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ABSTRACT

Thestudyaddressesanimportantliteraturegapconcerningopeninnovationandstartups.Thepurpose
ofthisarticleistodelivertoolsandguidelinesforinnovationmanagerstosupporttheirdecision-
makingwhenaspiringtoopenlyinnovatewithstartups.Thestudyproposesfivespectrathatshow
thevarianceacrossdifferentcollaborationonthefollowingparametersforanalysis:1)investment
required;2)risklevel;3)corporatecontrol;4)Startupsupport;5)ecosystemleverage.Thearticle
arrivesatasimpleweighteddecisionmatrixtobeusedasadecision-guidingtoolindeterminingthe
bestchoiceofastartup-collaborationoptionfromacorporateperspective.Theresearchbuildson
aframeworkofreferencestopreviousliteratureandfollowsanexplorativeapproachbasedonfield
researchanddesignscienceresearch.
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1. INTRODUCTION

Inordertokeepupwithtoday’sfast-pacedchangesinaworldthatisdrivenbydigitalization,the
abilitytoinnovateisakeydeterminantofsuccess.Currentliteratureoninnovationinlargecompanies
highlightsthatopeninnovationpositivelyinfluencesafirm’sperformance(Dodgson,Gann&Salter,
2006;Gassmann,Enkel&Chesbrough,2010).Openinguptheinnovationprocesstocollaboratewith
startupecosystems(Yoo,Henfridsson&Lyytinen,2010;Kohler,2016)hasbecomeanespecially
noteworthyandgrowingtrendamonglargecorporationsonaglobalscale.Astartupisreferredto
asanascentventure,typicallyrestrictedbyitssmallsizeandalackofresources,and“formedto
searchforarepeatableandscalablebusinessmodel”(Blank,2010).Alargecorporationistypically
complexandrestrictedbyestablishedprocessesaswellasadministrativeprocedures,andthus,slow
initsabilitytoadapttoabruptmarketchanges.Externalpartnershipswithlargercorporationsdo
notonlyhelpstartupsinthedevelopmentanddistributionoftheirideasortechnologies(Dahlander
&Gann,2010),butalsoplayapivotalroleinimprovingandretainingacorporation’scompetitive
advantage(Weiblen&Chesbrough,2015).AnAccenture(2015)reportdemonstratesthatanyform
ofcollaborationbetweenlargecorporationsandstartupsincreasestherevenueoflargecorporations.
During this process, the role of corporate innovation managers, as well as their ability to make
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consciousdecisionsonhow tocollaboratewith startups,will continue tobepivotal.Thispaper
answerstheresearchquestion,howthecharacteristicsofprominentopencollaborativeinnovation
modelsmayserveasaguidelineforinnovationmanagerstochoosetherightoptionofcollaboration.

Peter,Back,andWerro(2018)reiteratedthenecessityofcorporationstoinnovatewithstartups
basedonaliteraturereviewstudy,andthedevelopmentofacharacterizingframeworkofprevalent
collaborativeinnovationoptionsbetweencorporationsandstartups.Buildingontheseresults,this
articledevelopseight illustrative toolsandaweighteddecisionmatrix toanswer thequestionof
whichcollaborationoptiontochoosewheninnovatingwithstartups(Figure1)andcontributesto
thedecision-makingprocessofinnovationmanagers.

DesignScienceResearchhasbeenchosenasitqualifiestoexplorea“wickedproblem”(Rittel
&Webber1984)forwhich“conflictingorsparsetheoreticalbasesexist”(Vaishnavi&Kuechler,
2007,p.19).

2. COLLABORATIVE OPEN INNOVATION WITH A STARTUP ECOSySTEM

Startupecosystemsareconstitutedofpeople,start-ups(indiversestagesofexistence)anddifferent
typesofcompaniesallwithinalocation,whichcouldbeweb-basedorphysical,workingtogetheras
anetworktoproduceandexpandnovelstartupfirms(Suominenetal,2016;Smorodinskayaetal.,
2017).Theinvolvedcompaniescanbebrokendownfurtherintogroupslikesupportorganizations
e.g.accelerators,jointworkingareas,incubatorsetc.,largecorporations,researchfirms,universities,
serviceprovidercompanies(e.g.financialandlegalserviceproviders)andfundingorganizations.The
currentliteratureonthesubjectofopeninnovationwithinsuchanecosystemdifferentiatesbetween
twotypes:inboundandoutboundinnovation.Inboundinnovationdescribesaninflowofexternal
technologiesorideas(e.g.fromastartup)intoanorganization(e.g.alargecorporation)(Chesbrough,

Figure 1. Research question and contribution approach of the present paper
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2003;Gaponava&Korshunov,2018).Insuchanarrangement,noveltechnologiesareimplementedor
madeavailabletobenefitthecorporationandthestartupitselfservesarolesimilartothatofasupplier.
Outboundinnovationontheotherhand,supportstheexternalexploitationofinternalknowledgein
differentmarkets.Ideasthatareamisfittothecoreofthebusinessofacorporationarebroughtto
themarket,forinstance,bypartneringwithnewcompanies,throughthesaleofintellectualproperty
(IP)andbyproliferationofnewtechnology.

Open collaborative innovation between large corporations falls in the domain of inbound
innovation.Inpractice,theinboundinnovationismorecommon(Chesbrough&Brunswicker,2014).
Collaborationhasbecomeakeyelementwithinthediscoursepertainingtoopeninnovationprocesses
withinbigcorporationsandstartupsalike.AccordingtoPeter,Back&Werro(2019)collaboration
withinthecontextofopeninnovationthereforecanbedefinedas:

A social and dynamic process of value creation, based on a strongly committed, formal, mutually 
beneficial, jointly structured and shared relationship between independent startups and large 
corporations as part of a community within a self-sustainable, open innovation-conductive environment 
(interconnecting the micro and macro level of an economy), aiming at common goals and a common 
vision to innovate, and which results in entrepreneurship and innovation.

