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Abstract 
Many companies depend on their innovation capabilities to increase sales in an increasingly 
competitive market. This affects the companies’ R&D departments, which have to identify and 
develop new products that the market demands. However, even though new product 
development has been a well-researched area, there is still a gap between theory and practice 
regarding how to implement efficient new product development processes. Therefore, this study 
has investigated how the outcomes of new product development projects can be more 
consistent. Particularly, the study has focused on how project governance of new product 
development can be improved. 
 
This investigation has been done by conducting a case study of six new product development 
projects at Sandvik Materials Technology in Sandviken, Sweden, a world-leading manufacturer of 
high-value added steel products.  
 
The results indicate that new product development at Sandvik Materials Technology works well, 
however there is still room for improvement. The findings suggest that in order to improve the 
consistency of the project outcomes, education in the process and workshops are needed. 
Furthermore, roles and responsibilities should be more specific and a structure for how to handle 
projects in the matrix organization has to be implemented.  
 
The findings of this study have implications both on the theoretical and practical aspect. 
Regarding the theoretical aspect, the findings provide additional data in a well-researched area 
that still has a knowledge gap between literature and practice. Furthermore, from a theoretical 
point of view, the findings show how a world-leading manufacturer can improve the consistency 
of its new product development project outcomes.  
 
 
 
 
Key-words: New product development, new product and process development, project 
governance, project management, research and development 

2016-06-16

Lars Uppvall



	

 

 
 

 Examensarbete  INDEK 2016:129  

 

NPPD-processen på Sandvik Materials 
Technology – En fallstudie av NPD 

projektstyrning 

 
   
  Filip Haddad 

Leon Trang 

Godkänt 
 

Examinator 
 

Handledare 

Bo Karlson 
 Uppdragsgivare 

Sandvik Materials Technology 
Kontaktperson 

Mattias Klockars 

 

Sammanfattning 
 
Många av dagens företag måste förlita sig på sin produktutveckling för att öka försäljningen på en 
alltmer konkurrensutsatt marknad. Detta påverkar företagens forskning- och 
utvecklingsavdelningar som måste identifiera och utveckla produkter som marknaden efterfrågar. 
Trots att produktutveckling är ett väl utforskat område finns det ett gap mellan de teoretiska 
modeller och den praktiska implementeringen av dem. Denna studie har därför studerat hur 
resultatet av produktutvecklingsprojekt kan förbättras. Mer specifikt har denna studie fokuserat 
på hur styrningen av produktutvecklingsprojekt kan bli bättre. 
  
En fallstudie på sex produktutvecklingsprojekt i Sandvik Materials Technology, en världsledande 
tillverkare av högt förädlade stålprodukter, i Sandviken, Sverige har bidragit till empirin. 
 
Resultatet indikerar att produktutvecklingen på Sandvik Materials Technology fungerar bra, 
däremot finns det utrymme för förbättringar. Förbättringarna gäller framförallt utbildning i 
processerna, workshops, förtydliga roller och ansvar och en tydlig struktur för hur 
produktutvecklingsprojekt ska hanteras i matrisorganisationen.  
 
Studien kommer att bidra till teorin genom empiri i form av en fallstudie. Denna fallstudie kan 
tillsammans med andra studier fylla gapet mellan teoretiska projektmodeller och den praktiska 
implementeringen av dem. Denna studie kommer även att bidra till en förbättring av Sandvik 
Materials Technologys produktutvecklingsprojekt. 
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has to specify the requirements for the project delivery. The business sponsor funds the project, 
since the business sponsor is the receiver of the final result. 
 
PM – Project member 
The project members are led by the project manager to carry out the project objectives. The 
number of members depend on the project size. Larger projects can also be divided into 
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1 

1 Background 
The following chapter presents the background of the study, problem formulation, purpose, research question and 
contribution to field of this thesis.  
 
1.1 Introduction 
Many companies depend on their innovation capabilities to increase sales in an increasingly 
competitive market. One reason is that the products in the current market tend to have a shorter 
lifetime, which puts pressure on companies to innovate at a faster pace to be able to compete in a 
dynamic market. (Schilling, 2005) If the company does not achieve this, it will have an inefficient 
product portfolio within a short time period. Since many markets are competitive and dynamic, 
many companies risk that their newly developed products are outdated even before introducing 
them to the market. The pressure affects the companies’ R&D departments, who not only have 
to identify new products that the market needs, but also have to develop them from a conceptual 
phase to market entry. (Schilling, 2005; Keegan et al., 1999)  
 
However, new product development is often carried out in non-structural paths and the process 
from an idea to a real product has a tendency to exceed the initial time plan. (Ståhle et al., 2000) 
With this said, innovation and product development sometimes follow a long, slow and 
incomplete way to the last stage of a final product, which could harm the company in the fast and 
dynamic market. (Baden-Fuller et al., 2013) To meet the needs of the customers, companies 
systematically need to collect data on new and emerging challenges that the customers may face, 
in order to mitigate the risk of falling behind.  
 
Even though new product development has been a well-researched area, there is still a gap 
between theory and practice regarding how to implement an efficient new product development 
process. According to Cooper (1999) and Goffin et al. (2010), managing innovation processes is 
often a very complex task, and models that are effective in one organization can be ineffective in 
another. Instead, models need to be adapted to each specific type of organization. Since product 
development is often conducted project-wise, it can be difficult for companies that are not used 
to work in projects, i.e. low project maturity. (Killen et al., 2012) This is a common problem that 
especially occurs in matrix organizations. (Kerzner, 2001)  
 
Among companies that have low project maturity, it is vital to have well-functioning project 
governance structure in order to achieve the best possible outcome. (Jonas, 2010; Haines, 2013) 
With more focused project governance, a company can benefit from a common understanding of 
the project processes, more focused work, transparency and cross-functional collaboration, multi 
process knowledge, quality decision-making and increased organizational maturity. (Haines, 2013) 
Since the projects in matrix organizations are often non-prioritized in comparison to the line 
organization, the importance of having well-functional project governance is crucial. (Haines, 
2013, Kerzner, 2001) Earlier research has shown that in a lot of cases, people-related factors are 
the main reasons for well-functioning project governance in matrix organizations. People-related 
factors, such as communication, collaboration, expectations and understanding roles and 
responsibilities are keys for establishing trust and managing outcomes in order to achieve 
successful project outcomes. 
 
Sandvik Materials Technology (from here on SMT) is a company that has built itself a strong 
position, partly thanks to their innovative products. Therefore, they depend heavily on their new 
product development in order to generate long-term sustainability. During the last decade, the 
company has implemented a new model for new product development projects. However, the 
quality outcome from the new product development projects has so far been inconsistent. This 
study will identify areas for improvement in order for SMT to become more efficient in their new 
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product development projects. This will further enable the company to become more 
competitive on the market. 
 
1.2 Problem formulation 
As mentioned earlier, many companies depend on their innovation capabilities to increase sales in 
an increasingly competitive market. The pressure affects the companies’ R&D departments, who 
not only have to identify new products that the market needs, but also have to develop them 
from a conceptual phase to market entry. This also includes the R&D department of Sandvik 
Materials Technology. During the last decade, they have implemented a new process for their 
new product development projects called “New Product and Process development” (from here on 
NPPD). The NPPD process is developed from Sandvik Materials Technology’s main project 
model, called “Single Project model”, (from here on SPM) which is used for all projects conducted at 
SMT and is originally based on the classical Stage-gate model. The R&D department within SMT 
has expressed that the outcomes from their product development projects are inconsistent, in 
terms of budget, quality and time. In order to improve the outcome of the product development 
projects, SMT wants to investigate why the outcomes are inconsistent and how the project 
governance of the NPPD projects can be improved. This will hopefully help SMT to handle new 
product development projects in a more consistent way and meet the demands of the dynamic 
market in a more efficient way.  
 
1.3 Purpose  
The main purpose of this study is to increase our understanding about project governance in new 
product development projects. We want to enhance our knowledge by investigating how the 
project governance in new product development projects can be managed in a more efficient way 
in order to create consistent project outcomes. More specifically, this study will look into the 
project governance of new product development in an organization with recognized low project 
maturity, due to the newly implemented NPPD process. New product development is a well-
researched area and by conducting a case study, we will contribute with additional studies to the 
fields of new product development and project governance literature.  
 
Furthermore, the purpose is also to support the R&D department at SMT and their NPPD 
projects to reach more consistent project outcomes. This can hopefully help the company to 
generate a long-term value in the current competitive and dynamic market.  
 
1.4 Research question 
To fulfill the purpose of this study, the thesis will aim to answer the following research question 
and its sub-questions: 
 

• How can the consistency of the NPPD projects’ outcome at SMT be improved? 
o How do employees at SMT comprehend the NPPD process? 
o What can be improved in terms of roles and responsibilities in SMT’s NPPD 

projects? 
o What can be improved in terms of communication and collaboration in SMT’s 

NPPD projects? 

1.5 Contribution to field 
New product development is a well-researched area and by conducting a case study at an industry 
leading company, we will contribute to the fields of new product development and project 
governance literature. The result of this thesis can provide a better understanding of how SMT 
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can improve the outcome of their NPPD projects. Furthermore, the results of this study, in 
terms of suggestions for improvement, can be broadened and applied to similar organizations. 
Since SMT’s R&D is industry leading, this result can hopefully also contribute to an overall 
understanding and with suggestions for improvement to similar companies. Especially for 
companies who are working in a matrix organization or within the same filed as SMT. 
Furthermore, we will validate if the common problems earlier research within new product 
development and project governance have identified are valid for this case. 
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2 Method 
The following chapter describes the methodology used to fulfill the purpose of the study. The chapter gives a review of 
the choices for the methodological approach, before describing the actual research design. Finally, the reliability, 
validity and generalizability of the results are discussed. 
 
2.1 Choice of methodological approach 
The purpose of this study is to increase our understanding about project governance in new 
product development projects. We want to enhance our knowledge by investigating how the 
project governance in new product development process can be managed in a more efficient way 
in order to create consistent project outcomes. To fulfill the purpose, the chosen methodological 
approach for this study was a case study.  
 
2.1.1 Case study 
According to Blomkvist & Hallin (2015) a case study design generates rich empirical material in 
which the complexity of the reality is captured in a good way. Case studies are frequently used in 
studies where the theory is allowed to emerge from the empirical materials. (Blomkvist & Hallin, 
2015) The case study is an empirical study about a present phenomenon within some real-life 
context. However, boundaries between phenomenon and context are not clearly evident. (Yin, 
2003) 
 
The case study was conducted at SMT, where six new product development projects were 
studied. The studied projects used the NPPD process, which is the process that SMT use for all 
their new product development projects. The main reason for conducting this study  at SMT was 
because of their strong position as a part of a global industrial group specialized in advanced, 
high technology products. This enabled us to study how a world-leading industrial manufacturer 
manages their new product development projects. 
 
The case study enabled us to discover new dimensions for improvements and was suitable when 
trying to answer our research question that starts with “how” (Blomkvist & Hallin, 2015). This is 
also underlined by Yin (2003) who means that the research questions that start with “how” are 
likely to favor the use of case studies. Our research question is: “How can the consistency of the new 
product development projects’ outcome at SMT be improved?” The aim of the main research question was 
therefore to provide an understanding and to explain the current situation of the company’s 
NPPD projects. With this said, the case study was the most suitable method for this study. 

One characteristic of the case study is that it provides a lot of data about a certain case. The large 
amount of data can be used to study the case in depth, given that the gathered data is focused to 
the purpose and gathered in a systematical way. However, the large amount of data could come 
with a challenge when working within a narrow timeframe. (Blomkvist & Hallin, 2015) To avoid 
that the case becomes too wide, this study was limited to six new product development projects 
at SMT’s R&D-department.  
 
In opposition, Yin (2003) also presents some of the concerns with a case study. He states that 
perhaps the greatest concern has been over the lack of rigor in case study research. The reason is 
because that too many times, the case study investigator has been sloppy and allowed vague 
evidence or biased views to influence the direction of the findings and conclusions. Another 
usual concern is that the case studies provide little basis for scientific generalization. When 
conducting a case study, a frequently asked question is "How can you generalize from a single 
case?". However, Yin (2003) also argues by asking the same question regarding experiments, 
"How can you generalize from a single experiment?". With this said, the purpose of this study is to 
increase our understanding about project governance in new product development projects and 
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through this case study, contribute to the existing literature within new product development and 
project governance. 
 
2.1.2 Alternative methodological approaches 
Other methodologies for explanatory studies described by Yin (2003) are histories and 
experiments. However, this study aimed to investigate the current situation at SMT and since the 
NPPD process is recently implemented, the usage of histories was not ideal. Histories focus on 
earlier events and could not be applied for this particular case (Yin, 2003). Also, having an 
experiment-based approach requires that the researcher has control over the phenomenon during 
the study, which is not the situation in this case. (Yin, 2003) Considering the above-mentioned 
alternatives, the most suitable approach for this research is a case study.    
 
2.1.3 Qualitative data gathering method 
Due to the type of problem formulation and the purpose of this study, the data was collected in a 
qualitative manner. The qualitative methods typically focus on soft data, which is gathered from 
printed materials such as texts, figures, diagrams, and other images and/or visual materials such 
as recordings of interviews. (Yin, 2003)  
 
The study was based on both primary and secondary data. The primary data was gathered from 
original sources, such as our own interviews. The secondary data was gathered from sources such 
as databases and earlier publications within the relevant field. Yin (2003) describes in “Case Study 
Research” that the case study relies on historical data such as primary documents and secondary 
documents. Case studies usually include historical documents but also direct observation and 
systematic interviewing. Further on, Yin (2003) states that the case study's unique strength is its 
ability to deal with a full variety of evidence of documents, artifacts, interviews, and observations. 
(Yin, 2003) 
 
To minimize a biased view on the final result, the interviews were made in a symmetrical way, 
where we did not influence the perspective of the interviewee by leading him/her in a certain 
direction or by changing the track of the questions.  
 
