to be a valuable insight, for in more than one case, the leaderships’ 

current endeavours are to revive the organisation by giving the staff a more meaningful 

status, and consequently involvement in matters concerning the organisational operations. 

Second, the alternative of looking at organisations as living beings offered different 

perspectives. They consist of individuals, and as formal and informal communities of 

practice. They are ‘influenceable’ but only through complex interactive processes which 

are just as likely to alter the influencer as the influence. 

Real Time, Real Space and Reflexivity in Research 

Social phenomena occur in time, evolve in time, and are shaped by humans whose 

perceptions, experiences, and interactions are formed in time (Bateson 1979), and to the 

extent the outcomes are internalised through reflexivity, they may variously inform the 

actors’ future behaviour. Particularly, if change is an intrinsic part of reality, an 

appreciation of the human dynamics (which harbour multiple perspectives arising from 

motives, tensions, fears, etc) and the obtaining conditions at the inter- and intra- 

organisational levels (for instance, structural relationships, financial dependency or such 

other lifeline, code of conduct, political maneuverings, etc) would be essential, and this 

cannot be satisfactorily gauged retrospectively. There is the risk of Shotter’s “ex-post 

facto fallacy” (1993) – where a chosen representation pushes for retrospective 

acknowledgement for its place in a continually reinforced framework of understanding, 

through the support of other (newer and possibly better articulated) statements put 

forward as an intellectually formulated explanation eg camouflaging an occurrence with 
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invalid evidence, which cannot be verified. Once inside such a system, there is a 

substantial risk of entrapment – unless there is a major discord, the reinforced system 

could take on an iconic position and deny entertainment of questions, including those 

urging a review of its validity, as well its current relationship with the once relevant 

sectors of socio-historic surrounds. A related telling finding in the cases being handled 

has been the earlier unquestioning, unqualified acceptance of certain processes; where 

further probing has exposed their hollowness and in fact contradictory presence. 

The special issue ‘Time and Reflexivity in Organizational Studies’ in Organizational 

Studies (2002, 23/6) concluded that a researcher needed to be close to a system ie 

engaged, if she/he was to properly understand the system’s internal life and development. 

It was not only to capture the dynamics, but also to reflect those dynamics into the 

theorising by making it more dynamic; together with drawing on experiential knowledge 

to derive personal insights (Hatch, 2002). Calori (2002), quoting William James (1950) 

makes a distinction between knowledge of acquaintance (gained through experience) and 

knowledge about (similar to episteme – scientific knowledge), and suggests that the 

researchers should try and seek the former. He proposed that the researcher should try to 

immerse themselves in the lifeworld of the people she/he studies. The researcher and 

practitioner should “walk the path together”, each sharing the other’s role. This approach 

has been adopted for ABC. With a pragmatic epistemology, the researcher and 

practitioner share time-space and action-reflection in ongoing face to face situations, to 

generate knowledge of acquaintance and transform it into knowledge about, as well as 

obtain a better understanding of, human beings (Schutz, 1967). This is as long as 

Heidregger’s “das man” hurdle is cleared (1962). Calori stipulates that ultimately the 

knowledge gathered would include an understanding of the dynamics, more specifically 

the actor’s moral motives, emotions and behaviour that would drive behaviour, 

intentions, desires, and political agenda, as well as underlying and evolving tensions. The 

researcher would have a better understanding of relevant context, knowledge of 

enactment processes and the knowledge of relationships. Lewin’s action research is one 

of the more reliable methodologies recommended. The options also included ethnography 

and enactive research. 
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…Action research returns social research to “phronesis”, to “knowing how” by acting 

on the phenomenon, and away from the “techne’s” world of inaction and putative 

distance from the subject (Toulmin, 1990; Toulmin and Gustavsen, 1996)”… . 

(Greenwood and Levin, 2000- Pg.97) 

Participatory Action Research (PAR) 

There is no one definition for action research (AR) (Ladkin, 2004) nor for PAR which 

derives from it. AR is not a specific unitary approach – it has evolved circumstantially; its 

employment and adaptability is left to the task in hand (Kemmis and McTaggart, 2000), 

eg action science (Argyris et al 1985; Argyris and Schon, 1974); action research as 

democratic dialogue (Toulmin and Gustavsen, 1996, Goranzon et al, 2005), and PAR 

(Kemmis and McTaggart, 2000).  

Greenwood’s (2002) description of what PAR should achieve is noteworthy. 

“To my mind, conducting research means developing habits of counterintuitive thinking, 

questioning definitions and premises, linking findings and process analyses to other 

cases, and attempting to subject favourite interpretations to harsh collaborative critiques. 

Throughout these processes the collaborative process of reflection is the guiding thread 

that integrates the work.” (Greenwood, 2002, page 131). Although not as specifically as 

on the subject covered above, we see parallels in Wittgenstein’s Philosophical 

Investigations (1953) and Toulmin’s Return to Reason (2001). 

PAR is an intersubjective, interactive relationship characterised by joint action, 

involvement and shared responsibility (van Beinum, 1999). It is a cyclical/iterative 

process. The issue/ problem is first defined, relevant knowledge is co-generated, social 

research techniques are learnt and executed, action is taken, results are interpreted to 

generate new learning, if necessary a revised action plan is executed, and so on 

(Greenwood and Levin, 1998). 

Quality of collaboration between researcher and practitioner determines the quality of 

eventual PAR output. In this respect, use of language may have to cut through 
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psychological, cultural and other elements. The environment of use is the first reference 

point for interpretation. Language is a tool, and does not necessarily mirror reality; there 

has to be a joint understanding and commitment to look beyond that mirror (Reason, 

2003). Most of the training of leaders, in business schools, universities or of a vocational 

nature, will probably have a modernist/positivistic edge; their work responsibilities, 

career aspiration, appraisal procedures, rewards and statutory reporting responsibilities 

etc will all have a modernist/positivist slant. Toulmin aptly highlights the issue: “For 

now the spotlight remains on the intellectual validity of Rationality itself: the human 

values of Reasonableness are expected to justify themselves in the Court of Rationality. 

The question has not yet been accepted …. let alone any answer agreed upon – whether 

the twin concepts of “rationality” and “reasonableness” are not interdependent ideas, of 

comparable authority and philosophical interest. Indeed, it is not always recognized that 

the two ideas can be distinguished. …” (2001, page 2). The researcher needs to choose 

his/her collaborating partners with care. He/she will have to encourage analogical 

thinking as a critical discourse tool. 

The leader has to be a visionary working in the long-term interest of the organisation and 

its stakeholders, able to contemplate changes on the horizon and their after- effects. He 

and his team should be able to give adequate dialectical flavour to communication with 

the researcher, with a commitment to see through the process. The process, discursive/ 

dialectical style may not suit everyone, especially for fear of exposure. Leadership that is 

not keen on such a process will defer from participating. The researcher needs to probe 

for such clarification before commencing PAR. 

The researcher needs to have a repertoire of all round business and organisational skills, 

and a sound understanding of business and social environments (Greenwood, 1999). 

Although PAR is a collaborative initiative, the researcher does not have executive 

responsibility; he/she can act as a prompter but not as a final decision maker. Any 

incorrect signal could cause umbrage and the beginning of conflict and disaffection. PAR 

is with practitioners who operate in the ‘real’ world. The researcher therefore needs to be 

sensitive to practitioner concerns (Winter,1996).  



 307 

The other dimension of ethics asks for the recognition of the different orientation of a 

participant – his/her beliefs, values etc. This is particularly critical if PAR activity is in a 

foreign culture. Levinas (1991a and b) explains that Western philosophy has consistently 

practiced suppression of the ‘other’ (reducing it to the less of the ‘same’ with devastating 

consequences – social, psychological, intellectual, cultural, etc). Greenwood (1999, page 

13) elaborates “The two major mistakes we can make in action research are: a) that we 

reduce the Other to the Same, that is we take ourselves as point of departure, and b) that 

we cannot accept that we never can fully understand the otherness of the other”. There is 

a new conundrum, the ‘other’ or the ‘same’ are gradually taking on (in a multi-cultural 

environment) heterogeneous characteristics where the conflict between the ‘other’ and 

the ‘same’ lies within themselves, for instance where the local enterprise has adopted a 

global culture, alien to its own social surrounds. The researcher needs to interpret the 

situation with the help of the CEO and his/her executive team, recognising where the 

point of departure rests and the validity of the reasons for it.  

If candour is encouraged, there may be a need for containment of the psychodynamic 

phenomenon (ie strong reactions, tension arising during a complex discourse). These 

reactions need to be mediated and played back in a more reasonable form, and the 

researcher normally plays a lead role. It is vital that practitioners and researcher have a 

reasonable understanding of each other’s critical subjectivity (Reason, 1994).  

One of the research goals remains, where possible, to make a positive contribution at the 

social front; but more importantly to remain vigilant during the research process so as not 

to exacerbate social injustice or oppression, (Elden, 1983, Selener, 1997). This includes 

ensuring that researcher efforts do not become conveniently translated into 

‘hypothesised’ views (those of the hierarchy). 
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3.61 Research Tools 

Underpinning PAR are various research tools: 

Hermeneutic phenomenology:  

The process embraces pre-understanding (intellectual and emotional) understanding and 

explanation (Gummesson, 2003). The preparedness necessary requires development of 

hermeneutic understanding (hermeneutic phenomenology) - in which the “aim is to 

construct an animating evocative description of human actions, behaviours, intentions 

and experiences as we meet them in the life world” (Van Maanen, 1990, page 19). This 

requires engagement in communicative action with leadership’s lifeworld. This process is 

meant to engage the parties in meaningful reflexivity – ie, it relies on the exercise of 

mutual criticism and dialogue between the two; the leader would possess just as rich 

power of comprehension and interpretative competence (Habermas, 1987). Weick (2002) 

cautions on the misuse of the process of reflexivity; – there is a danger that reflexivity 

can degenerate into narcissism, where one party falls in love with his/her own voice, 

while neglecting what the other may have been trying to say. Provided adequate attention 

is given, the exercise is responsibly done, and only tentative weighting is given at any 

point, hermeneutics would be a sound starting point. Hermeneutics get played into 

relationships formally and informally, now and then, and in an incomplete manner.  

Discourse Analysis, Critical Realism, Social Constructivism: 

Discourse analysis is an essential part of any study that touches on the organisational 

setting (Wodak, 2003). 

“… Discourse analysis as a social process implies a dialectical relationship between 

particular discursive event and the situation(s), institution(s) and social structure(s), 

which frame it. The discursive event is shaped by them but also shapes them. That is 

discourse is socially constituted and as well as socially conditioned – it constitutes 
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situations, object of knowledge and the social identities of and relationships between 

people and groups of people…” (Fairclough and Wodak, 1997, Pg.258) 

Critical realism is now gaining currency in organisational studies. It is seen to posit itself 

against postmodernism and social constructivism. Closely examined, critical realism and 

social constructivism are not antithetical concepts (Tsoukas, 2000) and seen through a 

postmodernistic lens provide useful information and insights (Fleetwood, 2005). They 

both rely on ontological assumptions that social phenomena (including organisations) are 

socially constructed, and people connected therewith, even remotely, contribute to its 

reproduction and transformation via discourses (Fairclough 2005). The dichotomy arises 

due to different starting points. Social constructionists tend to go to the root of the 

phenomena: all reality is socially created and we need to understand what contributed to 

it historically, culturally etc. Finer and deeper analysis causes the problem at the 

practitioner level. Apart from other potential risks, time consumption can pose serious 

difficulties, particularly at practitioner level. Critical realism bypasses these difficulties 

but, unless given sufficient depth during analysis, may appear to give shallow 

interpretation to social phenomena.  

Critical realism accepts the presence of a real world, including a social world, which 

exists independent of human knowledge about it. At any given time, the social world is 

pre-constructed for any human being, and some aspects of that world may not be clearly 

understood by him/her, and/or that she/he may have mistaken knowledge relating to 

them: consequently, critical realism guards against ‘epistemic fallacy’ ie confusing the 

nature of reality with knowledge of reality, and therefore reject ‘judgmental relativism’: 

the view that all representations of the world are equally good. Critical realism, which is 

moderately social constructivist, rejects the tendency for concepts with institutional 

settings to be reduced to discourse analysis, locating it instead within an analytically 

dualist epistemology which gives primacy to researching relations between agency and 

structure on the basis of a realist ontological structure. Practitioners also prefer less 

abstruse conceptualisation. 
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Research Cases 

A set of research cases are unfolding. The specific objective has been to capture all round 

perceptions of leadership role, informed by practice. It therefore includes an 

autobiographical review with insights the researcher has gained over time, a cluster of 

case studies to follow through how leadership acquitted themselves in implementing 

organisational changes, plus current situations, such as ABC, where there is direct 

researcher involvement with the practitioners. 

3.62 Conclusion 

The research framework and cases pose a formidable challenge, both pragmatic and 

intellectual. This calls for reflections on individual and organisational ethical and moral 

stands in certain situations, including demonstration of leadership capability to arbitrate 

over paradoxes and exercise wisdom. There have been difficulties. Despite prior 

arrangement, access to practitioners has been problematic Time constraints encourage 

short dialogue or quick conclusive comments, more so from those who have a 

regimentalised and an ossified outlook. A positive edge to this may be the opportunity to 

establish lack of involvement of senior staff and its impact on the organisation.  

The next challenge will be to write full case study accounts about the insider’s view of 

human dynamics, situational context, and the leadership’s interventions.  

The centipede was happy quite 

Until a toad in fun 

Said, “Pray, which leg goes after which?” 

That worked her mind to such a pitch, 

She lay distracted in a ditch 

Considering how to run. (Mrs. Edward Craster, 1871) 

In Mintzberg, H. (2005) Developing Theory about the Development of Theory (to be 

Published in Smith and Hitt’s, Great Minds in Management, Oxford University Press. 
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IV Integration in the knowledge economy 
In this section a number of contributions (5) discuss; trends and fads such as the 

knowledge economy, collaborative arrangements with knowledge institutions like the 

university and knowledge sharing across generations/distance. A common subject seems 

to be knowledge generation, with knowledge transfer and knowledge sharing as ways of 

making change and innovation happen. Questions are posed concerning whether or not 

we have a common understanding of innovation and integration. Whether there are 

inherent prejudices in several of the approaches to these concepts is given thorough 

account. Specific attention based on these critical reflections is given to some of the 

contributions, like the core chapter II.1, as well as the main target of the project by which 

this publication was made possible. 

Chapter IV.1 ‘Disintegrated Innovation by Richard Ennals’ takes as a starting point a 

critical reflective account of the main topic of the core chapter as well as the project 

itself. In additional, it addresses several very important topics discussed in other 

contributions in Section II. The chapter questions whether it is possible to talk about one 

single Nordic model, as well as one society or stable social system. Is there inherent in 

some of the contributions an image based on the monocultural Norwegian point of 

reference? Do we not have to consider that dialogue-encountering differences is a vital 

point of reference for any position addressing topics on change and innovation? 

The chapter raises discussion on several topics that are important reminders, in order not 

to be caught in one or the other side of the dilemmas discussed and reflected upon in the 

core chapter II.1. Efforts to make additional contributions to the dialogue approach risks 

being interpreted as an ambition to create a new alternative position of its own, where a 

system approach is the only solid foundation. Thus, the contribution of this chapter is an 

important reminder not to fall into this trap. 

In the chapter, dichotomies are raised regarding innovation. Dichotomies such as 

convergent as opposed to divergent, neat as opposed to scruffy, are highlighted and 
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analysed. A caution is given against emphasising convergent and neat approaches in 

action, innovation and change. 

As a reflective opponent to more systemic and unified approaches in social science, the 

chapter points to Gödels’ presentation regarding the impossibility of arguing a system of 

propositions that is both consistent and complete. Wittgentstein and his view of social 

interactions as forms of life is presented as an alternative approach to social life in human 

society. These overall philosophical arguments are applied in order to phrase discourse 

innovation as a position to consider. Out of these considerations a possibility can be put 

forward where integrated innovation could be phrased as systemic and discursive 

innovation, rather than making fixed preferences for one or the other. 

Remarks are also made on the lack of focus on technology innovation in most of the 

contributions, with an exception to the contributions making ICT an important 

technology to consider in innovation. In additional, the discussion on whether it is 

possible to identify one Nordic model is raised. 

Chapter IV.2 ‘Virtual Links: intergenerational learning and experience sharing across age 

divides and distances by Anne Inga Hilsen and Richard Ennals’ touches upon issues of 

age and generation which are linked to the discussion in chapter III.4. Here the extent to 

which new technologies (ICT) can provide an environment in which virtual links can be 

established across borders, cultures, disciplines and generations, is a core issue. Specific 

emphasis is given to the utilisation of ICT in changing ‘seniors’ from being viewed as a 

problem, to being seen as a solution.  

An important linkage in the context of the research conducted and the experiences 

utilised in the chapter, is the Norwegian Programme for senior workers. One of the main 

objectives in this programme is to promote active ageing.  

As a good practice model fulfilling the objectives of the programme for senior workers to 

promote active ageing, the model ‘the Golden Link’ was chosen. This is a computerised 

model based on: dialogue over time between seniors and juniors, acknowledgement of 

experience-based competences and the making of implicit tacit knowledge explicit. ‘The 

Golden Link’ was a way of bringing all involved into the discussions and problem-
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solving process at the workplace level. Local people themselves were asked to contribute 

and develop their solution. 

The ‘Golden Link’ addresses three challenges: 

• The demographic challenge; who will replace the seniors when they leave? 

• The competence challenge; who will possess knowledge to be replaced? 

• The mobile technology challenge; making knowledge accessible at a distance. 

Facing these challenges, Virtual Link builds on the model of the ‘Golden Link’. Virtual 

Link aims at providing links between people across geographical divides. This link is 

based on low-level technology. Thus, the knowledge economy, as well as networking and 

collaboration are important in this respect. 

Chapter IV.3 ‘Innovation in regions of disintegrated knowledge intensive firms – some 

reflections and assumptions by Hans Chr. Garmann Johnsen ‘ raises some basic 

questions regarding innovation and the concept of the knowledge economy. What counts 

as a knowledge economy? Is the knowledge economy something significant, or just a 

fad? 

These questions are of fundamental importance when one wants to encourage a critical 

debate and in-depth reflections on buzzwords popping up in different discourses. Many 

of the concepts and phrases used throughout this publication need a similar critical 

consideration. The discussion in this chapter has linkages to the critical account of 

integrated innovation give in chapter IV.1. As in chapter IV.1 this chapter questions the 

concept of innovation, and presents a similar critical discussion to the one on the concept 

of the knowledge economy. Questions like; “what counts as an innovation?” and: “what 

is the relation between innovation and the knowledge economy?” are given thorough 

investigation. 

The theoretical discussion is supplemented with experiences from an innovation process 

in the ICT industries in Agder region. The experiences are based on an interesting survey, 

shedding light on whether integration is favourable seen from the industry perspective. In 
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this ICT network it seems that disintegrated network/collaborative structures operate 

as disintegrated clusters in the regional knowledge community. 

There is a paradox to be seen in the ‘New Economy’ of which the ICT network is 

imagined to belong. One the one hand the ‘New Economy’ is short-term, flexible, using 

outsourcing, short-term contracts, more overtime, less ‘family-friendly’ and more market-

driven. On the other hand, these industries are supposed to have greater focus on 

individual competences, human resource management, long-term development of 

competences and require stability of their workforce. The finding of the survey of the 

ICT industry in Agder did not reveal significant differences between this ICT industry 

and other national industries regarding this paradox as well as most aspects of the 

conceptualisation of the ‘New Economy’. The question then arises as to whether we can 

talk about a ‘New Economy’ at all. In Chapter II.3 (see page 140) a similar question is 

posed concerning the concept of globalisation. 

There are two important chapters on the different roles of the university in regional 

innovation and national politics that follows. 

Chapter IV.4 ‘Reflections on the engagement of a university in regional development in 

the UK by Peter Totterdill’ highlights a UK experience which makes up great potential 

for comparisons with a very specific Norwegian experience from Agder, presented in 

Chapter IV.5. 

The chapter makes a historical review of changes in local regional policies and 

authorities regarding the promotion of local interventions through empowerment of 

citizens and employees. A critical review is given of the recent creation of nine English 

Regional Development Agencies (RDAs). This recent creation reflects technocratic 

approaches to regional development and the absence of a critical-reflective dimension. 

Three modes of policy production are listed; 

• Bureaucratic. Provides support to individuals and business according to carefully 

defined rules and criteria. 
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• Technical-rational. Resources allocated according to prescribed criteria and 

defined targets as part of a hierarchy of aims and objectives. Performance 

measurements are essential. 

• Discursive. Interventions building coalitions acting on working consensus reached 

through dialogue. 

At Nottingham Trent University, The Work Institute (TWI) functioned according to the 

discursive mode. The Work Institute for quite some time played a significant role in 

promoting local regional development. Changes in work organisation were a significant 

feature. 

Interventions by TWI were identified as: 

• a culture with sufficient slack for experimentation 

• long-term relationship with key actors internally and externally 

• long-term core projects 

• multi-voiced approaches based on interaction and learning between researchers 

and practitioners.  

In a critical review of the university’s own role in regional development, several 

obstacles were identified: 

• inter-faculty and multidisciplinary approaches have been actively discouraged 

• no attempts to identify key areas where the university enjoys advantages in 

research, policy or consultancy 

• lack of executive capacity to pursue corporate initiatives 

• expertise spread across several faculties. Informal networks rarely develop and 

without sustainability 

• no university-wide examination of research funding possibilities 

• difficulties for teaching staff to invest time, build competences and develop 

knowledge required for commercial work. 
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Successful collaboration between practitioners and academics are among the most 

challenging obstacles in order to promote research based change and innovation 

processes, where the university or linked subsidiaries have potentials for engagement. 

After the closedown of TWI, the current state is summarised as the emerging failure of 

RDAs and universities in fulfilling their Triple Helix third task: 

• failure to conceptualise the third task (see also chapter IV.5) properly. 

• failure to deepen the engagement of the university in the regional agenda. 

• failure to create funding regimes which support university innovation and 

involvement. 

• failure to address national performance measurement. 

Chapter IV.5 ‘The complexity of the different regional roles of the university by James 

Karlsen’ introduces the ‘Agora’ arena as a public meeting place between the university 

and the region. This concept is interesting to consider in relation to the discussion on 

coalition collaborative arrangements and solid network structures and their systemic 

features, as well as what these features can imply (Chapter IV.4 and II.1). 