Despite its prevalence in practice and the growing body of literature on open innovation,
comparativeresearchwithafocusonoptionsforcollaborativeopeninnovationisscant.Guidancein
theformoftoolsorreferencematerialofusetolargecorporationsinchoosingasuitablecollaboration
optionisnexttononexistent(Spithoven,Vanhaverbeke&Roijakkers,2013;West&Bogers,2014).
Theliterature(Docherty,2006;Gassmann,2006;Giannopoulou.Yström&Ollila,2011;Chesbrough
&Brunswicker,2014)pointstothedifficultyforcompaniesinimplementingsuchpractices.There
areanumberofchallengesinaccomplishingsuchcollaboration.Collaborativelydevelopedideasare
athighriskoffailingwhenthereisadearthofsupportfromtheseniormanagementandthusthis
becomesanessentialandoverwhelmingrequirementforthecorporation.Toensurelastingsuccess,
adeliberatedecisiontoboostinnovationandadoptitasamajorcomponentofthechosenbusiness
strategyishighlyimportant.Firmsneedtoproperlymanagetheexpectationsoftheshareholdersi.e.
achieveabalancebetweenthelastingandimmediatereturnsofaninvestmentplan.Majorcorporate
departmentsmightbereluctanttodobusinesswithstart-upsandtousetheirrelativelynovelproducts
iftheyareunabletogetreferencesandrecommendationsfrompastcorporatecustomers.Different
businessdepartmentsmighthaveconflictswhencollaboratingorpredictingthepossibleresultsofa
collaborationandthiscancausedifferenceindemandsaswellasschedulesetbacks.Collaborations
betweenlargecompaniesandstart-upsissignificantlydifferentfromcollaborationsbetweentwo
(ormore) largecompaniesorSMEs,as they facea scarcityof resources, simplerorganizational
processes,andmarketuncertainties.Thesefactorstypicallyalsocontributetomoreopen-mindedand
stronglyvision-drivencultures(Peter,Back&Werro,2018;Berghaus&Back,2016).Thus,existing
decision-makingtoolsforthechoiceofoptionsforcollaborationbetweenlargecompaniescannotbe
appliedtocollaborationsbetweenlargecompaniesandstartups(Vanhaverbeke,Vermeersch&De
Zutter,2012,Chesbrough,2017,Grippaetal.,2018).

3. THE STARTUP-COLLABORATION-MODEL

Pioneeringworkinthefieldofcomparativeresearchoncollaborativeopeninnovationoptionshas
beenconductedbySarbacher,Schildhauer,Schleicher&Näfelt(2016)andPeter,Back&Werro
(2018).Peter,Back&Werro(2018)developedtheStartup-Collaboration-Model(SCM)asaregulatory
concepttocompareanddefinethedifferentformsofstartupcollaboration.Theeightdimensionsof
theSCMare(1)strategy,(2)structure,(3)culture,(4)resources,(5)performance,(6)startup,(7)
ecosystem,and(8)financing,asshownintheFigure2below.
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Strategydescribesthemain(long-term)goalsofthecollaborationoption,intermsofitsstrategic
orientation.Financingcomprisesof themainrevenuesandcosts, includingthefinancial levelof
investmentandrisk.Startupsillustratethemaincharacteristicsofthecollaborationoptions,which
aretypicallytargetedstartups.Structuredescribestheorganizational/programstructure,including
thestartupapplicationprocessandtheassociatedlevelofcorporatecontrol.Cultureincludesnorms,
values,attitudesandpatternsofargumentsof theemployees.Resources stand for theserviceor
assets,whichacompanytypicallyofferstheirstartupswhencollaborating.Performancerepresents
theaccomplishmentofthecollaboration,measuredagainstpreviouslydefinedstandards,inorder
totrackthedevelopment/resultsofinnovation.Ecosystemstandsforthestartupecosystemthatis
constitutedofpeople,start-ups,anddifferenttypesofcompaniesandotherinstitutionsallwithina
location(Peter,2019).

BasedontheeightdimensionoftheSCM,ninedifferenttypesofcollaborationformsbetween
startupsandestablishedcompaniesinthecontextofopeninnovationaredefinedinthefollowing
discussion,namely:corporateventurecapital(CVC),mergers&acquisitions(M&A),procurement,
businessincubator(BI),corporateaccelerator(CA),corporatecompanybuilder(CCB),co-working
space(CoS),startupplatformprograms(SPP)andinnovationlabs(IL).Thedifferentcollaboration
formscanbedefinedandcomparedintermsofthelevelofinnovation(incrementalvs.disruptive)
andculture(internalvs.externalculture)asshownintheFigure3below.

CorporateVenturingisacorporateinvestmentprogramwiththemaingoalofdirectextensionof
acorporation’sexistinginnovationportfolio,focusingonthecore-andgrowthbusiness.Typically,
mid-termoriented,theseinvestmentsarestronglydrivenbyfinancialgoalsinventuresidentifiedas
havingsignificantgrowthandprofitpotential(Park&Bae,2018).CorporateVenturingtypically
involvesinvestmentsinanarrowrangeofverysmallstartupsassessedtohavehighgrowth-potential
intheirearlytolatestages(Wenneberg,2016).Thecollaborativeeffortstypicallylastbetweenthree
tofiveyearsafterinvestment,whiletheinteractionsofcorporatemanagementandotherstaffwith
thestartupsareepisodic(Mocker,Bielli&Haley,2015;Brigl,Hong,Roos,Schmieg&Wu,2016;
Kohler,2016).