2.2 Research design  
The problem formulation and the research question were constantly reviewed under the 
timeframe of the study. It is important that the research design is well documented for a 
successful study. (Yin, 2003) Initially, SMT’s R&D department indicated a need to investigate the 
project governance of their NPPD projects. To get a more narrowed problem formulation the 
study started with read-up of existing literature to build up a knowledge basis about the field of 
interest but also to get a deeper understanding of SMT’s NPPD process.  
 
An overview of the research design can be seen in Figure 1. This initial stage provided us with an 
understanding of the gaps within SMT but also in the current literature.  
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Figure 1: Research design of this study 

 
2.2.1 Unstructured interviews 
To define the research question, we started the study by conducting unstructured interviews. 
According to Blomkvist & Hallin (2015), if the interview is of an open nature it will lead to 
occasions for obtaining new ideas about the study. Interviews also provide a good opportunity to 
make unexpected discoveries, which is a very important dimension of a qualitative research. 
Hence, it is a good idea to start the interviews early on in the study because it can help to refine 
the problem we are studying and define the problem formulation. (Blomkvist & Hallin, 2015) 
The unstructured interviews were suitable in this phase of a study because there is a need to 
explore a subject field. (Blomkvist & Hallin, 2015) 
 
The unstructured interviews provided us with a deeper understanding about the problem. The 
R&D department heavily influenced the preliminary research question. Initially, the R&D 
department expressed that, “the project outcome differed a lot between the NPPD projects”. Later on, we 
conducted eight interviews to validate that statement and to identify the underlying reasons. Due 
to anonymity, the names of the persons are not presented, however the department and the 
position are presented in Table 1. Important to notice is that gathered data from these interviews 
was not part of the empirical data. 
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In these interviews, the questions were of an open nature and topics; such as NPPD process and 
SPM model were discussed, rather than specific questions. The duration of each interview was 
about one hour. The interviews were recorded with the permission of the interviewee and both 
of us were participating in order not to miss any valuable information. This provided us with a 
deeper understanding of the current problems with the NPPD process.  
 
2.2.2 Problem formulation 
After the unstructured interviews, the gathered data was analyzed. The data from the interviews, 
together with an initial read-up of existing literature and a review of internal documents from 
SMT’s web database was then set as a basis for our problem formulation. The major issue 
regarding why “the outcome of the NPPD projects at SMT is inconsistent” was identified as related to the 
project governance. From there, three sub-questions to the main research question were 
formulated: 
 

o How do employees at SMT comprehend the NPPD process? 
o What can be improved in terms of roles and responsibilities in SMT’s NPPD 

projects? 
o What can be improved in terms of communication and collaboration in SMT’s 

NPPD projects? 

The purpose of dividing the research question into three sub-questions was to narrow down the 
problem into three investigation areas.  

2.2.3 Literature review 
The literature review for this study gave us a better, broader and deeper understanding of the 
context linked to this thesis. It has also been of major importance in our analysis, where we have 
discussed our findings in relation to earlier research.  
 
The first part of the literature review was to build on the theoretical background. This helped us 
to build up a knowledge basis about the field, to identify what already had been done and if there 
were any possible gaps. Later on, we started the literature review with books within the relevant 
areas. This gave us a good starting point of theories and models to narrow down and dig deeper 
into. The reason why is because by exploring what others have contributed to our area of interest 
we will be in a better position to identify particular research problem or issue to investigate 
(Collis & Hussey, 2014). Furthermore, Yin (2003) agrees and points out that the purpose of the 
theoretical study is to develop sharper and more insightful questions about the topic, rather than 
to determine the answers about what is known on a topic.  

Table 1: Summary of the initial unstructured interviews conducted with key persons from the organization. 

Department Position 

R&D IT management Former project leader 
R&D management R&D Manager 
R&D management R&D Process manager 
R&D management R&D Operational Excellence 
R&D management Former R&D Process manager 
Product area, Tube R&D manager for product area 
Product area, Primary R&D manager for product area 
Product area, Tube Current project leader 
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Other than books, the literature was also collected through articles in scientific journals and other 
published reports, such as Master thesis’. To our help, we mainly used three academic databases 
such as KTH Primo, Google Scholar and Emerald Insight. The initial searches were mainly made 
through search words as “new product development”, “new product and process development”, “project 
governance”, “governance of projects”, “new product development process”, “new product development project” 
“NPD governance” and “project portfolio management”. From the search results, the most cited authors 
and articles within the fields were studied, as well as articles from the last five years. The literature 
review was a continuous process throughout the whole thesis process and as the work proceeded, 
the searches were also narrowed down into more specific and concrete topics. 

When conducting our literature review, we did not only review how the current new product 
development model has developed through history, but also the critics and alternative models 
were identified as well. This was important since it is crucial to have a critical mindset when 
doing the literature review. (Blomkvist & Hallin, 2015) Having a questioning mindset about what 
we are reading and constantly scrutinizing the methods used to deliver previous knowledge is 
very important. Furthermore, it is also important to always be aware of the assumptions made in 
the literature to evaluate if we agree or disagree with the author or if the assumptions are 
reasonable. (Blomkvist & Hallin, 2015) 

Internal materials from SMT’s intranet, such as documents and presentations, were also used to 
give an overall picture of the NPPD process. The advantage of using this type of data is that it is 
time efficient. 

2.2.4 Empirical data gathering  
When a preliminary version of the literature review was developed, we started with the semi-
structured interviews to collect the empirical data. The empirical data was gathered through semi-
structured interviews. However, some questions were unstructured where the interviewees had 
the opportunity to think freely. As already mentioned, the case study was conducted on six 
NPPD projects, where we interviewed the project leader, business sponsor, steering group 
members and project members for each project. In Table 2, an overview of the interviewees can 
be seen. Due to anonymity, the information about the interviewees is however restricted. Some 
persons have the same positions in different projects, which is also considered in our limitations. 

Table 2: Summary of the structured and semi-structured interviews conducted in the NPPD projects from the organization. 

Title No. Total 
from all six 
projects 

No. 
contacted 

Number of 
Interviews 

How long time in this role 
at SMT? (in average) 

Business sponsor 5 5 3 4 years 
Steering group member 35+ 10 9 6 years 
Project leader 4 4 4 5 years 
Project member 25+ 12 9 5 years 
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The empirical data gathering was made through a combination of semi-structured and 
unstructured interviews. Gathering empirics through interviews is one of the most common 
methods used in a qualitative analysis according to Blomkvist & Hallin (2015). The reason is 
because it provides a lot of information by little means.  
 
During empirical data gathering, we used a general interviewing sheet with standardized semi-
structured questions, see appendix 1. SMT’s department for Product assurance and Quality 
controlled the questions before we started to gather the empirical data. The questions were also 
tested on three persons from the R&D department to avoid uncertainties during the interviews.  
 
The first part of the interview question sheet, seen in appendix 1, identified the persons’ position 
and background. Further on, the interview questions had both semi-structured and unstructured 
characteristics, where the interviewees were allowed to think unreservedly about NPPD, roles 
and responsibilities and ended with areas for improvements. The questions in a semi-structured 
interview were organized in themes. According to Blomkvist & Hallin (2015) these should be 
written down in an interview guideline and should not be too extensive. The questions asked in 
this case, was formed around introductory, probing, interpreting and specifying questions to 
cover as much as possible of the data without losing or misunderstanding any data. (Blomkvist & 
Hallin, 2015) Both the semi-structured and unstructured interviews were used at the end of the 
study to discuss findings and conclusions.  
 
During the data gathering, it was also important to be aware of the potential problems with 
interviews. According to Collis & Hussey (2014), one problem is that the interviewee has “two 
hats”, which means that the answers may not be of personal opinion but rather a policy 
statement. To reduce the risk of facing this problem we increased the level of deepness in the 
interviews. (Collis & Hussey, 2014) This was mainly done by adding follow-up questions such as 
“why” and “how”. By asking the interviewee to motivate his/her statement we could increase the 
chance to reach his/her actual opinions rather than the policy statement. All interviews were also 
made with one interviewee at the time. Blomkvist & Hallin (2015) also mention that everything 
done during an interview has an impact on how the interview evolves. Therefore, it was 
important to create the best possible prerequisites for the interview. We also stated in the 
beginning of each interview that the identity of interviewee was anonymous, to allow the 
interviewee to express his/her actual opinions.   
 
2.2.4.1 Alternative empirical data gathering 
Another common method of gathering empirics is through quantitative methods. This can often 
be done through surveys; however, we did not choose this alternative. The reason why we did 
not use it in this study is because of its extremely limited ability to investigate the context. 
Surveys can try to deal with phenomenon and context, but the survey designer constantly 
struggles to limit the number of variables to be analyzed and the number of questions that can be 
asked to have enough surveyed. (Yin, 2003) After consideration, surveys were therefore not 
applicable through the context of our case.  
 
2.2.5 Analysis  
For our data analysis, we used a conventional content analysis. This method focuses on deriving 
categories and themes from the empirics gathered during the interviews. It is a common analysis 
method for qualitative data. (Hsieh & Shannon, 2005)  
 
Transcripts, in form of notes and recordings were taken during all the interviews. These notes 
and recordings were independently and thoroughly read and listened to. The main purpose for 
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doing so was to obtain the whole picture from each interview separately. During the analysis of 
each interview, we derived categories for the empirical data. 
 
We then summarized all categories for each of the four groups: project leaders, business 
sponsors, steering group members and project members. The purpose was to categorize them 
into common themes for each certain group. These themes were then sorted and can be seen in 
the tables in the results section. During the interviews and in the transcripts, we noticed certain 
quotes, which we believe gave a good picture of the context and therefore included these in the 
analysis and discussion. The categories and quotes were furthermore combined with the findings 
from the literature review in order to create a holistic picture of the analysis and discussion.  
 
2.3 Reliability, Validity and Generalizability 
This section describes the reliability, validity and generalizability of the results from this study.  
 
2.3.1 Reliability 
According to Collis & Hussey (2014) the reliability of a qualitative measure often is of smaller 
importance. Instead, the focus is on whether observations and interpretations made on different 
occasions and/or by different observers can be explained and understood. Because of the fact 
that the activities of the researcher influence the research, replication could be difficult to 
achieve. (Collis & Hussey, 2014) Yin (2003) states that the goal of the reliability is to minimize 
the errors and biases in a study. He means that the emphasis is on doing the same case over again 
and not on "replicating" the results of one case by doing another case study.  
 
Yin (2003) continues by stating that the documentation of the study is very important. A good 
guideline for doing case studies is to conduct the research so that the auditor could repeat the 
same procedure and arrive to the same result for the same case. (Yin, 2003) Therefore, we 
emphasize the establishment of protocols and procedures that ensure the accuracy of the 
findings. By having semi-structured interview questions that are easy to understand and by asking 
follow-up questions like “why”, “explain” and “motivate” we allowed a better reliability.  
 
Furthermore, all interviews were recorded and the transcripts were analyzed several times. 
Interview notes were also continuously taken during the interview to reduce the risk of skewed 
results. To increase the reliability, the chosen projects for this case study represent different 
product areas at SMT. This enabled us to interview different project leaders, business sponsors, 
steering group members and project members, which provided us with a good base for data 
triangulation that increases the reliability. (Collis & Hussey, 2014) However, problems with the 
six projects was that three of them had the same project leader and that steering group members 
were members in more than one project. Later on, the progress of the six project differed. Some 
projects had already finished, while some were ongoing. We also chose to let the interviewees be 
anonymous and this will affect the data triangulation negatively, lowering the reliability.  
 
2.3.2 Validity 
Since the focus of case studies is to gain rich empirics and explanations about a specific 
phenomenon the validity of the findings tends to be relatively high. (Collis & Hussey, 2014) 
There are several methods to ensure the validity of a research. The most common is face validity, 
which ensures that the test or measurement actually do what they are supposed to do. To make 
sure that the interview questions actually tested what they were supposed to test we took help 
from SMT’s department for product assurance and quality. SMT’s department for Product 
assurance and Quality are used to do these kinds of interviews and controlled the interview 
questions. The questions were later tested on three persons to avoid uncertainties during the 
interviews.  
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The questions asked during the interviews were of an open nature. Furthermore, we did not 
reveal any information to the interviewee from earlier interviews until the interview was over. 
Doing so could otherwise have influenced the answers of the interviewee, affecting the validity 
negatively. (Collis & Hussey, 2014) The fact that we interviewed different project leaders, 
business sponsors, steering group members and project members from different projects 
provided us with a good base for data triangulation, which also increased the validity of the 
project.  
  
2.3.3 Generalizability 
Collis & Hussey (2014) mean that it is possible to generalize from one setting to a similar setting. 
To be able to do that, your analysis needs to capture the interaction and characteristics of the 
phenomena you are studying. Furthermore, you need to determine if the gathered information in 
one environment can be applied in another environment. To do this, the researcher needs to 
have a deep understanding of the activities and behaviors that are being studied. (Collis & 
Hussey, 2014) The deep understanding was achieved through combining literature of the actual 
models with critics and alternative models. This enabled us to determine whether the result could 
be used in other settings or not. However, Yin (2003) means that critics typically state that single 
cases offer a poor basis for generalizing. On the other hand, the investigator's goal is to expand 
and generalize theories. Yin (2003) continues by stating that the generalization is not automatic. 
A theory must be tested through replications and when the same result from different case 
studies occurs, that is the time when we can generalize. (Yin, 2003) Therefore, the aim for this 
study is to contribute with empirical data that together with case studies can be generalized. 
 