The contribution discusses four roles the university can play on the Agora facing the 

region. Two of these are closely linked with the concept of Mode-1 (participatory 

observer/theoretical constructor, a passive role), while the other is more associated with 

Mode-2 (acting change agent/experimental, an active role). This distinction can be 

associated with the distinction between knowing that and knowing how (Ryle). The 

Mode-1 and Mode-2 conceptualisation additionally implies some parallel and 

comparative potential to the identified contradictions in the innovation dilemma between 

structured bureaucracy and more spontaneous creativity (Chapter II.1). Similar 

dichotomies were addressed in Chapter IV.1 and IV.3. 

The possibility of different kinds of knowledge, and their relations to specific roles in the 

university system, is discussed and differentiated. In relation to integrated innovation, the 

way these different forms of knowledge and roles are integrated and expressed on the 
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Agora, has an interesting comparative potential to the discussion of integration in chapter 

II.1. 

Dilemmas of the ‘capitalist university’ are part of the general dilemma of academic 

freedom and neutrality of science on the one hand, and applied commissioned work on 

the other. The history and current state of affairs in England, as presented in Chapter 

IV.4, has interesting comparative stories to tell. Policy modes listed in Chapter IV.4 

conceptualise aspects of this dilemma. Additionally there is a parallel to the discussion of 

dilemmas in action research in Chapter II.1. 
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IV.1. Disintegrated Innovation by Richard Ennals 

Introduction 

As it is presented in the core paper, the Integrated Innovation project comprises 

reflections, in a context of tranquility worthy of the poet William Wordsworth, on case 

study experience, which is now complete. It makes use of existing data. In order to 

counteract a possible tendency to move towards an unnaturally smooth overall 

conclusion, this paper is intended to raise some complications. It comes from an author 

who has been involved with Integrated Innovation from the start, and who is in sympathy 

with the approaches which have been used. In addition, introductions are provided for the 

other researchers whose work is included in this collection. 

Spanner 

At this stage in the Integrated Innovation project at IRIS, as we move to the concluding 

publications, the long considered core theoretical argument, based on Norwegian 

tradition and modern systems thinking, is being bolstered by supplementary material, in 

the form of papers from Norway and the UK. It may now be appropriate to throw a 

spanner in the works illustrated in Trond Haga’s cogwheel diagram, which he has used 

both in the core paper and in his 2007 PhD thesis on network orchestration, as well as in 

other publications (Haga 2007, 2008). 

We can contrast approaches to thinking about change and innovation. The classic 

reference is to convergent and divergent thinking, and the work of Liam Hudson (Hudson 

1966).  

• The Integrated Innovation model is convergent, and reflects much well established 

Norwegian thought and practice, as well as a wider Scandinavian and Nordic context.  



 326 

• By contrast, in the UK, innovation tends to be associated with divergent thinking. It is 

reported that leading entrepreneurs typically parted company with formal education at 

an early stage. They tend to be depicted as individualists. 

Alan Bundy, an artificial intelligence researcher based in Edinburgh, and working in a 

context of mathematics and theorem-proving, talked of the distinction between those who 

are neat, and those who are scruffy (Bundy 1987). Perhaps Norwegians and British, 

respectively, often fit the two stereotypes. 

As in the past, I will make use of analogical thinking, using approaches learned in 

Sweden over the last 20 years (Göranzon and Josefson 1988), trying to cast light on the 

cultural contexts in which we are working, and unearthing some tacit assumptions 

(Göranzon et al 2006). I need to step sideways between examples and contexts, relying 

on the power of language, and its associations. It is not enough to try to ‘drill down’, with 

further stages of analysis of explicit data. Humour, with multiple interpretations of the 

same utterances, can be a valuable resource, but of course, does not always translate 

between cultures. 

I draw my inspiration from the series of interventions on ‘Artificial Stupidity’ at the 1988 

Stockholm conference on ‘Culture, Language and Artificial Intelligence’ (Göranzon and 

Florin 1990, 1992). At a time when there was widespread enthusiasm for what computers 

could do, Göranzon and his colleagues drew attention to the inherent limitations, noting 

what they could not do. American researchers had looked forward to replacing human 

experts by expert systems. However, such systems are restricted, in that they can 

represent explicit knowledge, and some implicit knowledge, but cannot deal with tacit 

knowledge. 

Initial responses to what had been intended as provocative ideas encouraged me to 

develop the chapter further. The result may have the curious attraction of rationalising 

apparent inconsistencies. I do not claim that the separate paragraphs are always tightly 

integrated. As a precedent I can cite the paragraphs in Wittgenstein’s ‘Philosophical 

Investigations’ (Wittgenstein 1954), which have confused readers since they were first 

published, after the philosopher’s death. Wittgenstein was concerned to address 
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confusions, to “show the fly the way out of the fly bottle”, but had no intention of 

presenting an overall systematic view. 

The important point about dialogue is not that it should result in unanimous agreement, 

but that the participants should be able to listen to each other, respect the differences, 

relate what they hear to their own practice, and identify new ways of going on (Gustavsen 

1992). The language games should be played. We learn from differences. If all of our 

views were already the same, it has been suggested, learning would stop.  

Kuhn (Kuhn 1962) provided an account of paradigm change. He highlighted the stage of 

discontinuity and mutual incomprehension. We should expect this to arise with 

innovation, at least on occasion. Festinger (Festinger 1957) wrote of cognitive 

dissonance. Integration breaks down at this point. 

In the context of our current debate, I am suggesting that we are dealing with discourse 

innovation. It can be scruffy, unsurprisingly, because we tend to look for neat solutions in 

line with our previous work, and life is not always so straightforward. There is another 

reason for scruffiness: the neat formality of one discourse is rarely fully aligned with that 

of another. In order to permeate the intellectual membranes between discourses we need 

to find routes through, which can involve making interventions. Shotter (2006) writes of 

learning through encounters, emphasising the performative aspects of utterances, and of 

written texts. Speech act theory is also practically important. Afterwards we may wish to 

describe these stages as neat, but I suggest that there was scruffiness at the time.  

Time 

It is now some time since the end of the IRIS practical field work in local enterprises in 

South Western Norway, primarily using a method described as Action Research, which 

formed the core of the project. We have had a substantial subsequent period of reflection 

and writing, which may have added some distance. In a separate paper in this collection, I 

provide a tutorial introduction to both Working Life Research and Action Research, 

making reference to cases from Integrated Innovation. 
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I am reminded of a recent PhD at KTH, where I was the opponent. The thesis had been 

submitted as Action Research, but by the time it was completed and submitted, 16 years 

later, it had to be regarded as a contribution to the history of ideas: valuable, interesting, 

but different. The thesis needed to be approved for humanitarian reasons, so that the 

researcher could continue with his life, which had been suspended for so many years. He 

had not been part of the intervening debate, and had no understanding of what had 

happened since his chosen case study projects ended. 

Patterns of explanation will usually become contaminated, as the logic of discovery is 

transmuted into the logic of justification and explanation. 

Distance 

Matters have been complicated at IRIS by the serial departure of many of the key actors, 

since the original case study work was undertaken. It is as if the drama had been 

transformed into a radio play, performed by remote and scattered individuals using 

mobile phones, operating asynchronously. This changes the nature of the interaction. 

However, by dispersing, their work may, paradoxically, have been made more accessible 

to a new generation of colleagues and readers. This collection represents, in itself, a 

diffusion exercise, as the work of the IRIS team is linked with work elsewhere in Norway 

(in particular Agder and Tromso), and across the North Sea in the UK (in particular 

Kingston). Kingston and Stavanger feel like part of the same virtual region: we are able 

to share many meanings. 

Prophecy 

The IRIS team have been conscious of working within Norwegian, and Nordic or 

Scandinavian, traditions of Working Life Research and Action Research. There has been 

collective pride in being different from other countries, but a corresponding pressure to 

conform to a perceived model stereotype. Indeed, this was explicit in the original 

research proposal. 
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I am reminded of St Matthew’s Gospel in the New Testament, which presented Jesus 

Christ as the fulfilment of numerous Old Testament prophecies. At times this meant 

reworking or augmenting narratives to fit the required pattern. True believers will see the 

necessary signs. Outsiders, or theological ‘dummies’, will be confused. 

By contrast, the work at Agder University and Agder Research, now funded from VRI 

and other sources, is more explicit in drawing on varied paradigms (Johnsen et al 2008). 

They do not start with the assumption that there is an integrated approach to innovation. 

Indeed, the account of knowledge intensive firms, by Hans Christian Garmann Johnsen, 

talks of disintegration. Roger Normann locates the work in the context of regional 

governance. James Karlsen concentrates on the role of Agder University as a regional 

actor. Jens-Kristian Fosse explores innovation at the level of municipalities. On the other 

hand, it could be argued that they also lack substantial foundations in cases based in 

enterprises, and there is little common direction. Rather than the New Testament, the text 

is Ulysses, by James Joyce: frenetic, unpunctuated, rambling and poetic, but curiously 

memorable. There may be a stream, a tributary of the River Liffe, but there is also 

intelligent consciousness. 

Elephant 

My work over recent years has suggested that there are in fact several different 

‘Norwegian models’: it is not simply a matter of the blind men of Hindustan grasping 

different parts of the same model. During the EDWOR (Enterprise Development and 

Working Life) doctoral programme, hosted by the Norwegian University of Science and 

Technology in Trondheim, it became apparent that there were several different Action 

Research elephants in the room. As each was largely unaware of the others, there were 

periodic collisions, and even stampedes. Onlookers could be trampled. 

Furthermore, current work now supported by VINNOVA suggests that the Nordic or 

Scandinavian ‘model of innovation’ does not currently exist in a unified form, other than 

as the name for a discourse between rival camps of believers. They now prefer to arrive 

at an ecumenical solution, and hang together, rather than face extinction, being hung 
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separately. In the context of the turbulence of globalisation, it is helpful to have 

something to hang on to. 

The Swedish model is now in a museum, following the closure of the National Institute 

for Working Life. Former Director-General Anders L. Johansson had written the epitaph 

in 1995 (Johansson 1995), but few had paid attention. Both Claussen and Johnsen, in this 

collection, refer to criticisms of the wider Scandinavian or Nordic model.  

Dramatis Personae 

Tor Claussen and Trond Haga have been writing in the context of traditions and 

discourses with which Tarja Tikkanen and Peter Totterdill are less familiar, for different 

reasons. Through a series of joint projects it has become apparent that all four can share a 

common vocabulary, expressed in European English, but they do not necessarily give the 

same meanings to particular words, when it comes to their own practice.  

Nazir Walji, based in Kingston, has been working within an Action Research tradition 

strongly influenced by Norwegian work. However, the context in which he works lacks 

the framework of tripartism, partnership and social dialogue, which is assumed by 

Norwegians. 

Carol Baily, at Kingston, has, like Tarja Tikkanen and Anne Inga Hilsen, started with an 

emphasis on learning and generational change. Tarja Tikkanen (at IRIS in Stavanger) and 

Anne Inga Hilsen (at AFI in Oslo) have respectively concentrated on ageing learners and 

ageing workers: the same individuals are seen through different research perspectives. 

The same intervention may be seen as beneficial in terms of working life but detrimental 

in terms of learning. For Carol Baily the focus is “reverse intergenerational learning”, in 

which the old can learn from the young. Nazir Walji’s approach is of the sparring partner, 

working alongside the leader in NGOs. 

Perhaps unusually, in the context of a research programme on the theme of Integrated 

Innovation, it is never entirely clear what this theme means. Monty Python presented the 

search for the Holy Grail, and Innovation fits within such a narrative. Spamalot provided 

a contrived end to the legendary search, in which the occupant of a particular theatre seat 
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is deemed to have the Grail. This is in the pantomime tradition of popular culture, well 

aligned with the management of government initiatives. We would probably wish to 

assert that our research went beyond pantomime. 

To offer a reductio ad absurdum, Monty Python provided a simple alternative definition 

of Innovation: “… and now for something completely different”, with sketches which 

conform with Liam Hudson’s description of divergence (Hudson 1966). The explicit 

contrast, for Monty Python, was with chartered accountants, who were not considered to 

epitomise creativity or innovation. 

Innovation 

So what do we mean by Innovation? Each of the researchers named above are reluctant to 

focus on technology as the key, but that reluctance is not fully shared by Lene Foss, in 

Tromso, whose scenario, in the collection, deals with the commercialisation of 

biotechnology. My own previous professional lives, in a sideways skid between many 

different professions, have included managing national research programmes in new 

technologies. The fundamental issues turned out to be about managing and orchestrating 

collaboration between organisations. 

Tor Claussen and Trond Haga are interested in process innovation, which they see as 

resulting from new ways in which people work together. A new outcome, such as the 

ecologically acceptable recycling of toxic dust, or a novel process in a smelter, is seen as 

the culmination of a narrative in terms of networks. They focus on a small number of 

cases, and attribute the successful outcomes to the elements which form the core of their 

own interventions. Luhmann has been lurking systemically, but has yet to fully emerge 

from the shadows, as explained by Tor Claussen. 

Tarja Tikkanen’s starting point is learning, and the argument that the new demands of the 

economy and society require innovative approaches to education and training. In 

particular she has established an international reputation in her work on older learners 

(Tikkanen and Nyhan 2006). These individuals are considered more as learners than as 
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workers, and measurement of their progress tends to be in terms of courses studied, rather 

than organisational change. Much of the discussion is in terms of competence.  

Both Peter Totterdill and Anne-Marie McEwan have been concerned with new forms of 

work organisation, based on practical interventions by the UK Work Organisation 

Network and the Centre for Working Life Research, but have been sceptical about over-

simple solutions. Norwegian assumptions do not necessarily hold true in British regions. 

In the UK there has been a narrowly reductionist Taylorist approach to competence, 

which the Germans (such as Felix Rauner in Bremen) fear could be replicated at 

European level, with disastrous effects (Corbett et al 1990). In Sweden, with Bo 

Göranzon at KTH, the focus has been on skill (Göranzon 1995), and I have argued, in 

Dialoger, that we have to go “beyond all competence” (Ennals 1996). Bjorn Gustavsen’s 

evaluation of the Swedish ALF programme (Gustavsen et al 1996) demonstrated that 

investments in training are not correlated with improvements in productivity and 

innovation unless they are integral to organisational development. 

Peter Totterdill captured the imagination with his ‘Hundredth Monkey’ project, with the 

UK Work Organisation Network, which was concerned with the diffusion of innovation, 

and the gap between leading edge practice and a typically long tail of mediocrity. For 

Peter Totterdill, the key is work organisation, and he has led numerous projects, in the 

UK and across Europe, in which good practice in work organisation is documented in 

case studies, and made available for wider adoption (Fricke and Totterdill 2004). In the 

UK, however, there has been an absence of consistent policy and sustained government 

support. Instead the demand has been for innovation, and there have been a series of 

short-lived inconsistent initiatives, typically neither piloted nor evaluated. Anne-Marie 

McEwan’s work on Healthy Working Centres, which included facilitating new regional 

networks, was funded for only 10 months. The networks which she stimulated are still 

flourishing some years later. 

At Agder there is a Centre for Working Life and Innovation, with a formidably cohesive 

team of researchers, but no pre-emptive definition of how the two are linked. The 

openness of mind is admirable. In Tromso there has been some Action Research, but with 
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a more limited following within a strong traditional university. There is perhaps less 

opportunity for dialogue and the co-generation of knowledge in fishery sciences. 

Structuration 

I have often discussed Giddens’ work on structuration (Giddens 1984), and the 

incoherence of the view that the social science researcher can claim objective detachment 

when addressing subjects in which he has been, or continues to be, an actor. Neither 

Giddens nor Scott (Gibbons et al 1994; Nowotny et al 2001) have made the move to 

endorse action research, but they have shared a discourse on the new production of 

knowledge. Having punctured conventional social science, they leave open the question 

as to what should take its place. 

I have indeed worked with each of our four principal characters, and each of the 

subsidiary contributors, over a number of years, so cannot claim detachment. I can point 

to both a common vocabulary which unites them, and divergent meanings which can put 

them into apparent opposition. They are not necessarily opposed, but they have been 

talking about different things, using apparently the same language. They have come from 

different backgrounds, following different trajectories, and for a period have shared a 

vocabulary. This is a familiar phenomenon in international research communities, as I 

documented in the case of logic programming in the 1980s. 

My own task has been to try to translate, and, as Trond Haga might argue, orchestrate the 

discourse. Indeed, what I have been doing is discourse innovation. I have sometimes 

described my role in terms of mending, cleaning and ironing. The thread may need to be 

heavy duty, if we are to cover the cracks and cope with the strain. Sometimes the task is 

too demanding. I have to address much more than propositional content. Our principal 

characters are substantial, and we have to understand more than the explicit surface 

utterances and texts. In the context of speech act theory, we need to see their utterances as 

actions, and understand their meanings in context. 
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Audience 

When considering the workplace actors as our subject matter, we may at times forget the 

audience for the required published outputs. It would be unfortunate, but not at all 

unusual, to write elaborate academic papers which nobody would read. 

For Integrated Innovation, the Norwegian Research Council requires the delivery of a 

prescribed menu of published outputs, meaning that Trond Haga and Tor Claussen are 

expected to add bricks to the wall of the edifice which constitutes the Norwegian Model. 

Tarja Tikkanen is a highly experienced editor. 

Tarja Tikkanen is not by origin Norwegian, and her focus is not working life, but 

learning, seen in a European context. The dynamics are different. She has worked in a 

separate tradition, and recent efforts to integrate the two paradigms via hybrid projects 

with Cedefop (Tikkanen and Nyhan 2006; Gustavsen et al 2007) have had at best partial 

success. Indeed, her Nordic Council project on ‘active age’ tried to blend working life, 

learning and health, which have had distinct traditions. I have worked in each of the three 

paradigms, and can report that they are indeed different. At the superficial level of shared 

vocabulary the hybrid approach was fine, but it disintegrated once it was necessary to 

consider practice, and what would constitute evidence. 

Peter Totterdill is accustomed to focussing on work organisation, and despite his 

profound research insights, it is not unusual for his projects, and those of Anne-Marie 

McEwan, to be evaluated by particular sponsors, such as the European Social Fund, in 

terms of ‘bums on seats’ at dissemination events. This has been a pragmatic compromise, 

in a country, UK, which has no recent tradition of action research for organisational 

renewal, and has abandoned any pretence of social partnership or social dialogue. 

4.64 Waiting for Gödel 

Philosophers of knowledge, faced with the apparent disintegration of respected edifices 

of knowledge, might console themselves with well-established arguments.  
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Gödel (Gödel 1931) argued that it was not possible for a system of propositions to be 

both consistent and complete. It is not possible to reason comprehensively about a system 

from within and at the level of the system itself. I argue that this theorem does not apply 

merely to systems of formal logic. 

The later Wittgenstein talked about the forms of life in which language games are played 

(Wittgenstein 1954). New participants in a given form of life need to learn to follow the 

rules, many of which will not be explicit. He recanted his early logical positivism, in 

which language was seen as providing a picture of the world (Wittgenstein 1922). 

Language, he realised, is used for many purposes. We have many tools in our language 

toolbox. Language games are played. 

Wittgenstein was a great admirer of Ibsen, whose plays, in the view of George Bernard 

Shaw, brought to life not only nineteenth century Norwegian middle class attitudes, but 

illuminated social life across Europe. I always regarded EDWOR doctoral teaching 

weeks as workshop versions of Ibsen plays in five acts, with battles of ideas and personal 

crises. Ibsen delighted in debunking myths of integration and civility, for example in The 

Wild Duck, Ghosts, Pillars of Society and An Enemy of the People. By the end of each 

play, the mood was more of disintegration. 

In 1969 I directed the world premiere of Pinter’s play Landscape, where two characters 

sit on the stage, without moving, uttering speeches, but wholly failing to engage in 

dialogue. Half of the audience walked out. The good news was that half of the audience 

stayed. 

Academic life can be like that. You spend years “waiting for Godot”, and then several 

come along at once, and fail to communicate. Perhaps this is what John Cleese and 

Connie Booth were saying with Fawlty Towers, which was perhaps the spiritual home for 

EDWOR teaching weeks. Situation comedies may have much to teach us about action 

research. 
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A Theology of Action Research 

The argument (in both the New Testament and Action Research) is that man could not 

make sense of his own problems sufficiently to be able to solve them. It required an 

intervention from outside, by someone who could join and participate in the human form 

of life, but retain a perspective (possibly even supernatural) which was not subject to the 

same constraints of time, place and cultural presuppositions. 

It is hard to reconcile such a view of interventions with a traditional positivist view of 

social science, in which the scientist is a detached observer. We need a new social 

science. 

There can also be problems with a systems approach, which may tend to downplay the 

significance of individuals and their interventions, and may seek to mould complex 

reality into a common shape. Peter Totterdill has made this criticism, in the debate on the 

core paper. 

We might argue that Trond Haga’s work on network orchestration (see core paper) 

squares the circle. He points to the systemic importance of networks, but highlights the 

ongoing role of the creator, designer and orchestrator. Networks are artificially 

constructed and maintained. They are not natural phenomena. 

In Artificial Intelligence and Human Institutions (Ennals 1991) I considered models of 

leadership and diffusion, with case studies of particular institutional structures, many of 

which I had designed and implemented. One of the models was drawn from the New 

Testament, with disciples sent out two by two. This approach was used in 1980-85 to 

establish pilot projects around the world, using computers in education, based on my 

‘Beginning micro-PROLOG’ (Ennals 1983). 

National Myths 

Even in the modern world, we are surrounded by myths. 

In the UK, the government trumpets the virtues of ‘Britishness’, as yet officially 

undefined, which is held to combine tolerance, democracy, openness and a concern for 
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justice. It is hard to reconcile that myth with, for example, the realities of the slave trade, 

slavery, empire, and continued inequality. It is simpler to live in Denial (which is not just 

a river in Africa). 

In Norway the national myth involves participation, democracy, consensus, human rights 

and decent work. This is the Norwegian model (“Isn’t it good, Norwegian wood”), with 

an additional focus on the regional dimension.  

Do the realities correspond? In national programmes like ED 2000 and VC 2010, where 

the case study workplaces for interventions by research were typically chosen by the 

labour market parties, it is hard for outsiders to know what to conclude. What has been 

the impact of North Sea Oil? Are markets and choices being distorted? What has been the 

over impact on research programmes at national and local levels? In Agder, community 

ownership of the proceeds from North Sea Oil has enabled generous funding of research 

via foundations in the region. Is the underlying truth that companies are becoming more 

“pragmatic”, or ruthless, and that the veneer of social partnership is now very thin? 