Mergers&Acquisitionsistheconsolidationoftwocompaniesortheirassets,contextuallythe
combinationofalargecompanyandastartup,oracorporation’sattainmentofastartup’smajority
stake. By acquiring smaller firms, a corporation is able to quickly solve business problems and

Figure 2. Dimensions of the startup collaboration model (Peter, 2018)
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boosttheir(typicallycore-)productsandservices,withouthavingtocreatesuchcapabilitydirectly
themselves(Werro,2017).M&Aoffersalong-term-oriented,fastandeffective,andyetrelatively
expensivewayofacquiringcomplementarytechnology,capabilitiesortalent.Whenacquiringstartups,
corporationssouringforM&Atypicallyfocusonasmallrangeoflate-stagestartupsthatarealready
successfulandwhereitisanticipatedthattheacquisitionwillhelptheunderlyingbusinesstogrowand
scalefurther.Thetypicallengthofsuccessfullyacquiringastartupfromthescanningofinvestment
opportunitiestotheclosingofthedealcantake1-3years(Coyle&Polsky,2013;Mocker,Bielli,&
Haley,2015;Fantasia,2016).

Procurementexpandsitstraditionalfocusofsupply-managementtoco-developmentwithsuppliers,
whichincludesidea-sourcingandthussignificantlyaffectsthecorporation’sinnovationperformance.
Necessarily,supplier-enabledinnovationrequiresthecollaborationofseveraldepartmentsofabusiness
includingproductdevelopment,procurementandR&D.Itpromotesstrongercollaborationamong
businessdepartments,anditpromotesinternalproductivityintermsofimprovedtransferofknowledge
andclosernetworkingtoachievecommongoals.Thislowerstheprocess’inherentriskandimproves
theinnovationvaluechain.Withashort-termintegrationofinnovativesupplierstothecompany’s
productdevelopmentprocess,procurementcanservetoprovideaccesstodisruptivetechnologies
andnewbusinessmodels(futurebusiness).Largecorporationsprefertoprocurethroughsmall-scale
collaborationswithearlytolatestagesmallstartupswithalreadydeveloped,marketableandadaptable
high-qualityproductsand/orservices.Withintheco-developingprocess,aPOCistypicallydevised
withinonetotwomonths,althoughthisprocessmaytakeuptothreeyears(Umbenhauer&Sopher,
2013;Taga,Pichai,&Doemer,2015;Batran,Erben,Schulz,&Sperl,2017).

ABusinessIncubatorisacompany-supported(on-siteoroff-site)officespacethat’hatches’
novelcustomer-centricideaswiththelong-termorientedstrategicgoalofdevelopingnewbusiness
modelsfromscratch.Theenhancedbusinessportfolioofcorporationsmayenableanimprovedaccess

Figure 3. Different types of collaboration forms
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toprofessionalservices,capitalornewmarkets.BusinessIncubatorsmainlyfocusonmediumtolarge
early/seedstartupswithastrongtech-focusandcustomer-focus,withtheaimofgraduatingthem
withinatypicallengthofthreetofiveyearsofcontinualexposuretotheincubationenvironment
(Weiblen&Chesbrough,2015;Hackett&Dilts,2004;Dee,Gill,Livesey,&Minshall,2011;Cohen,
2013;Ringel,Taylor&Zablit,2016).

Therearetwoparticularformsofacceleratorstobedifferentiated.CorporateAcceleratorsarea
subtypeofStartup/SeedAccelerators.Miller&Bound(2011)defineastartupacceleratorasadefined
collectionofprogramswhichpossessesthefollowingfeatures:

1. Emphasisonsmallteamsratherthanindividualfounders
2. Theapplicationproceduretotheeventisunrestricted,yethighlycompetitive.
3. Start-upsarearrangedintogroupsor“classes”ratherthanindividualfirms.
4. Pre-seedinvestment,withamountscloseto10,000–50,000€,isprovidedtoacquireequity.
5. Timerestrictedsupportisprovided,withthoroughmentoringandeducativeeventsinclusive.

WhileSeedAcceleratorsaretypicallyindependentinstitutionsandareeithergovernmentally
(non-profit)orprivately(for-profit)funded,CorporateAcceleratorsaretypicallysetupassubsidiaries
oflargercorporationsandaretherefore,generally,for-profitandfundedbyprivatesources.Thegoal
ofCorporateAcceleratorsismainlytoaccomplishpre-determinedfinancialobjectivesthroughthe
commercializationofstartupsthatarereadytoenterthemarketandscale(Pauwels,2016).Accelerators
typicallyfocusonseedandearly-stagestartupswithsmallteams.SuchstartupsenterAccelerator
programsincohorts(Kuppetal,2017).TheygenerallyhaveoneormoreMinimalViableProducts
(MVPs)andfewtonocustomers.Thetypicallengthofthecollaborativearrangementrangesfrom
three to six months, whereas most programs last three months (Isabelle, 2013; Crichton, 2014;
Hathaway2016).