2.4 Delimitations 
In the study, six NPPD projects at SMT were investigated. All of these use or have been using 
the NPPD process, meaning that they are in different stages. This limited our ability to draw 
conclusions about the later phases of the NPPD process.  
 
The delimitations of the study are connected to our data gathering. A major part came from the 
qualitative methods, such as interviews with employees working with the NPPD process. There 
was also a weakness in this method, since most of the gathered data was highly subjective and 
will affect the result. 
 
Furthermore, we focused our literature and theory review on contemporary literature from earlier 
research but also research and documents at SMT. It is important to note that our study and the 
internal documents may have different purposes, creating a conflict when analyzing data. To limit 
the conflict, we identified the purpose of the documents that has been used. Since our study is 
based on SMT, one weakness of the final result is also the fact that it will be limited to this 
particular company. However, the result might be applied, with restrictions, to other companies 
in the same industry.   
 
2.5 Ethical aspects 
Since this study was conducted at SMT, a nondisclosure was signed (NDA) by our supervisor at 
KTH Royal Institute of Technology and by us. Information about NPPD projects at SMT is 
particularly sensitive and therefore the NDA prevents us from publishing or sharing any 
information that might harm the company. Furthermore, what has been said during the 
interviews is only shared between the interviewers and the interviewees. The interviewees who 
contributed to the empirical data gathering were anonymous because we did not want to affect 
their answers and therefore no names or detailed position has been published.  
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3 Theoretical framework 
The theoretical framework presents a description of relevant research and theories to broaden our knowledge in the 
field and identify gaps in the literature.  
 
This section focuses on the theoretical framework that will provide us with a knowledge base for 
further analysis. We will firstly go through the historical development of new product 
development, before going to the strategic development process. Later, the operational product 
development process is presented and this is followed by reviewing the success factors in new 
product development. Finally, a review of project governance theory and the underlying 
mechanisms is presented.  
 
3.1 New product development in the automotive industry 
This part of the theoretical framework presents an historical example of new product 
development in the automotive industry. According to Clark & Fujimoto (1991), the industrial 
competition in the beginning of the 90s was one of the main factors behind the revolution of 
new product development. The competition was mainly driven by three forces, intense international 
competition, fragmented and demanding markets and diverse and rapidly changing technologies: (Clark & 
Fujimoto, 1991; Clark & Wheelwright, 1993) 
 
Intense international competition 
The globalization led to a market growth, which expanded over the country borders. As world 
trade increased and the access to the international market was easier than ever, Clark & Fujimoto 
(1992) meant that the competition would be stronger in the future. Since markets went from 
regional to global presences, the chances of survival decreased and only the best value-proved 
companies were selected among the customers. (Clark & Wheelwright, 1993) 
 
Fragmented and demanding markets 
Customers themselves became more sophisticated and demanding. Clark & Wheelwright (1993) 
meant that the level of performance and reliability demanded was rapidly increasing and that the 
general customer became more sensitive to differences in the products. The customers expected 
the products to solve a more specific and particular problem than before, however, they still 
demanded the product to be easy to use. As the customers increased their attention to detail, the 
continual improvements that had to be made in cost and quality pushed to an even more 
effective management of engineering design. (Clark & Fujimoto, 1991) 
 
Diverse and rapidly changing technologies  
The growing breadth, as well as the depth of technology created new ways and opportunities to 
meet the needs of the demanding market. Not only did new and more advance products get 
introduced, technology also enabled the companies to find new alternative ways to meet the 
customers’ demand. (Clark & Wheelwright, 1993) In the same way as technology developed, 
Clark & Fujimoto (1991) also saw a general decreasing product-life cycle.  
 
3.1.1 An example from the automotive industry 
A good example that handled these three major forces on new product development is the world 
automotive industry. Since the competition increased significantly from 1970, only a handful of 
companies survived on a global scale. In the US, the competition was good for the industry and 
even though the growth level was stabilizing, the technology continued to develop in a rapid 
speed. From 1970, in just 20 years, the traditional V-8 engine with rear-wheel drive was 
developed into a variety of engine-drive combinations, with multiple cylinders, multivalves and 
front-wheel or four-wheel drive. With this said, the automotive industry has historically been a 
good example of how new product development has been a focal point of how to maintain and 
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manage competition. With changed circumstances, such as increased speed and efficiency, the 
solution was to continuously develop new and diverse models that suited a wide range of 
customer segments. (Clark & Fujimoto, 1991) An overview of the new product development 
process can be seen in appendix 2. 
 
3.2 Strategic product development process 
This part of the theoretical framework is an introduction to the strategic level of the product 
development process. The importance of continuous new product development is crucial and 
behind this fact, there are several drivers; internal and external. The purpose with this section is 
to explain why new product development is important and what is underlying the development 
strategy for companies with long-term success. 
 
3.2.1 Internal drivers for product development  
According to Gessinger (2009), the internal drivers for innovative thinking are based on the 
company’s long-term vision, creating missions and objectives to reach a certain goal. Figure 2 
shows the ideal path of how the vision should permeate the company’s daily operations. A 
successful company will continuously evaluate themselves and create long-term strategies to take 
them from where they are today to their vision. New product development is one way of 
reaching that goal. By always having the vision in mind when developing a new product, the 
company can take a step in the right direction. (Gessinger, 2009) 

 
Figure 2: Strategic Planning Process (Gessinger, 2009) 

3.2.2 External drivers for product development 
Apart from internal forces, there are also external forces that continuously influence companies 
to develop new product and processes. The external drivers can mainly be divided into three 
categories: technology, market and society. (Johannesson, et al., 2004) Technology-driven product 
development is based on new technologies that have not been established on the market and the 
strategy is more typical for start-up companies. Business-driven product development is based on 
market demanding forces and the strategy is often implemented in more established companies. 
In combination with the internal strategy for reaching the company’s vision, the strategy has to 
include a part that considers the external drivers. (Gessinger, 2009; Johannesson et al., 2004) 
 
3.3 Operational product development process 
Inventing new products is critical to a long-term success for the industrial companies in today’s 
society. Cooper (1990) meant that increased competition, technological changes and increased 
demands from customers are the main forces that threaten major industrial companies. 
Therefore, the companies’ ability to improve the product innovation process is critical for long-
term sustainability. These identified challenges are still common among companies in the 
industry. (Engwall et al., 2005) 
 
The general overview of the new product development process and its steps can be seen in 
Figure 3. The process includes an idea generation phase followed by a concept development. 
Later on, a practical part is followed where the prototyping starts through a series of iterations 
against market and is then followed by a full implementation. In practice, the process is far from 
linear, but Figure 3 outlines the general part that all innovations, in one way or another, have to 
go through before a successful launch. (Bullinger, 2009; Engwall et al., 2003) 

Vision Mission Objectives Situation 
Analysis

Strategy 
Formulation

Implemen-
tation Control
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Figure 3: New product development process (Bullinger, 2009; Engwall et al., 2003) 

3.3.1 Systematic approach of product development 
The new product development process is often illustrated as a linear process; however, the 
process is different for each innovation. What is common is the systematic approach, which has 
been developed to present the common steps that have to be included in the development 
process in order to successfully create a product or service from an idea. (Johannesson et al., 
2004; Gessinger, 2009) The systematic approach, also called as the standard operational product 
development process can be seen in Figure 4. 
 

 
 
 
 
 
 

 
 

 
 

 
 

3.3.2 The Stage-gate process 
In 1991, Cooper & Kleinschmidt analyzed the new product development processes at leading 
industrial companies. The purpose was to identify the usage of new product development 
processes and whether it works in practice. Cooper & Kleinschmidt (1991) identified deficiencies 
in the new product development processes and among the common ones were, for example: the 
time spent, lack of real control and process being limited to certain types of projects. A study in 
which managers from five leading companies in the US were interviewed led to suggestions for 
improvement for the new product development processes. (Cooper & Kleinschmidt, 1991) 
Among the most common answers, the managers mentioned a more disciplined approach, better 
up-front work prior to development and a lower decision-making authority as improvement 
areas. The collected data from the interviews with the managers resulted in a demand for a stage-
gate system. (Cooper & Kleinschmidt, 1991)  
 
The result from the study made by Cooper & Kleinschmidt (1991) showed that the successful 
companies were those who adopted a formal game plan approach to the industrial product 
innovation. The implementation of the stage-gate for new product development processes had 
produced enviable results for the companies’ ability to achieve sustainable results in the long run. 
Figure 5 shows an overviewing model of a typical stage-gate new product model, described by 
Cooper (1990). 
 

Idea Generation Concept 
Development Prototype Product/Market 

Test
Market 

Introduction

Figure 4: Strategic Planning Process (Gessinger, 2009; Johannesson et al., 2004) 
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Figure 5: Overview of stage-gate new product model (Cooper, 1990) 

3.3.3 Third-Generation new product development processes 
A few years after that Cooper presented the study of the five leading companies and their new 
product development process, he made a study where he identified weaknesses with the current 
model. Until then, the stage-gate systems had been implemented and widely adopted among 
companies all over the US and the results were positive. (Cooper, 1994) However, the current 
model, the so-called second-generation roadmap still had its weaknesses and therefore, Cooper 
(1994) presented four fundamental key changes. The changes resolved around four F:s, fluid, 
fuzzy, focus and flexible.  
 
Based on the four F:s a new model was introduced; the third-generation new product process. The 
model is built on overlapping, fluid stages and fuzzy go/kill decision points. Instead of a static 
model, the third-generation process offers a “smarter system”, more flexible and tailored to meet 
specific needs of different projects. Using fuzzy gates also gives a sophisticated and thoughtful 
decision-making. (Cooper, 1994) Even though the third-generation new product process at first 
sight seems to be better than its former one, Cooper (1994) also concluded that with increased 
flexibility comes increased uncertainty and risk. However, Cooper (1994) also mentioned that no 
model is perfect and in a competitive market in combination with decreased technology lifetime, 
it is critical to be flexible and meet customers’ needs to ensure long-term stability. (Cooper, 1994; 
Baden-Fuller & Haefliger, 2013) 
 
3.4 What winners in new product development have taught us 
In 1999, Cooper continued the analysis of the stage-gate process by presenting reasons why 
certain companies were successful with new product development. The so-called Invisible 
Success Factors were listed as followed (Cooper, 1999):  
 
3.4.1 Stable up-front homework 
In 1980, a research made by Hopkins, showed that new product development projects failed 
because of bad and non-sufficient up-front “homework”. Cooper (1999) defines up-front 
homework as the opportunity to have more time, money, and effort and is a main reason behind 
a company’s ability to generate high-quality product development. This is also directly positively 
correlated to the profitability of the company. (Cooper & Kleinschmidt, 1995) 
 
3.4.2 Customer-focus 
According to Keegan et al. (1999), the demand of customer-focused new product development is 
increasing among companies. Since the market competition is tightening and the overall product 
life cycle is decreasing, the companies have to fulfill the specific needs of their customers and 
understand what is demanded from them. (Schilling, 2005) Cooper (1999) identified this focus as 
one of the success factors behind new product development and means that there should always 
be a continuous dialogue with the customer. In order to understand the customers’ needs, one 
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can use tools and methods such as market studies, customer tests etc. Studies have shown that 
high-quality marketing actions against market and customers, increases the success of the new 
product development. (Cooper et al., 1998) 
 
3.4.3 Product diversification 
Crawford (1992) identified the third success factor as a product diversification. A diversified 
product portfolio should be able to generate unique customer benefits and superior values for 
the customers. Cooper (1999) meant that, not only does a good diversification increase the 
success rate of the company’s new product development, in the long run; it also increases the 
chance of achieving higher market shares. Different products create a hedging ability, however it 
is also important to notice that it is more difficult to handle and create several superior products. 
(Cooper, 1999) 
 
3.4.4 Sharp, stable and early product definition 
A common reason for failure for new product development is that companies fail to define the 
attributes of the products. They lack knowledge and facts about the target market, as well as the 
features and attributes of the product itself and therefore delaying the launch or even resulting in 
product failure. (Cooper, 1999) 
 
3.4.5 Plan and resource early market launch 
Cooper (1999) expressed that an early and well-planed market launch is obvious, however there is 
still lack of unorganized launches among companies. Companies do not live as they learn and 
therefore tend to repeat their mistakes, especially in an important phase such as the market 
launch. An early market launch can help save resources and time – but if not planned well,  it 
risks going in the opposite direction instead.   
 
3.4.6 Tough go/kill decision points  
According to Cooper (1999), once a project has begun, it is a small chance that it will be 
abandoned. “People are afraid of killing their babies” and this shows that too many companies move 
too far in to the new product development process without serious scrutiny. (Cooper, 1999) 
Even though the guidelines clearly point that a project should not be further executed, people are 
unwilling to understand that the resources invested are wasted. Instead, this behavior leads to a 
negative effect on the organization’s overall allocation of scarce resources. 
 
3.4.7 Organize around cross-functional project teams 
According to Montoya-Weiss & Calantone (1994), studies show that companies that have a good 
and stable organizational design are linked to success. Good and stable design means that the 
project organizations are linked as cross-functional teams, with each member of the project being 
responsible for a certain step in the value chain. (Cooper, 1999) Further, successful project teams 
also have a good communication with top management, who is also fully committed to the 
project.  
 