Denial 

There are some subjects which are simply too terrible to contemplate, such as war, 

plague, and other forms of disaster, so we move them to the back of our minds. Quite 

soon we can forget that they exist, and they are not included in what we pass on to the 

next generation. It is not that we necessarily falsify our account of the past, but our 

memories are adjusted, removing items which cause pain. I suggest that this phenomenon 

is widespread. I have discussed how it arises in defence and technology policy, 

downplaying the consequences of nuclear war (Ennals 1986), and in the long history of 

slavery and the slave trade (Ennals 2007).  

Stephen Toulmin incorporated such an account in his Return to Reason (Toulmin 2001). 

He argues that physics was developed based on the myth of stability, and that neo-

classical economics was based on the myth of equilibrium. The truth was that those fields 

of study are chaotic, but it was more convenient to use wishful thinking and impose a 

supposedly rational structure for the new artificial disciplines. Given the artificiality of 
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the disciplines in a chaotic world, their explanatory models are unlikely to be fully 

successful. If we then take account of change over time, then it is not hard to see that 

rigid artificial models will be found to be inadequate. The arguments which Toulmin 

deploys against scientific myths can also be used against national myths, and simple 

accounts of innovation. Interestingly, Toulmin favours the approach of clinical 

intervention, noting that human agency is central to addressing practical problems. On 

this basis, action research is presented as integral to processes of change in a post-

mythical world. Perhaps unsurprisingly, schools of action research can themselves 

construct myths, which need to be challenged. 

Community Cohesion  

I have submitted a five-year research programme for funding by the Leverhulme Trust: 

Community Cohesion as a Process: The Management of Cultural Diversity. One central 

assertion is that Cultural Diversity is a key resource for Innovation. The programme is 

designed to develop cohesion at several levels: local, regional, national and international, 

with many links accomplished through diaspora communities. By contrast, Norway has 

been largely monocultural and monolingual. Debates on diversity, including those led by 

Lene Foss, tend to have concentrated on gender. 

There are implications for theoretical accounts of Innovation. We are no longer thinking 

in linear terms about monocultural contexts. We regard dialogue, and the encounter with 

differences, as fundamental to learning, changing the behaviour of individuals and 

groups, resulting in Innovation. Here Innovation refers to phenomena which are seen as 

new. Shakespeare addressed this in The Tempest. Miranda declared “Brave New World!”. 

Prospero responded “’Tis new to thee.” 

In the context of Community Cohesion, dialogue and orchestration are going to be 

important. We encounter many different trajectories, where those concerned see the 

changes in terms of Innovation. They amplify their accounts by referring to different 

models. In Lithuania, for example, there has been a transition from state socialism to 

western capitalism (Augustinaitis 2007, 2008). In Mozambique there has been a 
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transition from colony to independent state. In Norway there were celebrations of the 

centenary of freedom from Swedish rule, and debates on the legacy of slavery have 

included accounts of rule by the Danes. 

In the twentieth century the common concern was for national cohesion, complicated by 

cultural diversity. In the twenty-first century, globalisation means that ‘Innovation in one 

country’ may no longer be coherent. This presents challenges for both Norway and the 

UK, as each has sought to stand apart from the crowd. Both have been Groucho Marxists, 

reluctant to join a club which would have them as members. They have remained on the 

margins, willing to advise and criticise others, and, in this collection of papers, reflecting 

on their own experience. 
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IV.2. Virtual Links: intergenerational learning and 
experience sharing across age divides and distances 
by Anne Inga Hilsen and Richard Ennals 

Abstract: This article presents and discusses ‘Virtual Links’. This builds on ‘The Golden 

Link’, a model which was developed to address the challenge of how to make experience 

based competences of senior workers available to the organisation and to younger 

workers with less experience. ‘Virtual Links’ support cross-generational communication 

and learning, as well as enabling access for mobile workers to the knowledge of 

experienced seniors not physically present. 

Keywords: Good practice, Ageing workers, Cross-generational learning, Learning 

organisations, Mobility 

4.65 Older workers, ICT and cross-generational communication  

The key question behind this article concerns the extent to which new technologies can 

provide an environment in which sustainable virtual links can be established, across 

borders, cultures, disciplines and generations. The parallel is with a common medium 

such as writing, or a natural language, such as English. Can we develop useful Virtual 

Links? This is not primarily a question about technology, but about the context in which 

it is used. 

This article explores a good practice model, developed within a project aimed at 

promoting active ageing, to the wider field of communication and learning across 

differences and divides. Information and communication technology (ICT) is often seen 

as a hindrance for ageing workers, and a threat to lifelong learning. With the challenge 

set by the European Council in Lisbon in 2000, stating that Europe was to become the 

most dynamic knowledge-based economy in the world, capable of sustainable economic 

growth with more and better jobs and greater social cohesion, promoting lifelong learning 
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(Gustavsen et al 2007) and active ageing (Tikkanen et al 2006) is vital. Ageing workers 

are not only valuable as labour from a macro-economic perspective, but they possess 

experience based competences that are vital for successful production. Linking ICT and 

ageing workers is one of the great challenges facing the European knowledge-based 

economy (Ennals 2005). 

Cross-generational knowledge production and mobile work are not only a European 

concern. The theme of intergenerational links is vital in the SADC countries of Southern 

Africa, where the technological environment is very different. Access to the Internet is 

rare, but mobile phones and iPods are becoming universal. They support communication, 

including knowledge transfer between generations, building on traditional patterns, but 

now potentially supported by modern wireless networks. 

Good practice models are useful to demonstrate possible ways forward, possible ways of 

combining the experience based knowledge of ageing workers with organisational 

development through the use of ICT. Our models could be applicable in the context of 

communities hit by HIV/AIDS, or by large-scale migration, where the demographic 

balance has been disrupted, and new approaches are needed. 

4.66 A good practice model to further organisational learning and 

promoting senior workers as a resource in the workplace 

We present and discuss models that utilise ICT as a tool for development and learning in 

organisations. They are developed to help senior workers explicate experience-based 

knowledge, and share it with their younger colleagues.  

Organisational learning requires sharing of knowledge. It is important to the organisation 

that senior workers share their experience-based knowledge with younger colleagues 

(and, of course, vice versa). It is not a matter of making that expertise fully explicit, and 

capturing it in software, but of enabling, in particular, junior workers to gain access to 

tacit knowledge through dialogue (Göranzon et al 2006). The process of cross-
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generational dialogue also serves to display the experience-based competence of the older 

workers, and demonstrates the resources of older employees to their managers and 

younger colleagues alike. This can take the form of community networking.  

The importance of the tools does not lie in the technological part of the project, and our 

concern is not about developing tools of industrial significance. The tools presented in 

this article are models of cross-generational dialogue, with value based on the local 

practice and low level technology needed. The models do not only serve to further 

organisational learning, and promote senior workers as a resource in the workplace, but 

enhance mobility through sharing knowledge across physical distances. 

4.67 Lifelong learning and enterprise development 

The good practice models can be understood both within a discourse of enterprise 

development, and in the context of lifelong learning.  

From the perspective of work, lifelong learning can be seen as a broad and inclusive 

concept encompassing individual education and training. Equally, and perhaps more 

importantly, it encompasses participative collective workplace learning that is actively 

supported by employers. In the field of active ageing, this means ensuring that enterprises 

become places of learning for employees of all ages. This raises issues about employers' 

roles and responsibilities in promoting lifelong learning for working people, as they grow 

older, as well as about the role and responsibility of ageing employees themselves, and of 

trade unions. 

Lifelong learning is important in the development of agricultural societies, and the 

transformation of industrial societies into post-industrial knowledge societies. Lifelong 

learning is central if the European Union is to achieve the Lisbon goal. The models 

support the sharing of knowledge between experienced seniors and juniors with ICT 

competence. Whether we describe the importance of good practice models in terms of 

enterprise development, or of lifelong learning, we can see the relevance of organising 
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for development and learning, as well as the importance of broad participation in the 

process, within a framework of co-operation and social dialogue. 

4.68 Enterprise development and broad participation 

The good practice model ‘The Golden Link’ was developed locally within the context of 

a development project to promote active ageing in a public sector organisation in 

Norway. The project was part of a Norwegian Programme for senior workers, aimed at 

initiating and supporting and development projects to promote a better working 

environment and awareness of the potentials and resources older employees have. The 

project developed and diffused this, and other models, in the area of promoting active 

ageing.  

The workplace that developed the model faced the challenge of an ageing workforce, and 

realised that many senior workers would take their experience based competences with 

them when they retired, unless they came up with a systematic way to share knowledge 

while still present in the workplace. 

From the end of this decade, Norway faces a marked ageing of the population. “For the 

first period after 2010 this will be related, in particular, to the fact that the baby-boomers 

born between the late 1940s and the early 1970s will be nearing retirement age. However, 

in the longer run the ageing of the population will increasingly be caused by higher life 

expectancy on the part of retirees. This may result in the population over the age of 65 

being almost doubled by 2050 as a share of the population of working age, from just over 

22 per cent today to about 40 percent in 2050” (www.pensjonsreformen.no). 

The need to reverse the trends, and promote active ageing, motivated the workplace 

where ‘The Golden Link’ was developed (Hilsen and Ennals 2006). Their approach was 

to change focus, stop considering ‘seniors’ as a problem, and instead start seeing them as 

the solution. Bringing everybody into the discussions and problem-solving process at the 

workplace level seems to be the only possible way to do this. Instead of implementing 

solutions not of their own invention, the local people were asked to contribute their 
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knowledge in developing the solutions. Broad participation, where employees and 

employers combine their efforts in a process of problem solving, provided the necessary 

commitment and input in the process to allow the development of a real good practice 

model. In this article, we take the approach further, introducing ‘Virtual Links’. 

4.69 The Golden Link – a Good Practice Model Description 

By ‘good practice model’ we refer to the methods and techniques that are generally 

accepted by professionals to be the most up-to-date, effective and efficient ways of 

meeting the challenges in that field. Our first good practice model was a computerised 

tool called ‘The Golden Link’. The basic elements of the model are: dialogue (informal 

interview) over time in the workplace between seniors and juniors; acknowledgement of 

experience-based competences – seeing seniors as a resource in the workplace; and 

making implicit and tacit knowledge explicit. 

The practical solution to the challenge facing the workplace was to develop a tool that 

linked the experience base competencies of senior workers, and the need to take part in 

this knowledge, as well as the computer skills of younger workers through information 

technology. ‘The Golden Link’ combines the different and complementary competences 

of younger and older workers, through a process of experience sharing supported by self-

developed information technology. The tool consists of a digital flow chart that describes 

the progress in a field of executive work. The experienced senior gives a detailed and 

step-by-step description of the progress of a task, while the junior with computer skills 

fills out the flow chart. An example might be an application for an old-age pension. The 

flow chart describes every step from when the initial application is submitted. What kind 

of information is required, what kind of information should be given to the applicant, 

what are the rules and regulations, how is the application handled and when and how is 

processing of the case finished? The experienced senior answers all these questions, and 

all the steps are filled into the digital flow chart by the computer proficient junior. Every 

step is linked to the next, and by following the flow-chart less experienced juniors can 

easily handle complicated cases.  
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The junior-senior dialogue is an important dimension of ‘The Golden Link’. Sharing 

experiences and knowledge, through a knowledge representation, which both can use 

with confidence, has a value to the participants, as well as demonstrating the value of 

experience-based competence. Thus ‘The Golden Link’ contributes to the appreciation of 

senior workers and experience-based knowledge in an organisation. One repeatedly cited 

reason for early retirement in Norwegian work life has been lack of appreciation and 

feedback from managers (Midtsundstad 2005; Storaas 2005; Hilsen and Steinum 2006). 

‘The Golden Link’ could alleviate this situation, by demonstrating to managers and 

employees alike the value of experienced employees. Through the process of filling out 

the flow chart, seniors familiarise themselves with information technology, and thus 

improve their computer skills. There was similar experience on the project “Logic as a 

Computer Language for Children”, from 1980 (Ennals 1983), where children aged 9-10 

were able to use logic declaratively, handling familiar subject matter, while the computer 

regarded their descriptions as programs. 

The technology used in this case is not state of the art, but a simple application of 

PowerPoint, and does not demand additional investments to implement. In the 

organisation there were two parallel systems operating: a newer, Windows based system 

and an older command based system (developed from DOS). The Windows based system 

was an intranet and used for information resources, documents, legislation, electronic 

forms etc. The older command based system was purely a system for executive work. 

Older workers found the older system easier to use than Windows. While the younger 

workers easily adapted to the Windows based system, they had difficulties getting used to 

the command based system, and had to rely on the seniors to help them through the 

intricacies of the system. Many seniors confessed to being uncomfortable with using the 

Windows based system, and needed the help of their younger colleagues. 

Rather than using complicated and costly software, the local stakeholder used what was 

already available, and converted it to their need. This stresses local ownership of the 

model, and serves to make information technology less intimidating to the unskilled. The 

seniors did not need to learn to use new software in order to access the flow charts. 
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The technology used for ‘The Golden Link’ already existed, based on local knowledge 

and solutions, and did not rely on generalised systems approaches. As in many countries, 

major new systems have collapsed amid scandals. In the UK there has been a succession 

of problems with ambitious IT systems to deal with regional health systems (Ennals 

1995, Brooks 2006), child support, processing of pensions, and booking of appointments 

with doctors. All too often the alternative has been presented as a reversion to manual 

approaches. There is a middle way, where tools are used by workers with experience and 

skill, rather than depending on the perfect operation of a complex system solution. The 

National Health Service in Wales, in their ‘Informing Health’ programme, with a 

networking approach, is learning from the experience of ‘Connecting for Health’ in 

England, where the model has been centralised and top-down. 

4.70 Organising learning – creating space and time for learning in the 

workplace 

‘The Golden Link’ is a potentially valuable tool in organisational learning, enabling 

experience-based competence to be made explicit and shared across generations. The 

model addresses three challenges: the demographic challenge of who will replace the 

seniors when they leave working life; the competence challenge of who will possess the 

knowledge when the knowledgeable leave; and the mobile technology challenge of how 

to make the knowledge accessible to workers at a distance. A potential answer to these 

challenges can have a great positive impact at the organisational level, but will also be 

beneficial to society at large. We need to move beyond the individual case, exploring 

‘Virtual Links’. We draw on the experience of BEEP (Odamtten and Millard 2007). 

The demographic challenge of who will replace the seniors when they leave working life 

is a challenge at national level, and a good practice model that promotes active ageing 

could have societal benefits. The picture has been complicated by labour mobility since 

the enlargement of the European Union in 2004. 600,000 workers have moved to the UK 

from new member countries, and it appears that 10 per cent of the Lithuanian population 

has left the country over the same period, defying predictions. 
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In most European countries governments are considering major changes to pension 

systems, increasing retirement age and withdrawing previously agreed schemes. Here we 

are suggesting changes to work organisation, including the enabling role of technology in 

transforming intergenerational relations, and reducing the need for particular training. 

This is a practical approach. 

The competence challenge, of who will possess the knowledge when the knowledgeable 

leave, is not only a challenge to work organisations facing a situation where a large 

number of their employees are moving towards retirement age. It is a challenge to 

societies threatened by disrupted cross-generational communication and experience 

sharing (Augustinaitis et al 2007). Countries experiencing immigration of the 

economically active age group for economic or political reasons face the same challenge. 

So do African countries threatened by HIV/AIDS, where the demographic balance is 

disrupted. Under normal circumstances, knowledge, experience and learning is being 

passed from generation to generation, and a disruption of this pattern may have far 

reaching consequences. 

Within working life, experienced older workers possess important competences on which 

the organisations depend, and transferring/sharing experiences and knowledge with 

younger colleagues is important to secure competences in important practical areas of the 

enterprise, and ensure the ability to maintain production. Senior competence is valuable 

to the enterprises, and comprises more than the theoretical knowledge of employees 

straight out of schools and universities. In addition to theoretical knowledge, seniors have 

practical knowledge acquired through experience. Göranzon (1992) discusses experience-

based knowledge as one of three types of knowledge, together with theoretical and tacit 

knowledge. Whereas theoretical knowledge is learned ‘from textbooks’, tacit knowledge 

is socialised knowledge learned, unconsciously, over time.  

Seniors learn how to perform their work through long experience, but they also learn 

about good practice in itself. Practical knowledge needs room for reflection, and such 

time and place must be organised by any organisation that wants to develop and share 
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practical knowledge. ‘The Golden Link’, is a model for cross-generational 

communication, which lets the seniors reflect on their practice while talking through 

practical situations with the younger colleague. The good practice model furthers 

organisational learning, through supporting development and sharing of practical 

knowledge. Göranzon (1990) argues that the practical and tacit knowledge of experienced 

workers is a necessary resource for good production. He describes cases where the 

enterprises did not realise what they had lost until laid-off seniors had left, taking all their 

hard-earned knowledge with them. Similar consequences have been reported from 

automation, restructuring and downsizing. 

The third challenge concerns mobile technologies, which offer new ways of making 

knowledge accessible to workers who are distant or working remotely. As the technology 

becomes more widely available, it is no longer necessary for all workers to share the 

same physical workplace, which may involve expensive and time-consuming travel. 

Once working relationships have been established, they can be maintained. Work 

organisation can be re-designed, with teams including remote members, and networks 

between enterprises. This challenge is a challenge for working life, but it also opens great 

possibilities for developing Virtual Links across borders, cultures and generations. This 

principle is being followed in the use of mobile phones in Crete, for example for the 

dissemination of agricultural information in rural areas (Stratakis 2007). Whether through 

synchronous voice communication or asynchronous text messaging, the mobile phone 

can transform work organisation and constitute a virtual link.  

4.71 The value of Virtual Links 

Virtual Links can provide links between people across geographical divides, and preserve 

knowledge and experience from being lost. Virtual Links are often facilitated by the 

model being based on low level technology. Rather than requiring large-scale 

investments, Virtual Links can be developed using existing technology. Universal access 

to mobile phones, combined with appropriately located computers and free software 
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make developing Virtual Links possible even for developing countries where more costly 

models might be economically prohibitive.  

It is often claimed that developing countries have entirely different challenges - eg brain-

drain vs brain-gain – which affect ability to balance inequalities (Selvanathan 2006). In 

the case of Virtual Links the similar challenges and possibilities are more striking than 

national differences. Whether linking remote villages in sub-Saharan Africa or 

transferring the knowledge of a dying generation in countries suffering heavily from 

HIV/AIDS, connecting Lithuanian workers abroad to their home country, or bridging the 

gap between older and younger workers within an enterprise, the challenge and the 

technology can be the same. What is generally seen as the problem of ageing workers, in 

a world of new information and communication technologies, can be re-interpreted as the 

basis for a solution to a number of inter-generational problems. The key resource of an 

organisation or a society is the knowledge of the population, which is not simply a matter 

of explicit knowledge, but of access to implicit and tacit knowledge. 

While the aspirations of the artificial intelligence community in the 1980s had been to 

capture the expert knowledge of the specialist, making him no longer necessary, in the 

new millennium we are more aware of the fragility of state of the art systems, and the 

new potential of mobile technologies for bringing people together. Given that we will 

never have access to complete knowledge on which to base our decisions, virtual links 

provide valuable practical examples of practitioner use of technological tools, supporting 

inter-generational collaboration. The models can serve to suggest a way in which locally 

derived insights can be applied in other organisations or contexts, where demographic 

change is challenging the continuity of complex processes, with considerable social 

implications. 
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IV.3. Innovation in regions of disintegrated knowledge 
intensive firms – some reflections and assumptions by 

Hans Chr. Garmann Johnsen 32 

Introduction 

There is a growing literature around the theme of new economy and knowledge economy, 

where the argument is that there is a paradigmatic shift in the economy. The knowledge 

economy is different, both related to its drivers (with knowledge as basically a common 

good in economic terms, as the main driver), and subsequently in how it operates, is 

organised internally and externally (post-fordism, networking, etc are key words). The 

local business environment competencies and connectedness are supposed to be crucial 

for innovation. 

The questions I want to address in this paper are as follows: What is the innovation 

dynamics in the new knowledge-based economy, and how is it different from the more 

traditional economy? 

                                                

32 An earlier version of this paper has been presented at the workshop: The Knowledge Economy: new 

directions in work organisation and regional innovation, Kingston University, London, September 1st, 

2006 and Paper presented at Stanford University, Scancor meeting, October 27th 2006 and presented at 2. 

workshop on Knowledge Economy, Kristiansand, February 26 and 27, 2007. 
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4.73 Theories on the knowledge economy 

Innovation in the new knowledge based economy 

Phillip Cooke (2002) argues that there is a new type of growth dynamics in the new 

knowledge-based economy. It develops in ways that are different from the more 

traditional economy. What I above described as ‘soft’ institutional infrastructure and ‘un-

traded interdependencies’, institutional thickness, learning, networking, reduced 

transaction costs, associated economy, stability and risk reduction, participation, trust and 

social stability, seem to be more relevant in the new economy (like ICT) compared with 

the more traditional economy (Parker and Tamaschke, 2005). However, this is a paradox, 

since the new, knowledge based economy, like the ICT sector, is typically characterised 

by what Clayton Christensen (1997) has called ‘disruptive technologies’, that is; quick 

and powerful technological changes that threaten the existing enterprises 

The above arguments can be summarised in a table, inspired by Phillip Cooke (2002).  

Table 1: A typology of organisation and cooperation forms in networks and 

clusters 

 Traditional industrial 
network 

Value Chain cluster Knowledge cluster 

Drivers Natural resources, 
technologic change 

Efficiency of co-operation  Creativity 

Unique 
advantages 

Factual knowledge Low transaction costs Capability 

Role in the 
value system 

Specialization Integrating Disintegrating 

Type of 
cooperation 

Common competence in 
hierarchy 

demand-supply relation Common competence, 
personalized relations 

Organisation 
model 

Fordism, closed 
organisations 

Fordism / post-fordism, closed 
network 

Post-fordism, open network 
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Leadership 
model 

Administration, strategic 
planning 

Strategic leadership in 
combination with administrative 
and control systems (MIS) 

Dialogical, visionary 
leadership, communicative 
competence 

 

Is the notion of the knowledge economy just a fad, or is there something happening in the 

economy that indicates a paradigmatic shift, in the sense that the value driver 

(knowledge) and implications (organisation) are different from our traditional 

understanding of economic development? The table indicates structural differences 

between our different perceptions of business clusters. The argument that can be read 

from the table is that the new, knowledge based businesses are different in their drivers, 

networking and internal organisation, from more traditional business clusters.  