CorporateCompanyBuildersmaybeeithersetupaspartofanindependentbusinessmodelor
maybeoperatedbyacorporationinadditiontoitscore-business.ThemainobjectiveofaCorporate
CompanyBuilderliesinthefastandagileexperimentationofmanynewideas.Thisisfollowedbythe
buildingofnewcompaniesmanagedbyanexternallyand/orinternallyacquiredteamforfinancialgain.
Here,thefocusofinnovationistypicallydistantfromthecorporation’scorebusinessfocus.Typically,
CorporateCompanyBuildercollaborativelysupportsitsventuresalltheway,untiltheyeitherexitthe
ventureortheventureisdismissed.ACorporateCompanyBuilderisusuallymorehands-onandhas
abiggerstakeinitsventurescomparedtoCorporateVenturing,AcceleratororBusinessIncubator.
Thegoalistoworkonaportfolioofideasinparallelandproducebatchesofstartups(Rao,2013;
Jäger,2016;Sarbacher,Schildhauer,Schleicher,&Näfelt,2016;RocketInternet,2017).

Co-Working Spaces are generally understood as open, collaborative, community-based
workspacesforlike-mindedindividuals,early-stagestartupsorotherpartiesengagedinnon-routine
creativework.Themainobjectiveistodetectemergingtrendsandidentifyopportunitiestoinnovate
(Waters-Lynch&Potts,2017).Byprovidinganinfrastructurespeciallydesignedtofacilitatesocial
interaction,Co-WorkingSpacesfosterserendipitousinnovativenessinyet-to-be-exploredbusiness
fields,whichleadstoimprovedornewbusinessmodels.Co-WorkingSpacesaretypicallysmallinsize
includingfewmemberswhoutilizetheofficespace,meetfrequentlyanddevelopstrongrelationships.
Theygenerallydonothaveestablishedgraduationcriteriaorcompetitiveapplicationprocesses.Co-
WorkingSpacesaremotivatedtoretainmembercompaniesasasustainablerevenuestream(Pohler,
2012;Bonzom&Netessine,2016;Bouncken&Reuschl,2016;Corsi,2017).

StartupPlatformProgramsarecharacterizedasinitiativeswithagoaltostimulatecomplementary
external innovationinorder topushanexistingcorporate innovation.Thegoal ispredominantly
customer-centric (Werro,2017).StartupPlatformPrograms identifyandworkwith startups that
aremostalignedwiththecorporation’scustomerbasefromashort-to-mid-termperspective.The
corporationthenprovidesstartupswithanalreadyestablishedcorporatetechnologyplatformupon
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whichto(indirectly)buildsuchacustomer-centricinnovation.StartupPlatformProgramstypically
engagewithaveryhighnumberofseedtoearlystagestartupsthatareorientedonsmallsolutions
withanexisting,marketableproduct.Astartuptypicallygoesthrougharigorousdevelopmentphase
of10-14weeks,followedbyacorporateverificationoftheMVP(Weiblen&Chesbrough,2015).For
example,IBMthroughitsGlobalEntrepreneurshipprogram,aStartupPlatformProgramcollaborates
withacompanycalledAsteriathatofferscashflowoptimizationservices.Itusesbigdatastrategies
toacquiredatafromalreadyexistingcorporatesoftwareprogramstomakepredictions.Italsocreates
anddevelopsthetoolstoapplythem.ThisinturnservesasanadvantagetoIBM.

TheaspirationofInnovationLabsislong-termoriented,anditsmainaimisthefosteringof
systemicchangeanddrivingacollectivesocialimpactthroughanindirectcore,adjacent,ornew-to-
the-businessinnovation.TheHarvardBusinessReviewdefinesadjacentinnovationastheformof
innovationthatrequirestheleveragingofafirm’smajorstrengthtoanewbusinessventure(Nagji&
Tuff,2012).Italsodescribescoreinnovationasthecollectionofcompanyactionstowardsthefirm’s
presentproductsfortheirpresentcustomers(Nagji&Tuff,2012,Lichtenthaler,2016).Intrapreneur
labstypicallyscreenfordisruptiveinternalideasrepresentingapush-(followingatop-downtheme)
andpull(detectionthroughabottom-upprocess)structure.Typically,ILfocusonearly-stagestartup
ideasthatareexpectedtoleadtodisruptivetrendsintheirindustries.Innovationlabsconsistofsmall
internalinnovationteamsthatoperateseparatelyfromtheinternalR&Dunit(Tardy,2013;Brigl,
Hong,Roos,Schmieg,&Wu,2016;Gryszkiewicz,Lykourentzou,&Toiyonen,2016;Ringel,Taylor,
&Zablit,2016;Wallis,2016).

Asignificantresearchcontributionofpreviousfindingsliesindefinitionandclarificationof
terminology.Thesefindingsserveasthestartingpointfortheidentificationofpracticalimplications
ofthestateofcollaborationoptionsavailableforinnovationmanagersinconsideringachoiceforone
thatbestsuitstheirrequirements.Inparticular,thispaperfocusesonthederivationofinterrelations,
workable diagrams and further guidelines as decision-making tools for innovation managers of
largecorporations.Thus,thepresentarticlecontributestothegapintheliteratureonguidanceand
toolsforlargecorporationsinthechoiceofasuitableinboundcollaborationoptionwhenaspiring
toinnovatewithstartups.

4. METHODOLOGy

Toensurebothrigorandrelevance,thispaperusesDesignScienceResearch(DSR).DSRisrootedin
thescienceofengineeringandarts(Simon,1996).Theterm“design”inthiscontextisunderstoodas
“theactofcreatingandevaluatinganexplicitlyapplicablesolutiontoaproblem”(Peffers,Tuunanen,
Genler,Rossi,Hui,Virtanen&Bragge,2006,p.84;March&Storey,2008,p.726).DSRcanbe
describedasconstitutedoffourphases:

1. AwarenessofProblem:Theknowledgeofachallengingresearchproblemcouldemanatefrom
varioussourcessuchasfreshhappeningsintheindustryordiscoveryofissuesinanindustry
discipline.Studywithinanallieddisciplinecouldequallygiveanopportunityfortheintegration
offreshdiscoveriesintothefieldoftheresearcher.TheoutcomeofthisstageisalwaysaProposal
(eitherofficialorinformal)forafreshresearchstudy.