3.4.8 Build international orientation into your process 
Since the globalization is increasing in a steadily pace, Cooper (1999) also suggests that the new 
developed products should be designed with an international dimension. This means that the 
products should fulfill international requirements from markets globally and not only from 
domestic customers. Through this, the customer exposure increases and the probability of 
collecting more market shares, both locally and globally, increases significantly.  
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3.4.9 What is missing? 
Even though the literature has clearly identified and pointed out the major success factors that 
new product development has, many development projects still run into problems or even fail. 
Cooper (1990; 1994; 1999) identified a gap between theory and practice and stated that successful 
new product developments were relatively few. The problem is not the model, but instead the 
project governance. What is missing is coherence between what should be done and what is 
actually done. In other words, people know the theories, but they do different things in practice.  
 
In a study made in 2005, Engwall et al. questioned the fact that a common model for product 
development is efficient enough. The models are seen as best practice product development and 
even though the design and content of the models are different for each situation (Eisenhardt & 
Tabrizi, 1995), the literature agrees that a common model makes the new product development 
process more efficient.  
 
Further on, Engwall et al. (2005) claims that there is still a gap between the theoretical and 
practical part of new product development. To create maximal efficiency, it is required to have an 
assumed coherence between the formal model and the practical actions. The study proved that 
there is a large discrepancy between model and practice. Since the interpretation of a certain 
model is different for each individual, there are several ways to use the same model. Therefore, 
instead of seeing the model as a perfect guideline for maximum efficient new product 
development, the model should be viewed and treated as a framework providing common 
concepts. 
 
In relation to Engwall et al. (2015), Haines also discussed the challenges related to the 
governance of new product development. One of the biggest challenges with governance of new 
product development is the fact that the perception of the processes and functions are different 
depending on the eyes of the beholder. Haines means that this problem is based on the 
assumption of people having different backgrounds and roles, therefore perceive other functions 
in a different way. This often leads to confusion and misalignment. (Haines, 2013; Ahola et al., 
2014)  
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3.5 Organizational structures 
The purpose of this section is to give an overview of different organizational structures and to 
present the advantages and disadvantages of each structure. 
 
3.5.1 Functional organization structure 
According to Galbraith (1971) the functional organization structure is a traditional hierarchy of a 
company. Each employee in this organization has a single superior and is organized in different 
units based on their specialty. (Galbraith, 1971; Kerzner, 2001) The functional organization 
structure can be seen in Figure 6. 
 
The functional organization tends to be the most complex structure for a project leader to work 
in. Since the functional organization is rooted in a heavy traditional organization, the project 
leaders lack the authority to assign resources. (Kerzner, 2001) Furthermore, in a functional 
organizational structure, the project leader will not have its own department. Instead the project 
leader has to borrow people from different units. In a fast and dynamic organization, the 
resource management for the projects tends to be non-prioritized, leading the projects to fall 
behind. (Galbraith, 1971; Montoya-Weiss & Calantone, 1994) 
 
The advantages of a functional organization are that it gives a high level of specialization and 
often better control. It also gives higher efficiency and easier staffing. However, it can lead to 
double orders and delay in decision making. Each unit is working separately and communication 
often occurs up and through top management. Furthermore, it could result in a lack of 
coordination and a complex communication structure. (Galbraith, 1971; Montoya-Weiss & 
Calantone, 1994; Kerzner, 2001) 
 
 
 
 
 
  
 
 
 
 
 
 
 

 
 

 

Figure 6: Functional organization structure (Galbraith, 1971) 
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3.5.2 Project organization structure 
According to Cleland (1995), projects are a unique form of organization structure, which is often 
related to complexity and uncertainty. A common project structure is seen in Figure 7. Typically, 
the project organization has a business sponsor, who is the owner of the project. Under the 
business sponsor there is a steering group, who has the main responsibility to support the 
project. (Kerzner, 2001) The steering group designates a project manager, who is responsible for 
the project operations and is managing a number of project members. In connection to the 
project manager, there is also a reference group, which provides expertise to the project in terms 
of knowledge and data. In a project organization, the business sponsor has the most authority 
since he/she is often funding the project. (Kerzner, 2001; Thamhain, 1999) 
 

 
 

Figure 7: Project organization structure (Kerzner, 2001; SMT Intranet, 2016)  

3.5.3 Matrix organization structure 
According to Galbraith (1971), a matrix organization structure is an alternative version of the 
functional organization. This organizational structure became common in the late 60s.  
 
The matrix organization is still formed as a functional structure; however, there are also cross-
functional organizations going in parallel throughout the whole organization. These cross-
functional organizations act as support functions for the whole organization, for example: human 
resources and R&D. Another form of cross-functional organization is the project organization. 
In this type of matrix organizations, the project leaders have more authority than in the 
traditional functional organization. Working in a matrix organization will enable an easier way for 
the project leader to manage projects and assign resources. The matrix organization structure can 
be seen in Figure 8. 
 
It is important to keep a balanced authority level between the project leader and the functional 
line manager. Depending on the level of authority, the project leader is either called a 
heavyweight or a lightweight project leader (Karrbom Gustavsson & Hallin, 2012) Montoya-
Weiss & Calantone (1994) claims that a matrix organization structure often is a success factor 
behind successful new product development. 

Business Sponsor

Project Member Project Member Project Member

Reference Group

Steering Group

Project Manager
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According to Ford and Randolph (1992) & Grey (2012) the advantages of a matrix organization 
are for example, increased flexibility and easier achieving technical excellence. In contrary, one 
disadvantage is that it often creates a conflict between the authority in the project versus line 
organization. Further, the ambiguity over resource management and difficulties with people from 
different background working in teams could also be disadvantages of a matrix organization. 
(Galbraith, 1971; Kerzner, 2001; Miles et al., 1978) 
 

The most common issue companies with a matrix organization structure face, is how much 
authority the project leader should have. (Kerzner, 2001) According to Kerzner (2001) and 
Galbraith (1971), it is very important to have a balanced authority and good relationship between 
the functional line manager and the project leader, however this is often hard to implement in 
practice. According to Ford & Randolph (1992) it is not only the balance that needs to be 
considered. Since the matrix organization structure is developed from the traditional functional 
organization structure, one also have to consider how other roles are getting affected by 
increasing the project leader’s authority. (Jonas, 2010) 
 
3.6 Earlier research in project governance 
In order to minimize the gap between the model and the practical usage of any standardized 
product development model, it is important to have a stable and well-functioning project 
governance structure. Since new product development tend to be uncertain, it is important to 
have a clear structure for the project in order to deliver long-term value. (Too & Weaver, 2014; 
Keegan & Turner, 2002) Efficient project governance leads to an overall good project outcome. 
(Burke & Barron, 2007) 
 

Figure 8: Matrix organization structure (Galbraith, 1971) 
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3.6.1 Definition of project governance 
The definition of governance is: the organizational processes through which leaders manage corporate policies, 
business processes, operations and resources (Haines, 2013; Muller, 2009). Haines (2013) means that 
effective governance structures ensure that the management is strategically aligned with the 
company’s vision and that investments across the organization can be managed easily. Too & 
Weaver (2014) mean that effective project governance should be based on the organization’s 
business strategy to be able to generate maximum benefit. Since the threats on companies are 
increasing though competition, digitalization and technology, companies must improve their 
efficiency. There are currently many inefficient and inconsistent practices regarding new product 
development. The solution is to have a well-functioning project governance of new product 
development and its associated processes and methods. (Haines, 2013)  
 
3.6.2 Project governance versus governance of projects 
In a study made by Ahola et al. (2014), the authors mean that there is a clear lack of shared and 
universally accepted view of the project governance definition. The study which was made with 
the purpose to identify a clear understanding of what project governance is, resulted in two main 
definitions.  
 
Earlier research within project governance literature categorizes project governance as an external 
phenomenon, also known as governance of projects. However, project governance can also be 
defined as internal, also known as project governance. (Ahola et al., 2014; Bekker & Steyn, 2009) The 
first is defined as an activity that is externally imposed by the project-based company on the 
particular projects. For example, in an article written by the Association for Project management 
in 2004, the governance of projects was defined as follows: “The governance of project management 
concerns those areas of corporate governance that are specifically related to project activities. The effective governance 
of project management ensures that an organization’s project portfolio is aligned to the organization’s objectives, is 
delivered efficiently and is sustainable.” (APM, 2004)  
 
The latter, project governance is based on the assumption that unique projects require specific 
and tailored governance structures. These structures should focus on defining shared views of 
coordination, safeguarding and adaption of projects, in both project-based and non-project-based 
companies. (Ahola et al., 2014) For example, in an article written by Miller & Hoobs (2005), the 
definition was that “Large projects require a specific governance regime adapted to the characteristics of the 
project and its context and that and without such regime, the probability of encountering severe problems is 
increased.” 
 
3.7 Underlying mechanisms of project governance 
Cooper (1999) identified that success factors behind successful new product development 
projects are often related to: stable-up-front work, customer-focus, product diversification and 
definition, early market launch etc. This was also validated by Schultz et al. (1987), who 
broadened the findings by stating that successful projects tend to depend on mechanisms such as 
clearly defined goals, detailed plan, implementation processes and client focus. However, research also 
suggests that successful project governance and performance are mainly driven by factors from 
the human side. (Mullaly, 2004) Improving the project governance activities in terms of conflict 
management, communication and collaboration, clear roles and responsibilities, have led to an 
overall improvement of the project outcome. (Hartman & Ashrafi, 2002) 
 
Project governance in a matrix organization is particularly difficult to manage. A common 
disadvantage with the matrix organization is that it often creates a conflict between the 
authorities of the project and the line organization. (Galbraith, 1971; Kerzner, 2001) The conflict 
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leads to misunderstanding in communication, overlapping roles and responsibilities, decentralized 
decision-making and complex interfaces. (Kerzner, 2001) 
 
In 2010, Anantatmula made a study that investigated the people-related factors behind successful 
projects. The study was made on 60 project management professionals and it showed that in 
general, the three most prioritized people-related factors were: clarity in communication, clearly defined 
roles and responsibilities and clear communication of expectations. Based on the findings, Anantatmula 
(2010) introduced a framework for successful projects. The framework, seen in Figure 9, 
describes the most important people-related factors, their means and what they possibly can 
result in.  
 

 
Figure 9: People-related factors framework for successful projects (Anantatmula, 2010) 

The findings from the study made by Anantatmula (2010), showed that project governance could 
be improved by improving the definition of roles and responsibilities and communication and 
collaboration. This is especially important in a matrix organization, since project management tends 
to be non-prioritized and therefore affecting the project governance negatively. (Galbraith, 1971; 
Montoya-Weiss & Calantone, 1994) 
 
3.7.1 Communication and collaboration 
Projects have historically been prone to communication difficulties. One reason behind this is the 
unique nature of projects in a matrix organization, making the communication within the projects 
particularly difficult. (Cleland, 1995) Burke & Barron (2007) meant that efficient project 
governance could be achieved through several solutions. As mentioned earlier, a lot of these 
solutions are people-related. (Mullaly, 2004) For instance, one major factor for a successful 
project is communication. (Anantatmula, 2010) Bad communication often leads to bad 
collaboration between the individuals involved in the project. (Burke & Barron, 2007) 
 
Furthermore, Schwaber (2004) means that a common problem with the matrix organization is 
that the static structure often harms communication. This leads to a negative effect on the project 
outcome. Burke & Barron (2007) argue that a common underestimation firms make is to think 
that information cost money, however they do not see that lack of information often cost even 
more. In addition, lack of communication can lead to longer lead-time and affects collaboration 
negatively, due to that meetings and deliveries tend to be prolonged. (Burke & Barron, 2007; 
Anantatmula, 2010) 
 
The ability to communicate well is setting the basis for an efficient project leadership. (Burke & 
Barron, 2007) It is therefore of a major importance to clearly define the project communication 
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management. To increase the communication within a project, it is crucial to define a clear 
collaboration strategy. The strategy should clearly point out how the project communication 
should be conducted in the matrix organization. (Binder, 2007; Hartman & Ashrafi, 2002) 
Whether the communication and collaboration are well managed or not can determine the quality 
of the project outcome. (Burke & Barron, 2007; Anantatmula, 2010) 
 
3.7.2 Roles and responsibilities 
Another factor behind successful projects identified by Anantatmula (2010) is to have clear 
definitions of roles and responsibilities. According to Kerzner (2001), a common problem with 
project governance, especially in matrix organizations, is overlapping roles and responsibilities 
between involved individuals. Kerzner (2001) meant that in practice, individuals in the project 
tend to be engaged in more than one project in addition to the line operations in the functional 
organization. This creates conflicts and fuzzy borders between different roles, which lead to 
unclear roles and responsibilities.  
 
To avoid conflicts and enhance teamwork, it is important to define what each individual 
specifically needs to do. (Day, 1998; Weiss, 2001) This is especially important in a matrix 
organization, where conflicts between line organization and projects tends to occur. Thamhain 
(1999) identified that one major factor behind successful project governance is to define clear 
roles and responsibilities for the project team. Not only is it important to understand the 
different roles in a project, but also to define the responsibilities for each individual. This will lead 
to an environment of trust and support and the quality of the project outcomes will increase.  
 
3.7.3 Establish trust and manage outcomes 
From the study made by Anantatmula (2010), it was concluded that defining roles and 
responsibilities is the first and most important step for managing projects. This, together with 
creating communication clarity in everyday work sets the foundation for achieving a successful 
project outcome. To achieve this, Anantatmula (2010) mean that one can communicate 
expectations, employ consistent processes and facilitate support. By doing this, project members 
will be able to establish trust and be able to manage outcomes in a much better way. 
 

• Establish trust 
This term is explained as an open environment where all individuals can communicate 
freely. The organizational culture should promote transparency and openness and the 
members should be able to share knowledge and collaborate.  

• Manage outcomes 
This term refers to a clearly defined and understood project mission and objectives. By 
doing this, it will help the firm to develop a formal evaluation of the project outcomes, 
hence determine whether the project is successful or not. According to Anantatmula 
(2010), this promotes the performance, motivation, recognition and synergies in teams 
when working with projects.  