Different disciplines in the theorizing on innovation processes in the 

knowledge economy 

What seems to be generally agreed is that there is no ‘press the button’ solution to 

enhance innovation. Literatures about these issues are found in many fields. Geography 

studies (Cooke 2002) have increasingly used a systems perspective in order to understand 

innovation. Furthermore, they see innovation as a result of a particular configuration of 

institutions in the region. Management and organisation theory (Nonaka and Takeuchi 

1995; Tsoukas 2005) have discussed innovations as interactive learning processes 

between different competencies within the firm. Furthermore, organisational and 

management structures within companies (Holbek 1988), as well as structures between 

companies (Porter 1998), seem to influence the ability to innovate.  

Also within philosophy (McKalvay 2002; Fuller 2002) we find arguments on what 

encourages innovation, with an emphasis on understanding the knowledge development 

part of innovation. Work-sociology (Gustavsen 2004) has discussed innovation both as 

larger systems, like regional development coalitions, and as participatory incremental 

innovation and learning processes at work.  
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The perspective on knowledge economy has a strong standing in applied economic 

geography (Lundwall 2002; Rodrigues 2002) and in the current university/region debates 

(Nowotny, Scott and Gibbons 2001). This literature argues normatively for closer co-

operation between different partners in the innovation system, like businesses, networks 

of businesses, policy makers and universities. This is a way of thinking about innovation 

that has influenced the discussion of clusters, university, and enterprise co-operation in a 

regional context ie the Triple Helix model (Etzkowitz and Leydesdorff 2000). 

Theories on innovation through knowledge development 

The innovation literature gives references to innovation in both a broad (innovation 

system) and narrow (internal innovation processes in organisations) perspective. 

Furthermore, innovations are discussed as emergent and planned, incremental and 

radical, as a result of creative internal processes, or as a result of outside pressure (Poole 

2004). 

We consider the literature that tries to explain how knowledge develops in the knowledge 

economy. Some examples:  

1. Cooke (2004) makes a distinction between ‘exploration’ (knowledge for 

development) and ‘exploitation’ (knowledge for commercialisation). He uses this 

distinction to argue that different types of knowledge play different roles in 

different types or phases of innovation.  

2. Another predominant perspective focuses on how knowledge is created in 

knowledge- and research institutions, like universities, and commercialised in an 

entrepreneurial economy linked to this ‘knowledge base’. Triple Helix, Mode-2, 

Regional Innovation System, are example of this systems perspective on 

innovation (Etzkowitz and Leydesdorff 2000; Nowotny, Scott and Gibbons 2001; 

Lundwall 2002; Rodrigues 2002)  

3. Another approach to innovation is represented by Michael Porter and his analysis 

of business climate (Porter 1990). His ideas are somewhat in opposition to but can 

also be combined with the idea of Florida, on people climate for creativity 
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(Florida 2002). Both set of ideas focus on interaction and relations, and how 

different norms and attitudes are important for innovation.  

4. Asheim and Coenen (2005) discuss three different knowledge types: synthetic 

(linear, causal orientate, technical science), analytic (reflexive, interpretive, social 

science) and symbolic knowledge (creative, socially applicable). They represent 

different competences, and often, different industries. They argue that a 

combination of these three, and to the extent that there are relations between these 

three competencies, enhance innovation. 

5. The knowledge management and knowledge economy literature often refers to 

knowledge development as a result of interrelations between different knowledge 

forms, in particular the interrelation between codified and uncodified knowledge 

(Nonaka and Takeuchi 1995; Spender 1997; Amin and Cohendet 2004). Much of 

this innovation literature is inspired by a dualist conception of knowledge (Ryle 

1949; Polanyi 1966).  

6. Furthermore, enterprise development literature often takes as a point of departure 

an emphasis on locally communicated and intersubjective generated knowledge 

(Mintzberg 1998).  

None of these perspectives, I believe, are able to fully explain, either if there is something 

special that we might call the ‘knowledge economy’, or what particular mechanisms 

explain innovation in this new economy. Furthermore, together with colleagues, I have 

questioned that lack of a deeper philosophical discussion of the concept of knowledge 
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(like Fuller 2002) as a foundation for the theories of knowledge management (Foss 

2005), and the knowledge economy33.  

Regions as contexts for innovation 

The situating of enterprises in a regional and local context has come more and more in 

focus after Pore and Sable’s (1984) now classic study. But what is meant by local context 

or region? Roughly speaking, the economists (like Pore and Sable 1984; Porter 1998, and 

Cooke 2002) will tend to see regions as business environments. Regions are important 

because there is some local spillover or externality that companies, not least the small 

start-up firms, can utilise. These externalities can also be described as local or regional 

competencies. Geographers (like Florida 1995) argue for regions as environments for 

human creativity and learning. The work life discourse (Fricke and Totterdill 2004; 

Totterdill and Ennals 2006) is more focused on social processes in and between partners 

in the region. Others, (like Lundvall 2002; Etzkowitz and Leydesdorff 2000 and Isaksen 

2001) take this further into the idea of Triple Helix and regional innovation systems. A 

regional innovation system is a particular configuration of institutions (businesses, 

research or university, and government initiatives or support systems) that is supposed to 

be particularly favorable for innovation.  

To this spectrum of approaches comes a large literature from political science and 

cultural geography, about how to develop and govern regions (Pierre and Peters 2000). 

The territorial and regional governance literature discusses issues like fragmentation, 
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multilevel governance, trans-national governance, epistemic and imagined communities, 

and Europeanisation polity. Almost all the above-mentioned literatures that emphasise 

the importance and uniqueness of regions have influenced European policies in this area, 

not least the Lisbon process (Rodrigues 2002).  

How is it that these regional structures and processes enhance innovation? One argument 

is that regional innovation systems provide ‘soft institutional infrastructure’ for transfer 

of tacit knowledge in environments where interaction, face-to-face contact and trust is 

important. Storper (1997) talks about ‘un-traded interdependencies’. Furthermore, it 

seems that institutional thickness, cooperation between actors, and between institutions, 

both public and private, both enterprises and research, are favorable for innovation. Close 

and extensive networks stimulate technology and knowledge transfer and learning. 

Networks are often referred to as a ‘supportive web’ for the individual participant, 

especially for SMEs. This supportive web reduces the access-cost to technology, and 

gives SMEs more or less free access to external recourses. One has talked about an 

‘associated economy’ in the local (regional) context. 

The public sector seems to play an important role in this. They regulate many markets, 

including labour market, they invest in infrastructure and build institutions. Often they 

also provide risk capital, and at least they offer publicly financed research free or for a 

low cost to enterprises. Public sector thereby has a role of risk and cost reduction and 

stabilizer. 

Cooperation versus competition 

There has been a long and sustainable tradition in Norway, based on the ‘Nordic Model’ 

to interpret innovation and innovations challenges within a co-operative context (Asheim, 

Bjørn T. 2001; Levin, Morten (Ed) 2002; Gustavsen, B., Finne, H., and Oscarsson, B. 

2001; Ennals, Richard and Gustavsen, Bjorn. 1999; Gustavsen, Bjørn. 2004; Gustavsen, 

Bjørn. 2005; Pålshaugen, Øyvind. 2002). This particular tradition will basically look for 
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co-operative advantages and also link this to the more normative approach of 

participation and industrial democracy. 

This approach refers to the international concepts of innovation (innovation system, 

learning regions, clusters, etc), but the interpretations of these are argued within a Nordic 

Model context. This give a particular bland to the understanding of innovation processes, 

one that tends to under-communicate competition, conflicts and ‘creative destruction’.  

My approach is that I believe that the Nordic approach is meaningful and interesting, and 

could have international relevance, but that would have to imply a deeper discussion of 

the relation between the broadly speaking co-operative and the competitive approach. 

Such a discussion goes beyond this paper, a case study of innovation processes in ICT 

industry in the Agder region, Norway 

At Agder, a small region in Norway, we ask ourselves: How new and different is this 

knowledge economy? How should we develop relationships with businesses, and how 

could social science research have a role in studying and engaging in this? Furthermore, 

we plan to research deeper into knowledge creation, knowledge diffusion and innovation 

in the knowledge firm. Related to this, we also want to focus on internal and external 

work conditions in the new (and old) economy, including issues like inclusion and 

exclusion, and the development of new dialogical based ways of co-operation.  

In concrete terms, there is a cluster of small mobile-telecom companies close to the 

University of Agder, with a small research unit by the Swedish telecom-giant Ericsson, as 

the most advanced company. We have been concerned with issues beyond the business 

environment, how this relation between university and business relates to regional 

governance, the emergence of new regional institutions, and the changing role of 

democracy in the region.  
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4.74 Some preliminary findings 

My task has been to try to understand innovation processes in a disintegrated mini cluster 

like the ICT cluster at Agder, as a case for understanding the more boarder issue of 

innovation in the knowledge economy. I assume that there is a cluster, since there has 

been a sustainable growth of ICT companies in the region over the last decade.  

Over that period of our involvement in the ICT industry at Agder, we have learned 

something and made some preliminary reflections. These have been based on both 

discussions with the firms, a conference, and some surveys. Below I refer some of the 

findings from this research. The findings refer to the activities described in Table 2. As 

will be seen, some of these findings are contradictory, and some support the contradictory 

term disintegrated cluster. 

 

A) Activity to enhance knowledge creation and knowledge transfer between 

companies 

In a survey among 22 of the ICT companies, I found that most of them had their markets 

nationally and internationally. Half of them reported that they regarded their competitive 

advantage to be in product development; 18 of them argued that they had co-operation 

with others in the region. They seem to agree that regional co-operation is important for 

the industry. However, only one answered that their regional co-operation was related to 

product development. On the question of the importance of regional co-operation (on a 

scale from 1-7, where 7 means very important) 5 answered 6 or 7 on the question of how 

important regional co-operation is, 7 answered 6 or on the question of how sincere they 

involve themselves in such co-operation and only one gave 6 or 7 on the question on how 

well this co-operation functioned. 
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B) Activity to enhance co-operation, knowledge creation and knowledge 

transfer between companies and university 

In the same survey as referred above, companies in general seen to be of the opinion that 

developing local competences and extending and supporting the development of the 

university, is important. However, still only 5 out of 22 companies said that they co-

operated with the University of Agder. Internal competence building seems to be the 

most important process to enhance innovation. Furthermore, 12 out of 22 answers that 

they co-operate with R&D institutions. On the question of how they develop their 

competences, 9 out of 22 say they do that in co-operation with consumers and suppliers. 

When asked what are the limitations they face in order to be more innovative, all but 3-4 

answers that it is competences, organisation and leadership and capital. 

 

C) Activity to enhance participation, co-operation, knowledge creation and 

knowledge transfer inside companies 

In a study by Torunn Olsen (Olsen 2006), she has tried to compare the new ICT 

companies with more traditional industries related to some key issues in industrial 

relation and human resource management. An underlying assumption is that the new ICT 

companies are part of the ‘new’ more flexible economy. An paradoxical assumption has 

been that this ‘new’ economy, on the one hand, is more likely to be short-term, flexible, 

using outsourcing, short tem contracts, use more over-time, supposed to be less ‘family-

friendly’, and likely to be more market-driven. On the other hand, and this is the paradox, 

this industry is supposed to have a higher focus in individual competences, more 

emphasis on human resource development and more dependent on long term 

development of competences and stability of their employees. 

Olsen finds, among 11 enterprises she interviewed, a representative part of that 20-40 

companies that belongs to the ICT group at Agder, that they are only slightly different 

from what is average or common in Norwegian industries. There are a few differences. 

There seems to be less collective bargaining among the ICT enterprises, probably more 
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direct participation. Most workers are on fixed, full time contracts. The use of 

outsourcing is less than expected, also the use of part-time workers. The exception is that 

some enterprises use more consultants than is normal in other industries. 

Employees in ICT businesses are slightly more educated than average. There are 

relatively more male than in other sectors, and the average age is less. In this sense, it is 

different. However, their work situation in general, conflicts at work, working hours, etc, 

seem to follow the same dimensions as usual in Norway. They are as family-friendly as 

others. In general, ICT businesses seem to take care of their workforce.  

There are incentives in salaries, and the salary level is relatively high, but again, not 

greatly different from other sectors. Surprisingly, few of these companies have a plan or 

strategy for developing their human resources. 

4.75 Some preliminary conclusions  

In this paper I have presented some preliminary thoughts about the knowledge economy, 

and on how to research innovation in the knowledge economy. I ask myself: how ‘new 

and different’ is the knowledge economy, and in what way is it different? What is 

knowledge in this new knowledge economy? Furthermore, if it is different, what does 

that imply for understanding innovation? These are the overriding questions I have tried 

to approach.  

Theories tell us that the new knowledge economy and the new firms are different. The 

Agder ICT case indicates that it is slightly different from the traditional economy. 

However, we have not got a clear idea about in what way it is different, and how 

knowledge developments occur. All the above referred explanations: regions, 

institutional setting, co-operation with R&D institutions, new work-environments, and 

more emphasis on employees competencies, etc, all seem to give some sense. How can 

we explain this growth? 
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• It could be that the growth is coincidental. However, since there has been a series 

of strategic initiatives during this development, it is hard to believe that it is 

purely incidental. 

• It could be a part of a larger trend, independent of the region. This is possible, but 

would not explain why it is so strong in our region. 

• The cluster could be a symbolic phenomenon, or something that creates identity. 

Companies are attracted to regions with this kind of identity. This is a possible, 

but not in our minds, sufficient explanation.  

• It could be that there are some common competences among the companies in the 

region, in spite of the fact that they do not co-operate. This is in line with our 

assumption.  

• There could be some few drivers in developing these competences. There could 

be a sort of ‘knowledge community’. 

There seem to be contradictory tendencies in the knowledge economy, in comparison 

with the general assumptions on clusters and innovation. Knowledge community might be 

a term in that can explain this. As I have defined this, a knowledge community can be 

disintegrated in terms of co-operation and co-action, but still retain some cohesion in 

terms of common competencies and common understanding.  

4.76 Assumptions and reflections 

If there are differences between different economic systems (traditional, value chain, 

knowledge economy, etc), and if these differences are locally or regionally embedded, we 

might be able to identify a particular form that relates to knowledge intensive industries. 

Furthermore, we might in this new knowledge economy be able to talk about a 

‘knowledge community’, as a distinct but comparable concept to Habermas 

communicative community (Habermas 1997) or Wenger’s community of practice 

(Wenger 1998). A knowledge community might be understood as a certain, distinct 

cluster of particular knowledge’s that are communicated in a geographically specific area.  



 367 

Given the overriding assumption that a knowledge cluster (knowledge community) is not 

organised like a value chain or at supply chain, I have made some assumptions on how it 

works on a system level. In fact, if there are such differences, it would be interesting to 

know how different configurations of power and influence, ways of organising businesses 

and relations to the labour market, dialogical patterns and patterns of interaction that 

characterises different clusters, interact with their ability to, and ways to be innovative. 

Furthermore, it would be interesting to know if there are in general differences in these 

patterns of organisation and interaction between knowledge intensive firms, like ICT, and 

more traditional businesses.  

If there are such differences in how innovation happens in different types of industries, I 

expect to find that knowledge development in the knowledge economy to some extent 

contradict well-established ideas on innovation in clusters. So I start out with these well-

established ideas, such as: 

• The innovation system assumption: that close connectedness between university 

and businesses generates increase knowledge flow, mutual learning and increased 

level of innovation. 

• The knowledge assumption: that innovation is a result of increased flow of 

knowledge in one field, for instance specialised knowledge in a university that is 

commercialised or that supports and creates innovation in businesses. 

• Co-operation and participation assumption: a high degree of participation and co-

operation will motivate individuals to be creative and to engage in knowledge 

creation processes. 

• Welfare assumption: stable and well organised work conditions will be favourable 

for developing engagement, create openness to share information and to increase 

co-operation.  

If the knowledge economy is different, I expect that it to some extent will contradict 

some of these assumptions. Firstly, I expect the knowledge economy to work in a less 

connected and integrated manner than the assumptions above indicate. I foresee that 
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disconnectedness and loosely coupled relations will be more apparent than close 

connections. Furthermore, I believe that knowledge is not a uniform phenomenon that 

typical knowledge economies represent a variety of knowledge. This might indicate that 

competition is more predominant than co-operation between knowledge intensive forms, 

and that we will find more flexibility in the labour market and less institutionalised 

participation forms in the knowledge economy compared with the traditional economy. In 

the table below, I have tried to develop a set of counter-assumptions to the ones 

mentioned above. 

Table 2: Alternative assumption on innovation 

Area Assumption in 

conventional economy 

Assumption in the 

knowledge economy 

Innovation process Connectedness Disintegrated 

Knowledge Concentration of 

knowledge 

Diversity of knowledge 

Interaction Cooperation Competition 

Organisation form Centralised Decentralised 

Labor marked / 

participation 

Stability Flexible 

 

This table gives a set of competing assumptions that can form background for further 

research into the innovation dynamics if knowledge intensive firms. My primary focus is 

the micro-processes of knowledge generation in a local environment. These system level 

conditions will form the background for understandings the micro-processes of 

knowledge development.  
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IV.4. Reflections on the engagement of a university in 
regional development in the UK by Peter Totterdill 

4.77 Introduction 

The nature of the political, professional and academic discourse surrounding the 

economic development of localities and regions in the UK has changed beyond 

recognition during the last twenty years. With origins in the dissenting research and 

polemic generated by community development projects in the 1960s, the idea that part of 

the ‘local state’ could be captured by progressive interests and used as an instrument of 

economic intervention was part of a highly politicised reaction against central 

government monetarism. This movement, which appeared during the late 1970s, came to 

full flower ten years later at the height of Thatcherism. It did not, however, last long in its 

radical guise. Central government sought to depoliticise local authorities through the 

abolition of the metropolitan councils that had played a leading role in the renewal of 

local intervention, and through the imposition of tight financial and regulatory controls 

on the sector as a whole.  

Yet this did not mean the end of local economic intervention. Towards the end of the 

1980s local economic development initiatives had become an embedded characteristic of 

the national policy scene resourced by central government measures, by local authorities 

representing a wide range of political complexions and, substantially, by EU Structural 

Funds. By this time the discourse had substantially changed. The transformative promise 

of local intervention – in the sense of its putative ability to empower citizens and 

employees – was steadily replaced by a technocratic and programmatic discourse based 

on securing tangible deliverables in compliance with defined targets. The language of 

‘social inclusion’ and ‘labour market opportunity’ subtly replaced earlier political 

visions, which sought a substantial redistribution of power and resources to 
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disadvantaged communities, lower skilled workers and trade unions. The creation of nine 

English Regional Development Agencies (RDAs) by the incoming Labour Government 

in 1998 secured the primacy of this discourse. In each region the integration of principal 

funding sources within RDA strategic frameworks effectively ensured the adherence of 

key actors to a regime of strict performance management. 

Universities have been tightly woven into the fabric of local and regional intervention 

throughout this period, though the nature of their engagement has also changed. As back 

numbers of journals such as Capital and Class from the 1970s and 1980s demonstrate, 

critical academic commentary informed radical models of local intervention both at 

theoretical and instrumental levels. Individual researchers gave up their positions in 

universities to join the new wave of politicised local authority economic development 

departments, notably the Greater London Council (GLC), Sheffield City Council and 

West Midlands County Council, yet continued to contribute to academic debate. Some 

universities and polytechnics established, or permitted the establishment of, local 

economy units specifically intended to strengthen the interaction of research and policy 

practice in this field. As an example, the Nottingham Local Economy Project which Dr 

David Gillingwater and I established at Trent Polytechnic with local authority funding in 

1982 created a multidisciplinary team which worked for two years on sectoral strategies, 

dialogue with local trade unions and the creation of community-based worker 

cooperatives. The project was eventually brought in to the City Council to form a core 

component of its new economic development department.  

The programmatisation of local economic development policy was matched by a steady 

loss of interest from academic social scientists and by the consequent erosion of critical 

academic analysis. Instead other university actors started to become part of this 

technocratic discourse, drawn in part by perceptions of new possibilities for income 

generation and in part by the emergence of a policy concern with ‘knowledge transfer’. 

Section 5 examines this in more detail. 
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This chapter argues that the dominance of technocratic approaches, linked to the relative 

absence of a critical-reflective dimension is a serious weakness in the current state of 

British economic development at local and regional levels. It reflects my experience as 

both a practitioner and a researcher over a twenty-three year period. In particular it 

critically examines experience from an East Midlands university, demonstrating ways in 

which alternative approaches might be developed while emphasising the serious 

structural impediments to a more organic relationship between academic knowledge and 

practice.  

4.78 Modes of local economic intervention 

In a paper (Totterdill, 1989) for a special edition of Economy & Society on local 

economic intervention I argued that, following a schema proposed more than a decade 

earlier by Claus Offe (1975), UK experience could be understood in terms of the tension 

between three modes of policy production: 

• The bureaucratic, in which the provision of support to individuals and business is 

essentially self-justifying and is allocated with minimal discretion according to 

carefully defined rules and criteria. The many local grant schemes, training subsidies 

and workspace provisions created since the early 1970s typically fit within this 

category. 

• The technical-rational, typically characterised by a programmatic approach in which 

resources are allocated according to prescribed criteria in order to accomplish defined 

targets, themselves part of a hierarchy of aims and objectives. Harmonisation of 

actions and performance measurement are essential components of this approach, 

which can be exemplified by the notional operation of, for example, the European 

Social Fund (ESF) at regional level. 

• The discursive, in which the principal intervention is to build inclusive coalitions able 

to act on the basis of working consensus grounded in dialogue free from domination 

or distortion. Evaluation, shared learning, reflection and continuous improvement are 
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central to this approach, making action-research a characteristic tool. Internationally 

the increasingly iconic example of a discursive approach is to be found in the 

Norwegian Value Creation 2010 programme. Within the UK cases are rare and 

isolated. 

