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Abstract 
Purpose – The purpose of the research is to increase the understanding of how insufficient 
information sharing between internal stakeholders can be mitigated during new product 
development projects.  

Two research questions were formulated to conduct answers to the purpose.   

1. Why is it crucial to mitigate insufficient information sharing between internal stakeholders during new 
product development projects?  

2. How can potential challenges during new product development projects be mitigated through information 
sharing between internal stakeholders?  

Method – To create an understanding of information sharing a literature review was conducted, 
which formed the foundation of the theoretical framework. Through a case study at SAAB Training 
& Simulation, interviews were used as the main source for empirical data. Document studies and 
observations were used to triangulate the findings. The collected data and theoretical framework 
were analyzed and discussed to propose improvements. 

Findings – The research findings indicate that an insufficient information flow can cause several 
challenges related to deadlines, profit and how information is interpreted. It should therefore be a 
prioritization for an organization to constantly improve how information is shared between internal 
stakeholders during new product development projects. Additionally, the research analysis suggests 
that organizations’ need to allocate more time for educational opportunities. 

Implications – The research highlighted a new perspective on previous research within the area. 
Through the research analysis statements and theories made by other researchers were further 
strengthened. The research suggests ways of improving information sharing between internal 
stakeholders. The result can be used by other industrial organizations working with new product 
development projects to improve their information sharing to mitigate challenges connected to 
insufficient information sharing. 

Limitations – Due to the complexity of information sharing within new product development 
projects, the research was limited to one case company. Additionally, mainly managers were 
interviewed which posed a risk that the collected data only provided an overview rather than a deep 
insight in the processes of sharing information between internal stakeholders. If the authors were 
to use several organizations and conduct more interviews, the results could increase the credibility 
and generalizability of the research. 

Keywords – ‘Information Sharing’, ‘Knowledge Transfer’, ‘Knowledge Management’, ‘New 
Product Development’ and ‘Product Development’. 
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1 Introduction 
The chapter presents the background and the importance of an efficient and solid information sharing process during 
NPD projects. The chapter also present the aim, research questions, delimitations and outline of the report. 

1.1 Background 
During the 21st century the lifecycles of products became shorter due to the consumers demand 
for more complex and unique products in larger quantities. This drastically changed the production 
for many organizations (Gubán & Kovács, 2017). To meet these challenges, organizations are 
forced to constantly change (Lakemond, Johansson, Magnusson, & Säfsten, 2007). When change 
takes place it also fosters innovation which in turn will foster change. Therefore, it can be said that 
change and innovation are inextricably linked and forms a dynamic duo (Fitzpatrick, 2011). 

Innovation is when new knowledge is used to develop a new product requested by the customer. 
The definition of innovation reaches many areas covering a lot of subjects including the 
management of technology innovation which is also related to production development. 
Production development in turn is about developing new processes and improving the 
organizations production functions (Afuah, 2003). Innovation is a process of solving problems, by 
involving different actors in a process where they learn and develop something new. There are two 
types of innovation, internal and external. Internal innovation is driven by the willingness of the 
managers to innovate while external innovation is driven by external knowledge (Hidalgo & Albors, 
2008). Additionally, innovation can be Incremental which is improvements of existing services, 
products and processes for improved satisfaction (Dahlgaard-Park, 2015).  

Additionally, Smith and Morrow (1999) state that new product development (NPD) is a process 
which converts needs into technical and commercial solutions. It is also stated that all NPD 
processes share common features and elements, their unique characteristics are adopted through 
the way each activity is planned and performed. Contributing to the characteristics is the purpose 
of developing a product. It can either be development of an already existing product or 
development of a completely new product (Smith & Morrow, 1999). According to Karniel and 
Reich (2011), NPD processes are highly complex, dynamic, iterative and unique. They emphasize 
that the NPD process management is more challenging than other development processes since 
the process plan continuously change as it is influenced by new product knowledge (Karniel & 
Reich, 2011). Hilletofth and Eriksson (2011) imply that NPD projects should be driven by 
identified customer needs and can in a way be seen as customer-oriented product development 
projects. The complexity of NPD processes and projects increase the demand for information and 
knowledge sharing between internal stakeholders. Information sharing can be acknowledged as a 
contributor to the interaction and alignment between design functions and other main functions 
of an organization as well as the driving force for individuals involved in NPD projects (Hilletofth, 
Reitsma, & Eriksson, 2018). This is especially important in function activities that are dependent 
on each other to ensure project success (Kahn & Mentzer, 1996). 

1.2 Problem Definition  
Bruch and Johansson (2011) propose that information sharing is the way of transferring 
information efficiently through functions and stakeholders of an organization. Therefore, sharing 
information will result in a collaboration and an increase of project success (Bruch & Johansson, 
2011). According to Seuring (2004) information flow and information transfer constitutes 
important roles within all processes of an organization. It is also stated that insufficient information 
sharing results in inefficiency of actions within the functions of organizations (Lotfi, Mukhtar, 
Sahran, & Zadeh, 2013). Cooper (2007) explains how information is data that gains value 
dependent on different circumstances, and that through processes information will develop into 
knowledge. Information sharing is the key to collaboration between internal stakeholders (Min, 
o.a., 2005).  

Additionally, Khan and Mentzer (1996) imply that managers’ wish to increase contact through 
information flows to integrate multiple departments. Edward Freeman (1984) defines the term 
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stakeholder as ‘any group or individual who is affected by or can affect the achievement of an 
organization’s objectives’. Employees, managers and owners are typical referred to as internal 
stakeholders while customers, suppliers and competitors are referred to as external stakeholders 
(Carroll & Näsi, 1997).  If integration is viewed as interaction, research suggest that more meetings 
and greater information flows are required to improve the success of NPD projects (Kahn & 
Mentzer, 1996). Thus, communication can be considered as a key component in interdepartmental 
relationships (Kahn, 1996). Furthermore, a supply chain is viewed as a complex and dynamic 
system consisting of different flows such as material and capital flows that are driven by 
information and knowledge flows (Rosario, Aguilar, Cedillo-Campos, & Hernández, 2017). The 
characteristics of the supply chain might therefore pose obstacles when trying to integrate the 
different departments of an organization.  

According to Doucek (2015), information management is a broad term since it affects most areas 
that deal with data management and information related to business activities. Among other things 
the term includes the management of information and communication systems as well as the 
management of information related to the organization (Doucek, 2015). A dysfunctional 
information flow can cause delays and the loss of time in organizational processes (Xu & Luo, 
2014). Even if an information flow does not bind capital, it has a major impact on material flows 
and a direct impact on the company's costs (Mattsson, 2012).  Hence the importance of managing 
the information, enabling it to reach the right stakeholder in time (Doucek, 2015). Pitt and 
MacVaugh (2008) imply that the learning capacity of an organization is dependent on what the 
organization already knows and does not know, which also determines its future knowledge. Van 
Hoek and Chapman (2007) argue that there is a need to improve the alignment between internal 
stakeholders within NPD projects. Current research focus on the need to integrate companies 
across supply chains. However, Van Hoek and Chapman (2007) imply that organizations still 
struggle with internal integration and suggest that organizations need to agree internally on 
priorities, plans and strategies before focusing on external integration. Additionally, Sahin, 
Narayanan and Robinson (2013) state that information sharing is an example of a coordination 
issue that can occur between internal stakeholders.  

It can therefore, be argued that information sharing between internal stakeholders in NPD projects 
has an important role in determining an organizations ability to react on deviations and grow to 
become more cross-functional, making this a subject that can be further researched. 

1.3 Purpose and Research Questions 
Lotfi, Mukhtar, Sahran and Zadeh (2013) imply that insufficient information sharing can result in 
inefficiency of actions and loss of benefits within the functions of organizations. Furthermore, 
Bruch and Johansson (2011) imply that effective information sharing will result in a collaboration 
and an increase of project success. Previous research has highlighted that without effective and 
efficient information sharing between internal stakeholders, the probability of having successful 
information exchange with external stakeholders will be low (Van Hoek & Chapman, 2007). The 
purpose of the research is therefore:  

To increase the understanding of how insufficient information sharing between internal stakeholders can be mitigated 
during new product development projects.  

Two research questions were formulated to conduct answers to the purpose. The first research 
question was formulated to understand the negative effects of insufficient information sharing 
between internal stakeholders during NPD projects. Therefore, the first research question is:  

1. Why is it crucial to mitigate insufficient information sharing between internal stakeholders during new 
product development projects?  