___________________________________________________________________________ 
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4 The Case company 
This section gives a broad overview to SMT’s operations to provide an understanding of how SMT work with 
NPPD.  
 
4.1 Sandvik Materials Technology 
The Sandvik group is a global industrial group specialized in advanced, high technology products 
and was founded in 1862. The Sandvik group has more than 47 000 employees in 130 countries, 
and operates in five business areas where they invest approximately 3 Billion SEK in R&D 
(Sandvik, 2015a). The company consists of five business areas where SMT represents one. Each 
business area is responsible for its own research and development, production and sales.  
 
SMT is a world-leading manufacturer of high-value added steel products and is located in 
Sandviken, Sweden. They are a leading developer and producer of advanced stainless steels, 
special alloys, titanium etc. SMT works within three product areas: Primary Products, Tube and Strip, 
Wire and Heating Technology and have a long tradition of innovations, which is supported by 
significant investments in R&D. SMT and their central-R&D are industry leaders when it comes 
to successfully launching new products and materials. The business area has around 7000 
employees and annual sales around 15 000 MSEK. (Sandvik, 2015b) 
 
Since the steel industry market is competitive and the general product life cycle is decreasing, it is 
more important than ever to create and develop products that suites a clear demand from 
customers. (Sandvik, 2015b) 
 
The steel industry usually tends to have low profit margins, however SMT have kept relatively 
high profit margins in comparison to the industry throughout the years. That is heavily related to 
the fact that SMT produces high-value added products. This has been possible partly due to the 
innovation pace the company has. However, competition is increasing and SMT has identified 
this partly through declining profit margins. In order for SMT to keep their high profit margins 
they need to innovate in a faster phase. (Keegan et al., 1999) 
 
4.2 Sandvik Materials Technology’s organizational structure 
Sandvik Materials Technology is one of five business areas of Sandvik AB and is structured as a 
matrix organization. Parallel with subdivisions, SMT has three product areas, seen in Figure 10, 
Primary products, Tube and Strip, Wire and Heating Technology. (Sandvik Intranet, 2016) An overview 
of the organizational structure is illustrated in appendix 3. 
 
4.2.1 The matrix organizational structure 
SMT’s organizational structure is formed as a matrix organization, where the departments are 
divided into several functions under the decision-making top management. Under the top 
management (CEO for SMT) there are six functional departments; Business Area General Counsel, 
Finance and IT, Strategy and Communication, Human Resources, Research and Development and Sourcing and 
Logistics. The operations within each product area go parallel through all divisions.  
 
The focus of this study was to analyze the operations within R&D, marked as green in Figure 10 
and its product areas, marked as orange. These divisions are the most relevant fields for the 
study, since the primary work within the NPPD process is executed here. New product 
development within each product area is operated separately. In other words, SMT is conducting 
NPPD within the R&D apart from the products areas. Furthermore, the different product areas 
are also conducting NPPD operations apart from each other and R&D. 
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Figure 10: The functional organization at SMT (SMT Intranet, 2016) 

 
4.2.2 Research and development 
The organizational structure for the R&D department can be seen in Figure 11. SMT focus their 
research on three main areas: Metallurgy, Tube and Strip, wire and heating technology. The research 
areas under R&D; Metallurgy, Tube and SWHT act as support functions for the earlier 
mentioned product areas within SMT (colored as orange in Figure 10). Besides the divisions for 
respective product area, there are also units for strategic research and R&D process management. 
R&D acts as a support function to the three product areas when it comes to NPPD projects. 
(Sandvik Intranet, 2016)  
 

 
 

Figure 11: The functional organization for the R&D department at SMT (SMT Intranet, 2016) 
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4.2.3 Product areas 
Each of the three product areas in SMT (seen in Figure 10) is also divided into subdivisions. The 
functional structure for each area does not differ significantly from the earlier introduced top 
management level and all relevant functions are included. In a similar way as SMT is divided into 
product areas, each product area consists of several business units. Depending on the product 
area, the amount of business units varies between 3-5 and each corresponds to a major product 
category within the area. The functional organization for a general product area can be viewed in 
Figure 12.  

 
Figure 12: The functional organization for a general product area (SMT Intranet, 2016) 

4.2.4 SMT’s Business units 
Each business unit corresponds to a product category within the product area. Examples of 
business units are Oil & Gas and Nuclear within the product area Tube and Heating Systems and 
Powder within the area of Strip, Wire and Heating Technology. The aim with the business units is to 
work as close to the market as possible. Each business unit is responsible for the sales towards 
established and new customers.  The product managers are responsible for a continuous 
evaluation of changes in demand and from there adjust the strategy to fulfill the customers’ 
changing behaviors. The functional organization for a general business unit can be seen in Figure 
13.   
 
 

 
 
Figure 13: The functional organization for a business unit (SMT Intranet, 2016) 
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4.3 SMT Single Project Model 
Every project initialized at SMT has to follow the Single Project Model (SPM). The model 
includes certain steps, guidelines and templates that the involved employees have to follow in 
order to manage a project successfully. The SPM is based on an ISO-standard (ISO 21500) and 
includes knowledge areas, templates, policies and guidelines for project execution. The model is 
developed from the classical and earlier introduced Stage-gate (Cooper, 1990). The overviewing 
model for the SPM at SMT can be seen in Figure 14. There are three stages: Business 
justification, Development and Introduction. These stages are divided into steps and in-between 
these steps there are several approval points marked. In each of these points, a decision of 
whether to continue, revise or kill the project has to be made.  
 
 

 
 

Figure 14: SMT’s Single project model (SMT Intranet, 2016) 

Within each step, there are objectives and common guidelines for what key activities that have to 
be performed. Each step has its own input and required output. When coming to an approval 
point, the appointed decision maker for that step has to decide whether to continue, iterate or kill 
the project. The NPPD process is built on the SPM model, however it includes checklists and 
guidelines for each specific step to ensure the quality of the process. 
 
Taking the “conceptual” phase as an example, the input here is a business idea and the output is an 
idea statement and draft business case. When coming to an approval point (AP1) a decision 
maker, in this case the business sponsor has the final saying in whether to continue with the idea 
or not. Based on how well the project is executed and if it meets the objectives of the specific 
checklist in that step, the outcome of AP1 could be an approved initial draft of the business case 
and a feasibility charter.  
 
4.3.1 Business justification  
As seen in Figure 14, the Business justification is the first phases of SMT’s SPM. According to 
SMT Intranet (2016), the purpose of this phase is to build up a solid foundation for starting a 
project, as well as to ensure that the idea is feasible. However, all ideas that go through this phase 
does not formally start as a project. Except from feasibility, the project must also match the 
business planning process for the project portfolio in the considered product area. The business 
sponsor of the project is responsible for all the decisions in the approval points (1, 2 and 3) for 
this phase. (Sandvik Intranet, 2016)  
 
4.3.2 Development 
It is within the development phase that the actual project work takes place. The business sponsor 
is responsible for the documents from the Business justification phase and these are then further 
revised throughout the process. During the development phase the project is led by the project 
leader, who reports to the steering group. Firstly, the project is planned and approved by the 
project leader before going into an execution phase where the project leader and project member 
execute the tasks in the project plan. The preliminary deliverables are then verified before an 
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eventual market introduction. In this phase, the steering group has responsibility over the 
decisions in the approval points (4 and 5). (Sandvik Intranet, 2016) 
 
4.3.3 Introduction 
The last phase is the Introduction phase where the project deliverables are introduced to the 
market (or customer). The outcome of the project is checked against the business case to verify 
the quality of the project. The Introduction phase is finished by a last approval point (6), which is 
meant to evaluate the project progress and collect feedback for future improvements. (Sandvik 
Intranet, 2016) 
 
4.3.4 Project triangle 
In Figure 15 the project triangle can be seen, which defines and ranks the incentives of a project 
in terms of time, function and budget. (Karrbom & Hallin, 2012) Together with the SPM, SMT 
uses the project triangle when defining the project scope and process. For successful projects, the 
triangle often works as a tool to define the purpose so that it is in-line with the company. 
Depending on the project initialized at SMT, the three incentives in the project triangle are of 
different importance. For a time driven project, the focus is on reaching and finishing sub-goals 
and approval points. However, for a budget driven project, the focus is on continuous budget 
follow-up. If a project is more function driven, there will instead be more focus on quality 
control. (SMT Intranet, 2016)  
  
 
 
 
 
 
 
 

 
 
 
 

4.3.5 Governance in NPPD projects at SMT 
Based on the ISO 21500 standard for project management, the model for governance roles is 
shown in Figure 7. (Sandvik Intranet, 2016) 
 
The person ordering the project is the business sponsor, who in the beginning of every NPPD 
project has to specify the requirements for the project delivery. The business sponsor funds the 
project and since the business sponsor is the receiver of the final result, this person is also 
responsible for appropriate use of the final product within the policies and guidelines of the 
company. The business sponsor is often closer to the customers and the market. (Sandvik 
Intranet, 2016) 
 
The steering group is the steering committee of the project. Their tasks include decision-
making, follow up goals, budget and deliveries. The role of steering group member is often held 
by staff with authority within the organization (outside the project), such as the R&D manager 
for the product area or business unit managers. A normal amount of members within this group 
is 3-8. (Sandvik Intranet, 2016) 
 
The operative manager for the project is the project leader. In this role, the person is 
responsible for the steering group for the project objectives, the budget and the deliveries. For 
SMT, the authority of the project manager is of the same level as a lightweight project manager, 

Figure 15: Project triangle (Karrbom & Hallin, 2012; SMT Intranet, 2016) 
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which means that the project manager has an authority given by the steering group. (Sandvik 
Intranet, 2016) 
 
The reference group is a supporting function to help the project and the project manager. The 
group is often involved in technical issues and consists of experts who advise the project 
individuals. (Sandvik Intranet, 2016) 
 
The project members are led by the project manager to carry out the project objectives. The 
number of members depend on the project size. Larger projects can also be divided into 
subprojects, where project members are responsible for a certain part of the project. Typical 
project members in SMT’s NPPD projects are engineers, senior engineers, material experts and 
technicians. (Sandvik Intranet, 2016) 
 
Apart from the line organization, SMT is also conducting NPPD projects. The projects demand 
resources from the line organization and a project group is formed as the structure seen in Figure 
7. The structure is similar to the original project governance structure and is based on the ISO 
21500 standard. (SMT Intranet, 2016) 
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5 Empirical findings 
The following chapter presents the empirical findings from our data gathering.  
 
The research question of this thesis is defined as follows: “How can the consistency of the 
NPPD projects’ outcome at SMT be improved?” To support and help answer this question, the 
following sub-questions were used: 

o How do employees at SMT comprehend the NPPD process? 
o What can be improved in terms of roles and responsibilities in SMT’s NPPD 

projects? 
o What can be improved in terms of communication and collaboration in SMT’s 

NPPD projects? 

The gathered empirical data from the interviews is summarized and presented in tables in the 
next section.  
 
5.1 Empirical findings for the first sub-question 
The findings from the interviews regarding the first sub-question can be seen in Table 3.  

SQ1: How do employees at SMT comprehend the NPPD process? 

Table 3: Empirical findings for the first sub-question 

 How do employees at SMT comprehend the NPPD process? 
 
Identified areas for 
improvement by project 
leaders 
 

 
• Reduce bureaucracy 
• Better common understanding from all perspectives 
• Less up-front heavy model 
• Better resource management 

 
 
Identified areas for 
improvement by steering 
group members 
 

 
• Increase flexibility 
• Reduce bureaucracy 

 
 
Identified areas for 
improvement by business 
sponsors 
 

 
• Increase compliance of the model 
• Better resource management 
• Increase flexibility 

 
 
Identified areas for 
improvement by project 
members 
 

 
• Increase compliance of the model 
• More up-front work 
• Less complex model 
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All four groups stated that the NPPD process has a good purpose, acting as a good structure for 
new product development. However, they also identified areas of improvements. 
 
5.1.1 Project leaders about NPPD 
The project leaders expressed that the model comes with a high level of bureaucracy, where 
administration and documentation cover a lot of time in the schedule. Furthermore, they also 
stated that the common understanding of the model from the perspectives of R&D, production 
and market need to be improved. Another area of improvement is that the NPPD process is up-
front heavy, meaning that it demands a lot of work in terms of accurate data and documentation 
in an early stage. The last area of improvement is regarding the prioritization of resources 
between the projects and the line organization.  
 
5.1.2 Steering group members about NPPD 
The steering group members expressed that there is a need of increased flexibility of the NPPD 
process. Increased flexibility in this context is adaption to different types of projects, i.e. a 
completely new project, an extension from a current project or a project of a smaller scale. 
Furthermore, a more flexible model should increase the parallel work, as approval points tend to 
delay the progress of the projects. The steering group also experienced that the NPPD process is 
bureaucratic for smaller projects, as the project could be overwhelmed with documentation. 
 
5.1.3 Business sponsors about NPPD 
The business sponsors stated that the NPPD process acts as a good tool for comparing projects 
between each other. However, they also expressed that the compliance of the model needs to be 
improved, meaning that the practical implementation of the NPPD process needs to be clearer. 
Further, a common view among the business sponsors was the lack of resources, in terms of 
limited time due to work schedule and workload in the organization. This leads to shortcuts in 
the compliance of the NPPD process. The business sponsors also experienced that smaller 
projects could be overwhelmed with documentation. 
 
5.1.4 Project members about NPPD 
In line with the business sponsors, the project members mean that the compliance of the model 
needs to be strengthened, i.e. the practical implementation of the NPPD process needs to be 
clearer. Another area of improvement is a more focused up-front work regarding the idea 
generation. They also mentioned that the model tends to be complex. 
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5.2 Empirical findings for the second sub-question 
The findings from the interviews regarding the second sub-question can be seen in Table 4. SQ2 
is further answered in the analysis and discussion. 
 