Each mode is characterised by specific limitations. Thus, in the bureaucratic mode, 

problematisation is taken as given. Grants to support business growth, for example, are 

seen as an inherently good thing. Moreover there are clear rules and procedures to protect 

against the inappropriate use of funds. However bureaucratic modes are stretched beyond 

feasible limits where there are multiple stakeholders and objectives requiring active 

reconciliation – for example business growth through the adoption of new forms of work 

organisation which lead to improved quality of working life. Bureaucratic modes are also 

inflexible and unresponsive to new and unforeseen demands. 

Technical-rational modes are capable of addressing problems and objectives of far 

greater complexity. Strategic aims, often subjected to well-publicised consultation before 

adoption, are paramount in governing the hierarchy of objectives, measures and actions. 

Legitimation for technical-rational modes is gained through an explicit emphasis on 

expertise (often consultancy), the use of ‘evidence-based’ tools such as benchmarking 

against ‘best practice’, quantifiable performance measures to ensure accountability to 

funders, and restricted forms of democracy in which external stakeholders are recruited to 

sit on programme monitoring committees. However there are major limitations to 

technical-rational approaches to regional development. First it is inherently exclusive. 

Interests or ideas not articulated and recognised at the goal-setting stage are excluded 

from subsequent recognition and support, irrespective of the logic of individual cases. 

Second it imposes a hierarchical distance between policy and implementation: targets are 

set and performance against them is measured; dialogue, reflection and learning are held 

in abeyance until the next strategic planning cycle. Thus those responsible for ensuring 

performance against targets are set in opposition to staff delivering projects at the front 

line who, daily gaining a deeper knowledge of needs and opportunities, may learn to 

question fundamentally the relevance of the indicators against which their work is 
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measured. Third the centrality of performance measurement and accountability leads to 

an overemphasis on those outcomes that can be quantified. At worst (but not 

uncommonly) the quantification of project targets can be absurd – for example measuring 

the number of participants at workshops, courses or meetings without any assessment of 

content quality or relevance. The most valuable and potentially enduring outcome from 

any project may well be the creation of social capital – intangible assets such as 

networks, intermediate structures, shared knowledge and reticulist competencies. Yet 

because these outputs are not properly measured they are likely to be invisible to the 

agencies responsible for project funding – and therefore not valued and not sustained. 

Fourthly technical rationality ignores the possibility of conflict. Implementation is 

perceived as a linear process in which resistance is simply an obstacle to be overcome – a 

symptom of outmoded thinking or practice. This precludes the possibility of dialogue and 

creative experimentation geared to the achievement of previously unforeseen ‘win-win’ 

outcomes. 

Discursive modes offer quite different challenges. Social capital building, dialogue and 

shared learning define the approach, but building such frameworks for consensual action 

can be painstaking and eventual outcomes tend to remain uncertain. Institutional actors in 

English regional development rarely include such roles in individual job descriptions – 

and rarely employ staff with the appropriate competencies. A recent proliferation of 

development agency and university job titles, which include ‘employer engagement’ 

involve, on closer inspection, little more than the marketing of standardised products and 

services. However, as Claus Offe pointed out in the 1970s, the potential contradiction 

inherent in the discursive mode is that open and democratic dialogue may lead to the 

formulation of demands which state organisations are incapable of meeting without 

significant structural change – whether for economic or political reasons. Nonetheless it 

is in this tension that the real transformative potential of regional intervention lies. 
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4.79 A brief history 

To understand the potential for mobilisation inherent in local economic development it is 

worth examining the nature of local authority intervention during the early and mid 

1980s. The majority of local authorities had ‘intervened’ in their local economies during 

the post-war period through, for example, the use of compulsory purchase to assemble 

land for employment purposes, the construction of workspaces for start-up businesses and 

SMEs, active marketing to attract ‘footloose’ companies and even the provision of 

business support grants. However it is common to trace the origins of the 1980s surge of 

activity to the publication of a widely circulated paper written by the Labour leadership 

of the London Borough of Wandsworth in 1976. Analysing the de-industrialisation of 

Wandsworth and the ineffectiveness of central government policy, this paper advocated 

deployment of a little-known discretionary power to raise money, which could then be 

used for the acquisition of controlling interests in local companies, thereby offering a 

means of preventing relocation and reversing declining competitiveness. The ground-

breaking nature of this proposal triggered considerable debate amongst some Labour 

controlled local authorities, particularly those with a significant number of urban 

professionals amongst their political representatives. By the early 1980s a leading group 

of metropolitan authorities had established energetic departments which gained profile 

both for their proactive approaches to economic development and for their vocal critique 

of the local economic consequences of Thatcherism. Such departments were notable for 

the diversity of staff recruitment, bringing together individuals with backgrounds in 

universities, trade unions and companies in ways which were profoundly uncharacteristic 

of traditional local government. Although this group of authorities was small in number 

its political and intellectual influence spread more widely, stimulating varying degrees of 

both innovation and emulation in the majority of British cities. 

It is difficult to characterise the types of intervention developed by these authorities, not 

least because of the diverse range of issues and approaches which they were designed to 

address. However recurrent strands included: 
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a) The creation of sector strategies for ‘key’ local industries, focusing on the types of 

restructuring required to sustain competitiveness and employment in the medium to 

long term.  

b) Establishing Enterprise Boards as a channel for the provision of equity investment 

to local companies. Enterprise Board investment, often drawn from local authority 

pension funds, was typically linked to the dual objectives of enhancing long term 

prospects for competitiveness and improving employment and working conditions, 

both regulated by detailed contractual clauses. 

c) Support for trade unions facing industrial restructuring, including the creation of 

‘Workers’ Alternative Plans’. 

d) Initiatives to develop local public enterprise as a means of job creation. 

e) Actions targeted at groups experiencing disadvantage in the labour market through 

the aggressive promotion of equal opportunities and the provision of specialist 

support and training. 

f) The development of social enterprises (such as employee or community 

cooperatives) as a means of job creation amongst disadvantaged groups. 

g) Area-based initiatives targeted at localities experiencing large-scale industrial 

restructuring or high levels of unemployment. 

Of these, sector strategies provide a particularly interesting example because they 

addressed a domain traditionally reserved for national industrial policy. The 1974-9 

Labour Government had taken some important steps towards national sector strategies 

grounded in dialogue with employers’ organisations and trade unions. However the 

strategies lacked effective delivery mechanisms and were quickly abandoned by the 

Conservative government which took power in 1979. In the face of rapid industrial 

change, and of serious decline in some sectors, several local authorities saw sector 

planning as a potentially powerful means by which they could both understand the local 

economy and identify effective levers to enhance competitiveness and employment. 

Typically these strategies would involve detailed critique of existing practices at 
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enterprise level based on extensive survey work tested through sustained dialogue with 

principal stakeholders. The London Industrial Strategy was perhaps the iconic example of 

this approach (GLC, 1985). 

Approaches to sectoral intervention proved contentious. A debate in the pages of Capital 

& Class and Local Economy between Jamie Gough of the GLC and Jonathan Zeitlin of 

Birkbeck College juxtaposed direct equity investment against the provision of specialist 

services as strategies for intervention (Totterdill, 1989). Equity investment, it was argued, 

gave the authority direct control over managerial decisions affecting competitive strategy 

as well as employment practices. This would lead to the creation of ‘exemplary’ 

companies demonstrating competitive success and good employment, encouraging others 

to follow. Opponents pointed to the difficulties of expecting public officials to ‘pick 

winners’, arguing instead for the creation of comprehensive business support 

environments typical of industrial districts such as Emilia-Romagna and designed to raise 

the performance of entire sectors. Broader objectives, such as the improvement of 

employment conditions, could be addressed by restricting support to companies willing to 

comply with an appropriate code of conduct. 

In a very short space of time such debates were to sound quite esoteric. The abolition of 

the Greater London Council and the metropolitan counties in 1986, linked to severe 

restrictions on the budget and autonomy of the rest of local government, severely 

dampened enthusiasm for radicalism and innovation. Many authorities continued to 

maintain active economic development programmes but found that they were 

increasingly dependent on the attraction of external funding, both from central 

government and the EU, involving a constraining mixture of competitive bidding and 

target setting. Moreover, from the mid-1980s new waves of central government 

initiatives began to appear which occupied much of the policy territory which local 

authorities had created for themselves. At the political level in Labour-controlled local 

authorities hope was kept alive by the anticipation of a future Labour government 

committed to restoring their autonomy. Many authorities prepared carefully for such an 

eventuality in the General Elections of 1982, 1987, 1992 and, finally 1997. 
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Yet the lasting significance of this era of local economic development lies precisely in its 

discursive nature. Politically motivated authorities initially driven by the non-

interventionist policies of central government created new forms of dialogue within their 

own territorial areas, as well as between local actors and national bodies such as trade 

unions. Even though this dialogue was subsequently restrained within the confines of 

programmatic policy it remains a potential force for transformation.  

4.80 The English RDAs: not what we’d hoped for? 

The intervening years since the 1989 Economy & Society article have seen technical 

rationality triumph as the dominant mode of policy in the UK − not just in economic 

development but in almost all aspects of government policy (a typical English hospital is 

expected to provide the national Department of Health with over 40,000 performance 

measurements).  

None of this was foreseen at the beginning of the movement for the establishment of 

RDAs. In 1981, supported by advisers from local authorities active in local economic 

intervention, John Prescott (then Labour Party parliamentary spokesman on local 

government and the regions, now Deputy Prime Minister) published a discussion 

document on the future of the English regions. Drawing enthusiastically on local 

authority experience, Prescott and his team argued for the creation of regional 

development agencies early in the first term of a new Labour government – an event 

which was not to occur for another decade and a half. Mixed with a clear political belief 

in decentralisation, there was tangible excitement about the recent attempts by of local 

authorities to intervene in ways which were creative, responsive to local needs, and able 

to harness the knowledge and enthusiasm of other local stakeholders. RDAs were 

required because they would protect this local freedom from the centralising tendencies 

of national government, while at the same time enhancing local intervention by giving it 

a strategic dimension at regional level. 
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In practice, the 1997 Labour government adopted a very cautious and controlling 

approach to financial management. From a Treasury perspective, the English regions 

presented a picture of incoherence and fragmented governance. Regional expenditure was 

managed by several public agencies with little overall co-ordination, making it difficult to 

evaluate strategic effectiveness and value for money. RDAs would be given powers to 

ensure the closer alignment of expenditure from both national sources and from EU 

Structural Funds against strategic objectives and measurable targets.  

An analysis of each Regional Economic Development Strategy from the nine RDAs 

demonstrates striking similarities. All contained strategic objectives relating to 

competitiveness and productivity, cluster development, skills, social inclusion, rural 

development, sustainable development and the renewal of strategic sites. Unsurprisingly 

the conclusion of a study commissioned by the government to evaluate the first round of 

Strategies (DTLR, 2001) concluded that most tended primarily to reflect national policy 

priorities with insufficient priority given to ‘the distinct and particular characteristics and 

issues specific to their region’ (p. 15).  

In practice this means that the bulk of RDA expenditure is already prescribed and set 

against specific targets. While there is some discretion on how target outputs will be 

reached, the conditions under which RDAs operate do little to encourage innovation. 

During an interview in 2004, a senior official of one RDA made it clear that the 

‘overwhelming majority’ of the agency’s resources had been allocated to ‘workhorse’ 

projects – in other words those designed to hit quantifiable targets in as safe and 

predictable way as possible. Policy innovation and experimentation was restricted to a 

small and much sought after component of total expenditure. Likewise, during the 

negotiations for the 2005-6 budget round, the East Midlands Development Agency 

(EMDA) announced its intention to withdraw the delegation of locally-based expenditure 

from seven sub-regional coalitions, preferring to control funding allocation centrally. In 

short, English RDAs are characterised by all the limitations of technical-rational 

intervention discussed above. 
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In mitigation, it can be argued that the very existence of RDAs as regional actors 

generates a more discursive view of regional development. EMDA, for example, is 

developing ‘cluster’ strategies for six sectors (motorsports, food, textiles, healthcare, 

creative industries and aerospace) each involving dialogue between a cross section of 

stakeholders and actors. But such dialogue may be limited in its autonomy to explore the 

real concerns of actors, being heavily dominated by the strategic timetables and 

performance culture of the agency. 

4.81 Why are universities seen to have a role to play? 

If RDAs have not lived up to early hopes and expectations of their role as discursive 

agents, are universities seen as filling the gap? The answer is ambiguous: from a formal 

policy perspective no; in practice, sometimes. Contemporary policy expectations of the 

role of universities in economic development can probably be dated back to the 

Conservative government’s 1992 Competitiveness White Paper and its anxieties about 

comparatively weak levels of innovation in the British economy. The problem was 

defined in terms of transference: British universities are amongst the best in the world, 

but they lack the close industrial links characteristic of their counterparts in many of the 

UK’s competitor countries. Brilliant ideas with great commercial potential were thought 

to lie locked in academic filing cabinets inaccessible to entrepreneurs with the skills and 

resources to bring them to market. Successive government initiatives – which 

demonstrate high levels of consensus between Conservative and Labour administrations – 

sought ways of filling the gap posited by this analysis: encouraging spin-off companies 

led by academic staff or students (perhaps in partnership with entrepreneurs); providing 

universities with marginal funds to explore ways of becoming more responsive to 

businesses in search of academic knowledge or consultancy; placing graduates to 

undertake time-limited development projects in SMEs. None of these interventions 

however come close to addressing the scale of the structural contradictions which 

separate academic and business practice. 
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The government sponsored Dearing Report into the future of higher education (National 

Committee of Inquiry into Higher Education, 1997) also saw ‘third income stream’ 

generation through such activities as an important plank in the strategy to reduce 

universities’ long-term funding gap. Faced by a consistent decline in core funding, a few 

universities such as Warwick have achieved benchmark status in higher education 

through the achievement of substantial private sector income by means of carefully 

designed products and services for large corporate enterprises. Other universities, though 

lacking the vision or political willingness to invest, nonetheless feel obliged to imitate 

Warwick’s example in pursuing a third stream. In many cases this amounts to little more 

than cosmetic additions: perhaps the inauguration of a dedicated business helpline linked 

to a database of university ‘expertise’, but doing little to address the more fundamental 

organisational issues described below in Section 6. Moreover at the level of national 

policy there has been no attempt to address the constraining influence on external activity 

of government-imposed targets relating to teaching and research. The government’s 

regulatory mechanism, the Research Assessment Exercise, imposes a particularly 

restrictive influence on the allocation of research effort. 

The patchy national policy framework that has begun to emerge during the last decade 

also muddies the distinction between a strategy for ‘third stream’ income generation and 

the ‘third task’ of universities in resourcing economic and regional development (Brulin, 

2004; Lantz and Totterdill, 2004). In the latter paradigm, the regional engagement of 

universities occurs because of their organic relationship with diverse partners, because of 

a highly developed corporate sense of stakeholding in their host regions, and sometimes 

because of an epistemology which values knowledge creation through such interaction. In 

this context universities might be expected to be driven by a different vision and to act in 

different ways than if they were principally focused on commercial income. In practice 

however the role of UK universities as animators of dialogue and sources of critique has 

largely been marginalised. Instead the policy vision has been defined in terms of 

universities’ potential as creators of knowledge-based commodities ripe for the market.  
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4.82 Work organisation in universities 

In part, this limited perception of the university role reflects the structure and culture of 

universities themselves. Universities have to invest heavily in building local and 

industrial development coalitions if they are to realise their potentially unique dual role as 

stakeholders and as the mediators of knowledge. Prior investment in universities’ own 

internal structure and capacity, in networking, and in the development of new models of 

learning and innovation should be seen as essential prerequisites. 

Capacity building 

While universities have sometimes been in the forefront of studying changes in other 

people's workplaces, a model of organisational innovation within universities capable of 

sustaining closer partnership with external organisations is lacking. Doubtless there are 

people in every faculty of a university who can contribute something towards the regional 

development process, towards a new vision of the region. But universities typically lack 

corporate mechanisms to bring individuals together across academic demarcations, and to 

bring them together with external partners in order to build a local community of 

expertise. As a local policymaker pointed out, ‘the world is not divided up along faculty 

lines’. Universities therefore risk being perceived as lacking critical mass in key issue 

areas − that they are no more than a series of islands of activity in which the whole is less 

than the sum of the parts. 

Like most institutions, universities erect walls and ceilings between different functional 

parts. Corporate partnership, research and commercial consultancy are often quite 

discrete levels of activity within a university’s structure and potential synergies are rarely 

discussed or explored. This is certainly not to argue that research effort and resources 

should simply be determined by commercial opportunities or instrumental policy 

interests; but there should be a mutually beneficial exchange between these activities, and 

linkages built with the wider corporate dialogue that universities establish with partners 

in public policy and industry.  
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Ensuring an effective response across the whole university requires both proactive 

contact with partner organisations and the creation of new internal mechanisms for 

animation and horizontal coordination. As we will see in the case study below, some 

universities have provided a platform for the creation of ‘hybrid’ centres, committed to 

building synergies between research and the provision of practical assistance to policy 

makers or companies (see the case study below). The rationale for such centres is that 

while academics often lack the practical or communication skills needed to work closely 

with practitioners, individuals from backgrounds in practice can lack the wider overview 

and the ‘search space’ needed to generate rigorous solutions. By bringing together 

integrated teams of researchers and practitioners it should be possible to create new forms 

of collaboration, with mutual benefits for each side as well as for the partner 

organisations or companies. Researchers have to demonstrate at least some utility in their 

outputs to the practitioners, but gain access to high-quality data sources. Practitioners are 

accountable to researchers for the rigour of their methods and outcomes, but gain access 

to a wider knowledge base and to conceptually coherent models of change. In practice, of 

course, the creation of a common language and shared understanding can be painstaking 

and difficult, but the potential rewards are high. 

Overall, universities are only rarely in the vanguard in developing or pioneering 

innovation in regional policy or workplace change. Innovations are generated from the 

new consultancies, the think tanks, arts organisations and private sector firms. 

Universities are certainly anxious to promote the wider dissemination of their expertise 

whether through publication or commercial exploitation. But where are the academics in 

innovation processes? Some will write articles for social science or policy journals based 

on current practice, but overwhelmingly these texts attempt little more than a detached 

analysis of a recent initiative or strategy, or perhaps seek to reify practice from one 

location into a policy ‘model’. Moreover much of this work exudes a sense of distance 

between academic and practitioner (and certainly policy practitioners speak with 

weariness of interviews by researchers, of the problems of characterising the struggle and 

ambiguity which inevitably accompany project development and implementation, of 

anticipated disappointment in reading the final article).  
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A number of individual academics will, of course, always be found in close collaboration 

with policy makers, change agents in companies, voluntary groups or business support 

organisations. Personal networks will become the locus of reflexivity and innovation; 

barriers between research and practical change will sometimes be broken down in 

informal workshop sessions or during after-work discussions in a pub. But where in the 

strategies of academic faculties and departments is this type of organic relationship 

between universities and the knowledge-based regeneration of cities and sectors 

reflected? Senior university representatives may often be asked to sit on the management 

boards of redevelopment agencies, but how does the collective expertise of their 

institutions actually seep into the design and implementation of policy?  

Creating change in a regional economy demands the ability to engage with politics, to 

deploy knowledge as a means of building alliances, to compromise, but to refuse to 

accept that a report sitting on a shelf is a satisfactory outcome. It also means long-term 

engagement in learning and change rather than short-term consultancy. Do universities 

enjoy credibility in these types of activity? Indeed do they seriously want it? 

Obstacles 

Institutional barriers to innovation are easy to find. A report, which I prepared in 1999 for 

the Pro-Vice Chancellor (External Relations) of Nottingham Trent University, identified 

the following constraints to closer regional partnerships: 

a) inter-faculty and multidisciplinary approaches have been actively discouraged in 

the field of economic regeneration; this is a clear indication that new 

management cultures are required to encourage innovation rather than academic 

sectarianism; 

b) there has been no attempt to identify key areas where the university enjoys an 

actual or potential advantage in research, consultancy or policy development, or 

to target those areas with appropriate support; 
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c) while strategy may be made at the centre, there is a lack of executive capacity to 

pursue corporate initiatives in a proactive way and to ensure effective 

coordination between different parts of the university; 

d) in fields such as economic regeneration, regional development or work 

organisation relevant expertise is likely to be spread across several faculties; 

informal networks may develop, but these are both unusual and difficult to 

sustain without top-down encouragement; this means that the university often 

fails to create the ‘critical mass’ of expertise required to make a serious impact 

on policy debates or potential clients; 

e) there has been no university-wide examination of the ways in which research 

funding could be used to boost commercial advantage, nor of the ways in which 

commercial activity generates a knowledge base which can be exploited to 

enhance research outputs; failure to achieve a synergy between research and 

consultancy undermines the unique competitive advantage which universities 

can enjoy in commercial markets; 

f) it is very hard to create space for teaching staff to invest time, build competence 

or develop knowledge required for commercial work; at the same time 

university recruitment policies are hardly conducive to attracting or retaining 

first-rate consultants or contract researchers. 

There is no blueprint for overcoming such obstacles. Rather this presents universities 

with a classic organisational challenge, one which requires extensive dialogue with 

internal and external stakeholders, shared learning and, most crucially, the active 

participation of staff in the redesign of structures and work processes.  
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4.83 Universities as a locus for policy entrepreneurship? 

A case study 

In January 2005 Nottingham Trent University formally closed The Work Institute, thus 

ending a story of collaboration between academic knowledge and practice in the field of 

work organisation, the origins of which lay in the late 1980s.  

As this chapter has argued, the scope for policy innovation within a local authority 

context had seriously diminished by the mid-late 1980s. As a senior member of the 

economic development department at Nottingham City Council (and later at Sheffield 

City Council) I had made sustained but unsuccessful attempts to introduce work 

organisation onto the policy agenda. The drivers for these attempts were diverse, deriving 

in part from some of the labour process debates taking place within, for example, the 

Conference of Socialist Economists (Hales, 1980) and in part from the experiments in 

teamworking undertaken by Peter Waldman of the Industrial Training Research Unit 

(ITRU). Experience of developing local sector strategies for industries such as textiles 

and clothing (Totterdill, 1992) taught that public subsidies for skills enhancement, 

management development, product development or marketing were unlikely to produce a 

return while manufacturing processes were rigidly geared towards the mass production of 

standardised goods for price sensitive markets in which the UK enjoyed no possible 

competitive advantage.  

