
	  

	  

 
 
 
 
 
 
 
 

EXCELLING AT NEW PRODUCTS 
– A Business Case development and Portfolio Management study 

 
 
 
 
 
 
 

 
Project number: 2018.08.01 

Date: 2018-06-12 
 
 
 
 
 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 

BSc in Industrial Economy 	  
- Work Organization & Leadership	  

	  
Emma Andreasson	  

	  



	  
	  

II	  

Programme: Industrial Economy - Work Organization & Leadership 
Swedish title: Utvärdering av nya produkter 

– En Affärsutveckling- och Portföljhanteringsstudie 
English title: Excelling at new products  

– A Business Case development and Portfolio Management study 
Year of publication: 2018 
Authors: Emma Andreasson 
Internal supervisor: Andreas Hagen 
External supervisor: Timo Van’t Hoff 
Examiner: Michael Tittus 
 
Key words:  New Product development (NPD), Business Case Development, Product  

Portfolio, Ideation, Innovation development, Stage-Gate system, Strategic 
alignment, Business Management System (BMS), Positioning Maps, Scorecard 
System, Project decision making 

 
 
  
Abstract 
The thesis work aimed at developing a framework for portfolio management and business 
case development that can be used as decision support for a company for new product 
development. The assignment was to study relevant literature resulting in an aggregated view 
on this topic and the parameters that impact successful product development. The literature 
involves project initiation, different levels of product innovation development and 
information about important research criteria to include when forming new product projects 
ideas. This information helps to support how to objectively evaluate and compare product 
projects. The literature also involves different relevant tools to use for providing information 
and manage product portfolio management along with their benefits. Out of this aggregated 
view, a template and suggested decision model specific for the company has been established. 
The resulting template has for purpose to be used for preparation of providing a solid 
information base when a new product project idea is to be presented. The decision base has 
the purpose to help the members and managers in the product council to form a decision on 
what product idea to proceed with, which hopefully will result into launch and success. The 
framework aims to assess individual product development initiatives as well as managing the 
product portfolio aspect.  

Except the study of a considerable amount of literature, qualitative research has been made as 
well. The qualitative research has been performed in the form of semi-structured interviews 
together with people within the company that has been used as case study in this report. The 
interviews contributes with information about the current state of the company’s product 
offering process together with attention paid for what is missing and what improvements that 
is sought. In such way, the qualitative research contribute to the result of the framework in the 
sense that it is attributed towards the company in the case study and thus slightly towards 
technological network industries, although the framework is made for a generic use. As by 
this thesis, the framework focus on one company, but it has for purpose to be adaptable and 
inspiring for any company with respect for the individual company’s restrictions. 
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1. INTRODUCTION 
This thesis work represents the final project within the education towards a Bachelor of 
Science degree in industrial economics at the University of Borås. The project includes 15 
credits and stretches over the spring semester 2018. The scope of the work is a literature 
review within business case development and portfolio management with a case study 
performed at HMS-Industrial Network in Halmstad, Sweden. 