SQ2: What can be improved in terms of roles and responsibilities in SMT’s NPPD projects? 

(PL – project leaders, SG – steering group members, BS – business sponsors, PM – project members) 

 
Table 4: Empirical findings for the second sub-question 

 
 
5.2.1 Project leaders about responsibilities 
The general view that the project leaders had on their own responsibilities was to steer and 
execute the project activities according to the project plan. They also indicated that they are 
responsible for the documentation. The steering group has the responsibility of making decisions 
throughout the project, as well supporting the project in terms of eliminating obstacles and 
providing resources. The business sponsor is the owner of the project, hence has the 
responsibility of defining the scope and to provide the data input for the business case. 
Furthermore, they should also actively follow up the progress by providing updated data input. 
According to the project leaders, the project members are responsible for executing the project 
activities as well as finding the solution for the problems. 

 What responsibilities do each role have in NPPD projects? 
 
Findings from 
project leaders 
 
 

 
• PL: Steer, execute, documentation, follow project plan 
• SG: Decision-making, support the project, eliminate obstacles, provide 

resources 
• BS: Data input, define scope, documentation, follow-up 
• PM: Execution of project activities, develop 

 
 
Finding from 
steering group 
members 

 
• PL: Execute, follow project plan, report status, identify obstacles 
• SG: Set requirements, decision-making, provide knowledge 
• BS: Define scope, provide business case 
• PM: Execution of project activities, be creative 

 
Findings from 
business 
sponsors  
 

 
• PL: Steer, execute, follow project plan, follow-up 
• SG: Support the project, decision-making, provide knowledge 
• BS: Define scope, data input (beginning only) 
• PM: Execution of project activities, planning 

 
 
Findings from 
project 
members  
 

 
• PL: Follow project plan, facilitate 
• SG: Decision-making, define scope, provide knowledge 
• BS: Define scope, support, market data, resource management 
• PM: Execution of project activities 
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5.2.2 Steering group members about responsibilities 
The general view the steering group had on their own responsibilities was to set requirements for 
the outcome of the project. They also mention that they are responsible for making decisions 
regarding the progress of the project, as well as being experts by providing knowledge. The 
project leaders have the responsibility to execute the project activities listed in the project plan. 
They also have to report the status and identify obstacles and notify the steering group. The 
business sponsor has the responsibility of defining the project scope and providing a business 
case. According to the steering group, the project members are responsible for executing the 
project activities as well as being creative while solving the problems. 
 
5.2.3 Business sponsors about responsibilities 
The general view the business sponsors had on their own responsibilities were to define the 
scope of the project and provide data input for the business case. The project leaders have the 
responsibility to steer and execute the project activities listed in the project plan. They also have 
to follow up the outcome of the executed activities. The steering group has the responsibility to 
support the project by providing knowledge as well as making decisions regarding the progress of 
the project. According to the business sponsors, the project members need to plan and execute 
the project activities. 
 
5.2.4 Project members about responsibilities 
The general view the project members had on their own responsibilities were to execute the 
project activities. The project leaders have the responsibility to follow the project activities listed 
in the project plan and to facilitate the execution of them. The steering group has the 
responsibility to support the project by providing knowledge and defining the scope. They are 
also responsible for making decisions regarding the progress of the project. According to the 
project members, the business sponsor needs to define the scope and provide market data to the 
business case. Furthermore, they are also responsible of supporting the project leader and 
managing resources.  
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5.3 Empirical findings for the third sub-question 
The findings from the interviews regarding the third sub-question can be seen in Table 5.  
SQ3: What can be improved in terms of communication and collaboration in SMT’s NPPD projects? 

Table 5: Empirical findings for the third sub-question 

 
SQ3: What can be improved in terms of communication and collaboration in SMT’s NPPD projects? 

5.3.1 Project leaders about communication and collaboration 
The project leaders expressed that the communication tend to be informal. Roles and 
responsibilities are not clearly defined, meaning that individuals sometimes have contradictory 
views of responsibilities. The R&D, production and market departments also need to improve 
the common focus, in terms of having the same goal for the project. 
 
5.3.2 Steering group members about communication and collaboration 
In line with project leaders, the steering group expressed that the communication tends to be 
informal. Furthermore, the collaboration between the line organization and the projects could be 
improved, by having a more structured prioritization of activities. 
 
5.3.3 Business sponsors about communication and collaboration 
The business sponsors expressed that the communication could be improved by implementing a 
more proactive risk communication. Another improvement area is regarding the roles and 
responsibilities, which according to the business sponsors, tend to be informal. The collaboration 
between the line organization and the projects could also be improved, by having a more 
structure prioritization of activities.   

 What can be improved in terms of communication and 
collaboration in SMT’s NPPD projects? 

 
Identified areas for 
improvement by project leaders 
 

 
• Less informal roles and responsibilities 
• More common focus 

 
 
Identified areas for 
improvement by steering group 
members 
 

 
• Less informal communication 
• Increase collaboration between the line organization 

and projects 
 

 
Identified areas for 
improvement by business 
sponsors 
 

 
• Increase proactive risk communication 
• Less informal roles and responsibilities 

 
 
Identified areas for 
improvement by project 
members 

 

 
• Less informal communication 
• Adapt meeting frequency to workload 
• Increase collaboration between the line organization 

and projects 
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5.3.4 Project members about communication and collaboration 
The project members expressed that the communication tends to be informal. Another 
improvement area is regarding the project meetings, where they mentioned that the meeting 
frequency should be adapted to current workload in the project.  
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6 Analysis and discussion 
This chapter will focus on discussing and analyzing the empirical findings.  A discussion will be conducted around 
potential solutions for the identified problem areas. 
 
The discussion and analysis will be formed around the sub-research questions for the study:  

o How do employees at SMT comprehend the NPPD process? 
o What can be improved in terms of roles and responsibilities in SMT’s NPPD 

projects? 
o What can be improved in terms of communication and collaboration in SMT’s 

NPPD projects? 

Afterwards, the analysis will be focused on our main research question, which is: 

• How can the consistency of the NPPD projects’ outcome at SMT be improved? 

Important to notice is that the aim of the interviews was to find areas for improvements, rather 
than highlighting the strengths of the NPPD process. Hence, the focus of the following 
discussion will be on analyzing the areas for improvements. 
 
6.1 How do employees at SMT comprehend the NPPD process? 
The empirical data showed that all four groups experienced the clear purpose of the NPPD 
process as positive. The original purpose of the NPPD process is that it should act as a 
structured way to conduct research projects at SMT. The aim of having a structured model is to 
ensure the timeframe, cost and quality outcome of the projects, as well as having a common 
understanding of the project from all perspectives. All of this will lead to a structured way of 
comparing projects between each other. 

6.1.1 Different perceptions on how much one should follow the NPPD process 
All four groups understood the original purpose of the model. However, there was a difference 
in the extent of how much one should follow the process. This means that some people would 
perceive the NPPD process as a strict guideline, while others perceive it as a toolbox, where one 
can pick the parts that are relevant for each specific project. Having these different perceptions 
on the NPPD process can lead to a loss of its original purpose. These different perceptions were 
not specific for a certain group; instead they were shared among all four. The factors behind 
these different perceptions on the NPPD process can depend on different factors. The main 
factor can be identified as low project maturity at SMT, in terms of ignorance and low discipline.  

Ignorance 
Ignorance was also identified by Cooper (1999) and is explained as people ignore what has to be 
done or do not know what to do. Cooper (1999) continued by stating that people are resistant to 
changes and therefore ignore. Some often lack a complete and overviewing perspective on how a 
successful project is executed and what important parts it consists of. (Cooper, 1999) Too & 
Weaver (2014) continued the discussion by expressing that a reason behind ignorance is that 
people do not see the connection between projects executed and how this is connected to the 
value-creating mission of the organization.  

Haines (2013) identified that ignorance in new product development process is one of the biggest 
challenges with project governance in new product development projects. Meaning that the 
perception of the processes and functions are different depending on the eyes of the beholder. 
For example, a project engineer does not see the roles and responsibilities of the marketing 
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department and therefore ignore and perceive it as a black box. (Cooper, 1999; Haines, 2013; 
Ahola et al., 2014)  

Throughout our interviews, we could identify ignorance, in terms of having different 
perspectives, as one factor. For example, the business sponsors expressed that they did not have 
a full understanding of where the project expenses went. This would then lead to a feeling that 
some processes extended in time and had an unaccountable cost structure. On the other hand, 
the project leaders expressed that the specification of the project lacked details, meaning they 
sometimes did not know when the solution was “good enough”. The business sponsors countered 
with that the specifications sometimes tend to change due to that the customer comes up with 
new specifications or that the market demands changes. This shows that the different roles 
sometimes have difficulties to understand each other’s perspectives, which can lead to them not 
seeing the need to fully follow the process. By ignoring what has to be done and following the 
process to different extent, it will then lead to a negative effect on the project outcome. 

One solution to this problem is change in management. SMT must create urgency for change 
within the organization. During the interviews at the R&D department the interviewees revealed 
that the new product development projects that followed the NPPD process were more 
successful than projects that did not. These projects must be highlighted and emphasized to 
create a sense of urgency for change in the organization. The challenges that come with the 
R&D, production, and market department must also be highlighted and spread in the 
organization to achieve a common understanding. This can be achieved through workshops 
where the different departments and roles present their challenges and how they are planning to 
cope with them.  

Lack of discipline 
Another reason for these different perceptions on the NPPD process can be explained by lack of 
discipline. According to Cooper (1999) the most common reason behind lack of discipline is the 
fact that people are lazy and have a negative approach to changes. The first was not identified, in 
contrast the interviewees were very energetic and had a passion for what they did. The latter, 
having a negative approach to changes, was however identified during the interviews. Meaning 
that people tend not to follow the process. The following behaviors were identified:  

The “Just do it”-approach, common among projects that take too much time 
According to Cooper (1999) “the just do it”-approach, also known as “trial and error”, has 
especially been identified in projects that took longer time than expected and this was also the 
case in this study. This impulsive approach led to many iterations and the project took even 
longer time than expected. For instance, an interviewee mentioned that: “This project should not be 
that difficult, it should almost be solved by a master thesis, however we are stuck and we are just iterating”. The 
eagerness to solve the problem lead to less time for planning the process. Instead, one tends to 
skip steps in the process, which leads to the “just do it”-approach.   
 
The management demands that the project team embrace best practices, losing the key steps and activities 
Some interviewees felt that too much focus was on achieving a perfect compliance of the NPPD 
process. This led to a feeling that the project lost its original focus when it comes to key steps 
and activities. For example, one mentioned that: “Sometimes it feels like it’s more focus on following each 
step of administrative work, rather than real project work”.  
 
Inappropriate behavior as gatekeepers 
All four groups expressed that the constant absences of key individuals in the steering group led 
to a prolonged project. The steering group members sometimes missed important project 
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meetings and decision points, which resulted in, both projects and its members, not getting the 
full support and feedback needed in order to proceed the project activities.  

 
Project priorities change too often 
Some steering group members and project leaders felt that the projects priorities often changed. 
This led to confusion and some project leaders expressed that they did not know when the 
outcome was “good enough”. 

 
Too many make-work activities, management demands myriad reports and presentations 
Employees working in the project are heavily loaded with work. This is also a common problem 
in matrix organizations that conducts projects along with the line operations, making the 
prioritization of resources very difficult. (Jonas, 2010) Hence, the documentation and reports get 
lower priority due to that it is seen as non-value creating activities. This is also reinforced due to 
people not getting enough feedback on the documents.  
 
6.1.2 Different solutions for lack of discipline 
The solution for lack of discipline for new product development can be divided into three main 
parts. The first is that the leaders have to understand the vital role of the final products in their 
business. In the current rapid market, innovation plays a vital part of a company’s long-term 
strategy (Baden-Fuller et al., 2013). Therefore, the leaders must understand that the new product 
development will contribute to the company’s long-term success. Even more important is that 
the information needs to be spread throughout the organization to achieve a homogenous focus 
on how to reach that goal.  
 
The second solution is that the leader must demonstrate leadership. (Cooper, 1999) It is easy to 
delegate responsibility and tasks, however they must lead by example and practice. (Jackson & 
Parry, 2011) The leader is often a mentor and should be able to work in the projects as well. With 
that said, it is important that people with higher authority “walk the walk and not just talk the talk”. 
An example of this can be seen when it comes to the project documentation. The individuals 
who are responsible for giving feedback do not read the documents thoroughly and therefore 
provide poor or no feedback. Hence, the process and its corresponding documents is seen as 
bureaucratic due to people not seeing the purpose of the documents. Documents need to be 
challenged, contested and provided feedback on to highlight the importance of them. 

The third solution is to install a process manager. According to Cooper (1999) there has never 
been a successful implementation of a new product process without a process manager. The role 
of the process manager is to make sure that the process works well, efficient and effectively. 
Also, the process manager should be intended to educate, coach and motivate the members of 
the projects and be responsible for the continuous improvements of the process. By always 
evaluating the new product development process, the process manager will be able to improve 
the identified gaps. During the interviews, we identified that employees need an education in the 
NPPD process due to the different perspectives. Furthermore, the education should not only 
focus on the model and its steps, but also from a higher perspective, on how the process will 
contribute to a greater project outcome. Currently, SMT has an R&D process manager but the 
importance of this role needs to be highlighted to enable the process to be up-to-date.   
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6.1.3 Emphasizing the Business justification or is the NPPD process up-front heavy?  
During the interviews, the project members highlighted that the up-front work tend to be 
underestimated, which then leads to increased workload in the Business Justification-phase. They 
mean that a lot of problems can be foreseen with proper up-front work. In contrast, the business 
sponsors and steering group wanted to have a more flexible model. The reason behind this is to 
shorten the process and launch the product as early as possible, as well as an eagerness and 
interest to solve the actual problem. The business sponsor sees that the current market is 
dynamic and therefore identifies a need to shorten the time to market, to avoid losing market 
shares. This leads to opposing forces regarding how to proceed with the project.  