2. Suggestion: This stage immediately succeeds the Proposal stage and it is closely related to
theproposalbuiltonthebasisofthefirststage.ATentativeDesignaswellasthereviewofa
prototypejnlinewiththeconcerneddesigniscreated.Thus,Suggestionisacreativestagewhere
newapplicationsaredevelopedonthebasisofanewconfigurationofthepresentorthenovel
elements.

3. Development:FurtherdevelopmentandimplementationofTheTentativeDesigntakesplacein
thisstage.Theimplementationmethodisdependentontheartifacttotheproduced.
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4. Evaluation: The artifact is assessed based on criteria which are explicitly stated within the
initial Proposal (Awareness of Problem Stage). Both qualitative and quantitative deviations
fromexpectedresultsarecarefullydocumentedandintensivelyexplained.Theevaluationstage
hasananalyticsub-stagewheretheoriesarebuiltregardingtheartifact.Theresultsandfurther
informationgatheredfromthecreationandtest-runningoftheartifactintheevaluationstageare
gatheredandanotheriterationoftheSuggestionstageiscarriedout.Theartifactistestedforits
abilitytoadjustandthriveindiverseenvironments(Hevner,2007).Theexplanatoryhypotheses
aretherebygenerated.

Accordingly,thisarticleusesDSRtodevelopnewpracticalmethodologiesforcollaboration,with
theaimofimprovingthedecision-makingprocessoflargecorporationsonhowtocollaboratewith
startups.Thispaperarguesthatexistingtheoryaboutandwithinthecontextofprevalentoptionsof
collaborationisequivocalandscattered.Itthereforeproposesthedevelopmentofamorepreciseand
holistictheory.Toexploreandsolvea“wickedproblem”(Rittel&Webber1984;Hevner,March,Park
&Ram,2004,p.81),suchasthedevelopmentofaguidingframeworkoncorporatecollaboration
optionswithstartups,forwhich“conflictingorsparsetheoreticalbasesexist”(Vaishnavi&Kuechler,
2007,p.19).

DSRdescribesan iterativeprocess,whichmayentail thedevelopmentofacompletelynew
artifactorthecyclicimprovementofanexistingone(Hevner&Chatterjee,2010),andthusisalso
referredtoas“improvementresearch”(Vaishnavi&Kuechler,2007,p.46).Indoingso,practical
relevance(utility)oftheframeworkshouldbevaluedequallywiththerigoroftheresearch(truth)
performedtoachievethisresult(Hevner&Chatterjee,2010).Hevneremphasizesontheconnection
ofbothrelevance(environment)andrigor(knowledgebase)withthebuildingandconstantevaluation
ofartifacts.Ononehand, theenvironment symbolizesa relevantproblemareaand thus implies
organizationalneedsandutilityrequirements(Hevner,2007).Ontheotherhand,theresultshallboth
beapplicableintheadequateenvironmentandcontributetotheknowledgebase(Hevner,March,
Park,&Ram,2004).It isimportanttonotethatHevner(2007)furtherplacesemphasisonDSR
beingacreativeprocessandthussuggeststhatsourcesofinspirationotherthantheories(suchas
observations)maybeconstituentsoftheknowledgebaseaswell.

Inordertoanswertheresearchquestion,theresearchersusedtheStartup-Collaboration-Model
(SCM)fromapreviousstudy(Peter,Back&Werro,2018)asaregulatoryconcepttobuildtheir
semi-structuredinterviewframeon.Aftercollectingthedata,similaritiesandpatternsalongtheSCM
dimensionsweredetectedandanalyzed,fromwhichdatavisualizations/illustrationsweredrawn.The
researcherstookanexplorative,qualitativeapproachtoelaboratethepracticalimplicationsofhow
establishedcorporationsinnovatewithstartups(Mayring,2002;Mumford,2001).Datavisualization
involvesthecreationandstudyoftheillustrationofdatainapictorialorgraphicalformatandis
consideredinmanydisciplinesasanessentialelementtodrawinginsightsfromdata(Friendly,2009;
Bikakis,2018).Visualizationofdataoffers“intuitivewaysfortheuserstointeractivelyexploreand
analyzedata,enablingthemtoeffectivelyidentifyinterestingpatterns,infercorrelationsandcausalities,
andsupportsense-makingactivities”(managerialdecisions)(Bikakis,2018).Datavisualizationinthe
fieldofbusinessanalyticsisfurtherusefulindrawingactionableinsights(Aparicio&Costa,2014).
Itisthuschosenasasuitablemethodtomeettheobjectiveofprovidingnewmanagerialinsights
pertainingtocollaborativeopeninnovationbetweenlargecorporationsandstartups.