By answering the first research question a list of challenges that are caused by insufficient 
information sharing between internal stakeholder during NPD projects is proposed. It is not 
enough to identify and describe the challenges therefore this research will also investigate how 
these challenges can be mitigated through information sharing. The second research question is 
therefore:  
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2. How can potential challenges during new product development projects be mitigated through information 
sharing between internal stakeholders?  

1.4 Delimitations 
This research will investigate why it is crucial to mitigate insufficient information sharing between 
internal stakeholders during NPD projects, as well as how potential challenges can be mitigated 
through information sharing between internal stakeholders. It means investigating potential 
shortcomings in relation to the information flow between internal stakeholders during NPD 
projects and discuss how potential challenges can be mitigated. Information is shared between both 
internal and external stakeholders; however the research will be limited to information sharing 
between internal stakeholders. Due to the complexity of information sharing within NPD projects, 
the research is limited to one case company.  

1.5 Outline 
To create an overview of the research, an outline of each chapter is presented in Figure 1. 

Chapter 1 – Introduction: The chapter presents the background and the importance of an 
efficient and solid information sharing process during NPD projects. The chapter also present the 
aim, research questions, delimitations and outline of the report. 

Chapter 2 – Theoretical Framework: The chapter presents the theoretical framework, which is 
used to support the analysis of the research. 

Chapter 3 – Research Methodology: The chapter provides a description of the methodology, 
the implementation process of the research and a discussion of the trustworthiness of the research. 

Chapter 4 – Empirical Data: The chapter presents the collected empirical data, which is used to 
analyze the current situation at the case company, SAAB Training & Simulation.  

Chapter 5 – Findings and Analysis: The chapter presents an analysis of the collected empirical 
data and theoretical framework, which provided the answers to the research questions.  

Chapter 6 – Discussion and Conclusion: The chapter presents the discussion and conclusion, 
together with suggestions of improvements and further research possibilities.  

 
Figure 1 Outline of Research
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2 Theoretical Framework 
The chapter presents the theoretical framework, outlined in four separate categories which are used to build the foundation of 
the research.   

2.1 Information sharing during NPD projects 
The exchange of information is the lifeblood of new product development (Eppinger, 2001). There are 
many ways of explaining the process of passing on or sharing information and knowledge within NPD 
projects. Information sharing is the transfer of valuable information to stakeholders, systems or functions. 
It is highlighted how the term ‘Information Sharing’ can be referred to as ‘Information Integration’ and 
‘Knowledge Sharing’ (Lotfi, Mukhtar, Sahran, & Zadeh, 2013). Bruch and Johansson (2011), Seuring (2004) 
and Lotfi, Mukhatar, Sahran and Zadeh (2013) have their own definition of ‘Information Sharing’ although 
the meaning is the same. Bruch and Johansson (2011) imply that information sharing creates a need for 
interaction between functions to succeed. The researchers also highlight that an efficient way of working 
with information sharing will develop better integration between functions.  

Information is shared to achieve internal goals and reduce confusion or uncertainties between organizational 
functions (Daft & Lengel, 1986). Rasmussen and Vicente (1989) states that insufficient or incorrect 
information can cause knowledge-based errors, which implies that inappropriate corrective action is taken. 
However, knowledge-based errors can be prevented by organizations by making sure that information is 
presented in a good way, educating the users and paying attention to human errors (Rasmussen & Vicente, 
1989). To improve the value of the information shared four questions should be asked, what, whom, how 
and when (Lotfi, Mukhtar, Sahran, & Zadeh, 2013). 

According to Hertzum and Pejtersen (2000) there are two kinds of information sharing, oral and written. 
There are both positive and negative factors about them, oral information is easily accessible but lack of 
stability while written information is more concrete but may be lacking circumstances needed to be accessed 
and interpreted correctly. Knowledge channels is referred to the different kinds of media through which 
knowledge and information is sent and received and can be characterized as informal channels (e.g. 
networking) and formal channels which involves some form of contract (Stanica & Peydro, 2016). 

The likeliness of a high communication level at workplaces where the physical distance of the different 
stakeholders is high are most likely low. If units are placed physically close to each other the probability of 
regular communication will still be low, it is not until stakeholders develop a relationship that change can 
be achieved. Stakeholders must have a reason to communicate, for example being part of the same project 
team will increase the regular communication level drastically (Allen, Tomlin, & Hauptman, 2008). Frank 
and Ribeiro (2014) states that information sharing will not always occur spontaneously due to independent 
team structures.  

2.2 Benefits of Information Sharing during NPD projects 
Porter and Millar (1985) were early to point out how information could be used as a tool to achieve 
competitive advantages. Lotfi, Mukhtar, Sahran and Zadeh (2013) have concluded a list of benefits 
connected to information sharing, that is based on several researches through a literature review. The 
following list present some of the benefits: 

o Inventory reduction and efficient inventory management 
o Cost reduction 
o Increasing visibility (significant reduction of uncertainties) 
o Significant reduction or complete elimination of bullwhip effect 
o Improved resource utilization 
o Increased productivity, Organizational efficiency and improved services 
o Building and strengthening social bonds 
o Early problem detection 
o Quick response 
o Reduced cycle time from order to delivery 
o Earlier time to market 
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o Expanded network 
o Optimized capacity utilization 

2.3 Knowledge within NPD projects 

2.3.1 Knowledge Transferring  

The process of moving knowledge between a source and a recipient while taking advantage of the knowledge 
from prior experiences and solutions is referred to as knowledge transferring. The process does not only 
include the transmission of knowledge, but also the acquirement of knowledge from a source and how the 
knowledge is later applied and incorporated by the recipient. Knowledge can therefore be seen as a mix of 
values, personal or team experience and contextual information (Frank & Ribeiro, 2014). Furthermore, 
Waring, Alison, Carter, Barrett-Pink, Humann, Swan and Zilinsky (2018) imply that differences in roles, 
personal experience, goals and cultures between sender and recipient will affect how messages are 
interpreted. These differences can also create barriers for knowing what information to share, when, with 
whom and how it should be interpreted. The relation between data, information, knowledge and wisdom is 
illustrated in Figure 2 (Cooper, 2007). 

 
Figure 2 Relationship between data, knowledge and wisdom (Cooper, 2007) 

Words can attach different meanings by using different specialist terminologies or words to explain the same 
information. If information is not understood, it is unlikely to be viewed as relevant for the recipient 
increasing the likeliness of the information being ignored. Increased uncertainty and delayed decision 
making are direct consequences of failure to share or be regardful of relevant information (Waring, o.a., 
2018). When information is shared between function, confusion and uncertainty is reduced, to achieve 
internal goals organizations must share information (Daft & Lengel, 1986). Cooper (2014) implies that data 
on its own has no meaning, it is simply a measurement, for example heart rate = 50 beats per minute (bpm). 
It is not until the data is placed in a context that it acquires meaning. In the context of an individual, a heart 
rate of 50 bpm provides some information to the clinician about the individual. By cognitively processing 
the information it is turned into knowledge. It is stated by Chang, Tsai and Su (2012) that NPD knowledge 
serves two purposes. The first one is the transfer of implicit knowledge from the minds of individuals into 
explicit knowledge. Explicit knowledge is referred to knowledge shared by stakeholders and work teams of 
other departments. The other purpose is to transfer the knowledge of each department to the stakeholders 
of other departments. Wisdom is a process by which knowledge is addressed from an ethical and moral 
framework, to distinguish good from bad and right from wrong. Ideally, if information is received by a work 
team, that information will be transferred directly throughout the organization (Chang, Tsai, & Su, 2012). 

2.3.2 Knowledge Management 

Management during NPD projects is important, especially when changes occur (Majava, Haapasalo, & 
Harkonen, 2015). Knowledge management can, according to Rosario, Aguilar, Cedillo-Campos and 
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Hernández (2017), be seen as a driving force for the integration and enhancement of intra/inter-relations 
within the supply chain, as well as strategy alignment and the strengthening of knowledge transfer within 
NPD projects.  

The purpose of knowledge management is to encourage effective achievement of strategic goals, by letting 
the right information to the right person at the right time be received. Experts believe that information 
sharing is a sub-process which is not included in the processes of the project, even if it’s fundamental to a 
project's success (Doucek, 2015). To stay competitive in the engineering world it is vital for organizations 
to have the right knowledge, this by sharing the correct information among the internal stakeholders within 
all NPD projects (Gao & Bernard, 2018). 