1.1 Background 
Companies have always made a living by having customers purchasing their products. The 
key to firm profitability is to be able to cultivate strong customer bonds, and consequently 
generate customer loyalty. In such a way, new values are innovated for both current and new 
customers and thereby a firm will become a customer value leader (Jifeng, 2015). Over the 
past decades, the speed of change within trade and industry has increased tremendously and 
the phenomenon of customers’ demand, chasing the latest and finest products, forces 
competing companies to regularly introduce new products. Stated by Thomas J. Peters, the 
pressure on change in organization, almost forces them to “Change or die” which might sound 
slightly drastic. On the other hand, if one looks at the prevailing ambience of globalization, 
technological development, economic conditions, social trends and customer driven market, a 
company need to follow the change to survive (Jacobsen, 2005). In another quote with its 
roots in a story of the Swiss watch industry, Michael L. Tushman (1997) expresses the 
importance of continuous improvement. Namely “Once a firm gains control of a product class 
in an industry, it often begins to lose in the marketplace and excess profits are shifted 
elsewhere”. With that said, changes both within organizational structures as well as launching 
and producing new products are important for a company to keep themself up to date. 
Scholars have recognized the important role the organizational structural design plays in firm 
performance and adaption. How a company chooses to focus on different parameters 
therefore plays an important role of the outcome. The view of the customers and external 
information provided are of great importance as it accentuates the market orientation with 
purpose to obtain customer value and firm competitive advantage (Jifeng, 2015). The 
common factor for all projects is that they are to satisfy a need for somebody. Citing the 
famous writer and poet Rudyard Kipling; “I keep six honest serving men (They taught me all I 
knew); their names are What and Why and When and How and Where and Who.” gives the 
key to six very useful questions. If the questions “what to be done”, and “how to be done” are 
clearly stated, it will facilitate the work of planning. If the answer to these questions is 
unknown, one needs to find out what is required to satisfy the need that the project is to face. 
Starting with answering “what” to later move on to the method of how the project might be 
suitable to be carried out (Tonnquist, 2016). This thesis will look deeper into different 
parameters and what impact these can have in different stages when working with new 
product development (NPD). Based on a considerable amount of literature review and 
executive interviews with the company HMS Industrial Networks AB used as a case study, an 
aggregated base resulting into a template and a suggested framework that can be used as a 
decision support will be developed. This framework will then be used to look closer into the 
company’s “offering process” to build a decision support model for generated ideas in order 
to help the company deciding which one to execute.  

1.2 Problem description 
The decision of what project ideas that should be chosen for launch in order for a company to 
stay up to date and make profit, is depending on many different factors. Market potential, 
technical viability, available resources, available knowledge, other ongoing projects and 
synergies, strategic alignment and other related capabilities are just some factors to mention 
(Lechler & Thomas, 2015). Within HMS there are many ideas regarding new products and 
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features that can be developed. As most companies, they do not have unlimited resources to 
develop all the ideas that they come up with. The problem arising is what idea the company 
should choose to launch for new product development and how it can be done in an objective 
way in order to not let personal influences affect the decision. How do they know what idea 
probably will pay off best in the long run and what parameters should they look into in 
forming a decision? These are some questions that the company asks themself. 

1.3 Purpose 
This thesis work aims at developing a framework for portfolio management and business case 
development that can be used as a decision support. There is a large knowledge base of 
research results and publications in this field. The thesis assignment is to study relevant 
literature resulting in an aggregated view on the topic of business case development and 
portfolio management, and the parameters that impact successful product development. Out 
of this aggregated view a decision model tailored to HMS’s needs is to be suggested, that can 
both be used to assess individual product development initiatives as well as to managing the 
portfolio aspect when comparing different initiatives. This decision model will be the basis 
for the rough Business Case template, used to describe the different initiatives. These 
different assets, together with a description how to use them, will form the basis for the 
framework. 

1.4 Research Question 
As described in section 1.2, HMS asks how they can improve their current decision making 
process for choosing the right initiatives of product ideas for new product development. This 
brings out the following research questions: 
 
● “What improvements can be done to help HMS decide which initiatives to start, which 

initiatives to put on hold, and which initiatives to kill from an objective view when it 
comes to new product development?” 

● “What assessments can be done to decide which product initiatives will generate the 
best long-term success for HMS?” 

● “How do some different parameters relate to each other and impact successful product 
development and what are they assessed against?” 