Asopposedtodefiningresearchdeliverablesbeforehand,anexplorativeapproachischosen,
withinputfromexpertprofessionalsinthefieldsoastoensurevalidityofresearch.Thefindings
wereprimarilytheresultoffieldresearchatSwisscom.FieldresearchbeganonSeptember1,2012
andconcludedonApril1,2018.Fordetailedinsightonthedifferentpracticalimplicationsofthe
collaborationforms,datafromobservationwithinSwisscomwasutilized.Theaimofthisobservational
studywastogainanunderstandingofthebehaviorofobservedsubjectsintheirwork-settingswithout
beinginfluencedbytheresearcher(Patry,1982).Interviewswithover136individualswascarried
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out,24workshopswereheldanddocumented,andafocusgroupof8participantswasinitiated.The
focusgroupwasscheduledtomeetonaquarter-yearlybasisfordiscussionofresults.Besidesthe
fieldstudyatSwisscom,interviewswithanadditional12individualsfromthestartupecosystem
wascarriedout(constitutedof6startupfounders,4innovationmanagersfromothercorporations,2
innovationmanagementconsultants).Sixoftheinterviewswerefullytranscribed,andalltheother
outputswerecollectedintheformofasummary.

Reliabilityof researchwasensuredbyadhering to standardsofacademic researchanddata
analysis. Although there is considerable scope for further research than what is presented, the
contribution to the research on the subject is nevertheless significant. The extent of conducted
researchwaslimitedowingtolimitationsontheavailabilityoftime.Theinter-ratertoolwasused,
whichassessedthefindingsashavinghighreliability.Despitesuchinter-raterreliability,therewere
differences of perspective in the collected data that had to be resolved. To ensure transparency,
thoroughdocumentationoftheprocessofresearchwascarriedoutthroughoutthecourseofresearch.
Internalvaliditywasaddressedbypeer-critiqueoffindingsatseminarpresentationsandfromholding
discussionswithfellowresearchers.Basedonrigorousresearch,scientificarticlesidentifiedashaving
highvalidityareutilizedhereinthecomprehensivereviewofliteraturediscussedinthefollowing
sections (Brewerton &Millward 2001; Brandenburg, Govindan, Sarkis &Seuring, 2014; Reim,
Parida&Örtqvist,2015).

5. PRACTICAL TOOLS & GUIDELINES

Basedonthereferenceframeworkproposedinpastresearch,theStartup-Collaboration-Model(Peter,
Back&Werro,2018),advancedpracticalimplicationsconcerningthedecision-makingofinnovation
managersarederived.

Adiscussionofthestrategicorientationofvariouscollaborationoptionsisprovidedasfollows.
Figure 4 illustrates commonalities between various collaboration options as they relate to main
strategicgoalsoftheoptions.Itservesasaguidelinetoolforinnovationmanagersasitoutlinesthe
main(long-term)goalsofvariouscollaborationsinrelationtoone-another.Keytothesuccessof
achievingthesegoalsistheiralignmentwiththeoverridingcorporatestrategy,acrucialconsideration
forinnovationmanagers(Chesbrough&Appleyard,2007;Mercandettietal.,2017;Lopezetal.,2018).

However,itisimportanttonotethisisasimplifiedpresentationofcorrelationsandnotall–though
most–ofthecollectivestrategicgoalsareillustratedbelow.Forexample,CVC,CAandCCBshare
similarstrategicgoals(newmarketentryandfinancialreturns;asdepictedinFigure4),whileCVC
additionallypursuesmarketinsightsandinfluence.CAsstriveforefficiencyandthecommercialization
ofinnovations,whileCCBsaimatcopyingexisting/buildingnewcompanies,aswellasthefastand
agileexperimentationofideas,asanadditiontotheirsharedstrategicgoalsdepictedbelow.

Furtherimplicationsmaybederivedfromcorrelationsamongtheveryhigh-toverylow-level
spectrarecordedinthegivenframework.

Figure5depictsfinancialconsiderationsofriskandinvestment.Itisapparentthatthelevelsof
investmentshowasimilarpatterntothelevelsofriskwhencomparingcollaborationoptions.The
levelsofriskandinvestmentareeithercomparabletooneanother(e.g.M&A,CCB,CA,SPP,IL),
ortherisklevelishigherthantheoption’sequivalentinvestmentlevel(e.g.BI,CVC,P,CoS).This
indicatesthathighfinancialinvestmentsareassociatedwithasimilarorahigherlevelofriskandvice
versa.Basedonthisanalysis,aguidelineproposedforinnovationmanagersisthatwhenpursuinga
risk-averseinvestmentstrategy,thesafestoptions(inrelationtothefinancialinvestmentsrequired
topursueoptions)areILsandSPPs.Inconsideringbothstrategicgoalsandfinancialconsiderations
(Figure4),acorrelationisobservedbetweentheleveloffinancialinvestmentandthescopeofthe
mainstrategicgoals.OneimportantobservationforinnovationmanagersisthatwhileCApursuesa
relativelywiderangeofstrategicgoals(financialreturns,directinnovation,enteringofnewmarkets,
efficiency,commercialization)ittypicallyrequiresamedium-levelofinvestment.
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BycomparisonofspectrainFigure5andFigure6below,acorrelationisobservedinthespread
ofthecollaborationoptionsconcerningtheirgenerallevelofcorporatecontrol(Figure6)andthe
spreadoftheinvestmentleveloftheoption(Figure5).However,theprocurementoptiondeviates
fromthistrend,wherethelevelofcorporatecontrolishigherthanitsinvestmentlevel.Ingeneral,this
impliesthatthelevelofcorporatecontroloverthestartup’scourse(inparticular,itsgrowthdirection
andgraduationoutcome)iscorrelatedtotheleveloffinancialinvestmentsmade.Procurementis

Figure 4. Commonalities among strategic goals of collaborative open innovation options

Figure 5. Spectrum on financial levels of investment and risk
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theonlyoptionwhichoffersacomparativelyhighlevelofcorporatecontrolinrelationtothelevel
ofrequiredinvestments.