Traditional forms of work organisation based on tayloristic production lines could not 

deliver the versatility, innovation or quality required of higher value markets. Moreover 

working life in mass production factories was typically characterised by short cycles and 

piecerate-driven targets, resulting in significant levels of repetitive strain injury and 

stress-related absence. High employee turnover and recruitment difficulties were endemic 

in the textiles and clothing industry, which nonetheless entrapped many thousands of 

women in jobs with a poor quality of working life. The sector fast became a fascinating 

case study of the failure of traditional approaches to management and work organisation.  
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In contrast, the ITRU experiments appeared to demonstrate the potential of team-based 

production systems to combine increased productivity and versatility on the one hand 

with enhanced quality of working life on the other. Supporting evidence was beginning to 

emerge from the introduction of teamworking on a large scale by major textiles and 

clothing companies such as Coats Viyella, and during the late 1980s the tripartite 

National Economic Development Council actively encouraged the adoption of such 

approaches through the organisation of seminars and the publication of a good practice 

guide. 

Yet evidence suggested that implementation of such changes was difficult and the 

outcomes uncertain. Dissemination, especially amongst smaller firms was very limited. 

Between 1988-90 I developed the business case for a pilot project situated within the 

clothing sector designed to identify the practical measures needed at enterprise level to 

promote the development and dissemination of team-based approaches. By 1991 a 

portfolio of funding has been secured from the EU and from national and local sources to 

undertake further research and to carry out experimental work in two Nottinghamshire 

companies. A local authority platform for this work would have imposed too many 

constraints: compatibility with short-term performance measurement regimes, the line 

management structure, strict financial regulation and a decaying culture of innovation 

would not have been conducive to the type of learning-by-doing approach envisaged. 

Contacts at Nottingham Polytechnic (then about to become Nottingham Trent University) 

were receptive however, and a persuasive case emerged for the location of the project at 

that institution. The University would house the project, providing accommodation and 

accountancy services free of charge; in return academic staff would be free to draw on 

project data for research and publication. During 1991-1992 a virtual team (coordinated 

by me as an external advisor to the University) included social scientists (led by Chris 

Farrands from the Faculty of Humanities) and sectoral specialists (led by Professor 

Edward Newton from the Department of Fashion & Textiles) who delivered the initial 

phase. Activities included comparative research into practice elsewhere in Europe, a local 

feasibility study based on organisational audits of several textiles and clothing companies 

in Nottinghamshire, the trial installation of teamworking in one SME and the 
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enhancement of an existing teamworking system in a larger company. This initial growth 

phase was both exciting and productive in terms of the bridge created between higher 

education, businesses and their employees. 

By the beginning of 1993 a three-year funding package had been secured from 

Nottinghamshire County Council, the local Training & Enterprise Councils, the European 

Regional Development Fund (ERDF) and the EU’s New Opportunities for Women 

programme to employ a team of researchers and practitioners at the university. The three 

practitioners had come directly from positions in industry where they had each been 

responsible for the development and implementation of innovative approaches to 

teamworking. Their specific remit was to use this experience in advising companies on 

the implementation of team-based production, often using very ‘hands on’ methods. The 

role of the researchers was analyse lessons from emerging practice across the UK and 

Europe, to develop evidence-based learning resources and, drawing on these outcome, to 

shadow the practitioners as ‘critical friends’. This last aspect was crucial. Experience 

during the developmental phase demonstrated clearly the difficulties inherent in using 

academic staff in designing and delivering change in the workplace. The 

inappropriateness of language, methods and materials, especially on the shopfloor, 

sometimes became very evident. But the decision to recruit advisors with recent 

industrial experience was far from unproblematic. While former managers could be found 

with relevant experience and an innate ability to communicate at all levels of an 

enterprise, there was a tendency to reify their own model of teamworking, imposing 

specific practices unreflectively on every client company. This could lead to particular 

tensions when advisors, working in pairs, fought over which had the ‘right’ approach to a 

particular aspect of organisational design!  

In this context the role of the (relatively junior) researchers in informing practice was 

often hard to establish, and was initially mistrusted by the advisors. Over a period of two 

years or more both sides learned to adapt: the researchers needed to identify and 

communicate the practical consequences of their findings while the advisors had to 

acknowledge the boundaries of their personal backgrounds and experience. Above all the 
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dialogue between researchers and advisors created space for reflection, both informal and 

through collaboration in workshops, network meetings and other events. As a progress 

report argued in 1994, the project was working towards common language and common 

understanding between researchers and practitioners. 

This convergence was considerably cemented in 1995 with the acquisition of national 

government funding to establish a ‘Teamwork Users Group’, essentially a soft 

benchmarking coalition of some 15 textiles and clothing firms. The operation of the 

group successfully blended the roles of advisers and practitioners seamlessly gathering, 

analysing and sharing data with the participating companies. At this stage some of the 

research team also began to play much more of a hands-on role in individual company 

change projects. 

In parallel, the same contacts with local authorities and funders had led to important gains 

for other parts of the university, notably three-year ERDF grants to establish an integrated 

package of support for textiles and clothing companies including: 

• an innovative IT-based fashion intelligence service 

• technical services such as sample dyeing and textiles testing 

• customised vocational education and training 

• this package was to be delivered jointly through the Nottinghamshire International 

Clothing Centre, a County Council initiative in which the university was a key 

stakeholder and managing partner. 

The 1993-1996 period was significant as a period of learning and development, 

delivering tangible outputs for companies and employees, and contributing to the base of 

‘actionable knowledge’. Significantly it was characterised by sustained dialogue and 

coalition building involving key actors: local authorities, economic development 

agencies, employers’ organisations, trade unions and the wider university, all of whom 

were represented on the project steering group. In 1995 the project was incorporated as a 
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recognised university research centre − the Centre for Work and Technology (CWAT), 

later to become The Work Institute (TWI) − by then employing eleven staff. 

In many ways this period exemplifies the potential role of a university in providing a 

platform for economic intervention which is both discursive and innovative. The 

conditions for the successful establishment of this platform can, with hindsight, be 

identified as: 

• a university culture characterised by sufficient slack and willingness to 

experiment 

• prior investment in building long-term relationships with key actors both inside 

the university and with partner organisations 

• securing relatively long term core project funding (three years) which provided a 

degree of employment security and the ability to plan 

• a multi-voiced approach based on close interaction and shared learning between 

researchers and practitioners - in contrast with the prevalent ‘knowledge transfer’ 

model which assumes a one-way flow between academic expertise and practice. 

These conditions could, however, no longer be said to prevail after 1996. ERDF funding 

was no longer available, leading to the gradual erosion of all the university-based textiles 

and clothing initiatives funded in 1993. CWAT’s immediate survival was nonetheless 

assured through the creation of a wider portfolio of shorter-term projects from local, 

national and EU funding sources, plus income from client companies which accounted 

for circa 25 % of turnover. This substantially diversified the range of activities to include 

both intervention in workplaces well beyond the textiles and clothing sector and policy-

related research (principally the European Work and Technology Consortium, in which 

CWAT led the creation of a 16 partner, ten country coalition to explore the policy 

implications for the EU of the divide between leading-edge practice and common practice 

in work organisation). Over the next few years the scope of activities was to include: 
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• research into leading-edge practice in work organisation 

• future-oriented thinking about work 

• public policy development 

• establishment of regional employer learning networks 

• developing innovative change methods and learning resources 

• workplace-based consultancy 

• contributions to university teaching and research. 

The interdependence of these diverse activities became a source of strength. Staff 

engaged in high-level policy or research debates that were also able to cite current 

experiences of hands-on intervention in workplace projects could add weight and 

immediacy to their arguments. Likewise workplace projects benefited from the 

perspectives that this broader engagement could bring. 

However diversification created its own problems. Funding-driven pragmatism 

continually threatened the coherence of CWAT’s strategic objectives. Retaining 

knowledgeable, experienced staff beyond the life of a project could pose serious financial 

risks in a short-term funding environment. The university’s management accountants 

continually called for staff to be employed on short-term contracts on a project-by-project 

basis, while CWAT pointed to the importance of accumulating experience within a well-

integrated team. Although the Centre was to continue in different guises for another eight 

years, this tension did not disappear and eventually proved to be a significant factor in its 

demise.  

This case study also needs to be set within the context of the university’s wider approach 

to external relations in which the dominant narrative since the 1980s (in NTU as in many 

other UK universities) was the struggle to generate a third income stream. Although the 

university’s strategy proclaimed its commitment to work with external partners in 

supporting the regeneration process, there were no corporate indicators against which 
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CWAT’s contribution to these objectives could be measured. Financial performance 

remained the sole measure against which success could be judged.  

A two-year secondment to the Pro-Vice Chancellor’s office at Nottingham Trent during 

1999-2001 appeared to offer me an opportunity to raise these fundamental issues within 

the university’s corporate policy arena. The initial analysis (see Section 6 above) was 

well received by the University’s Strategic Direction Group, which appeared to accept a 

‘stakeholder university’ model based on ‘third task’ engagement with regional and 

industrial partners. Agreed actions resulting from this approach can be summarised as: 

Building multilateral relationships with the policy community 

The 1997 Labour government established ‘shadow’ Regional Development Agencies 

staffed largely by civil servants and secondees, preparing the ground for formal 

incorporation the following year. This twelve-month period offered fertile opportunities 

for academic influence on the emerging strategic framework, though in practice academic 

institutions were ill-equipped to respond. While formal consultative structures were 

established (involving the creation of an East Midlands University Association to 

represent all the HE institutions in the region) only a small number of academics were 

invited to make their expertise available to the detailed policy discussions covering a 

wide range of economic and policy dilemmas. From the RDA perspective the problem 

lay in identifying individuals able to make a relevant contribution; for the individual 

academic there was no system of brokerage able to provide appropriate signposting. The 

same issues were also evident in relationships with other public actors such as local 

authorities and regeneration agencies, as well as with national policy makers.  

In brief, the immediate result of my secondment was a proposal to establish Economic 

Futures, a cross-faculty regional regeneration network including academics with expertise 

in the arts, business, economics, public policy, social inclusion and urban planning. This 

internal ‘think tank’ network would be used as the basis for dialogue with the RDA as 

well as for the instigation of proactive proposals and initiatives. 
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Sectors as focal points for inter-faculty collaboration 

The new Labour government’s flirtation with Michael Porter led to a renewed interest in 

sectoral policy, culminating in the Sainsbury report on ‘clusters’. Clusters, groupings of 

enterprises whose perceived linkages could be defined in a wide variety of more-or-less 

tangible ways, were subsequently expected by government to constitute a key policy 

focus for RDAs in their interventions to enhance competitiveness and innovation. 

However that ‘the world is not divided into faculty lines’ posed further problems for 

university engagement. Even vocationally-focused academic departments such as 

Fashion and Textiles or Engineering did not contain a monopoly of expertise in those 

sectors, which was also to be found in science, social science and business school 

locations. It was therefore proposed to establish pilot multi-disciplinary groups for the 

textiles and clothing and food sectors. Each group would undertake a programme of 

knowledge sharing and team development, once again providing the basis for dialogue 

with policy makers as well as the direct instigation of proactive proposals and business 

support initiatives for the sector.  

Specific initiatives 

Networking with other local actors had already led to the identification of opportunities 

for collaboration, of which one of the most interesting was the Greater Nottingham 

Observatory (34). The lack of an integrated source of economic intelligence for the 

conurbation was identified as long ago as 1982 by the Nottingham Local Economy 

Project (previously mentioned in Section 1). Each public agency – including the district 

and county authorities, the Training and Enterprise Council (TEC) and labour market 

agencies – collected separate data with no mechanism to avoid duplication or to ensure 

integration. The Observatory, hosted by the University and supported financially through 

grants and secondments from other partners, was established as such a mechanism as well 

as to provide a bridge to academic expertise. However, its significance lies as much in the 

                                                

(34) www.theobservatory.org.uk  
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processes which led to its creation as in its functions. Both the University and the TEC 

seconded senior staff to undertake the complex processes of concept development, 

networking and trust building, overcoming the territoriality and possessiveness of the 

different partners relating to ‘their’ data. Working beyond traditional job descriptions and 

lines of organisational accountability is indispensable to the creation of effective 

coalitions and partnerships. 

Outcomes 

This policy experiment met with mixed success. New relationships were established 

inside the university by creating resources and space for proactive networking. Economic 

Futures attracted the active involvement of more than thirty academics from across the 

university, provided an important reference group for the establishment of the 

Observatory and published Greater Nottingham in 2010, a contribution of essays 

designed to highlight key strategic choices for the conurbation. The sector groups 

undertook some useful work in mapping university expertise. However, both failed to 

win support for a more ambitious agenda from academic line managers driven by 

research and teaching targets. 

The unexpected retirement of the Pro-Vice Chancellor for External Relations brought the 

third task agenda to an abrupt halt. An extended period of uncertainty followed, 

succeeded by a new structure designed with an explicit orientation towards ‘third income 

stream’ generation. The capacity for non-commercial ‘third task’ activity was explicitly 

restricted. A new Vice-Chancellor, appointed from the private sector in 2004, re-

emphasised this approach by requiring externally-funded university centres to generate a 

25 per cent financial surplus on turnover. As one university official remarked, ‘third task 

activities are OK if we can make money from them’. 

In this context TWI with its near-exclusive focus on third task activity became an 

anachronism within the university, too far removed from mainstream targets. 
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4.84 Challenges and propositions 

It will not be long before the English RDAs face a crisis of legitimacy. Lacking direct 

regional democratic accountability (RDA Board appointments are locally advertised but 

Ministerially approved) as well the ability to tie intervention and expenditure to the 

outcomes of local dialogue, future governments will be forced to question the extent to 

which the agencies add value either to regional economies or to regional social capital. 

Early soundings about local government-led ‘City Regions’ from Prescott’s Office of the 

Deputy Prime Minister may already auger the start of a long-term withdrawal from the 

regional agenda. 

Nowhere is the emerging failure of RDAs more apparent than in their inability to address 

the third task role of universities. The problem can be summarised in terms of their: 

• failure to conceptualise the third task properly, and in particular the failure to 

distinguish it from third income stream generation 

• failure to deepen university engagement with the regional agenda by investing in 

the active engagement of front-line academic staff through proactive networking 

and dialogue 

• failure to create funding regimes which support university innovation and 

involvement, and in which outcomes are measured by the creation of social and 

organisational capital rather than through crude quantitative indicators 

• failure to address the national system of performance measurement which steers 

university culture and practice towards narrowly defined research and teaching 

activities. 

There are few champions of a discursive approach to economic development in the 

current UK policy arena, and a declining number of academics able to practice in this 

way within current performance measurement regimes. Those that do so require the 
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strength and ability to act as ‘guerrillas in the bureaucracy’, sometimes tolerated but 

never in the mainstream. 

Critical reflection and debate on the nature of regional development and its relationship 

to universities is long overdue in the UK.  
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IV.5. The complexity of the different regional roles of the 
university by James Karlsen 

4.86 Introduction 

The relationship between university and region has gained increased attention from 

policy makers, at regional, national and global levels. They demand more co-operation 

between university and region. The demand is formulated as a norm for co-operation. 

The university has an obligation to co-operate and participate with actors in the region. In 

the Agder region there has been pressure from the region on the regional university 

college to participate more with regional actors. In an interview in the regional newspaper 

the regional director in NHO used this formulation:35 

Agder University College is operating in a market today, and is supposed 

to do that. … Agder University College’s task is to supply the market 

with the labour force it requires. Colleges and universities are supposed 

to encourage industry’s competitive force. It is important to develop 

education and research that match the needs in the region 

(Fædrelandsvennen 01/07/2004). 

Despite this attention, the relationship between university and region is treated as a black 

box (Karlsen 2007). There is a lack of theoretical discussions to elaborate the relationship 

in more detail. There is also a lack of concrete studies of the relationship between 

university and region, inside out and bottom-up. This implies that there is a need to 

conceptualise and discuss the relationship more specifically, and to do studies of the 

relationship between university and region. There is a need to open up the black box and 

study what it contains. My approach is to conceptualize the relationship between 

university and region as meetings in the regional agora. The agora is the public space 
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where ‘science meets the public’ (Nowotny, Scott, and Gibbons 2001). In the agora the 

relationship between university and region is played out in practice. There seems to be a 

belief that the university has a regional role in the agora, and that this is a new role for the 

university (Gibbons, Limoges, Nowotny, Schwartzmann, Scott, and Trow 1994; 

Etzkowitz and Leydesdorff 1997; Chatterton and Goddard 2000; Nowotny et al. 2001; 

Brulin 2004; Levin 2007).  

My argument is that the university is playing different regional roles, and that the 

university creates different kinds of knowledge in the agora. The regional roles of the 

university are diverse and complex. To talk about only one regional role oversimplifies 

the complexity of the different roles of the university. I will discuss four different 

regional roles of university. 36 The roles are:  

1. The university as a participative observer 

2. The university as a theoretical knowledge constructor 

3. The university as a change agent  

4. The university in an experimental role  

The first two roles are the more traditional regional roles of the university. They are well 

known, even they are not acknowledged in a regional context by other regional actors. 

The last two roles are less known because they are relatively new regional roles of the 

university. They are an extension of the former regional roles, which gives them a new 

dimension; the active and participative regional university. They are a result of a demand 

for a more active university in the region. They are the result of someone wanting to pay 

the university for its knowledge. The new regional roles of the university are more 

complex roles than the former regional roles of the university, because they demand that 

the university must participate actively with regional actors and their knowledge. In this 

                                                                                                                                            

35 NHO is the abbreviation for the Confederation of Norwegian Business and Industry. 
36 There can be argued that the university also plays other roles, such as a national role connected to 

education of the future work force and a global role as a knowledge creator in the knowledge society. 
However, in this article I will discuss four different regional roles of the university. 
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meeting they create new knowledge. In addition to theoretical knowledge, which all roles 

demand, the last two roles also demand knowing how to apply the knowledge in the 

agora. ‘Knowing how’ is knowledge in action; ie knowing how to behave, and which 

kind of action is appropriate in a given situation. In the agora, university knowledge 

meets the regional actors’ local knowledge, and new knowledge is created in this 

meeting.  

My aim is to discuss the different roles of the university and especially the complexity of 

knowledge in relation to the last two roles. I will conceptualise the different regional 

roles of the university. My aim is not to give a clear-cut answer, but to emphasise some 

aspects with the regional roles of the university in relation with the knowledge concept. 

My thesis is that the university is asked to take an active role in regional development in 

its host region, and this creates a set of dilemmas. These dilemmas are caused by the fact 

that the university is a complex organisation. In the paper I will explore the following 

questions:  

- Why does the university have different regional roles?  

- What characterises the different regional roles of the university? 

The outline of the article is as such. I start by presenting the agora concept. Then I 

present a typology with the four regional roles of the university. I present the demand for 

a more active regional role of the university before I present the complexity of knowledge 

and the new regional roles. I round off the discussion with a short conclusion.  

4.87 Agora 

The agora is an ancient Greek concept used by (Nowotny et al. 2001) to denote the 

meeting between university and society37.  

                                                

37 The Agora was the heart of ancient Athens, the focus of political, commercial, administrative and social 
activity, the religious and cultural centre, and the seat of justice. 
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The agora is the public space in which ‘science meets the public’ and in 

which the public ‘speaks back to science’. It is the domain (in fact, many 

domains) in which contextualisation occurs and in which socially robust 

knowledge is continually subjected to testing while in the process it is 

becoming more robust. Neither state nor market, neither exclusively 

private nor exclusively public, the agora is the space in which societal 

and scientific problems are framed and defined, and where what will be 

accepted as a ‘solution’ is being negotiated (Nowotny et al. 2001: 247). 

In the figure below I have illustrated the relationship as a meeting between university and 

region, with the agora concept. I have illustrated the agora with a darker colour to 

illustrate that the relationship is between university and the region is treated as a black 

box. I have made the lines slashed to illustrate that both the university and the region are 

changed as a result of the meeting in the agora. The borders between them are not 

watertight, but transgressive. The meeting changes both the university and the region.  

 

Figure 1: The regional agora between university and region.38 

The meeting in the agora is not on the premises of industry alone, or on the premises of 

university alone, but on common premises. If the meeting in the agora were on the 

premises of the industry alone, the university would have turned into an academic 

capitalist with the single aim of selling knowledge for the purpose of profit. If the 
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meeting in the agora were on the premises of the university, the agora would be 

dominated by theoretical knowledge creation. The regional role of the university is 

played out in the regional agora.  

4.88 Different regional roles of the university  

My assumption for the regional role of the university is that the agora is the foundation 

for knowledge creation in the university. Knowledge is created as a result of the meeting 

between university and regional actors in the regional agora. Theoretical knowledge can 

of course be generated without participating in the regional agora, but this is not the topic 

in this discussion. This implies that there can be other roles for the university, such as a 

global role or the national role of the university. I will limit the discussion to the regional 

roles of the university.  

I further assume that the university is invited to participate in the regional agora by other 

regional actors. By invitation I mean that a regional actor, such as a county, a 

municipality, or representatives for industry in the region, asks the university to 

participate in a process. I assume that the university is invited to participate due to the 

theoretical knowledge the university has.  

I will create a typology with two dimensions. The first dimension is the university as an 

analytical resource. In this dimension I differentiate between the university as an observer 

or spectator of processes in the region, and the university as a constructer of knowledge 

in abstract terms and language; ie as theoretical knowledge that can be used in different 

contexts. The second dimension is the university as a participant in the agora. As a 

participant, the university can have a passive or an active role in the agora. The 

combination of the two dimensions gives four different roles of university in the agora, cf 

the table below. The first two roles are the passive regional roles and the last two roles 

are the active regional role of university. I will start with the first two roles.  

                                                                                                                                            

38 The figure is based on Karlsen (2007).  
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Table 1: Different regional roles of university in the agora 

  University as participant 

 Passive Active 

Observer and 

creator of data  

I: Participative observer  

 

III: Change agent - 

Participating in change 

processes  

 

U
ni

ve
rs

ity
 a

s a
n 

an
al

yt
ic

al
 r

es
ou

rc
e 

Formulation of 

abstract concept 

and theory 

II: Constructor of theoretical 

knowledge  

IV: Experimental role - 

Testing implications of 

concepts and theories in real 

life situations in the region 

4.89 Passive regional roles of university 

The first two roles of the university are well known. They are the foundation for the 

university as an institution for knowledge (Delanty 2001). The first role is the university 

as a participant observer of processes in the agora. In this role the university generates 

data from processes in the region. It is a role that is thoroughly discussed in qualitative 

method books as well as in theory of science literature. In this role the university 

interprets data and information from participative processes, which can be used in reports 

to regional actors or for more theoretical purposes. 