 

1.5 Delimitations 
When investigating in project, it can be hard to delimit the area of investigation not making it 
too broad. As this thesis work is limited to a relatively short amount of time, it is important to 
make strict frames to stay within. The purpose with this thesis project is to develop a template 
and an associated framework that considers parameters of importance within the excelling of 
new product projects. In order to limit the work, the template and framework will only be 
developed with focus on the first part of a process chain that works with choosing new 
product development ideas. The report will also be delimited to only using one company as a 
case study in which the model will be carried out specific for the company HMS, although the 
aim is to create a model that can be used by organizations in general. Based on this, the 
empiric data collected will be limited. The empirical findings will all come from one 
company located in Sweden, but with international spread and market. More precisely, the 
empirical data collection will focus on one of the company’s product development processes, 
which they have chosen to call the “product offering” phase. The work is also limited to only 
looking into one of the company’s business unit, namely the department of Anybus located in 
Halmstad. 
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2. COMPANY DESCRIPTION 

2.1 HMS-Industrial Networks 
The HMS Company is a leading supplier of products for industrial communication and the 
Industrial Internet of Things (IOT). HMS, which stands for Hardware meets software, 
develop and manufacture industrial communication products enabling industrial machines and 
devices to communicate with each other. For example, automation devices such as robots, 
sensors, motors and control systems are able to connect to different industrial networks and 
control systems with the help of HMS products. With its headquarter in Halmstad, Sweden, 
the company employs 500 persons, has technology centers in 3 countries, sales and support in 
13 countries and distributors in over 50 countries (hms-networks.com).  
 
The startup of the company was based upon a student thesis project at the University of 
Halmstad, and was founded in 1988. The founder Nicolas Hassbjer and the co-founder 
Staffan Dahlström, today the CEO of the company, were at the early start passionate in 
electronics and embedded software. Later the company was expanded to consultant services 
and hardware manufacturing leading HMS to industrial communication. Back in those days it 
was about challenging the traditional way with new technologies in the area of how to install 
and operate industrial automation equipment. Interbus, DeviceNet and PROFIBUS were some 
of the new networks that characterized the start of the fieldbus era, which from encyclopedias 
could be defined as a control network working as a multi directional way of communicating 
used in process controls and industrial automation (Zurawski, 2005). Although the business 
was starting to take off well and companies like Atlas Copco and Hitachi took use of HMS to 
design their products for industrial communication for the new fieldbus technologies, the 
HMS team asked themselves if there was a smarter way to connect industrial devices to 
different fieldbuses, which in 1995 gave birth to a paradigm shift within industrial 
communication, namely the Anybus. In the beginning of the 20-century the business grew 
rapidly opening international subsidiaries in several countries. Realizing that a long-lasting 
growth strategy had its cornerstones in manufacturing and quality, HMS was pushed to 
perform at new levels resulting in that a new production plant in Sweden was taken into 
operation. HMS then became the first company in Sweden to be certified according to the ISO 
9001:2000 quality standard. Over the next years, HMS has expanded even more and 
developed new innovation products, and together with its growth the company was named the 
“Export Company of the year” in 2008. In 2013 the company expanded its business into 
Machine Communication, safety and automotive by acquiring the German IXXAT 
Automation GmbH. Later on HMS also invested its strong financial resources by acquiring 
the Belgian eWON in order to become a leader within Industrial Internet of Things. In 2018 
HMS reached a new milestone and delivered its 5-millionth Anybus module (HMS Industrial 
Network AB, 2018). 

2.2 Anybus 
The business unit of Anybus provides a product family for industrial network connectivity 
and it products, consisting of both electronic hardware and software. They work with enabling 
industrial devices to communicate with any fieldbus or industrial Ethernet network, just as the 
name suggest. Its main market is within factory automation but as communication between 
several different devices becoming increasingly important, the business unit also intends to 
venture into new markets. With products within Anybus embedded, gateway and wireless 
solutions, Anybus provide solutions for device, machine manufactures and system integrators. 
There are millions of drives, robots, HMIs, sensors etc. that today rely on Anybus 
communication with their solutions for providing network connectivity, translation between 
devices and networks as well as enabling products for wireless communication. 
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3. METHODOLOGY 
The following chapter includes the methods and approaches that have been used and taken 
into consideration during the work of the thesis project.  
 