Management where the interaction and collaboration between stakeholders is improved will result in a more 
effective project process, even if one of the most difficult parts of NPD projects is the management of 
information sharing between stakeholders (Jassawalla & Sashittal, 2000). By increasing the available 
information and knowledge it is possible for stakeholders to forecast possible problems while they have not 
yet become a problem. It is also easier to quickly solve and correct problems that occur during projects (Lin 
& Chen, 2008). 

According to Pitt and MacVaugh (2008) it is crucial to establish a strong integration of the knowledge 
management thinking into the organizational structure, especially for stakeholders involved in NPD 
projects. It is important to make sure that the right information flow and knowledge flow for the NPD 
projects are implemented, since this will have a positive impact on the effectiveness. The purpose of 
knowledge management is to handle the knowledge available by developing a suitable way for functions of 
the organization to identify, form, convert and transfer knowledge with the goal to create value (Rosario, 
Aguilar, Cedillo-Campos, & Hernández, 2017). 

2.4 Factors influencing information sharing  

2.4.1 Stakeholders 

A stakeholder can be classified in several ways, such as primary or secondary, internal or external. An official 
member of a project or an organization is called an internal stakeholder while a non-official member that 
have the possibility to influence or be influenced by the project or organization is called external stakeholder 
(Freeman, 1984). NPD projects depend on stakeholder participation to mitigate problems and ensure that 
the appropriate project requirements are set. Additionally, stakeholders can affect the demand for products 
as well as enable the product delivery and support to end-users. The cross-functional nature of NPD projects 
increase the number of different requirements coming from involved stakeholders, which are at risk of 
conflicting and making the NPD projects more complex to manage. When these conflicts arise or when the 
availability of resources are limited, stakeholder prioritization is needed (Majava, Haapasalo, & Harkonen, 
2015). 

2.4.2 Implicit and Explicit Working Processes 

Within an organization there are both formal and informal work processes, also referred to as implicit and 
explicit working processes. The explicit working process is the officially agreed working process, which are 
officially written, usually job descriptions, policy documents and standards of the organization. Included are 
the guidelines, rules and routines but also official agreements of how follow ups and results are presented. 
Implicit working process is the way the working process are perceived and accomplished, a working process 
can be accomplished in several different ways compared to how the formal documents are formulated 
(Ellström, 2010). 

2.4.3 Cross-Training 

According to Stanica and Peydro (2016) cross-training can be defined as “teaching an employee to do a 
different part of the organization’s work” (p.375). Cross-training can be used in organizations to help team 
members perform a wider range of activities which in turn will enhance flexibility and greater idea generation 
capabilities. It is also stated that cross-training increases employees understanding and awareness of the 
connections between work tasks and departments, as well as providing an opportunity to gain more dynamic 
knowledge and skills. The cross-training employee lean tool was developed through ‘Lean thinking theory’, 
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with the purpose of eliminating waste in organizations. Through teaching, training and learning activities 
the tool forces employees from different departments of the organization to interact (Stanica & Peydro, 
2016). 

2.4.4 Work performance  

Research shows that stress at workplaces effects work performance negatively, an outcome consistent with 
the results gained by several previous researches (Wu, 2011). Stress in brief duration, can sometimes improve 
employee performance. However, when demands become too high and employees lack control, support, 
time for recovery and the knowledge needed to cope with the situation, several negative effects can appear. 
Stress of this kind do not only have human consequences but also operational and economic. Incidents, 
errors, disagreements, work injuries, sickness absence and other production disturbances are examples of 
factors affecting both production and profit (The Swedish Work Environment Authority, 2002). 

To summarize the theoretical framework, research has proven that information sharing has several positive effects and that it is 
crucial to share information to mitigate challenges. Furthermore, researchers imply that knowledge transfer and management is 
dependent on personal experience, culture, moral values, terminologies and contextual information to name a few. Additionally, 
information sharing is influenced by several factors such as stakeholders, implicit and explicit working processes, cross-training 
and work performance. The following chapter, research methodology, will describe how the analysis of these theories and the 
collected empirical data will be conducted. 
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3 Research Methodology 
The chapter presents an overall description of the research process which contains the following parts: research 
approach, design, process, connection between research questions and method, pre-study, literature review, data 
collection and analysis, quality and case company requirements.  

3.1 Research Approach  
The design of the research project is dependent on the choice of theories at the beginning of the 
research (Saunders, Lewis, & Thornhill, 2009). The purpose of the study is to increase the 
understanding of how information sharing can be improved during product development projects. 
An approach based on collected empirical data was therefore the most suitable for the research. 
The collected empirical data was analyzed and used to formulate a general theory linked to the 
study's research area, which according to Patel and Davidson (2011) and (Saunders, Lewis, & 
Thornhill, 2009) characterizes an inductive research process. In comparison, a deductive approach 
is characterized by the researchers developing a theory and a hypothesis, then design a research 
strategy which is used to test the hypothesis (Saunders, Lewis, & Thornhill, 2009) and therefore 
not a suitable approach in this research.  

Furthermore, the research was niched to information sharing between internal stakeholders during 
NPD projects, a research area within which less research is available. The research required an 
analytical interpretation of the literature, observations and verbal collection methods, which 
describes the predisposition of the qualitative approach (Patel & Davidson, 2011). Additionally, 
the case study aimed to collect descriptive data which is another characteristic for qualitative studies 
(Saunders, Lewis, & Thornhill, 2009). Interpretivist perspective was chosen as the philosophy for 
this research. An interpretivist research is characterized by being personal, flexible and interpret 
human interactions (Saunders, Lewis, & Thornhill, 2009). The research aimed to interpret the 
information given by informants at the case company, which support an interpretivist perspective 
(Saunders, Lewis, & Thornhill, 2009). 

3.2 Research Design 
Empirical data was conducted through an investigation of a specific case. It is explained by Yin 
(2014) that this characteristic is essential in a case study. Furthermore, the research questions were 
formulated as ‘why’ and ‘how’ questions which according to Yin (2014) are questions suitable for 
a case study. Interviews, participatory observations and documentary studies were used to collect 
empirical data. These techniques are usually used in combination when collecting data for a case 
study, the method of combining different techniques is called triangulation which is used to 
increase the reliability of the collected information (Saunders, Lewis, & Thornhill, 2009). In 
comparison to an experimental strategy the boundaries of the case and the context in which it is 
researched are not clear (Saunders, Lewis, & Thornhill, 2009), making it more suitable as a case 
study. Saunders, Lewis and Thornhill (2009) highlights that a survey strategy has a limited ability to 
understand and explore the context on the studied variables. Since the research focus on how 
information is interpreted and shared the contexts of collected variables must be understood, 
making this strategy less suitable for the research. An evaluation of the research strategies action 
research, grounded theory, ethnography and archival research proved to be unsuitable as well.   

3.3 Research Process 
The research working process is divided into seven essential phases, illustrated in Figure 3 on a 
timeline. In collaboration with the case company a pre-study was conducted, which resulted in a 
greater understanding of the problem area as well as base upon which the research questions were 
formulated. The methodology and literature review were compiled simultaneously with the purpose 
of developing a solid theoretical framework. Additionally, the case study was compiled 
simultaneously to these phases. The empirical data was collected through interviews, document 
studies and observations. Finally, the report writing was constant throughout the entire research.  
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Figure 3 Research Process 

3.4 Connection between research questions and method  
The task of combining the right method to each research question has a vital role that either, 
enables or prevents the research from achieving high reliability and validity on the conducted 
results (Saunders, Lewis, & Thornhill, 2009). Interviews, document studies and observations have 
been conducted to collect empirical data for the research questions. The connection between each 
research question and the choice of method is illustrated in Figure 4.  

 
Figure 4 Method for research questions 

3.5 Pre-study 
A pre-study was carried out at the case company with the aim to gain special knowledge of the 
organization and the issue at hand, which according to Patel and Davidson (2011) is required in 
cases where the knowledge cannot be acquired through the literature review. With new knowledge, 
the purpose, research questions and problem description was reformulated and clarified. The pre-
study was performed through a participatory observation, presented in Table 1. The choice of 
method depended on the ability to integrate with the supervisors through a mutual discussion and 
witness the environment of the organization at the same time, which according to Saunders, Lewis 
and Thornhill (2009) also provides a deeper understanding of the new knowledge. During the 
participatory observation, the authors were guided through each business department by the Head 
of Quality and the Project Manager/Support. In cases during which the authors experienced 
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ambiguities, follow up questions were asked to clarify that the information was interpreted 
correctly.  