Figure7illustratesthespectrumofthegeneralstartupsupportlevelprovidedbycorporations
towardsthegrowthoftheiraffiliatedstartups.Ahighstartupsupportlevelindicatesahighgeneral
provisionofresourcestothebenefitofstartups.

Acombinedanalysisofsupportlevelandacategoricalassessmentofthecontributionlevelof
resourcesanditssixindicatorshumanresources,physicalcapital,financialcapital,businessassistance
&network(withregardtotheStartup-Collaboration-Model)ispresentedinFigure8.Thesedetails
revealtheresourceintensityassociatedwitheachcollaborationoption.Innovationmanagersmay
considerthisinformationwhenestimatingtheircapabilitytosupportstartupswithnecessaryresources.

Theanalysisfurtherrevealsthatbusinessassistance,knowledge,accesstoanetwork(andby
extension to thestartupecosystem)andhumanresources/skill-setsare themostcrucialneedsof
startupsacrossmostofthecollaborationoptions.

Thestartupecosystemisanimportantconsiderationinassessingoptionsforcollaboration.Itis
observedthattheleverageofsuchanecosystemiscrucialformostofthecollaborationoptions(Figure
9).Theleveragerangesfrommediumtohighacrossvariousoptions.However,thisconsiderationin
relationtoCoS(consideringthecommunity)mustbeconsideredcontextually,sincethisoptiononly
integratesstartupstotheprogram.Thisisthoughttobeowingtotheir(primarilypassive)striving
forsimplersoftstrategicgoals.

Subsequently it is very important for a corporation to reach out and to become part of the
surroundingstartupecosystembybuildingvaluablerelationshipswiththecommunitythroughmutual
support,networkingevents,referralsandtheinclusionofbeneficialactorsintointernalcorporate
processes.Theofferingofacollaborativeinnovationprogramtoengagewithstartupsmayserveas
acatalystforcorporationstobecomeintegratedandinfluentialpartsoftheecosystem.

Inparticular,thefollowinganalysiscombineddataon(a)theprograms’time-frames,(b)the
startupentry-stages,and(c)thecorporatescopeofgrowthphase-support,whichresultedinacubic
matrixaspresentedinFigure10.Thematrixcomparedthedifferentemphasesofthevariousoptions
onthesaidthreecharacteristicsataglance.

When interpreted at a higher level, the data suggests that general corporate flexibility in
collaboratingwithstartupsisbeneficial.

Aprograms’widthonthex-axis(timeframe)representsthelevelofanoptions’adaptivecapacity
overtime,whilethebreadthalongthey-axis(entry-stages)representsthecorporateversatilityof

Figure 6. Spectrum on general level of corporate control

Figure 7. Spectrum on general level of startup support
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includingstartups toprograms,and theheightalong thez-axis (scopeofgrowthphasesupport)
representsthecapabilityofthecorporationofprovidingresourcesforstage-specificstartupneeds.

Inconclusion,itissuggestedthatthevolumeofeachoption-specificcubepositivelycorrelates
withthegenerallevelofadaptabilityinrelationtotheprogramrealizationofthatoption.Larger
volumeoptionssuchasCVC,BIandProcurementarehenceexpectedtoofferagileprogramfeatures.
Innovationmanagersshouldbeawareofthesedifferencesingroupsofoptionsandprepareaccordingly
whenpursuingoneoflarge-volumeoptions.

Asseenfromthefindingspresentedinthissection,thevariousoptionsshowsomeoverlapin
characteristics,dependingontheperspectivefromwhichtheyareobserved.However,takenasawhole,
allofthecollaborationoptionsrevealuniquecharacteristicswithconsiderableinnovationpotential.

Figure 8. In-depth view of startup support with a categorical assessment of corporate intensity of resource contribution (the 
darker the shade of green, the more intense is the contribution of resources towards startups)

Figure 9. Spectrum on general levels of (startup) ecosystem leverage
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General challenges in the execution of such collaborations may result from differences in
organizational culture and work practices and differences in organizational timelines. Without
sufficient freedom (vs. control) and a lean orientation of corporate structures, the success and
innovationofstartupsmaybesignificantlylimited.Aleanorientationherereferstothecultureof
experimenting,iterating,investigatingandtestinginthecreationofproductsorinserviceinnovation.
Itisthuscrucialtoputcarefulthoughtintodecidingwhatcollaborationoptiontopursueandtostrive
forthemutualbenefitofboththecorporationandstartup.Itisthereforeimportantfortheprocessto
involvetrustworthyinternalmediatorsdeterminedtopushforwardinnovationandtofacilitatethe
fosteringofinternalconnectionstoboththeinvolvedbusinessunitsandtheC-levelmanagement.

In order to develop a more holistic view in deciding which collaboration option to pursue,
innovationmanagersmayconsiderusingaweighteddecisionmatrixasshowninFigure11.Within
thematrix,corporation-relevantdecisioncriteria(extractedfromtheframework)maybelistedand
assignedanimportance-score(ratedbasedoncorporate-specificrequirements,rangingforexample
from1-5).Foreverylistedcriterion,themostsuitableoption(s)maybemarkedwithacross.The
multiplicationofeachcriterion’simportancescorewith1forsuitableoptionsand0forunsuitable

Figure 10. Cubic matrix, displaying dimensions of corporate involvement along with the collaboration programs
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options,followedbytheadditionofeveryindividualoptions’scoresacrosscriteria,mayassistin
makingthechoiceofwhichcollaborationoptionwouldbemostappropriatetopursue.Specifically,
theoptionwiththehighesttotalscorebestmeetsthecorporation’srequirementsforacollaboration.