3.1 Methods of data collection  
As there is a great amount of previous related research and publications within fields such as 
product development, marketing and change management, there is a wide knowledge base to 
look deeper into. Therefore, a large literature base is to be studied within the field of the 
project.  Much of the information to be used in this thesis will be referred to as secondary data 
as it is data that already exists. The literature base is a mixture of information found in 
scientific articles by using the school’s database primo, textbooks, electronic sources and 
encyclopedias. Except using literature as a source of information to build up a literature 
framework, literature research has also been made for investigating how to conduct a good 
and suitable method of research of collecting data in order to strengthen the quality of this 
thesis report. 
 
Primary data used in this thesis is information directly gathered by the researcher and not 
available from previous literature. Such data usually consists of interviews, surveys and 
observations, but for this thesis project, primary data will be collected only through interviews 
held at HMS in Halmstad. 
 

3.2 Interviews 
When collecting empirical data, a qualitative approach in the form of semi-structured 
interviews has been chosen. Research claims that interviews are a better choice in relation to 
flexible options. For example, it is easy to adapt an interview due to varying situations, hence 
making it easier to make the participant feel more comfortable in the environment. During an 
interview there is also a possibility to construe the feelings and behavior of the participant in 
relation to the questions asked, helping the interviewer to adapt the direction of the 
conversation. Interviews and especially semi-structured interviews are the method believed to 
generate the most qualitative information from the participant as it allows them to speak 
freely (Bryman, 2011), (Justesen & Mik-Meyer 2011). A quantitative method using surveys 
would most likely only generate short answers by the participant and secondary questioned 
are to be questioned at another occasion if more detailed information is desired based on 
information given. The risk of misunderstandings due to how an individual chose to interpret 
a question are also more likely to appear during surveys, resulting in a less qualitative answer. 
During an interview, the question can be questioned if ambivalence of the meaning of the 
question and its purpose appears for the participant. The use of semi-structured interviews 
allows the participant to give a wide and detailed answer to the primordial question first asked 
by the interviewer. Hence, the interviewer gets the chance to directly develop new questions 
based on the information given by the participant (Justesen & Mik-Meyer 2011). This 
structure means that the researcher prepares a number of questions relevant to the subject 
being investigated and the person being interviewed, but that there is room for managing the 
focus of the conversation during the conversation. The method allows the participant to speak 
broadly and in detail, and that the researcher can develop new questions during the interview, 
based on information shared by the participant (Bryman, 2011).  
 
For this thesis, interviews are to be held with six different persons within the company used in 
this case study. The interviews are held in order to gain information about the current state of 
the development process associated with portfolio management at the company. Using 
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interviews as a method of gathering information from the company is chosen due to the role 
and experience of the interview candidates and their large competence within their areas, from 
which the researcher wants to collect as much detailed information as possible. The interview 
takes around one hour and given consent of the participant, the conversation will be recorded. 
The recording is made in order to not lose the information communicated and help the 
researcher to have all focus on what the participant says and not put too much effort in writing 
down the information which could cause disruption in the conversation (Justesen & Mik-
Meyer, 2011) Although, if recording is not allowed by the participant, this will be respected 
and notes will be taken. Further on, recording of the researcher’s own reflections of the 
meeting will be made directly after the interview in order to collect the information while it is 
as fresh as possible to not lose information. The participant is also informed that he or she will 
be anonymous in the report and the presentations held at the end of this work, and that the 
recording is confidential and will therefore only be listened to by the researcher of this work. 
Transliteration of the recorded material will be made and the empirical data compiled. The 
transliterated material will facilitate further work for the researcher, as it is easy to return to 
specific occasions during the interview to analyze the participant's answers (Ejvegård, 2009). 
 

3.3 Scientific approach  
The majority of the questions are formulated based on the literature findings. Therefore, only 
after a considerable literature research has been conducted the interviews will be held. The 
questions for each interview depend on the role of the participant, although there are some 
basic questions asked in order to ease up the atmosphere and make the participant feel relaxed 
and not interrogated. Due to Patel & Davidson (1994), the method of initiating the interview 
conversation with some general questions often makes the communication more natural and 
leisurely. The prepared interview questions are found in appendix 1 and 2.  
 