Table 1 Pre-Study 

   

3.6 Literature review  
By collecting scientific articles through a literature review a foundation for the theoretical 
framework was created. The literature review is presented in Table 2 to provide an overview of the 
findings. From the purpose and research questions two search strings were chosen, ‘NPD’ and 
‘Information Sharing’. For each string two different search words were used in different 
combinations and by using the Boolean words ‘AND’ and ‘OR’ the search was conducted, this is 
presented in Table 2. The search words ‘information sharing’, ‘knowledge transfer’, ‘product 
development’ and ‘new product development’ were used within three fields of the research. To 
narrow the search the following inclusion criteria were selected: articles written in English, 
‘scientific articles’, ‘full text’ and ‘peer reviewed’. These searches were made at two full text 
databases, ProQuest and Emerald, as well as one reference database, Scopus. An overview of the 
articles resulted in similar hits and therefore only one database, ProQuest, was used. To ensure that 
the combination and chosen search words were relevant a search of each string was made, which 
resulted in a high number of scientific articles. To limit the search further the search strings were 
combined which resulted in 140 hits.  
Table 2 Literature Review 

 
The scientific articles were selected by first reading the title, then the abstract and finally briefly 
reading the entire article. The inclusion criteria for the scientific articles are: 

o Based on information sharing 
o Conducted at industrial organizations 
o Focus on NPD and PD projects and processes 
o Has conducted results related to the benefits of information sharing 
o Focus on knowledge transfer and knowledge management 

Exclusion criteria for the selection of scientific articles were the opposite of the inclusion criteria. 
The literature review process was repeated by both authors to ensure high quality of the collected 
articles. The search resulted in 9 relevant articles that were used to build the foundation for the 
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theoretical framework. By reading the scientific articles other researchers and scientific articles were 
identified, which is similar to snowball sampling (Saunders, Lewis, & Thornhill, 2009). 

3.7 Data Collection 
The data collection is based on a case study in which both primary and secondary data has been 
collected. The primary data of the research refers to the data collected through interviews and 
observations made by the authors themselves. Data collected for other purposes, which is 
reanalyzed and used to answer research questions is called secondary data (Saunders, Lewis, & 
Thornhill, 2009). Interviews were used as a primary source for the collection of empirical data, the 
observations and document studies were used as a secondary source to bring context through a 
triangulation. Saunders, Lewis and Thornhill (2009) imply that secondary data include both raw 
data as well as compiled data and can be divided into three sub-groups: documentary data, survey-
based data and multiple sources. Secondary data also serves the purpose of adding context to the 
collected primary data (Patel & Davidson, 2011). It is also emphasized by Patel and Davidson 
(2011) the importance of examining that the secondary data sources provide information that is 
correct and updated.  

To acquire broad and deep knowledge within the research area, primary data was collected through 
semi-structured interviews and observations performed on the case company. To provide a more 
comprehensive data collection and gaining a holistic view, secondary data was collected through 
document studies. Comparing and analyzing the collected data will achieve a trustworthy result 
(Yin, 2014). Therefore, the collected empirical data was analyzed in relation to theoretical 
framework.  

3.7.1 Interviews 

Saunders, Lewis and Thornhill (2009) states that interviews are used to gather valid and reliable 
data through discussions between two or more people and is therefore a useful method for 
collecting primary data. The performed interviews in the research were semi-structured, meaning 
that the interviewer strives to cover different themes and questions of which the order and structure 
may vary between interviews (Saunders, Lewis, & Thornhill, 2009). Semi-structured interviews 
were suitable since the interviewed stakeholders had different roles, making the focus of each 
interview different. In Table 3 the role and department of each interviewee as well as date, time 
and method of each interview is presented. 

In preparation for the interviews, a list of questions was designed to ensure that each research 
question was covered. The list can be found in the Appendices. Each interview was performed as 
a conversation rather than a questioning and lasted around 60 – 90 minutes. During each interview 
one interviewer held the responsibility to take notes while the other remained responsible for 
maintaining the conversation with the interviewee, according to the designed list with questions. 
In relation to some interview questions, the interviewees were asked to list information. To 
accomplish a relaxed environment the interviews were not recorded, instead the relevant 
information was repeated and confirmed by the interviewee. To further ensure that all valuable 
information was noted, the interviewers advised the interviewees to use a marker on a whiteboard 
and make notes. 
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Table 3 Conducted interviewes 

 

3.7.2 Observations  

Two observations were conducted to gain a greater understanding of the context that is studied 
and add richness to the empirical data (Yin, 2014). Furthermore, the observations provided an 
opportunity to discuss and witness the environment and activities of the organization at the same 
time, which according to Saunders, Lewis and Thornhill (2009) also provides a deeper 
understanding of the new knowledge. During the observations, the researchers kept their identities 
open to all members of the observed group and remained passive rather than active during the 
activity, which characterizes a participant observation (Saunders, Lewis, & Thornhill, 2009), 
highlighted in Figure 5. During the observations notes were taken by the observers. The first 
observation took place in the beginning of the research and the second one towards the end. The 
first observation was a part of the Pre-study as a site visit and lasted for about 1 hour. The authors 
were given a guided tour by the case company supervisors around the different departments, with 
the purpose of gaining special knowledge of the organization and the issue at hand. The second 
observation was conducted to gain contextual knowledge of how the PULS meetings are held as 
well as what kind of information is being shared, the observation lasted around 30 minutes during 
which the authors observed the meeting and afterwards discussed the observational findings with 
the case company supervisors to ensure reliability of the collected results.  
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Figure 5 Research roles during observations (Saunders, Lewis, & Thornhill, 2009) 

3.7.3 Document Studies  

Document studies have shown to be a useful method in cases where researchers wish to collect 
data to describe real-life situations. Since the research is based on a case company the researchers 
chose to collect secondary data from written materials in the organizations business system. This 
kind of written material is referred to as documentary data, one of three sub-groups of secondary 
data (Yin, 2014). In particular, documents containing descriptions of the general NPD project 
process and its decision gates as well as descriptions of the project’s internal stakeholders and their 
responsibilities were sought. The aim was to collect complementary data to the conducted 
interviews and observation. Table 4 presents the following documents which were studied.  

Table 4 Conducted Document Studies 

 

3.8 Data Analysis 
The process of how the data analysis was performed during the research is illustrated in Figure 6. 
The research was initiated by first making a pre-study with the aim of developing an understanding 
of the case company. With this knowledge, a problem formulation, purpose and research questions 
was identified. Through a literature review relevant theories suitable to the purpose and research 
questions was selected. Each theory was analyzed and the relevant parts were chosen which 
together created the foundation of the theoretical framework.  

Illustrated in Figure 6 the case study was conducted through interviews, observations and 
document studies.  The primary source for data collection were interviews, observations and 
document studies were used as a secondary source to bring context to the empirical data through 
a triangulation. The collected information was analyzed and compiled in the empirical data. The 
research results were conducted by analyzing and comparing the empirical data to the theoretical 
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framework, which is illustrated by the double-sided arrow in Figure 6 between empirical data and 
theoretical framework.  

 
Figure 6 Data Analysis of the Research 

3.9 Research Quality 

3.9.1 Ethics 

The research strives to conduct new objective information that can benefit organizations in the 
industry, as well as build a foundation for further research to achieve the research requirements. 
The research participants’ identities and their cited statements, in the empirical data chapter, were 
anonymized to protect them from negative effects for participating in the research. The Swedish 
Science Council (2019) have developed four individual protection requirements; the information 
requirement, the consent requirement, the confidentiality requirement and the use requirement. To 
ensure that these requirements are met, the respondents were informed about the purpose of the 
research and how the data is handled. 

3.9.2 Validity 

To ensure validity of the research, follow-up meeting with the involved internal stakeholders to 
secure that the collected data was interpreted correctly. Additionally, the techniques used to collect 
empirical data have been carefully prepared and connected to the theoretical framework which one 
way of securing the internal validity (Saunders, Lewis, & Thornhill, 2009). Each activity of the 
research has been described in detail to enable other researchers to conduct the same research at 
another organization. To gain external validity and ensure generalizable results, the research needs 
to be conducted at several case companies ensuring that the same results are conducted from each 
case (Saunders, Lewis, & Thornhill, 2009). 
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3.9.3 Reliability 

To ensure reliability of the theoretical framework, ‘peer reviewed’ scientific articles were used which 
means that experts within the research area has critically reviewed the articles. Additionally, 
interviews, observations and document studies were used to conduct empirical data, which is 
illustrated in Figure 7 as a triangulation to create reliability. Yin (2014) also states that triangulation 
is a tool used to ensure the accuracy of the research findings. There are four threats when it comes 
to reliability. To avoid subject or participant error and subject or participant bias the collected 
empirical data was verified by at least one other internal stakeholder. To avoid observer error and 
bias each interview and observation was summarized and discussed directly to ensure that both 
authors had the same interpretation of the collected empirical data.  