Earlier research has shown that stable up-front work is one of the success factors for new 
product development projects. (Cooper, 1999) This is also referred to as “homework”, which is 
in line with what the project members mentioned. However, Cooper (1999) also mentioned that 
an early market launch is an equally important success factor, which is in line with what the 
business sponsors and steering group mentioned. These two different views can result in 
temporary opposing forces due to that people do not see the long-term effect. Therefore, it is 
vital to have a balance between both of them to ensure the success of the project. Furthermore, 
when discussing the business justification phase we could see that people had different 
perceptions of it. Some individuals expressed that with proper “homework” and by testing 
different materials in small scale, one could foresee a lot of the potential problems. However, 
other individuals expressed that the “homework” can only be made to a certain degree and that 
“one has to start testing because this is science”. These two different views point in different directions 
and can harm the progress of the project.  However, the message from earlier studies is that 
proper “homework” is a success factor for new product development projects. Therefore, it is 
recommended to conduct an evaluation of earlier projects at SMT to learn from the best practice 
within the organization.  

6.1.4 Line organization versus project organization 
A common understanding has to be implemented on a higher level, between the line organization 
and the project organization. The business sponsor and the project leaders mentioned that one 
area for improvement is resource management. However, the steering group, who has the main 
responsibility for managing resources, did not identify this as a major area for improvement. The 
reason behind this can be identified as a conflict between the line organization and the project, 
(Arvidsson, 2009) meaning that the resources needed for the success of the project tend to be 
non-prioritized in comparison to the line operations. (Engwall & Jerbrant, 2003) The project 
leaders also expressed that there is no structured way of prioritizing resources between the line 
organization and the projects. This is often identified as a problem among matrix organization, 
where there is an authority conflict between the functional managers and project leaders. 
(Galbraith, 1971; Jonas, 2010; Arvidsson, 2009) Therefore, the organization must have a clear 
resource structure on how to deal with projects in the organization.  
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6.2 What can be improved in terms of roles and responsibilities in SMT’s 
NPPD projects? 
 
6.2.1 Roles of the business sponsor and steering group merge together  
According to the NPPD process, the responsibilities of the business sponsor is to define the 
scope of the project, provide data-input and write the business case. Further, the business 
sponsor is also responsible for being the main decision-maker for approval points 1, 2, 3 and 6. 
All four groups were coherent regarding the business sponsor’s responsibilities of defining the 
scope and writing the business case. However, there were different opinions regarding the 
decision-making. Many of the interviewees expressed that the steering group made the decisions, 
however according to the NPPD process, this is not the case. All decisions made during the 
Business Justification phase, should be made by the business sponsor, who has the important role 
of being the owner of the project. Further, the project members meant that the business sponsor 
should support to the project, while in the NPPD process; this is the main responsibility of the 
steering group. 

The reason behind this could be that the individual who has the role of a business sponsor often 
also holds a role as a steering group member in the same project. This creates a fuzzy border 
between the roles and responsibilities of the business sponsor and the steering group, making 
them less clearly defined and therefore losing the purpose of these important roles. Instead, the 
roles of the business sponsor and the steering group tend to merge together in practice. Another 
reason behind why decision-making is not clearly defined in practice is because that in many 
projects, the steering group tends to be formed earlier than what the NPPD process suggests. 
The NPPD process means that the steering group should be constituted during the pre-study 
phase, however this might not always be the case. The steering group is formed earlier than 
suggested, but this does not necessarily need to be a weakness. On the contrary, the steering 
group can support the project at an early stage. If that is the case, the process has to clearly state 
this to avoid any confusion when it comes to decision-making. (Burke & Barron, 2007) 

6.2.2 What is expected from the steering group? 
According to the NPPD process, the responsibilities of the steering group are to follow-up the 
project according to the defined goals, budget and time. Furthermore, they are also responsible 
for making decisions regarding the approval points (4 and 5) within the Development phase. All 
groups were coherent about the fact that the steering group has a decision-making role and that it 
acts as a support by providing knowledge. As already mentioned, the roles of the business 
sponsor and the steering group often merge together in practice and therefore it is important to 
clearly define the roles and responsibilities for each individual. (Anantatmula, 2010) 

The project leaders mentioned that the steering group has the responsibility to eliminate 
obstacles, meaning that they should help to deal with up-coming threats that might affect the 
outcome of the project. The steering group expressed that one responsibility that the project 
leader has is to identify obstacles. Furthermore, the two groups were in general also aware of 
their own responsibilities towards each other. However, each group expressed that the other 
group must act more proactively. This means that both groups are aware of their responsibilities, 
but have to increase their proactive work to simplify the work for each other. Each group must 
be clear about what they expect from each other to be able to deliver what is expected from 
them.  
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6.2.3 The role of the project leader 
According to the NPPD process, the project leader is responsible for the execution of the project 
objectives and to deliver in terms of goals, budget and time. All four groups were coherent 
regarding that the project leader should follow the project plan in order to reach the project 
objectives. The project leader should also be the operational manager of the project, i.e. steering 
and executing the project in the right direction. However, one identified problem is that the 
business sponsor expressed that the project leader had the responsibility to follow-up the results 
of the project. In opposite, the project leader meant that this is the responsibility of the business 
sponsor. The different opinions once again, create unclear definitions of the roles and 
responsibilities. As mentioned earlier, clearly defined roles and responsibilities are crucial in order 
to create a common understanding of the NPPD process. (Day, 1998; Thamhain, 1999; 
Anantatmula, 2010) However, the project leader and the business sponsor can have a shared 
responsibility to follow-up the project but that has to be very clear from the beginning, hence a 
shared responsibility tends to fade away to no responsibility. (Burke & Barron, 2007) 
Furthermore, one could also follow-up different tasks, which should also be clear. 

The project leaders also expressed that they often lack support from the steering group. 
However, the business sponsors and steering group mean that the project leaders have to be 
more proactive when reporting the status of the project. The project leaders expressed that it is 
difficult since the steering group tend to be unavailable. One reason behind this could be that the 
steering group tends to lose focus due to high workload. (Kerzner, 2001; Thamhain, 1999) This, 
in combination with not clearly defined responsibilities for each member of the steering group 
and a high number of steering group members, affect the NPPD projects negatively.  

6.2.4 Project members 
According to the NPPD process, the responsibility of the project members is to carry out the 
project objectives from the project plan. All four groups were overall coherent about the role and 
responsibilities of the project members. However, the project members expressed that they 
sometimes feel restricted when executing certain project activities, since they have limited 
information about the project itself. The steering group mentioned that the project members 
have to be creative, but in order to be creative; the project members expressed that they need to 
have better overview of the project. Hence, it is recommended to provide the project members 
with more information so they have the opportunity to be more creative and add value to the 
outcome of project (Anantatmula, 2010). 
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6.3 What can be improved in terms of communication and collaboration in 
SMT’s NPPD projects? 
What could be identified from the empirical findings regarding communication and collaboration 
is that all four groups experienced an overall good communication and collaboration. However, 
one improvement area is that the communication tends to be informal and that roles and 
responsibilities are sometimes unclear.  

6.3.1 Communication 
The business sponsors and the project leaders described unclear roles and responsibilities as an 
area of improvement, meaning people do not fully know the responsibilities of all members in 
the steering group. Sometimes, individuals in the steering group also tend to not know their own 
responsibilities. The number of steering group members often changes and people join and leave 
the steering group due to career changes. Further, the project leaders expressed that these unclear 
roles have led to confusion when trying to communicate and send project-related information. 
Therefore, it is important to improve the structure of roles and responsibilities. It has to be very 
clear and easy for all involved to know their own responsibilities and the responsibilities of 
others. If the roles and responsibilities are not clearly defined the steering group will find it 
harder to do what they are expected to. (Anantatmula, 2010; Burke & Barron, 2007) 

The steering group and the project members mentioned that communication tends to be 
informal. Documents from the projects are not thoroughly written or read and meetings 
sometimes tend to be a repeat of what was said earlier. Instead of making decisions through 
formal processes, they are sometimes made in an unstructured way through informal 
communication. This leads to confusion since different members are informed at different levels, 
which results in a need of repeating the information and the meetings lose their original purpose. 
(Badir et al., 2012) Therefore, it is important to stress the importance of the forums where the 
decisions are made and to have a well-functioning communication platform. (Hartman & Ashrafi, 
2002) 

As mentioned earlier, it is important to clearly define and assign specific responsibilities to each 
individual in the steering group. This is especially important in an organization as SMT, where 
employees often move within the organization. This will facilitate the communication in a way 
that roles and responsibilities for each individual will be clearer. (Schwaber, 2004) This will also 
enable a smoother replacement of people in the steering group since the next person will know 
what is expected from him/her. (Burke & Barron, 2007) 

6.3.2 Collaboration 
The project leaders mentioned that the common focus between the departments of R&D, 
production and market could be improved. The informal communication and unclear roles and 
responsibilities can have a negative impact and harm the progress of the project. Furthermore, 
the project members and the steering group expressed that the communication tends to be 
informal and that the collaboration between the line organization and the projects needs to be 
improved. Since SMT is formed as a matrix organization, the projects risk to be non-prioritized 
by the people involved in the project due to that they also have another role in the line 
organization. (Kerzner, 2001)  
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6.4 Suggestions for improvement 
In this section, a few suggestions for improvement are presented. These suggestions are a part of 
the results from the analysis and each of them will be presented independently.  
 
6.4.1 Education in NPPD process 
There was a connection between those who said that the process was complex and the ones that 
had no education in the NPPD process. This leads to the conclusion that complexity is due to 
lack of knowledge, which according to Cooper (1999); also is a common problem for 
unsuccessful new product development projects. However, most of the ones who had an 
education in the NPPD process thought that an education is needed for a good project outcome. 
Therefore, the first suggestion of improvement is to standardize an education in the NPPD 
process for all employees involved in a NPPD project. Not only will it help to get a broader 
understanding of the NPPD process, the education will also provide a clearer knowledge about 
their own and others’ roles and responsibilities. (Anantatmula, 2010; Thamhain, 1999) Since the 
different roles in project come from different sides of the company, such as R&D, market and 
production, an education will further help to create a common view of the NPPD process. 

More frequent education will increase the knowledge about the process and should be held to 
educate new employees who are supposed to start working in a NPPD project, as well as to 
refresh the knowledge of employees currently working with the NPPD process. An education is 
already in place but should be mandatory and more frequent. During our interviews at the R&D 
department the interviewees mentioned that projects that have adapted the NPPD process in a 
correct way had a higher possibility to achieve their goals. If that is the case, these examples 
should be presented in the education to create a sense of urgency for change. (Grey, 2012) As 
mentioned in the analysis, a sense of urgency for change is crucial to make people want to change 
their way of working and to understand that the NPPD process is the right process to follow.  

The results of this suggestion will hopefully increase the general understanding, in terms of 
phases, roles and responsibilities of the NPPD process. This will also create a common view 
among employees involved in the NPPD projects, including the departments of R&D, 
production and market. This is very important since the adaption of the NPPD process is 
relatively new for SMT. The disadvantage of this suggestion is that it will demand resources from 
the organization, however this must be related to the improvement potential, which will bring to 
the projects. (Arvidsson, 2009) To reduce the costs, a part of the education in the NPPD process 
could be taught through E-learning, for example by online lectures and tests. Each individual can 
then adapt the learning process to his/her time schedule. The E-learning can also be divided in 
two parts where the first part is a more general part for all members and the second one is 
adapted to the role the individual will have in the project. 

6.4.2 Specific and clear responsibilities for each member in the steering group  
The main reason behind this suggestion is that the role of each steering group member 
sometimes is unclearly defined. The steering group has a shared responsibility but sometimes this 
makes decision-making harder. As mentioned earlier, the role of the steering group also tends to 
merge together with the roles of the business sponsor. Further, we also identified that some of 
the steering group members did not fulfill their main responsibilities to support and make 
decisions and that the steering group tends to have too many members. When the steering group 
increase in members the responsibilities of each individual tend to be unclear, which can create 
an effect of diffusion of responsibility.  

A solution to this problem could be to assign specific and clear responsibilities for each member 
in the steering group. With this, each member in the steering group will clearly know their 
responsibilities and what is expected from them. Since employees at SMT tend to change 
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positions within the organization, this suggestion will also simplify the replacement of a certain 
position in the project. When someone leaves the project, the persons that will fill in will exactly 
know what is expected from him/her. Furthermore, this will also simplify the communication 
since the project will not increase in members and all employees involved in the project will be 
well known. 

6.4.3 Workshops for continuous improvements 
We suggest that workshops should be held by the R&D process manager to make sure that the 
NPPD process works well, is efficient and is always improving. During the workshops, examples 
of projects that have been successful and less successful should be highlighted. This will enable 
the employees from different departments to evaluate the projects in groups. The challenges for 
each department should also be highlighted, meaning that the departments of R&D, production 
and market can present their challenges to each other to broaden the knowledge about each 
other’s processes and challenges. As discussed in the analysis, people can experience the 
processes they are not familiar with as black boxes, which can lead to opposing forces i.e. 
importance of “homework” or upfront heavy process. By always evaluating the NPPD process, 
the process manager will be able to improve identified gaps. To make this possible, the process 
manager should have the authority to keep the process up-to-date. The workshops will create a 
forum where different views meet and can be used to broaden the knowledge and increase the 
project outcomes. The main purpose of this is to reach a common focus on how SMT should 
conduct their NPPD projects. 