The way of how scientific researches are carried out and resulting in a final work has been 
divided into three categories. This thesis follows the approach of a deductive reasoning, 
meaning that existing theory and empirical finding will result into a model. Hence, the 
purpose with this thesis is to study available literature and create a decision model for the 
company.  
 
The other two ways of scientific approach are inductive and adductive reasoning. A study in 
an inductive manner would be the opposite to deductive, meaning that empirical data such as 
observations and findings will result in new information building up a theory framework. An 
adductive approach on the other hand is a mixture of the two others and works to come up 
with a final result based on theoretical and empirical findings (Patel & Davidson, 1994).  
 

3.4 Ethics and morale 
Ethical dilemmas treat what is allowed and not allowed to do from a basic and principal point 
of view. The morale dilemmas talks more about the characteristics a person has and what 
rules, norms and modes of action the person applies (Ejvegård, 2009). In the beginning of 
each interview, the participant is informed that he or she is anonymous throughout the thesis 
work and that the recorded information is confidential, only being listened to by the 
researcher, but that the recording only is done with the consent of the candidate. In this way, 
the individual is respected based on ethical and moral aspects (Justesen & Mik-Meyer, 2011). 
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3.5 Reliability and Validity 
Depending on what techniques used when conducting research studies, different aspects must 
be considered for how they may affect the final result. Research methods, instruments and 
parameters are some of the aspects that must be reliable and valid in order to be appropriate 
and useful. Otherwise, the result of the research lacks scientific value (Ejvegård, 2009). 
 

3.5.1 Reliability 
Reliability refers to how trustworthy and useful the source of information is. It is a question 
whether the result of the investigation would be the same if performed again. Or whether the 
results were affected by temporary condition, meaning that the same result cannot appear 
twice. The reliability is often referred to quantitative research results of how true the result is 
from measuring instrument and units and is often easily proven by repeated measurement, 
using the same tools and methods. Proof of reliability of surveys and to some extent larger 
interviews requires another type of testing, as it is hard to perform the research in the exact 
same way and under the same condition all over again. There are four methods that are used 
in general to do the test of reliability.  
 

- Retesting: Same individuals are tested twice and if the second answer differ much 
from the first, the information can be suspected to obtain low reliability. 

- Halving method: Answer from the investigation are randomly separated into two 
categories and compared with each other. The less deviation, the more reliable. 

- Different measurement investigating the same: If the result shows to same, the 
investigation can be classified as reliable. 

- Control questions: A few questions with different formulation are asked and achieving 
the same answer indicates good reliability.  

 
As interviews are conducted within this thesis project, it is hard to test the reliability as each 
case is unique and random conditions have likely affected the result. The best alternative way 
to test the reliability is to use the method of control questions, asking the participant almost 
the same question but in a different formulation (Ejvegård, 2009), (Bryman, 2011).  A control 
to minimize errors will also be made by asking the participant to confirm some of the 
information they have communicated, in order to make sure that the researcher has perceived 
the information in a right way. 
 

3.5.2 Validity 
Validity is the factor that indicates that you as a researcher really investigate and measure 
what is intended to be investigated. It is much harder to make tests to proof whether 
information is valid than to check whether information is reliable. Validity can to some extent 
be obtained by analyzing the data and reflect whether the conclusion drawn can be correct or 
if something needs further investigation (Justesen & Mik-Meyer, 2011), (Bryman, 2011). 
 