The second role is the university as a constructor of theoretical knowledge. In this role 

the university has contributed to what has been labelled the knowledge economy. The 

concept was coined by Bell (1974). His argument is that the use of information and 

theoretical knowledge has increased in the current economy, and has a more important 

function than in the industrial economy. Studies of the region have resulted in theories 

about regional development and regional innovation, such as the regional cluster concept 

(Porter 1998), or the regional innovation system model (Braczyk, Cooke, and 

Heidenreich 1998).  



 407 

Both these roles demonstrate that the university has influence on its host region directly 

by delivering information and knowledge to decision making processes in the region, and 

indirectly by theories that are learned by students in university and by policy makers. As 

an educator of the future work force, the university has a considerable influence on the 

region.  

In addition to the effects of participation comes the location effect of an institution as a 

university. By just being located in a region, an institution has a considerable direct and 

indirect effect on the regional and local economy. There is a consumer effect because of 

the money students and staff use in the region. The location effect implies stability in 

employment and taxes in the region. It has consequences for the local and regional labour 

market both in size and diversity. A university contributes to expand the social and 

cultural environment in the region. A university also has a strong symbolic effect. A 

university implies knowledge and status for a region, compared to other regions that do 

not have a university.  

Despite these arguments, the myth of the university as an ivory tower is still alive. The 

myth describes a university that restricts itself to studying processes in the region. It is 

about a university that does not participate with actors in the region. It is a very strong 

myth that has guided many actors’ belief and thoughts about university, also on the 

regional level. In the Agder region in 2004 and 2005 there was a heavy newspaper debate 

about the regional role of Agder University College (Karlsen 2007). In the debate Agder 

University College was characterised as an ivory tower that did not want to participate 

with the region, and contribute with knowledge to the industry so that the innovate 

capacity could be increased. A case study showed a lot of interaction between the region 

and the university college. 

In the regional discourse there is the belief that AUC has not 

participated much with regional actors in knowledge creation 

processes. …The problem is that this participation is not easy to 

observe and map exactly, because of its diversity and temporariness. 
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Despite the problem of mapping, my conclusion is that knowledge is 

created in many different processes between Agder University College 

and regional actors. There is a diversity of processes. The most 

extensive processes are between students and regional actors (Karlsen 

2007: 172-3).  

It is through the students’ work with the Bachelor’s projects and Master thesis that the 

interaction with the region is best measured in man years, number of students involved, 

credits and organisations and companies in the Agder region. The interaction is biggest 

with the public sector because of the professional programmes in nursing and teacher 

education, but there is also interaction between industry and Agder University College 

(Karlsen 2007). The aim with the students work is to train them to use their knowledge in 

real life situations, and to learn to generate data from processes with regional actors. 

Benefits for the regional actors from the co-operation are more diverse. In some cases the 

knowledge from the students seems to matter, and in other cases the knowledge is not 

used.  

Despite these positive regional development effects, this is not longer sufficient in the 

knowledge economy. At present regional actors, such as industry and regional 

governments, demand a more active role of their host university. 

4.90 The demand for an active regional university 

The regional actors want the university to make an active contribution in regional 

development (Chatterton and Goddard 2000; Brulin 2001; Gustavsen 2003; Brulin 2004; 

Lantz and Totterdill 2004; Levin 2007). This active role of the university has been given 

different names, such as the universities’ third role (Brulin 2001; Brulin 2004), the 

stakeholder university (Lantz and Totterdill 2004), the Mode-2 university (Nowotny et al. 

2001), the regional responsibility role (Levin 2007) or the regional role of university 

(Karlsen 2007; Nilsson, Aarbo, Dahl, Dahlum, Edvarsdsson, Eskelinen, Nielsen, Uhlin, 
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and Ylinenpää 2007). The two ideal types of the active regional university are next on the 

agenda. 

One common factor between the different concepts is that they denote an active 

relationship between the university and the region. Levin (2007) argues that the gap 

between university and region must be reduced, by increased participation and 

contributions to regional development processes in the region. Another common factor is 

that they denote that university must be useful for the region. By participating in regional 

development processes, a university can produce socially useful outcomes. Levin (2007) 

formulates the usefulness argument in this way:  

Knowledge development at universities has to a very high degree 

become knowledge production for its own sake, and not the creation of 

knowledge applicable to solve important social problems. … The gap 

between what counts as knowledge at universities and what is useful 

for practitioners is too large. It is obvious that universities need to 

reach out and integrate in regional construction networks (Levin 

2007).  

The usefulness argument is also connected to economic development and participation in 

innovation processes. One way for the university to contribute in innovation processes is 

to mediate knowledge to small and medium sized firms, because they have little capacity 

to interpret and understand how the external world around them is changing (Lantz and 

Totterdill 2004).  

Active usefulness participation implies that research and education have to be created 

together with practitioners. This is in line with the Mode-2 argument coined by Gibbons, 

Limoges, Nowotny, Schwartzmann, Scott, and Trow (1994). In a follow-up book, 

Nowotny et al. (2001), the argument is further developed and connected to the role of the 

university. The Mode-2 argument has been one of the more discussed contributions to the 

current debate about the university. There seems to be an agreement that the authors have 

identified a significant change process for universities (Slaughter and Rhoades 2004; 
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Brandser 2006; Slagstad 2006). This represents a transformation of universities into 

service institutions where the main aims are to secure economic progress and increased 

opportunities for all (Brandser 2006).  

The authors behind the Mode-2 argument argue that there has been a change in the 

production of knowledge in society, and in the economy, and that this change has 

consequences for both research and education in the university. The change affects all 

disciplines in university: science and technology as well as social science and the 

humanities. In Mode-2 knowledge is produced in a context of application. In Mode-2 the 

former distinction between knowledge creation and use of knowledge is dissolved; ie that 

the differentiation between basic research and applied research is integrated. The authors 

argue that knowledge is produced through intense dialogue between different 

constructors and the user of knowledge. The context of application describes the total 

environment in which scientific problems arise, methodologies are developed, outcomes 

are disseminated and uses are defined (Gibbons et al. 1994). The knowledge produced is 

‘transdisiplinary’, ‘transinstitutional’ and ‘transnational’. In Mode-2 scientific, 

technological and industrial creations become closely connected (Gibbons et al. 1994). 

The authors argue that Mode-2 is faster, more efficient and more specific for a useful 

economic purpose, than Mode-1 knowledge. Mode-1 is the traditional mode of producing 

knowledge, which the university mainly does (Gibbons et al. 1994). In this mode 

knowledge is produced in a disciplinary and homogeneous environment by disciplinary 

researchers. University knowledge is also more general and universal than Mode-2 

knowledge. Nowotny et al. (2001) argue that university needs to open up and change, in 

line with the requirement of Mode-2 knowledge production. The traditional university 

that continues to produce knowledge in Mode-1 risks the fate of being outstripped by 

Mode-2 knowledge production. There will not be a market that will pay for general 

knowledge that needs to be transferred and then adapted to a context. A Mode-2 

university is a university that is selling its knowledge; ie it is acting like a capitalist, an 

academic capitalist. The Mode-2 argument splits education and research. Research is 

seen as a Mode-2 activity and education as a Mode-1 activity, which implies that 

education can remain in the university. The authors argue that there is only a need for the 
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university in order to accredit higher education. This is a role where the university still 

can retain a monopoly situation (Nowotny et al 2001).  

The above discussion has shown that the argument for a more active and useful university 

for the region is partly formulated as a normative obligation for universities to collaborate 

with regional actors, and partly because there seems to be a tendency that knowledge in 

society is produced in a new mode of knowledge production. However, one problem with 

the Mode-2 concept is that it black boxes the processes in the agora (Karlsen 2007). The 

concept does not discuss in any detail how knowledge is created in a context of 

application. Neither does the concept differentiate between different kinds of regional 

roles or dilemmas with the new regional roles of university. The ideal type of the active 

regional university offers a more detailed approach to the roles of the university in the 

regional agora, which is the next topic on the agenda.  

4.91 Active regional roles of university  

The active regional university consists of two roles; the university as a change agent, and 

the university in an experimental role; cf the typology above. As a change agent, 

knowledge is used to contribute to change a situation in a region, such as an 

environmental situation. The university can also work with gender and disability issues in 

the region, in a role as change agent. The university can also contribute with knowledge 

in innovation processes in industry. The main difference between this role and the second 

role is that as a change agent the contribution from the university makes a difference. In 

practice this distinction is not so easy to find and draw. One way to find the distinction is 

to look closer at the aim, with the invitation to the process, and the aim from the 

university to participate in the process. Is it just to be represented, or do the regional 

actors demand more from the university than just observation of a process? And does the 

university have higher ambitions or other intentions than just being an observer in a 

process? If the answers is no to these questions, then the university is just a participant 

observer. If the answer tends towards a yes, then the university is in a role of being a 

change agent.  
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The last role, the experimental role, has its analogy in the classical experiment. In the 

classical experiment the researcher can control all variables and test their effect one at a 

time. The classical experiment is done in simple context. However, to test out theory or 

ideas in the region is the opposite of a simple context; it is an experiment in a complex 

context, where you can not control all the variables, may be only a few of the variables 

can be controlled. This is the context for the last regional role of the university. In this 

role the aim is to test out a theory or a normative perspective in a real life situation in the 

regions. The need to test a theory and ideas can be initiated from actors outside the 

region, such as national authorities, but accepted from regional actors that they are 

interested to participate and use regional money in the programme. There is a tradition in 

Europe of testing out theories in real life situation, such as regional innovation policy for 

small and medium enterprises (Tödtling, Isaksen, Nauwelaers, and Asheim 2003). Also 

in Norway this is used by ministries and the Research Council. The active regional role of 

the university is not unproblematic. There is a rise in complexity when the university 

changes from a passive to an active role in the region. This complexity is not necessarily 

acknowledged by the actors involved in the process, neither in university nor by regional 

or national actors. The increased complexity can be discussed along several dimensions, 

such as the critical role of research, the complexity of designing a knowledge creation 

process, and the complexity of knowledge. I will concentrate on the complexity of 

knowledge.  

4.92 Complexity of knowledge  

In order to discuss complexity, I assume that the university is a complex organisation. A 

complex organisation consists of nets of collective action distinguished by artefacts and 

meaning related to that action (Czarniawska-Joerges 1992: 186). These nets of action go 

in many different directions, both within university and into the agora, where they meet 

actors from the region. As a complex organisation, the university can play different roles 

at the same time. In the regional agora the university can act as a participant observer, as 

a theoretical knowledge constructer, as a change agent, and in an experimental role. One 
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way of analysing the complexity is to ask simple, but basic questions. One such question 

is:  

• Who is participating from the university in the agora; ie.who are the university 

actors?  

The question can be divided into questions such as:  

a) Is it management or researchers whi are participating in the agora?  

b) If it is researchers; which kind of faculty and department do they represent?  

c) What kind of academic knowledge do the researchers represent?  

d) Does some of the knowledge represent cutting edge knowledge, or is it more 

general basic academic knowledge?  

The first two questions are relatively easy to answer compared to the other questions. 

However, even a mapping of the interaction with the region is connected with 

considerable work if one wants detailed information about whoin the university interacts 

with whom in the region, and for what purpose. Data from a case study of Agder 

University College showed that some of the interaction is quite temporary, while some is 

more long lasting, some of the interaction is informal between one researcher and a 

regional actor, and other parts of the interaction are based on connections to educational 

purposes that involve the students and the university as a system (Karlsen 2007). The 

study also showed that the management in the university director’s office have increased 

their interaction in the agora. The demand for a more active regional university is 

received by the management, and they try to answer the demand by participating more in 

the agora. The increased participation of management in the agora raises several 

interesting problems to be addressed, such as the relationship between management and 

researchers, and if management can persuade researchers to participate in the agora. 

Academic freedom and critical research versus management by aims in the regional agora 

is a topic that deserves more space than is possible to fulfil in this article. I will therefore 

not follow the topic, but I could not resist the temptation to mention the topic.  
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However, the demand from the region is not for management, and their knowledge, but 

for research knowledge. Question, c and d, are more complicated to answer because they 

need a more detailed analysis of both the researchers’ knowledge and a discussion of the 

knowledge concept. This may sound paradoxical since the current time is labelled the 

knowledge economy. A closer look at the writings from authors such as Bell (1974) and 

Castells (2000), that have been important in coining the concept, shows that they have 

focused most on the quantitative aspects of the knowledge concept. They have 

demonstrated the enormous increase in the production and distribution of codified 

information and theoretical knowledge in society the last 30 to 40 years. The qualitative 

aspect of the knowledge concept is less discussed by these authors. Knowledge is more 

than codified information and theoretical knowledge. Knowledge is also connected to 

action, and the ability to do something in action, which is knowledge in action; ie 

knowing. Ryle (1949) distinguishes between ‘knowing that’ and ‘knowing how’. 

‘Knowing that’ is theoretical knowledge. ‘Knowing how’ is the ability to do something, 

to use knowledge in action. ‘Knowing how’ emerges through the application of 

knowledge in the agora. ‘Knowing how’ is possible to observe and identify in action. We 

all know when we see an expert in action. A part of this knowing is not possible to tell 

with words, but still it can be documented in action. Polanyi (1966) named this kind of 

knowledge ‘tacit knowing’. ‘Tacit knowing’ is an integrated part of ‘knowing how’ 

(Tsoukas 2005). 

Arguing for a distinct perspective or an action is not the same as doing the action, or 

showing that the action can be done. The arguments can be purely theoretical, abstract 

and general in form, which means that they are not necessarily applicable in a given 

context. ‘Knowing how’ is concrete and specific and connected to action, while 

theoretical knowledge is general and abstracted from action. ‘Knowing how’ can be 

differentiated in different kinds of actions.  

Knowing how to build a wooden boat is different from knowing how 

to build a boat in steel. Knowing how to lead a project is another kind 

of knowing how than participating in a project as a team member. 
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Knowing how to do a research project is different from knowing how 

to teach. Knowing how to write an article for an academic journal is 

different from writing a newspaper article. The nuances may sound 

small for an outsider, but they matter for those who are doing the 

actions. In the knowledge society knowledge creation has become 

more and more complex. The challenge is to combine different kinds 

of knowing how in order to create a new technological device or new 

medicine. To make such combinations requires people with know 

how, and it requires people that have developed their knowing how in 

real situations (Karlsen 2007: 22). 

In the regional agora, the university meets different kinds of demands of knowledge. The 

regional actors do not necessarily demand theoretical knowledge, but useful knowledge; 

ie knowledge that can contribute to solve a problem or to create an innovation. The 

demand for knowledge is often translated as a demand for theoretical knowledge and for 

the university to participate with its knowledge, but this is a too hasty conclusion. It is not 

necessary theoretical knowledge that is required, but knowing how. It is not necessarily 

the case that the university can offer this kind of knowledge. It is not possible for 

everyone to be a universal genius like Leonardo da Vinci. Some researchers can be 

excellent in several disciplines, and an expert in applying knowledge, while other 

researchers are good and proficient. In other topics they have not the same knowledge 

and the same brilliance when they are acting; ie applying theoretical knowledge in the 

agora.  

The discussion between theoretical knowledge and ‘knowing how’ is, in the table below, 

connected to a typology with four ideal types of research knowledge. The first dimension 

in the typology is theoretical knowledge. In the typology I have illustrated this with the 

symbol N1. The symbol also illustrates that there are different kind of theoretical 

knowledge, N2, N3, N4 etc, such as information technology, biotechnology, economics, 

economic geography, actions research etc. The second dimension consists of ‘knowing 

how’; ie knowledge about how to apply knowledge in the agora. I assume that the 
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researcher has applied knowledge before in the agora, and as a result of this has 

developed expert knowledge in how to do this.  

The first ideal type is the universal genius, cf. the discussion above. The second ideal 

type is the brilliant theoretical researcher that is not so good at applying the knowledge in 

the agora. In the university and the academic system his knowledge is highly valued, but 

in the regional agora he lacks “knowing how”. His knowledge is therefore not useful in 

the regional agora.  

The third ideal type is the applied expert. He is not at the theoretical leading edge, but is 

lagging behind. Even if he is lagging behind, he is good at finding theoretical concepts 

that can be applied in the regional agora. The complexity of the concept is reduced. The 

nuances and the restrictions the brilliant researcher has used in describing the concept is 

not communicated to the regional actors by the applied expert. He knows them, but thinks 

they are too complicated to communicate to the region. Some concepts are easier than 

other to communicate to regional actors. Since the applied expert is good at 

communicating a message, and good at doing applied research in the agora, he is often 

used by regional actors because of his knowledge to talk in an uncomplicated way about 

a complex topic.  

The last ideal type is the ordinary researcher. He masters the basic knowledge in his field 

and is mainly preoccupied by teaching students at Bachelor level. He does his teaching 

fairly well, and thinks it is fun to talk to students and guide them in studies. His spare 

time he tends to read new books in the field but not the latest articles in the international 

journals. He does not want to use his leisure time to do research and write papers for 

international publication, and lacks the desire to become a professor. He is satisfied by 

being an assistant professor.  
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Table 2: Kind of research knowledge 

Cutting edge theoretical knowledge in 

topic N1  

 

Yes No 

Yes I. The universal 

genius  

III: The applied 

expert 

Knowing how to 

apply knowledge in 

the agora No II: The brilliant but 

clumsy researcher 

IV: The classical 

researcher 

 

The ideal types must be used with caution, but illustrate some important theoretical 

points. The typology illustrates that there are researchers with different kinds of 

knowledge. Within the university there is diversity in knowledge. The typology illustrates 

four ideal types of researchers. Between them there is a continuum, which implies that 

there can be infinite different kinds of research knowledge.  

If the region wants useful cutting edge knowledge; ie the universal genius, this is only 

one of four types. The statistical chance of getting one of the other types is bigger. It is 

hard for a non-expert to see the difference at a first glance, but a second glance will 

probably unmask them. The interest from the region in the brilliant but clumsy 

researcher, and the classical researcher, is less, and the feeling may be reciprocal from the 

researchers. Even in a regional university the number of universal geniuses is probably 

restricted. The chances of meeting one of the other research types are bigger. Between the 

ideal types there is a continuum, which means that there are many researchers that are 

neither universal genius nor clumsy researchers, who still are competent both in knowing 

their field and applying their knowledge. Maybe most researchers in a regional university 

have the classical researcher characteristics, because their main objective is to educate 

students. The more time there is used on teaching, the less time there is for research and 

the less time there is to participate in the regional agora, which restricts their ability to 

develop ‘knowing how’ in applying knowledge in the agora. 
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This short and superficial discussion demonstrates a small piece of the complexity of 

knowledge. It demonstrates that knowledge and university knowledge is different, and 

that the university, in order to participate in the agora, has to have researchers with 

knowledge of applying knowledge. While theoretical knowledge is general and abstract, 

knowing how is concrete, and connected to specific processes and actions in the agora.  

4.93 The active regional university in the agora 

My argument is that the two active regional roles of the university are more complex 

roles to play than the two passive roles of the university, and that the experimental role is 

even more complex than the role as a change agent. The concrete meeting between the 

university and regional actor in the agora is a meeting between people with different 

kinds of knowledge. The heartland of the complexity is the meeting between people with 

different kind of knowledge.  

To simplify the discussion I assume that the knowledge the regional actors have can be 

named ‘local knowledge’. One part of this knowledge is explicitly formulated, such as 

aims and problem descriptions. Another part of this knowledge can be tacit, and can only 

be observed in action, as ‘tacit knowing’. A third part of the knowledge is between the 

explicit formulated knowledge and tacit knowing. This in-between knowledge exists as 

local and regional shared knowledge, through the language and the words regional actors 

use to describe a phenomenon. This knowledge can be made explicit by using different 

kinds of methods, such as participative observation, interviews and dialogue conferences.  

The meeting in the regional agora is a meeting between local knowledge and theoretical 

knowledge. This meeting requires ‘knowing how’ both from researchers and regional 

actors. There can be different kinds of ‘knowing how’ that is needed, depending on the 

problem to be addressed. One kind of ‘knowing how’ that is necessary is ‘knowing how’ 

to create knowledge together; i.e. to create new knowledge through a dialogue. One such 

method is democratic dialogue, developed by Gustavsen (1992). This is a method for 

linking actors to each other through a process of shared meanings and restructuring of 

language which encompasses those who have to understand the aims and the means of 
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the process. Local knowledge and theoretical knowledge is expressed, with words that 

have different meanings for the people involved in the process. The process of reaching 

to some kind of common understanding of the knowledge involved takes time, often 

more time than one expects from a rational perspective. The bigger the difference 

between the different kinds of knowledge involved, the longer time it takes to reach a 

point of common understanding of what the problem is, what the aim is, and what some 

of the means are. From a rational perspective, one often expects this process to take a 

short time, such as through a two hours discussion or a two days dialogue conference. 

When one realises that the expectations are not fulfilled, the frustration often increases 

from both the researchers and the regional actors involved. However, a knowledge 

creating process can be frustrating. It is not a linear process where one starts with aims, 

then discusses means, acts and then evaluates the results of the action. A knowledge 

creation process is dynamic and chaotic, and the result of the process is insecure. If one 

knew the solution from the beginning, why should regional actors bother to involve the 

university? Why not just do it? We acknowledge that a knowledge creation process 

between the university and regional actors is a complex process. We acknowledge that it 

takes time to reach a common ground of understanding between the involved 

participants. If the participants acknowledge this, they could lower their shoulders, 

breathe more freely, be less instrumental and maybe create new knowledge in a good 

atmosphere. One of the first steps in a complex process is to create aims.  

The aims with the process separate the two different active roles of the university. As a 

change agent, the university is supposed to contribute to solving a regional problem, 

defined by regional actors. In the experimental role, the university, in participation with 

others, is supposed to test out an idea or a theory in a real life situation in the agora, and 

judge if the idea functions, and eventually how it functions. The outcome is more 

insecure with the latter role than the former role. The two roles differ from others with 

respect to the approach of the problem, the kind of knowledge involved, the 

organisational design of the process, and with respect to the outcome of the process.  