6.4.4 The role of the business sponsor 
During the interviews, a recurring discussion topic was the role of the business sponsor. The role 
of a business sponsor is normally held by a position from the market side of SMT, however it 
was questioned whether it should be so. Instead, some suggested that R&D, which generally has 
more knowledge about the NPPD process, should hold the role of the business sponsor and 
therefore be able to apply it in a better way and increase the outcome of the projects. However, 
the backside of this would be that we see a risk for a less market optimized project portfolio.  

Even though a shift in the business sponsor role from market to R&D could result in an 
increased understanding for the NPPD process, we still believe that the market side should hold 
the role of the business sponsor. It is very important that the business sponsor is close to the 
customer and market. (Cooper, 1999) As Cooper et al. (1998) and Keegan (1999) mentioned, it is 
crucial to have a stable customer-focus in new product development project and this is highly 
relevant for SMT’s case as well. What was identified in the analysis was that the business 
sponsors could improve their knowledge in the NPPD process. Furthermore, the interviewees 
also stressed that having a customer-focused project is important. Our suggestion is to increase 
the knowledge about the NPPD process and its challenges rather than shifting the role of the 
business sponsor from the market side to the R&D department. However, this needs to be 
further investigated to reach a definite recommendation. Therefore, this suggestion will not be a 
part of our conclusion.  

6.4.5 Clarify the mandate of the NPPD portfolio manager 
Instead of changing the role of the business sponsor, we suggest that the mandate of the 
portfolio manager needs to be clarified. Currently the mandate of the portfolio manager is not 
clarified. The R&D manager for each specific product area is responsible for the NPPD project 
portfolio; see Figure 11 in the section for the company case. However, all perspectives in the 
organization do not share the same view when it comes to the responsibilities and mandate that 
the R&D manager for each product area has. Since the NPPD project portfolio is an important 
part of the R&D at SMT, it is important that the portfolio is prioritized. (Beringer et al., 2013) 
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Initially, the project portfolio management at SMT was supposed to be a top management 
responsibility. However, it has gone towards a more shared portfolio responsibility, meaning that 
the old original structure is not relevant anymore. As discussed earlier, shared responsibility tends 
to fade into no responsibility. (Burke & Barron, 2007) A suggestion for improvement is therefore 
to define the mandate of the project portfolio manager, who has the responsibility to review 
different business cases, control and evaluate the current portfolio. Furthermore, the R&D 
manager for each product area must work closely with the product area manager, R&D manager 
and the business sponsor.  

This suggestion will give the R&D manager for each specific product area the mandate to act as a 
gatekeeper for the business cases. Clearly defining the mandate of the portfolio manager will 
make the portfolio more optimized when it comes to managing resources. It will also fulfill a 
control and evaluation function when it comes to selecting the optimal business cases. As 
mentioned before, the interviewees expressed that the business cases (and other project 
documents) were not challenged enough and therefore lost its purpose. This could also be a 
reason behind why some interviewees felt that the NPPD process is bureaucratic.     

6.4.6 Clear structure for how to handle projects in the matrix organization 
During the last years, the organization has been more project-oriented, meaning that the 
traditional functional organization has transformed to a matrix organization structure with cross-
functional projects. Since the project-oriented thinking is not clearly rooted, many of the 
interviewees expressed that in general, there is low project maturity at SMT. Since the 
organization is structured around the functional operations, the projects tend to be non-
prioritized. A common problem identified by Cooper (1999) among new product development 
companies is that they often deal with limited resources in combination with too many projects. 
As an interviewee at SMT mentioned: “We are getting less, but each of us have to do more”. The number 
of projects tends to be too many while people still have to manage the line operations.  

This conflict is common among companies; however, each company has to solve this problem by 
their unique solution. (Jonas, 2010; Ford & Randolph, 1992) For example, one common issue is 
that the project leaders at SMT felt that they had problems entering the production to conduct 
tests. Giving them more authority would possibly solve the problem, however one must also 
consider how that will affect the roles and authority structure in the production. (Jonas, 2010) 
Therefore, the last suggestion for improvement is to clearly define a structure for how projects 
should be handled in the matrix organization. The project operations and the functional everyday 
work will often get in the way for each other. (Kerzner, 2001) Hence, a system needs to be in 
place to know how to deal with these collisions.  
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7 Conclusions 
The conclusions present a summary of the findings from this study. Firstly, the sub-questions are answered before 
making the final conclusion on our main research question. We will end this chapter by discussing sustainability 
and propose future studies. 

The purpose of this study was to increase our understanding about project governance in new 
product development projects. The main research question was: “How can the consistency of the 
NPPD projects’ outcome at SMT be improved?” and in order to answer this question, we divided it into 
three sub-questions.  
 
7.1 Concluding remarks from the sub-questions 
 
SQ1: How do employees at SMT comprehend the NPPD process? 
___________________________________________________________________________ 

Areas to improve: 

Common view of how to apply the NPPD process 
Currently, people have different perceptions on how much one should follow the NPPD process. 
This means that some people perceive the NPPD process as a strict guideline, while others 
perceive it as a toolbox, where you can pick the parts that are relevant for each specific project. 
Having these different perceptions on the NPPD process can lead to that it loses its original 
purpose. Therefore, it is important to clarify the compliance of the process in practice; should it 
be flexible or should it be followed strictly?  

No complex model 
There was a connection between those who said that the model was complex and the ones that 
had no education in the NPPD process. This leads to the conclusion that the perceived 
complexity is due to lack of knowledge. 

More up-front work or is the model up-front heavy? 
The project members highlighted that up-front work tends to be underestimated, meaning that 
more work needs to be done in the Business Justification-phase. The reason behind this is that a 
lot of problems can be foreseen with a proper up-front work. In contrast, the business sponsors 
and steering group requested a more flexible model. The reason behind this is to shorten the 
process and launch the product as early as possible, as well as an eagerness and interest to solve 
the actual problem. The business sponsor sees that the current market is dynamic and that there 
is a need to shorten the time to market, in order not to lose market shares. This leads to opposing 
forces regarding how to proceed with the project. These two different views can conflict and 
harm the progress of the project. An evaluation of earlier projects at SMT must be made to learn 
from best practice within the organization.  

Reducing bureaucracy 
Many of the project leaders expressed that the model comes with a high level of bureaucracy, 
where administration and documentation cover a lot of time in the schedule. The steering group 
also experienced that the NPPD process is bureaucratic for smaller projects, meaning the project 
could be overwhelmed with documentation. The individuals who are responsible for giving 
feedback on the project documents do not read them thoroughly and therefore provide poor or 
no feedback. Hence, the model and its corresponding documents is seen as bureaucratic due to 
that people do not see the purpose of the documents. If there is a demand for documents, these 
need to be challenged and provided with feedback on to highlight the importance of them.   
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Resource management 
A common view was that there is lack of resources, in terms of limited time due to work 
schedule and workload in the organization. The project leaders also meant that there is no 
structured prioritization of resources, meaning that the resources needed for the success of the 
project tend to be neglected in comparison to the functional operations. Therefore, it is 
important to have a prioritization of resources between the line organization and projects.  

___________________________________________________________________________ 

SQ2: What can be improved in terms of roles and responsibilities in SMT’s NPPD 
projects? 
___________________________________________________________________________ 

Specific and clear responsibilities for each steering group member 
The main reason behind this improvement is that the role of each steering group member 
sometimes is unclearly defined. The steering group has a shared responsibility but sometimes this 
makes decision-making harder. When the steering group consists of too many individuals the 
responsibilities tend to be unclear and can create an effect of responsibility diffusion. A solution 
to this problem could be to assign specific and clear responsibilities for each member in the 
steering group. Since employees at SMT tend to change positions within the organization, this 
suggestion will also simplify the replacement of a position in the projects.  

Clear border between roles and responsibilities of business sponsor and the steering group 
The individual who has the role of a business sponsor often also holds a role as a steering group 
member in the same project. This creates a fuzzy border between the roles and responsibilities of 
the business sponsor and the steering group, making them less clearly defined. Instead, the roles 
of the business sponsor and the steering group tend to merge together in practice. 

Clear defined roles between the business sponsor and the project leader 
The responsibility of writing some project documents has gone from the business sponsor to the 
project leader. This does not necessarily need to be seen as negative. In contrary, the project 
leader can provide new input that strengthens the content of the documents. However, it has to 
be clear how the process is designed in order not to cause any misunderstanding regarding roles 
and responsibilities and to have a homogenous process.  
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___________________________________________________________________________ 

SQ3: What can be improved in terms of communication and collaboration in SMT’s 
NPPD projects? 

___________________________________________________________________________ 

Formalizing communication 
The steering group and the project members expressed that the communication tend to be 
informal. Instead of making decisions through formal processes, they can be made in an 
unstructured way through informal communication. This leads to confusion since different 
members are informed to different levels, which leads to that the information needs to be 
repeated and the meetings loses their original purpose. Therefore, SMT have to stress the 
importance of the forums where the decisions are made and to have a well-functioning 
communication platform, in order to create a common focus for the project. This is not only 
relevant in the project, but also between the departments of R&D, production and market. 

7.2 Concluding remarks from the main research question 
___________________________________________________________________________ 

RQ: How can the consistency of the NPPD projects’ outcome at SMT be improved? 
___________________________________________________________________________ 

Our suggestions for improvement are derived from our empirical findings, analysis and 
discussion. The consistency of the NPPD projects’ outcome can be improved by implementing 
the following solutions, seen in Figure 16. 

 
Figure 16: Suggestions for improving the project governance at SMT 
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7.3 Sustainability 
The importance of sustainability has been increasing during the last years. (Wheelen & Hunger, 
2012; Krugman & Wells, 2009; Daly & Farley, 2004) As discussed in the background; companies 
have a high dependency on their innovation due to an increasingly competitive market. One 
reason behind a more competitive market is that products tend to have a shorter lifetime, which 
puts pressure on companies to innovate in a faster pace to be able to compete in a dynamic 
market. (Schilling, 2005) By providing suggestions for improvement, we will hopefully help SMT 
to improve their project governance for their NPPD projects. This will further enhance their way 
of working with NPPD, in order to ensure a long-term sustainability for SMT in an increasingly 
competitive and dynamic market.  

Further on, improved project governance can also increase the social sustainability. Increasing the 
collaboration, communication and the understanding between the people involved in the projects 
will increase the social relations. This will also contribute to a better collaboration and workplace. 

7.4 Future studies 
During the study’s progress, we have identified a few issues that can be of interest for further 
investigation. Due to the limited timeframe and the scope of the study, we did not have the 
possibility to include these issues in our thesis. Instead, we propose them as potential future work 
that can be further investigated.  

In order to understand why there was an inconsistency in the project outcomes, we focused the 
study on investigating the governance of the new product development projects using the NPPD 
process. What could be of interest is to investigate the actual NPPD process, which is based on 
the SPM model and analyze whether it is the right process for SMT.  

One of our limitations was the fact that we conducted a case study on six development projects 
at SMT. To broaden our arguments, a study can be done on more projects, both internally in 
SMT, but externally as well. Since Sandvik Group has different business areas; it could be of 
interest for SMT to do a benchmark in-between these.  
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Appendix 1 – Interview questions 
___________________________________________________________________________ 
 
Identify position of the interviewee 

1) What position do you have today at SMT? 
a. How long have you worked at SMT? 
b. How long have you had this role and what have you worked with earlier?  

i. Have you applied for this position or were you placed here? 
2) What position/role do you have in this project? 

a. Have you had earlier positions/roles in this project or other projects? 
b. Do you have earlier education in the SPM-model to manage your position in this 

project? 
i. Does one need an education to manage your position in this project? 

 
Questions of an open nature 

3) What does the NPPD process mean to you? 
4) What does the NPPD process mean to you in your daily work as XX? 

 
Responsibilities 

1) What are your responsibilities towards your SG, T, BS and PL under the phase Business 
Justification?  

a. How does it work?  
b. Do you feel that you have mandate/support to do what is expected from you? 

2) What are your responsibilities at AP2? 
a. What decisions and when are they taken?  
b. Who takes the decisions? 
c. How does it work? 

 
3) What are your responsibilities at AP3? 

a. What decisions and when are they taken?  
b. Who takes the decisions? 
c. How does it work? 

 
4) What are your responsibilities towards your SG, T, BS and PL under the phase 

development? 
a. How does it work?  
b. Do you feel that you have mandate/support to do what is expected from you? 

5) What are your responsibilities at AP5? 
a. What decisions and when are they taken?  
b. Who takes the decisions? 
c. How does it work? 
 

6) What are your responsibilities towards your SG, T, BS and PL under the phase 
introduction? 

a. How does it work?  
b. Do you feel that you have mandate/support to do what is expected from you? 

 
7) What are your responsibilities at AP6? 

a. What decisions and when are they taken?  
b. Who takes the decisions? 



	

c. How does it work? 
8) What responsibilities do SG, T, BS and PL have? 

a. How does it work and why?  
b. Do you feel that they have mandate/support to do what is expected from you? 

9) Is there something else you want to add regarding the governance of the project? 
 
Improvements  
10) How is the communication and collaboration? 

a. Motivate? 
b. What can be improved? 

11) What would make your job easier? 
a. Why? 
b. How would that affect others? 

12) Do you think that the governance structure of the project should be changed?  
 



	

Appendix 2 – Product Development Process (Clark & Fujimoto, 1991)   
___________________________________________________________________________ 



	

 Appendix 3 – SMT’s Organizational structure 
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