 
Figure 7 Triangulation to create reliability 

3.10 Case Company   
The researchers collaborated with SAAB Training & Simulation, which will be referred to as SAAB 
T&S throughout the report. As part of the Swedish nation’s drive to maintain national security and 
sovereignty SAAB was founded in 1937 with the purpose to secure the supply of military aircrafts. 
Since then, the company has expanded, at the end of 2018 the organization had more than 33 
MSEK in sales and approximately 17,000 employees sharing the organizations mission “to keep 
people safe”. The following SAAB facts were collected from the organization’s official website. 
Today SAAB is divided into six business areas: Aeronautics, Dynamics, Surveillance, Support & 
Services, Industrial Products & Services and Kockums. SAAB T&S is a sub-area within Dynamics 
which manufacture training solutions within the live, virtual and constructive domain to improve 
the training experience for defense and police. The training equipment consist of both soft and 
hardware, specifically designed pursuant to the depending on the customer's needs and use of the 
products. The organization also offer live training and virtual systems. Globally SAAB T&S have 
approximately 480 employees out of which 250 employees are stationed at the Swedish site in 
Huskvarna. The support resources consist of a marketing department in control of customer 
contact, project management which is responsible for all orders, as well as purchasing, production 
and delivery to customer. Furthermore, a number of departments focus on aftersales, quality and 
technology support. Several orders are customized according to the customers' need, making each 
order process unique and expensive.  

SAAB T&S specializes in production of hard- and software military training equipment through 
internal founded research & development (IR&D) and customer founded research & development 
(R&D) projects, which will be referred to as NPD projects in this research unless it is essential do 
differentiate between the two project forms. Taking part of all NPD projects are several internal 
stakeholders from the acting functions, for example procurement, marketing, production and 
quality. With expensive product components, time bound and parallel projects, SAAB T&S rely on 
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a stable information flow to cope with short lead times and avoid heavy fines for late deliveries. 
Therefore, the organization sees the improvement of information sharing as a priority to achieve 
flexible and efficient projects.  

To summarize the methodology chapter, a literature review was conducted to create a foundation for the research. 
Three techniques were used to collect empirical data. Interviews were used as the main source, while observations and 
document studies were used to triangulate and provide context to the collected empirical data, which is presented in 
the following chapter.
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4 Empirical Data 
The chapter presents empirical data collected through interviews which are supported by observations and document 
studies. 

4.1 SAAB Training & Simulation 
Customer specific orders run as different leveled NPD projects over longer period of time. There 
are two kinds of projects, IR&D and R&D. R&D projects are dependent on the success of IR&D 
projects since they share the same resources. Deadlines are generally less respected in IR&D 
projects than R&D projects due to the contract form. This influences the probability of finishing 
the IR&D projects before the R&D projects are planned to start. Products developed through 
IR&D projects are charged for by a separate budget founded by the organization. If a R&D project 
is initiated before the IR&D project is closed the organization is forced to prioritize their resources, 
leaving one of the projects on hold.  

4.2 Effects of insufficient information sharing 
SAAB T&S noticed that negative effects arise when important information is missing. A given 
example by SAAB T&S is when insufficient information is shared regarding the need for spare 
parts. The interviewee stated that “[…] If original and spare parts are ordered at the same time, I 
can negotiate better prices […]”. Consequences of not receiving this information in the early stages 
of the project can be that more orders need to be made which is both time consuming and costly 
since the purchaser loses a large part of its bargaining power. In worst case the supplier might no 
longer have capacity to produce the second order, forcing the purchaser to allocate another supplier 
with the capacity and qualifications to produce the second order, leading to additional 
expenses. The organization also strives to deliver spare and original parts to the customer at the 
same time. Thus, deliveries might be delayed until the spare parts are produced, in which case the 
project is prioritized or the spare parts will be delivered separately. A prioritization of limited 
resources can in turn affect other projects negatively. If a customer delivery is delayed a fine can 
be charged by the customer, which can affect the project profit negatively.	

Changes can be made in the project timeline causing the demand for articles to be postponed or 
needed in advance. Information related to such changes in the timeline needs to be communicated 
to the purchasers as early as possible to reschedule deliveries and mitigate negative effects. The 
information is extra critical in cases when articles are needed earlier than planned due to the 
production lead time and tighter time schedules. Additional issues can occur if the supplier is not 
able to deliver the ordered fill rate or if the delivery is late, in such cases production needs to be 
informed.	

It is not unusual that several projects roll parallel to each other and need the same type of 
components for their products. For example, in Figure 8 two customer projects, A and B, are 
running parallel. Both projects need a specific component, Z. In some cases, project B borrow Z 
components from the inventory that was originally ordered for project A. This can occur when the 
production start for project B is advanced and the project is prioritized. If components are taken 
from inventory, the purchasers and members of project A needs to be informed so that new 
components can be ordered. If the information is not shared, project A is at risk of being delayed 
due to the lack of components.   
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Figure 8 Example of Component Conflict illustrated by procurement 

Changes in the product design can be made by the design engineers even though orders for 
components already have been made by the purchasers, this action can result in different negative 
effects.  	

For example, if the new component implies assembly changes to the product the purchaser might 
need to cancel the ongoing orders and make new ones, which can result in supplier complications if 
the production has already started or if the products have already been delivered. If the products 
need to be disassembled the rework can result in expenditures for resources, damaged components 
and overtime work hours. A change in the product design can also imply that the purchaser must 
find a new qualified supplier if the current supplier is unable to produce the new component, which 
can be both time consuming and costly depending on the bargaining power.  	

Another reoccurring issue related to product design updates, is illustrated in Figure 9. The 
construction engineers might make a change in the product structure which implies that two new 
components, 5 and 6, will be needed which replace component 4 from the original product design 
(Article A). The demand for the new components is shared through the business system, which 
informs the purchaser that a new order needs to be made for the new product design (Article A+). 
However, the system does not send a notification until the drawings of the new article A+ until it 
is released, which indicates the change. Since the component is no longer needed the order must 
be canceled manually by the purchaser. If the purchaser is not updated about the change the 
order will stay active and the production continued. The interviewee further emphasized the 
negative effects by stating “[…] due to the customization of each component it is unlikely that they 
can be used for other products which is large money loss for our organization […]”.    

 
Figure 9 Example of changes in product structure illustrated by procurement   
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4.3 PULS Meetings  
Information retrieved from organizational documents stated that SAAB T&S holds a weekly 
meeting every Tuesday morning called ‘PULS Meeting’. Attending the meeting are involved 
stakeholders from different functions of the organization. The purpose of the meeting is to within 
25 – 45 minutes’ update involved stakeholders of the statuses for the ongoing projects. The meeting 
provides an opportunity for stakeholders to bring up problems that have or is about to occur. The 
meeting is also used to bring up and discuss ideas of improvements shortly.  

During the meeting, different kinds of PULS-boards are used. The majority of PULS-boards are 
project-boards on which each ongoing project has its own status line which stretches over a period 
of one year. It is the project managers’ responsibility to set out milestones and have the project 
status updated ahead of every PULS meeting. Supply chain organizes PULS-board-meetings every 
Monday during which supply chain activities are planned for each ongoing project. Beyond the 
project boards there are boards with the headlines, Inbox, Project Inbox, Operation Management 
Group, Assignments and Low Activity. These boards are used to bring attention to general 
information, incoming projects, smaller assignments and projects with low activity.  

When updating the project status, the project manager uses a red mark to indicate that an issue has 
occurred and needs attention. Yellow markers are placed in front of the project line to indicate that 
the project or information should be discussed during the meeting. Yellow marks are also used by 
stakeholders to deliver good and positive news. This is done to enable a more effective meeting 
since the red marks are not in need of being brought up during every PULS meeting. When issues 
are to complex and cannot be resolved during the PULS meeting the involved stakeholders stays 
for an ‘After-talk’, and if needed a blue mark is placed on the project line indicating that the issue 
will be brought up at the follow-up meeting which is held on Thursdays. When a project is closed, 
a lesson learnt meeting is held with the project team, during which the lesson learnt, positive and 
negative activities are reflect upon, a short summary is later presented during a PULS meeting. 
However, the Project Manager states that “[…] the organization is in need of further follow-up of 
issues, in order to learn from previous mistakes and issues […]”. Additionally, the Supply Chain 
Head planner stated that “[…] the organization needs better follow-ups on issues […]”. 
During several interviews, it was highlighted that important information brought up during the 
meetings should not be unknown to the affected stakeholders since they should be informed 
directly once the information is available. If information about issues or delays is not shared directly 
and first mentioned at the PULS meeting, the affected stakeholders will have less time to prepare 
for or prevent upcoming issues. Furthermore, consequences of not sharing the information does 
not only apply for the project manager but for other involved stakeholders as well. The lack of 
information could result in rework, delayed activities and expenses for overtime work hours to 
meet the deadline. Additionally, the Head of Production & Logistics stated that “[…] I receive so 
many emails, and many times they do not contain the right information. Perhaps, due to lack of 
time or a clear picture of who is in need of the information. […]”. 