IntheexampleusedinFigure11,procurementwouldbethemostsuitablecollaborationoption
topursuebecauseitrevealsthehighestweightedtotalscore(15)forthisparticularscenario.

Asafinalremark,itisimportanttonotethattheabovediscussionofpracticalimplicationsisnot
completeandonlypresentssomeofthemostinformativecomparisonsretrievedfromthereference
framework(Peter,Back&Werro,2018).

6. DISCUSSION AND CONCLUSIONS

Thisarticlepresentedavarietyofdataillustrationstoofferpracticalinsightsforopencollaborative
innovationoptionsbetweenlargecorporationsandstartups.Pastresearchaddressingguidance,tools
andreferencesforlargecorporationstoaidtheirchoiceofasuitableoptionforcollaborationwith
startupsisscant.Challengesresultfromsubstantialdifferencesbetweencollaboratingbusinessesin
cultures,workpractices,aswellasdifferencesinorganizationaltimelines.Withoutanappropriatelevel
offreedom(vs.control)andaleanorientationofcorporatestructures,thesuccessofstartupsmaybe
limited.Tofacethosechallenges,itiscrucialformanagementatcorporationstoputcarefulthought
intowhatcollaborationoptiontopursueandtostriveformutualbenefitsforbothcorporationsand
startups.Particularlyimportantresourcesindoingsoaretrustworthyinternalmediatorsdetermined
topushforwardinnovation,andexcellentinternalconnectionsbetweenthebusinessunitsandthe
c-levelmanagement.Owingtothesignificantdifferencesbetweenstartupsandestablishedcorporations
particularlyregardingavailabilityofresourcesandstructure(Vanhaverbeke,Vermeersch,&DeZutter,
2012),theimplementationofsuchpartnershipsisachallengewhichisidentifiedasanimportant
researchgap.

Thedataillustrationsprovidedaddressthisgapastheyservetoaidsuchdecisionmakingand
implementation of collaborations. Further, the illustrations highlight the significant differences
betweenthevariousstartup-corporatecollaborationoptionspresented.Thechoiceofcollaboration
optionmaybeinfluencedbyseveralcorporateprerequisitesandaspirations,suchasavailabilityof
resources,risk-appetiteandstrategicgoals.BasedonPeter,Back,andWerro(2019),thispaperhasput
intocontextvariouscollaborationoptionsbyillustratingthemacrossdecision-relevantdimensions.
Thisincludes,forinstance,theoption-specificdepictionofthedifferentlevelsofresourcesthatare
expectedtobecontributedtowardsthedevelopmentofstartups.Furthermore,strikingcorrelations
wereobservedbetween the levelof investmentand thecorporate levelofcontroloverastartup.

Figure 11. Simple example of a weighted decision matrix that might be used as a guideline to support choice on what collaboration 
option to pursue
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Moreover,theresultshighlighttheinterdependenciesofcorporateinvolvementandtherequiredlevel
ofadaptabilityoftheprogramrealizationofoptions(flexibility).Aweighteddecisionmatrixcan
complementdecision-makingtoolsutilizedbyinnovationmanagersbyfacilitatingconsiderationof
variousoptionsatahigh-levelofanalysis.

Making the right decision in choosing the appropriate collaboration option may help large
corporations tobeadaptive inafast-changingmarket. It isequally important forcorporations to
striveformutualbenefitwiththeinvolvedstartupsandtohaveanequalfootinginthatdialogue.
Thefindingsofthisbodyofworkconstituteahands-onguidetoattainingthisdesiredconditionof
mutuallybeneficialstasisandcallsforfurtheracademicemphasistobeplacedonmatter.

However,therearecertainlimitationsingeneralizationsmadefromexploratoryresearchoffield
studies.Therearepracticalimplicationsofthestudy,inthatthereisnooneobjectivelyrightdecision
tobemadebasedonthefindingspresented,andthefinaldecisiononhowtocollaboratehastobe
madebypractitioners,basedontheirindividualandsubjectivecriteria.Corporationsmayencounter
furtherchallengeswhenapplyingthisdecision-makingframeworkinboththedeterminationandthe
measurementofperformanceindicators.Themeasurementofperformanceofinnovationingeneral
ischallenginggiventheambiguityindeterminingwhatconstitutessuccessfulinnovation.Moreover,
theperformanceofaninnovationprogramisfurtherchallenginganddifficulttomeasure,becauseit
istypicallynotpossibletoobjectivelyandunambiguouslyevaluateiftheperformancewasadirect
resultoftheprogram.Forexample,aBIthatengageswithtop-qualitystartupsbutoffersapoorly
managedprogrammightachievesimilarlygoodresultsasaBIthatworkswithaveragestartupsbut
managestotransformthemintohighlyvaluedventures.Primarilybasedonthelearningsfromexpert
interviews,theresearchersuggestsforcorporationstosettheirKPIsascloselylinkedtotheprogram’s
specificgoalsoveralong-termperiod.Thus,KPIsthatarelinkedtotheoverallcompanygoals(e.g.
innovationportfoliogrowth,entryofnewmarkets,talentacquisition)shouldbeappliedwithprudence.

Futurestudiesmayseektofurtherdeveloptheproposedtoolsofanalysisandtovalidatetheir
generalapplicability.Itwouldbeoffurtherinteresttoinvestigatewhether,andifso,towhatextent,
largecorporationsoughttocombinedifferentcollaborationoptions.Thiscouldbeexploredbymeans
ofadditionalcasestudiesandexpertinterviews,includingperspectivesfrombothcorporationsand
startups.
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