As a change agent, it is the regional actors in participation with the university that define 

the problem or challenge to be addressed, the aims with the process, how the process 
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should be organised and they also finally defines if the result of the process is acceptable 

or not. When the regional actors and the university are satisfied with the outcome of the 

change process, the process is ended. From the university this role requires theoretical 

knowledge39, but not necessarily cutting edge knowledge. The university can participate 

with more ordinary theoretical knowledge, but the participant from the university must 

have a proficient ‘knowing how’ in applying the theoretical knowledge. The applied 

expert, or more precisely applied experts, have the kind of knowledge that should be used 

in such a process in the agora. However, the type of knowledge can only be decided after 

an accurate analysis of the knowledge needed in the process, and through a dialogue 

between university and regional actors.  

The experimental regional role raises a lot of dilemmas that the involved actors have to 

discuss, both in the beginning of the experiment, and during the experiment. An 

experiment needs continuous dialogue between the central actors on topics such as aims, 

means, preliminary effects, needs for change of aims, means and knowledge involved. 

The experiment also needs an understanding among the participants that the outcome can 

be a failure as well as a success, or something in-between. The experiment raises several 

questions, such as: 

• what kind of research knowledge should be involved in the experiment? Must it 

be cutting edge knowledge, or is it satisfactory with ordinary research knowledge?  

• what kind of “knowing how” is necessary in the experiment? Can the appropriate 

level of “knowing how” be decided in advance, or must it be decided during the 

process?  

• who should manage the experiment? The university or a regional actor? If it is the 

university, who in the university should manage the experiment? Management or 

researcher?  

                                                

39 If theoretical knowledge is not necessary, the university has nothing to contribute to the process. It is the 
theoretical knowledge that separates the university from regional actors and their local knowledge.  
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• who decides what kind of knowledge should be involved in the experiment? 

Management, researchers, rector or board in university or is it regional actors that 

decide it?  

• who decides the acceptable outcome of the experiment?  

Both the two active regional roles of the university are complex roles to play, compared 

to the former traditional regional roles of the university, because they require ‘knowing 

how’. What kind of ‘knowing how’ we know less about, because there is a lack of studies 

of knowledge creation between the university and region done from such an approach. 

One programme that can give this kind of knowledge in the near future is the Norwegian 

VRI programme (Funding Programme for Regional R&D and Innovation) launched by 

the Research Council in 2007. A total of over NOK 280 million will be invested in 

regional innovation over the next three years. The VRI programme can be characterised 

as an experiment in the regional agora. The main actors are regional universities, industry 

and the county administration.40  

While the experiment in the scale of VRI is a rather new phenomenon for Norwegian 

universities, the role as a change agent is a better-known phenomenon. It is a well-known 

phenomenon. Neither is the use of knowledge in change processes new. What is new is 

that university knowledge is demanded, and that the university, through the market, is 

connected to the processes; cf. the quotation in the introduction of the article. For 

universities in more liberal economies such as the American, Australian or UK this is a 

well-known role. It is known under the label of academic capitalist (Slaughter and Leslie 

1997; Slaughter and Rhoades 2004). The university is participating in the processes as a 

capitalist; ie by selling its knowledge. Also in Norway, universities are supposed to 

increase their income from other sources than the state. One way of increasing the 

income is to sell knowledge to such as regional change processes. This creates several 

dilemmas for universities as an organisation, such as:  

                                                

40 The author is involved in the programme, for the time being, as a programme coordinator in the Agder 
region.  
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• who is given the authority to sell the knowledge? Is it the individual researcher, or 

management in the university?  

• who decides what kind of university knowledge is going to be sold? 

• who decides the price of the knowledge? Is the price a market price, or is the 

university selling its knowledge cheaper than other commercial knowledge 

organisations in the region? 

• should the university compete with other knowledge institutions in the region? 

• how can we balance between long term knowledge development and short term 

knowledge development? 

• how is the dilemma between the role as a critical knowledge creator and the 

academic capitalist role to be handled?  

 I will briefly shortly touch on the first dilemma; the dilemma between the university as 

an organisation where the researchers work, and the individual researchers’ freedom over 

their own knowledge. Many researchers have for a long time already been selling their 

knowledge. They have acted as individual academic capitalists within the system of the 

university (Karlsen 2007). They are selling their knowledge, either through their own 

firms or through firms they work part time in. The dilemma is that they are in a situation 

of competition with their own university. An active university, as an organisation, comes 

in a situation of competition with its own applied researchers in the agora. A management 

answer would probably be that the university should control its own researchers, and sell 

their knowledge through the university system. However, this is a current dilemma for 

Norwegian universities that has not yet been properly addressed and discussed. The 

dilemma involves such as wage setting for researchers and their freedom of their own 

minds and knowledge.  

4.94 Conclusion  

The questions I have discussed in the article are:  

• Why does the university have different regional roles?  



 423 

• What characterises the different regional roles of the university? 

I have discussed four different regional roles of the university: 

1. The university as a participative observer 

2. The university as a theoretical knowledge constructor 

3. The university as a change agent  

4. The university in an experimental role  

By just being located in a region, in a place, the university has a regional role. I have 

further argued that the regional role of the university is played out in the regional agora, 

in the meeting between the university and regional actors. The university is not located as 

an ivory tower without connection to its host region. The region is a source for data for 

researchers in the university. Researchers participate in the region with regional actors. 

One regional role is simply participating as an observer in the agora; to observe the 

meeting between different regional actors. The first two regional roles are the well known 

traditional roles of the university. By just being present as an observer, the university 

influences the other participants’ behaviour. These observations can be used to create 

data, concepts, models and contributions to theory construction. The region can also be a 

source for theoretical constructions and theoretical contributions.  

In the third role the university has changed from a participate observer to a change agent. 

In this role the university participates in change processes in the region, with other 

regional actors. The need for change is formulated by other regional actors, and the 

university is asked to contribute with its knowledge in change processes.  

Ideas and theories diffuse and travel out from the university to the rest of the academic 

society and further to the global society. Ideas and theories that are developed in one 

region and in one university can inspire other researchers and regional actors, located in 

other regions, to test out the theories in real life situations. In the experimental role, the 

university is testing out theories and concepts in the region in co-operation with other 

regional actors.  
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The demand for a more active university in the region is one example of such an idea that 

travels from region to region. The demand pushes the university to become more active 

in the region and connects the university to the market economy. The university is paid 

for its knowledge. The university is paid to participate in change processes and 

experiments in the region, and to make a difference in regional development. The 

university as a participant observer and as a theoretical knowledge creator creates 

theoretical knowledge, while the other two roles in addition demand knowing how to 

apply the knowledge in the regional agora with the regional actors.  

The two first roles emphasise free and critical knowledge creation, while the last two 

roles emphasise knowledge creation as together with regional participants. The two last 

roles raise a lot of dilemmas that have not been properly addressed in the discussion 

about the regional roles of the university, such as such as free and critical knowledge 

creation versus academic capitalism. Or who decides what kind of knowledge the 

university should sell, or which kind of knowledge should be used in change processes or 

experiments. The last questions are about management of the university; ie if researchers 

or management should manage the researchers that participate in the agora. The demand 

for a more active university in the region demands a discussion that addresses the 

complexity of participating in the regional agora with regional actors and behaving as an 

academic capitalist.  
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V Concluding reflection – beyond 
integrated innovation by Tor Claussen, Trond Haga 

and Richard Ennals 

5.96 Integrated innovation - diversity of experiences on a common 

ground 

The current publication includes contributions from different experience, gathered in a 

variety of contexts by people with diverse skills and interest. The diversity of experience 

is partly due to the fact that contributions are collected in different contexts, both locally, 

regionally, nationally and internationally. There are three regional contexts in Norway 

where most of the contributions have been collected. The two Agder counties are 

regarded as comprising one such regional context. One contribution is located in a county 

in the northern part of Norway, Tromsø. Two counties, Hordaland and Rogaland, are 

closely linked to the experiences in the core chapter (II.1). Additionally there are 

accounts of comparable experience from regions in the Nordic countries and UK, which 

are presented in several of the contributions. These contexts and contributions are 

contextually defined and theoretically analysed, in ways that link them to the main issues 

addressed as integrated innovation in the core chapter. 

There are contributions addressing the following issues; 

• Work organisation, both in UK and the Norwegian context. Several of the cases 

in the core chapter focus specifically on changes and innovations in work 

organisation in single enterprises, facilitated by (action) research, networking, 

regional coalitions, as well as backing from the national level. 

• The role of the university in the Triple Helix and the knowledge economy. 

Contributions from Agder and Kingston specifically address this role in regional 

innovation, both regarding knowledge production and research. The role of 
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universities in the knowledge economy is discussed and highlighted as something 

distinct apart from the role played by research institutes, which have been 

dominant in the two programmes ED 2000/VC 2010, as well as in other contexts 

throughout the Nordic countries and internationally. New roles played by the 

universities raise challenges and possibilities regarding how research and 

education can contribute and collaborate in regional development, where the 

potential of playing a significant role at this level is noteworthy. 

• The knowledge economy. A critical examination of the concept of innovation and 

knowledge economy is presented in some of the contributions. Attention is given 

to a discussion on the dilemmas of innovation, and the possibility that concepts of 

innovation and knowledge economy are mere fashion fads. 

• Knowledge generation and diversity, specifically regarding age differences, is 

addressed as a question of how ‘virtual links’ can facilitate diffusion and 

integration of competences, crosscutting senior/junior personnel in current work 

life. 

• Globalisation. One contribution gives a specific critical account on globalisation 

processes including a discussion of a so-called Nordic model of work life. In a 

discussion based on a system perspective, emphasis is directed towards the 

possible benefits and drawbacks regarding a representative collaborative 

arrangement between employees and employers. Significant aspects of a 

collaborative structured arrangement between employee and employer is a 

distinctive chracteristic of the Nordic countries. There is, on the other hand, 

considerable diversity between these countries regarding the practice of these 

arrangements.  

• Networks and coalitions as collaborative efforts are issues of importance in all of 

the cases considered here. These collaborative efforts have been regarded as key 

enablers in most of the research conducted in the different contributions. A 

specific conceptualisation of network collaboration, the solid network structure, is 

presented both theoretically and empirically, in the core chapter. The solid 
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network structure illustrates how this collaborative structure can be regarded as a 

system.  

Additionally two regional coalitions are presented, one from the Agder counties 

and one representing the counties of Hordaland and Rogaland. These coalitions 

have been challenging co-operative arrangements. They have for different reasons 

vanished. Among the Agder counties a new partnership is emerging in a new 

programme (the VRI programme). Although the current partnership is 

significantly different from the previous arrangements, at least regarding the 

initial phase, it is still too early to make any analysis of how this new partnership 

will evolve. 

• Action research is a way that research has linked and integrated with the field. 

This specific type of research is present in different ways, and to different extents, 

in the contributions in the current publication. The practice of action research is 

also quite different regarding the research conducted by the different contributors. 

Some contributions are more evaluative with a lesser degree of action conducted. 

Others apply a high degree of action. 

• Ways of orchestrating covers the initiation, implementation and running of 

change and innovation processes. Diverse ways of orchestrating are present in 

many of the contributions. The term itself is elaborated in the core (chapter II.1, 

see also Haga 2007). 

In most of the contributions, ways of conducting innovation in a systematic way without 

hampering creativity is a core topic. All of the discussions are in some way linked to this 

topic. System and dialogue are essential in order to conduct innovation, and integrate 

differences into a common effort. Conducting innovation and integrating differences, 

regardless of the interests and contributions at stake, without hampering the dynamics of 

diversity inherently embedded in common efforts to innovate, is the major challenges 

discussed in the core chapter (II.1). In the core chapter, this has been discussed in relation 

to participatory innovation and change practices.  
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None of the contributions, nor the whole publication, is able to give definite guidelines, 

tools or solutions to the issues, dilemmas and critical reflections which are raised. This 

can be due to the fact that innovation, as pointed out in the core chapter (II.1), is an issue 

related to basic developmental processes in modern industrial society as such. Basic 

developmental processes governing modern industrial society are yet to be identified, 

understood and handled, both at the practical and theoretical level. Incidences of turmoil, 

at local as well as global level, are interlinked and occur in ways that remind us of the 

incompetences we still possess when it comes to structuring and systemising our own 

future change and innovation processes.  

5.97 Experiences at IRIS 

The project ‘Integrated Innovation’ at IRIS has been accomplished within a specific 

regional context; the west coast region in Norway. The region is highly industrialized 

compared to the rest of Norway. In the business environment heavy industries like 

petroleum and process industries dominate. Innovations in the region have depended on 

the dynamics of existing enterprises. Increased competition from the international 

globalised economy has nurtured uneasiness from national authorities concerning the 

industry’s ability to innovate. Innovation in Norway is specifically important in order to 

make existing industry, and the local business environment, less dependent on oil and 

gas. The ambition has been to encourage new business opportunities within existing 

enterprises. By encouraging new business opportunities within existing enterprises, the 

aim have been to prevent industry from relying solely upon a single market and business 

option.  

Concerns regarding the dependency on oil and gas, viewed as a single business 

opportunity, triggered the initiatives to launch the ED 2000 and VC 2010 programmes. 

Attention was directed to the issue of innovation in enterprises thoroughly embedded in 

the local business environment. Awareness was directed to the possibilities of creating 

supporting structures, such as networks and regional coalitions/partnerships, in order to 

facilitate change and innovation in collaborating enterprises. These processes were 
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facilitated and supported by (action) researchers, public agencies and social partners at 

local, regional and national level. Altogether these strategic and systemic practices 

constituted a structured system of change and innovation. It was to become the core of 

change and innovation processes, seen as essential in the action research conducted at 

IRIS.  

These experiences gathered from the research conducted by IRIS were not unique. 

Comparable, and to some extent overlapping activities, took place in other regions, 

conducted through the same research programme, as is the case with Agder. Several of 

the contributions presented in this publication give accounts of similar and comparable 

activities and experiences. Additionally experiences from the UK (Kingston University 

and UKWON) and northern Norway supplement this know-how, as indicated by other 

contributions. 

There are many contextual conditions of importance in a discussion on the conditions 

under which innovation takes place; 

• the overall national context  

• traditions for collaboration between the labour market parties  

• general agreements regulating the collaboration between the parties nationally, 

regionally and locally  

• arrangement of a public support system 

• particular policy instruments implemented by the national authorities 

• specific local and regional contextual conditions 

The significance of different contexts, and the variety of conditions that innovation is 

occurring in, has been demonstrated by many contributions in this publication. Despite 

these differences, a discussion will now be raised regarding theoretical implications, and 

more general inferences that can be spotted following the discussions this far.  
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5.98 Dialogues and systems as foundations for innovation 

Theories on communicative action were an important perspective in ED 2000 and VC 

2010 (Gustavsen 2001 et al, Ennals and Gustavsen 1999, Gustavsen 1992). Dialogue was 

an important aspect in the different approaches aimed at balancing differences of 

interests, in order to produce common grounds for actions that would support change and 

innovation processes inside enterprises, as well as collaborative efforts between 

enterprises. In ED 2000 and VC 2010 IRIS participated actively and, as demonstrated in 

case material in this publication, relied heavily on dialogue based arrangements in order 

to promote common change and innovation processes. 

Dialogue requires structures and guiding principles, both general and specific. 

Organisations are systems, in the sense that they build upon certain general structures 

guiding any dialogue taking place in society. Some of these guiding principles have been 

formulated and argued as universal principles by Habermas in his version of discourse 

ethics (Habermas 1981). Efforts to make his principles applicable have been worked out 

in the context of work life and utilised in contexts of ED 2000 and VC 2010 (Gustavsen 

1992). 

Each organisation, as with any system, develops its own code of conduct and code of 

reference. Language and coding reflects the system’s (organisation’s) own self-

perception. Self-perception is built on how the system interprets the impressions that the 

surrounding environment communicates back to the system. Mirroring of the interpreted 

impression, that the surroundings are thought to produce of a specific system/ 

organisation, makes up an important aspect of the code of reference or language of the 

system/organisation. Code of conduct, when it comes to how one behaves as a ‘we’ in a 

system/organisation, is also an important aspect of the structure of the organisation as a 

system. Specific structure and system guidelines are constituted and constitutive. They 

make up important guiding principles specific to each system/organisation, and the 

context within which it is embedded. 
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There are then several guiding principles applied when dialogues are taking place within 

development and innovation processes, at different arenas and different levels. These 

guiding principles reflect differences between systems/organisations. Additionally there 

are functional systems, such as research and work life, that have their coding and 

language applied in the different dialogues taking place in change and innovation 

activities. Case material presented in the core chapter (II.1) is intended to illustrate some 

aspects of these complex dialogic requirements. This material is also intended to 

demonstrate that change and innovation activities can take place according to the same 

guiding principles that are applied in dialogues. Dialogue and practice are here structured 

by the same systemic guiding principles on different levels and arenas.  

Involvement in improvement and innovation projects has the potential to create new 

opportunities for participants. Simultaneously these opportunities create the possibilities 

of stress in ordinary daily operative activities. Attention can be moved away from 

ordinary production, towards improvement and innovation processes. Accordingly these 

projects can be isolated and spontaneous performances, within a limited period of time, in 

their struggle for attention among key actors. In order for facilitators to defend their 

positions within the organisation, immediate feedback on results can be essential as a way 

to attract attention to change and innovation activities.  

An impossible dilemma can occur. Strategic long-term improvement and innovation 

activities can require both immediate feedback of results, as well as long lasting changes 

and innovative outcomes. This is one of the dilemmas facing change and innovation 

activities that is intended to be integrated into an organisation, where competition for 

attention with daily operational activities is vital. Here is a dilemma that has essentially 

the same features as the dilemma between organising change and innovation processes in 

a separate development organisation (as with the development organisation, see 

Palshaugen in Gustavsen and Toulmin 1996), or on the other hand embedding these 

processes within the daily operational activities of an enterprise. In the first case there is a 

risk of losing significance and linkage to the basic needs of the operational organisation. 

On the other hand, the second option risks the possibility that too close linkages to daily 



 434 

operational activities produces lack of essential creative and innovative possibilities and 

outcomes, which are necessary in order to produce new business and market possibilities 

in a competitive environment (see Claussen 2000a for an in-depth discussion on this 

dilemma). 

In order to create space for change and innovation, there is a need for structured arenas, 

strategic decisions, and systematic dedication of resources committed by the organisation 

to be utilised in these processes. The organisational system itself has to develop guiding 

principles and self-consciousness in its self-reflective capacity on these issues. 

Organisational code and conduct has to be developed in order to handle change and 

innovation processes. Some of the ways to develop these organisational competences for 

change have been exemplified in the case material in the core chapter (II.1). Further 

research and reflections are necessary in order to make these experiences and preliminary 

analyses in this publication, into specific guidelines at different system levels. 

Utilizing dialogue-based approaches has revealed several challenges facing efforts to take 

projects from dialogues to specific solutions and their implementation. When projects are 

hampered by the daily operations and/or lack of fulfilling expectations, a vicious cycle 

can appear; projects create a lot of energy taking focus away from daily operation – 

projects are hampered by daily operations making results hard to achieve – projects are 

finished without making the targeted results will not be followed up by new ones, due to 

the failures. Lack of ability to change and innovate can be the outcome. This can in the 

long run prevent enterprises from making necessary steps in order to defend and even 

strengthen their competitive advantages. In the case material from the experiences at IRIS 

in the ED 2000 and VC 2010 programme a mass of empirical material points to these 

dilemmas and possible vicious cycles. 

5.99 System approach to innovation 

Luhmann has introduced a system theory with perspectives on the overall development of 

society, representing new ways of grasping essential aspects of innovation. In his system 
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theory, Luhmann highlights the dynamics of systems. He develops the concepts of 

variation (expansion of possibilities), selection (strategic choices and decisions) and 

incorporation in order to point at the dynamics of innovation, as well as the incorporation 

of new achievements into the existing structure, in order to make the system reproduce. 

Both change and continuity are articulated in his system approach. These seem, according 

to the research at IRIS, to be necessary requirements to reflect upon. From this research 

they seem to be necessary requirements adding important features to wider experience in 

conducting dialogue based processes. 

Systematic approaches add some necessary guiding features to the dialogue based 

approaches used in ED2000 and VC2010. Communicative action and dialogue based 

collaborative arrangements can become key ‘un-lockers’ of potentials for improvement 

and innovation, when guiding structures are developed as necessary competences within 

organisations. This is what learning, networking, coalitions and national supportive 

resources have been all about, in the research conducted at IRIS in ED 2000 and VC 

2010. Dialogue based approaches need guiding systems and structures, such as solid 

network and coalitions, in order not to experience the destiny of becoming temporary and 

incidental points of actions. Thorough strategic and conscious considerations, as well as 

decision-making, are essential aspects of change and innovation. Language and 

knowledge competences, built into organisational structures aimed at fulfilling these 

requirements, seem to be needed according to the experiences of IRIS research. What 

specific competence and knowledge requirements need to be developed is not yet part of 

the body of experience and scientific reflection conducted in this research. Experiences 

and critical reflections so far point to the guiding structures and systems that seem to be 

the necessary arrangements for prolonged involvement and legitimacy for improvement 

and innovation in and between enterprises, as demonstrated in several of cases presented 

in the core chapter.  
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5.100 Some reflections beyond integrated innovation 

Guiding structures can differ from country to country, region to region, as well as from 

context to context. There are differences between public support systems, and the 

collaboration between the labour market parties and the regional governance systems, 

both in the way they are structured and functioning in different countries. This will 

influence how guiding systems are evolved. Comparisons between experiences country 

wide, across regions, research communities, etc. is vital in order to make some general as 

well as specific inputs to what structures and system requirements are necessary, in order 

to make change and innovation happen. Specifically this is so if action research in close 

collaboration with the field is conducted. In order to gain legitimacy, things can not be 

left just to happen. Science has to be able to give sound and solid support to these 

processes. This is required in order not to be trapped by providing innovation as 

something incidental, as previously pointed to as one aspect of the innovation dilemma 

discussed in the core chapter (II.1). 

Definite guidelines, tools or solutions to issues, dilemmas and critical reflections made 

here are challenges that may be impossible to specify. Basic developmental processes in 

modern industrial society are involved in such efforts. There can be inherent obstacles in 

the way modern industrial society operates, that prevents science in its current state from 

producing any definite solutions to the many dilemmas and challenges facing this society. 

Evidence of these difficulties appears at an international and global level. Turmoil in the 

overall economic development seems to take place, regardless of efforts made by actors 

in enterprise, local, regional and national contexts to position themselves. There seem to 

be basic controlling forces which escape efforts made by actors in all arenas to improve, 

change and innovate for the future, in order to avoid destructive turmoil. 