4.4 Information Networks  
Within each project several internal and external stakeholders are involved. With many of the 
projects running parallel to each other during longer periods of time with shared recourses, they 
form several complex information networks that are connected. The Marketing Controller 
illustrated in Figure 10 the complexity of information networks at the early stages before project 
quotations are accepted, to emphasize the complexity of the information networks at the 
organization. During this project stage, multiple stakeholders are involved to specify the project 
before it is handed over to the project group. Project managers use the organizations project tool 
Antura for scheduling resource allocation, risk management and on a regular basis upload protocol 
and essential documents. This can sometimes cause confusion to the project members since they 
lack knowledge and access to the platform. If project members want to make sure that the 
information is received and read by all members within the group, the information is uploaded at 
Antura and sent by email. During projects the importance of sharing information is crucial for the 
success, especially outside of meetings since actions off all internal stakeholders are affected by 
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each other, creating a domino effect. The demand of projects and solutions have increased the 
workload and resulted in a limitation of resources, increasing the need for simultaneous 
information sharing between stakeholders.    

 
Figure 10 Illustration of Information Flow before projects start by the Marketing Controller 

To summarize the empirical data introduces a background to SAAB T&S, the effects of insufficient information 
sharing, how PULS meetings work, the different kinds of projects used in the organization and an insight in the 
organization’s complex information networks. The following chapter will present the findings and analysis of the 
collected empirical data and theoretical framework.
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5 Findings and Analysis 
This chapter presents an analysis of the collected empirical data and theoretical framework. The focus is primarily to 
strengthen theories and statements made by other researchers through a reconciliation to provide answers to the research 
questions.  

5.1 Research Question 1 
Why is it crucial to mitigate insufficient information sharing between internal stakeholders during new product 
development projects?  

5.1.1 Effects on Deadlines  

SAAB T&S highlighted that projects share resources, which poses a risk that other projects are put 
on hold when issues occur. Resources will be available first when the issue is resolved. To avoid 
this challenge information must be shared efficiently to the right stakeholder. This strengthens 
Douceks (2015) statement that it is important to manage information and knowledge, enabling it 
to reach the right stakeholder in time.  

Another case mentioned by SAAB T&S that supports Douceks (2015) statement is when 
insufficient information causes delays related to changes in the project timeline, causing the 
demand for articles to be postponed or needed in advance. When articles are needed in advance 
the purchaser must find a qualified supplier with enough capacity to accept the order and deliver 
on time, therefore it is critical that the information is received as early as possible to mitigate delays. 
Furthermore, the internal stakeholders must be aware that the delivery precision and fill rate may 
vary which can lead to the activity exceeding the internal deadline. Additionally, Xu and Luo (2014) 
imply that a dysfunctional information flow can cause delays and the loss of time in organizational 
processes. Lin and Chen (2008) state that it is easier to quickly solve and correct problems that 
occur during projects by increasing the available knowledge and information among stakeholders, 
since problems will be detected even before they occur. In the empirical data, there are multiple 
examples of when there is a lack of knowledge and information that prevents the stakeholders 
from detecting upcoming issues. One example is when components purchased for one project is 
used for another, without informing effected stakeholders about the change. If changes are made 
and the effected stakeholders are not informed this can result in delays due to the lack of 
components.  

Another distinct example which also strengthens Lin and Chens (2008) statement is when affected 
stakeholders do not receive important information ahead of PULS meetings. The lack of 
information results in less time for affected stakeholders to prepare for or prevent upcoming 
challenges. Furthermore, poor preparations can result in delayed activities and expenses for 
overtime work hours to meet the deadline, thus effecting both deadlines and profit. Lotfi, Mukhtar, 
Sahran and Zadehs (2013) list of benefits related to information sharing also support Lin and Chens 
(2008) statement by claiming that information sharing can increase early problem detection and the 
organization's ability to respond quickly.  

As brought up in the collected empirical data, R&D projects are dependent on the success of IR&D 
projects since they share the same recourses. Deadlines are generally less respected in IR&D 
projects due to the contract form. Thus, if activities of IR&D projects do not meet expected 
deadlines, R&D projects will start to run parallel to deliver on time. If a R&D project is initiated 
before the IR&D project is closed the organization is forced to prioritize their resources, leaving 
one of the projects on hold. These consequences could potentially be a result from insufficient 
information regarding the importance of finishing the IR&D projects before the R&D projects 
start. If so, the example will also support both Lotfi, Mukhtar, Sahran and Zadehs (2013) and Lin 
and Chens (2008) research findings.  

Table 5 present a summary of the identified challenges connected to deadlines. 
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Table 5 Challenges connected to Deadlines 

 
Challenge Description 

Projects share resources  If one project is delayed others are at risk of being delayed too, since both 
share the same recourses. 

Changes in project timeline  If articles are needed for production in advance, deliveries might not be 
made in time. 

Delivery precision Delivery precision and fill rate on supplier deliveries can affect the 
production flow. 

New information at PULS meetings  Gives the affected stakeholder less time to react on upcoming and current 
challenges, risking delays.  

Disrespected internal deadlines Differences in contract form influence how well the deadlines are 
respected. 

5.1.2 Effects on Profit  

Even if an information flow does not bind capital, it has a major impact on material flows and an 
indirect impact on the company's costs (Mattsson, 2012). A case brought up by SAAB T&S in 
which the information flow has an indirect impact on the profit is when the purchaser is lacking 
bargaining power. If spare parts and original parts are ordered at the same time the purchaser can 
bargain for lower prices from the supplier since the production costs will be lower. 

Additionally, the organization strives to deliver original and spare parts to the customer at the same 
time. If information is lacking regarding the need for spare parts it can affect the organizations 
ability to deliver original and spare parts at the same time. If a customer delivery is delayed a fine 
can be charged by the customer, which can affect the project profit negatively. In both cases, the 
information flow has produced challenges which prevents the purchaser from performing each 
work task in the most effective way, resulting in unnecessary costs that effects the profit negatively.  

Insufficient information sharing connected to changes in product design is another case which 
confirms the statement made by Mattson (2012). One example given by SAAB T&S is when new 
product components replace other components in the new product design and information about 
the change does not reach the involved stakeholders. If the information is not received, all orders 
will continue to be produced and the organization will end up with components that cannot be 
used. In many cases these components end up in inventory, which will have a negative effect on 
the profit for that customer order.  

In some cases, when information about changes in the product design are communicated to late, 
the organization might end up in a situation where the products need to be disassembled. This kind 
of rework can result in expenditures for resources, damaged components and overtime work hours, 
which also effect the profit negatively. Changes in the product design can also imply that the 
purchaser must find a new qualified supplier, which SAAB T&S already stated to be a difficult and 
sometimes expensive task. Lotfi, Mukhtar, Sahran and Zadehs (2013) states in their list of benefits 
how information sharing can improve inventory reduction and management as well as increase 
visibility and reduce possible uncertainties. Reduction of uncertainties is also a benefit of 
information sharing that Draft and Lengel (1986) supports in their statement, to achieve internal 
goals information is shared and when information is shared between functions confusion and 
uncertainty are reduced. From SAAB T&S, insufficient information sharing connected to changes 
in product design is an example of a case during which uncertainties and confusion emerge. 
Furthermore, Lotfi, Mukhtar, Sahran and Zadehs (2013) list also propose that information sharing 
can improve cost reduction which is also supported by Mattsson (2012) statement.  
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Table 6 present a summary of the identified challenges connected to profit. 

Table 6 Challenges connected to Profit 

 
Challenge Description  

Lacking bargaining power 
If spare parts and original part are not ordered at the same time the 
purchaser cannot bargain for the same prices since better prices are 
achieved through higher production volumes. 

Change in product design  
Ordering unnecessary articles will affect the profit negatively. Can also 
imply assembly changes which causes rework and overtime workhours 
which in turn effects the profit negatively. 

Need for new suppliers Time consuming and costly. 

5.1.3 Effects on the Interpretation of Information  

In cases when information regarding spare parts is lacking and a new order must be made there is 
a risk that the previously used supplier no longer have the capacity to complete the order. The 
purchaser must then find another supplier that meets the requirements and has the capacity to 
complete the order to meet the set deadlines are  

In cases when delivery deadlines are advanced the purchaser must sometimes compromise on a 
supplier solution which could imply that the lead time for delivery is prolonged. This could then 
result in tighter deadlines for the internal stakeholders. A decrease in project time, can have a direct 
impact on the performance of the stakeholders which can be forced to work overtime to meet the 
deadlines, which can cause work related stress. In the long turn perspective, this also pose a risk 
for the quality of the work and employee health (The Swedish Work Environment Authority, 
2002). Wu (2011) also highlights how work-related stress has a negative effect which is also 
supported by several researchers.  

A tight time schedule can also increase the chances of important information not being brought 
up and discussed and thereby influence the quality of the projects. Furthermore, Rasmussen and 
Vicente (1989) states that insufficient or incorrect information can cause knowledge-based errors, 
which means that inappropriate corrective action is taken. According to Hertzum and Pejtersen 
(2000) written and oral information is interpreted differently, which could potentially cause 
stakeholders to choose an inappropriate corrective action and commit knowledge-based errors. 
Waring, Alison, Carter, Barrett-Pink, Humann, Swan and Zilinsky (2018) adds substance to this 
statement by implying that differences in roles, personal experience, goals and cultures between 
sender and recipient will affect how information is interpreted. These differences can also create 
barriers for knowing what information to share, when, with whom and how it should be 
interpreted. Which is an issue highlighted by the Head of Production & Logistics. The researchers 
also emphasize that words can attach different meanings by using different terminologies to explain 
information. This increases the risk of stakeholders’ misinterpreting the information and thereby 
choosing the wrong corrective actions. Failure to share or regard relevant information will in turn 
increase uncertainties and delay decision making (Waring, o.a., 2018).   

Furthermore, Ellström (2010) states that a working process can be accomplished in several 
different ways compared to how the formal documents are formulated. SAAB T&S mentioned a 
case related to the organizations use of the platform Antura that supports this statement. The 
platform is used on a regular basis for scheduling resource allocation, risk management and on a 
regular basis upload protocol and essential documents. Even though the platform is used regularly 
it causes confusion among the project members since they lack user knowledge and access. This 
could be a result from the lack of or misinterpretation of instructions and formal work documents. 
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If the instructions are misinterpreted they could potentially cause wrong actions, this can lead to 
the consequences mentioned by Waring, o.a. (2018). 

Table 7 present a summary of the identified challenges connected to the interpretation of 
information. 

Table 7 Challenges connected to the Interpretation of Information 

 
Challenge Description 

Tighter internal deadlines A decrease in project time influence the work performance and poses 
a risk for work related stress 

Knowledge based errors Insufficient or incorrect information can cause knowledge based 
errors, leading to inappropriate corrective actions 

5.2 Research Question 2 
How can potential challenges during new product development projects be mitigated through information sharing 
between internal stakeholders? 

Allen, Tomlin and Hauptman (2008) state that stakeholders must have a reason to communicate 
and share information, and that stakeholders that are part of the same project team will have an 
increased regular communication. This statement is supported by Frank and Ribeiro (2014) whom 
imply that independent team structures can prevent information from happening spontaneously. 
Furthermore, Allen, Tomlin and Hauptman (2008) imply that physical distance of different units 
has a minor effect on the likeliness of a high communication level at workplaces and that the level 
of information sharing is dependent on interdepartmental relationships. Bruch and 
Johansson(2011) support Allen, Tomlin and Hauptman (2008) by implying that information 
sharing creates a need for interaction between functions and emphasize that an efficient way of 
working with information sharing will develop better integration between functions. To achieve a 
good integration between the involved stakeholders and increase information sharing, SAAB T&S 
introduced PULS meetings. The purpose of the meetings is for stakeholders to update and discuss 
the statuses, priorities and share information of the ongoing projects. The meetings have resulted 
in a better integration between internal stakeholders and more efficient information sharing, 
thereby supporting the research presented by Allen, Tomlin and Hauptman (2008), Frank and 
Ribeiro (2014) and Bruch and Johansson (2011).  
Stanica and Peydros (2016) research imply that cross-training can be used in organizations to help 
team members perform a wider range of activities, which in turn will enhance flexibility and greater 
idea generation capabilities. Cross-training increases employees understanding and awareness of 
the connections between work tasks and departments, as well as providing an opportunity to gain 
more dynamic knowledge and skills (Stanica & Peydro, 2016). By introducing PULS meetings the 
SAAB T&S managed to increase the employee understanding and awareness of connections 
between work tasks and departments. Even though the focus of the meetings is not to educate but 
rather to inform, the stakeholders have received valuable lessons by attending and participating in 
after-talks which indicates that even cross-training in smaller format provides the benefits stated 
by Stancia and Peydros (2016). The effects of the PULS meetings also support Jassawalla and 
Sashittal (2000) statement that an improvement of the interaction and collaboration between 
stakeholders will result in a more effective project process.  

The cross functional nature of NPD projects increase the number of different requirements 
coming from involved stakeholders, which are at risk of conflicting and making the NPD projects 
even more complex to manage (Majava, Haapasalo, & Harkonen, 2015). As presented by SAAB 
T&S, even the early stages of the project process are complex and involve information sharing 
between several stakeholders. The complexity of these networks can delay the startup of projects, 
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once they are ready to start the resources needed might already be occupied by another project. 
When these conflicts arise or when the availability of resources are limited, SAAB T&S is forced 
to prioritize the recourses, which strengthens Majava, Haapasalo, and Harkonens (2015) statement. 
Additionally, Van Hoek and Chapman (2007) suggests that organizations need to agree internally 
on priorities, plans and strategies to be able to focus on integration. 

The organization uses after-talks to discuss and solve complex issues, and lessons learnt to evaluate 
the projects. These forums create an opportunity to learn and develop, however it has been 
highlighted that the organization needs further follow-up discussions to learn from previous 
mistakes and issues. To stay competitive in the engineering world Gao and Bernard (2018) imply 
that it is vital for organizations to have the right knowledge, this by sharing the correct information 
among the internal stakeholders within all NPD projects. Which strengthens the importance of 
providing a learning opportunity during which the organization can develop to stay competitive. 
Majava, Haapsalo and Harkonen (2015) supports this suggestion by highlighting the importance of 
managing knowledge during NPD projects, especially when changes occur.   

A learning opportunity with the focus of analyzing the root cause of reoccurring issues connected 
to insufficient information sharing, called Root-Cause analysis (RCA) meetings on the PULS-
boards, was suggested by the authors. RCAs are continuously performed at the organization, 
however the solution imply that all involved stakeholders can give suggestions on needed RCA 
meetings for reoccurring or large challenges, which are then highlighted during the PULS-meetings. 
By making it accessible, challenges can be acknowledged by all internal stakeholders which 
increases the probability of successfully mitigating the challenges. As Lin and Chen (2008) state, it 
is easier to quickly solve and correct problems that occur during projects by increasing the available 
knowledge and information among stakeholders.  

Table 8 presents a summary of SAAB T&S existing improvements and the authors suggested 
improvements for mitigating challenges connected to insufficient information sharing.  
Table 8 Information Sharing Improvements 

 
Existing improvements   

PULS Meetings Result in better integration and increased information between 
internal stakeholders 

After-talks Provides an opportunity to further discuss current issues and find a 
suitable solution 

Suggested improvements  

Root-Cause Analysis Meetings Provides an opportunity to analyze and solve the root-cause behind 
reoccurring issues 

To summarize the findings and analysis, several challenges were identified connected to insufficient information sharing 
between internal stakeholders during NPD projects. The challenges identified have also been acknowledged by 
previous research. The challenges were categorized into three main topics, effects on deadlines, profit and the 
interpretations of information. The authors suggest a new column on the PULS-boards called RCA meetings as an 
improvement to mitigate reoccurring and large challenges. The following chapter presents the discussion and conclusion 
of the research. 
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6 Discussion and Conclusions 
The chapter presents a summary of the research results. A discussion and conclusion of the results, method, 
implications, conclusion as well as suggestions for further research will be presented. 

6.1 Results  

6.1.1 Research Question 1 

Why is it crucial to mitigate insufficient information sharing between internal stakeholders during new product 
development projects?  

The research resulted in three main challenge categories connected to insufficient information 
sharing between internal stakeholders during new product development projects. Within each 
category the organization faces challenges that effects either deadlines, profit or the way 
information is interpreted.  

Challenges that affects deadlines are shared resources between projects, demand for spare parts, 
changes in project timeline, delivery precision, new information at PULS meetings and disrespected 
internal deadlines. Category two, effects on profit, is affected by the lack of bargaining power, 
change in product design and need for new suppliers. The last category, effects on the 
interpretation of information, is challenged by tighter internal deadlines and knowledge based 
errors. These challenges are crucial to counteract since they affect the organizations ability to obtain 
the positive outcomes of information sharing such as cost reduction, improved resource utilization, 
increased productivity and early problem detection.  

6.1.2 Research Question 2 

How can potential challenges during new product development projects be mitigated through information sharing 
between internal stakeholders? 

The analysis proved that PULS meetings result in a better integration and efficient information 
sharing between project teams. Even though the PULS meetings aimed to inform rather than 
educate, the introduction increased the employee understanding and awareness of connections 
between work tasks and departments. Additionally, after-talks create an opportunity to learn and 
develop. However, the analysis found that the organization needs further follow-up discussions of 
issues to learn from previous mistakes and reoccurring issues. Research has proven that it is 
important to educate and pay attention to how information is shared to develop an organization. 
It is therefore not enough to provide informational opportunities, but industrial organizations must 
also provide educational opportunities. Some of the highlighted challenges in research question 
one had the characteristics of reoccurring which suggests that a Root-Cause Analysis is needed to 
educate the internal stakeholders about its origin to prevent it from reoccurring. Therefore, the 
authors suggest that a new meeting forum is implemented during which Root-Cause Analysis are 
made  

6.1.3 Purpose  

To increase the understanding of how insufficient information sharing between internal stakeholders can be mitigated 
during product development and new product development projects.  

The analysis of research question one proved that several challenges occurred connected to 
insufficient information sharing between internal stakeholders. The analysis of research question 
two suggested an improvement of implementing a new column on the PULS-boards called RCA 
meetings to mitigate reoccurring and large challenges. Additionally, it is important to provide both 
informational and educational opportunities to increasing the available knowledge and information 
among stakeholders. Finally, the research acknowledges the importance of sharing information and 
constantly evaluate what, when, with whom, and how information should be shared.  
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6.2 Discussion of methodology 
By conducting a pre-study, it was possible to define the problem and therefore define a purpose 
and research questions relevant for the research. The limitation of the research made it possible to 
create a foundation of the theoretical framework with essential theories by a literature review. The 
literature review is built on only scientific articles which has all been ‘peer reviewed’ to ensure high 
reliability. 

To create a deeper understanding and knowledge applicable to the research area a case study was 
conducted at an organization, according to Yin (2014) this type of research design is a single case 
study. It is argued by Yin (2014) that a single case study is not as beneficial as a multiple case study 
when it comes to validity since it’s more difficult to generalize the results, by conducting the case 
study at multiple organizations it is more likely to find similar problems and then argue for higher 
validity. Due to limited time and the uniqueness of the case company the authors have been sure 
to document every step of the process, to create the possibility to conduct further research and 
ensure high quality of the research.  

A limitation by conducting interviews is that the answerers given may be based on individual values 
and experience which could provide a perspective that others do not consider to be correct. The 
interviews were semi-structured and during the entire interview notes were taken. The notes were 
compiled and the data was compared to formal documents to ensure that the collected data was 
correct. The method of comparing documents with the information given by interviewees is 
according to Yin (2014) a method which strengthens the credibility of the collected information. 
By mainly interviewing managers there is a risk that the collected data only provides an overview 
rather than a deep insight in the processes of sharing information between internal stakeholders. 
The authors do not believe this affected the outcome of the interviews since the managers have 
long experience within the case company and broad knowledge of the function. To be sure of the 
collected information regarding PULS meetings, an observation was conducted. By participating 
at a PULS meeting and conducting the pre-study it was possible to gain special knowledge of the 
organization, the issue at hand and contextual knowledge.  

6.3 Discussion of implications 
To conclude, the analysis of collected empirical data and previous research have proven that 
insufficient information sharing within NPD projects mainly effect internal deadlines, project 
profit and the quality of stakeholder performance and project outcome. 

Furthermore, the analysis indicated that the introduction of PULS meetings resulted in a better 
integration and efficient information sharing between project teams and thereby supporting 
statements made by several researchers. Even though the PULS meetings aimed to inform rather 
than educate, the introduction increased the employee understanding and awareness of 
connections between work tasks and departments. 

6.3.1 Practical implications  

Practically, the research contributed with knowledge regarding the main effects of insufficient 
information sharing within NPD projects. Furthermore, it suggests ways of improving integration 
and information sharing between internal stakeholders. Thus, the research can be used by other 
industrial organizations working with NPD projects to improve their information sharing to 
mitigate the negative effects of insufficient information sharing.  

6.3.2 Theoretical implications 

Theoretically, the research has not contributed with any new theories, but rather highlight how a 
compilation of already existing theories and methods can result in improved information sharing. 
Even though the research did not contribute with new theories, statements and theories made by 
other researchers were further strengthened through the research analysis.   
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6.4 Conclusion 
The purpose of the research was to increase the understanding of how information sharing can be 
mitigated during product development and new product development projects. The research 
indicates that an insufficient information flow can cause several issues related to deadlines, profit 
and quality. It should therefore be a prioritization that an organization works constantly to improve 
the way information is managed and shared to obtain the benefits of information sharing. 
Additionally, the research analysis suggests that the organization needs to allocate time for 
educational opportunities.  

By introducing a new column on the PULS-boards, where stakeholders can raise awareness of 
complex issues, the organization creates a learning opportunity. Once an issue is brought up on 
the board, a project team is formed with the goal of performing a RCA to resolve the issue. This 
action will provide an opportunity for the organization to learn and develop. By presenting the 
issue at the PULS meetings the new knowledge will also be spread throughout the organization.     

6.5 Further Research  
The purpose of the research has been to increase the understanding of how information sharing 
can be mitigated during new product development project. The scope of the research area provides 
opportunities for further research.  

Since the research was conducted at an organization that specializes in production of hard- and 
software military training equipment, the authors suggest that a research with the same purpose is 
conducted at another organization to get more generalizable results. The research gave minor 
indications that information could be bound to individuals, which could potentially result in a new 
research perspective.   

Additionally, this research did not investigate the role of ERP systems in connection to insufficient 
information sharing. A further study that includes this could potentially result in other conclusions 
and is therefore an interesting subject to investigate. 
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8 Appendices  
Interview Questions:  

1. How long have you worked within this unit?  
2. What is your role here? 
3. What do you see as your responsibilities during projects?  

a. Can you explain how these are connected to your role?  
4. What prerequisites are vital for your work?  

a. Why are they so important?  
b. Do you have the right prerequisites to perform your work tasks correct?  

i. (If no) – which prerequisites are you missing?  
ii. Do you know why?  

5. During the weekly PULS meetings, what is of interest for you?  
a. Why is that of your interest?  
b. Does the content of each PULS meeting fulfil your interests?  

i. Why/why not? 
ii. What could be changed about the meetings in order to better fulfil your interests?  

6. Do you ever take responsibility for tasks that are outside of your responsibilities?  
a. Why did you take care of those tasks? 
b. How did this affect the management of your original tasks?  

7. Can you describe your information flow during a general project?  
a. From where do you receive information?  
b. To whom do you pass on information?  
c. How is the information normally forwarded (email, conversation, paper etc)? 
d. How do you experience the information flow?  

i. (good/bad) why?  
ii. How could it be improved?  

8. In line with your work tasks, what form of information/training have you received from the organization?  
a. Looking back at your introduction, how could it have been improved?  
b. Why is this important to improve? 
c. Does the organization provide regular training to keep you updated?   

9. What is your opinion on sharing information with other involved departments in the project?   
a. When do you think it is necessary to share information with the involved parties?  
b. Why do you think it is/is not important to share this information?  

10. What kind of information related delays have you experience during projects?  
a. What effects did this result in?  

i. How and when were you informed about the delay?  
ii. Did the delay effect another stakeholder involved in the project?  
iii. Who bears the responsibility to inform involved stakeholders when a delay occurs?  

b. What causes the delay?  
c. How can the delays be prevented? 



 

 

 