A considerable amount of literature and articles have been studied and processed in the 
thesis’s theoretical chapter. The researcher has tried to cover an extensive area of the subject 
to not miss aspects that can be of materiality with consideration to validity. To get as valid 
information as possible to this project, empirical data was collected directly from people 
working within the source company, with highly relevant knowledge about the process and 
area investigated. The collected information was also processed as soon as possible after the 
meetings and interviews at the company in order to not lose and forget valuable information 
and to avoid distortion of the information. 
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4. THEORETICAL FRAME OF REFERENCE 
The theoretical framework consist of findings from literature studies that will be the base of 
an aggregated view resulting into a template for product ideation and a framework for 
portfolio decision, which has the purpose to be used as a basic model adaptable to 
organizations in general. This chapter brings up the purpose of portfolio management, 
business case and levels of product development. It also talks about the process of initiating a 
new product project idea and what information necessary to include. In addition, various tools 
that may be useful for business cases and portfolio management are described. 
 

4.1 Portfolio Management and Business Case Development 
Portfolio management can be explained as the constitution of every project idea being carried 
out within an organization or business unit. As organizations are working more and more 
frequently in form of projects it is of outermost importance to perform the right project. As 
the organizations also tend to have several projects going at the same time, it also becomes a 
question of prioritizing the projects (Tonnquist, 2016) Portfolio management is about 
prioritization, resourcing and timing of projects, and therefore a key step in the 
implementation of strategy (EMPC, 2011). It is not necessarily a must that the projects within 
the portfolio have to be linked to each other, but as they many times are competing about the 
same resources, it could be of advantage to have some sort of relation between the projects.  
A portfolio helps the organization to prioritize different programs and projects, and linked 
projects within the portfolio can be grouped into a program. The purpose is to give support to 
the strategies of the organization, to choose those projects that generate most value for the 
business and to use the resources in the best possible way (Tonnquist, 2016). When crafting a 
feasible portfolio, one needs to have in mind that all projects cannot have resources allocated 
immediately due to financial and human resource constraints. Therefore, adjusting the starting 
dates and resource intensity is an important consideration to have in mind (EMPC, 2011). 
Product Portfolio Management more specific is about keeping control over the company 
products. It is seen as vital to add new products to secure a company’s competitive position 
on the market. According to a benchmark study about new product development, a correlation 
can be seen between the systematic uses of Product Portfolio management with targets and 
with the success of the business results. A renewal of the product portfolio is about adding 
new products into the portfolio or enhancing and modifying the already existing ones and 
removing obsolete products (Tolonen et al., 2014) 

A Business Case serves as an information base that captures reasonings to narrate whether the 
project is profitable and feasible. and utility to be expected from it. At the first decision point 
within the project process, there is quite often a large uncertainty regarding demand, solution, 
costs, risks and choice of methods. One can say that the underlying basis for the initiation 
decision is a very rough Business Case. That is why a pre-study is necessary to analyze and 
clarify the project idea more specific, a job that is up to the assigned project owner 
(Tonnquist, 2016). The Business case works as an essential tool providing necessary facts to 
help the company to understand the value of implementing a certain project. The information 
given in the business case elicits one of three choices; start, put on hold or kill the project 
initiative (EMPC, 2011). 
 

4.2 Project Ideation and Initiation 
A project is a form of work or assignment that has a very specific target focus. There could be 
many reasons for starting a project, such as development of a product or service, solving a 
problem or making a process more efficient. One can say that all projects somehow are 
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change projects as they aim to change a current situation. However, starting a project means 
that one is willing to invest time and resources in organizing, planning and reviewing to carry 
it through. It is of importance that delimitations are set to both time and extent, and that 
resources are secured to be available during the project process. A project has an 
organizational form that many times reminds of the organization of a business. A project can 
therefore be defined as a temporary organization that under a certain time period shall create a 
specific delimited result to a determined cost. However, not all of the criteria are normally 
fulfilled in the beginning of a project and therefore needs to be mapped. Different literature 
findings describe the process and phases of a project slightly differently but in general a 
project is often said to constitute of four major stages; pre-study, planning, implementation 
and completion. After a project, there is often an assessment analysis of the effects to see and 
follow up how the process went and if the target was reached as desired. But before a project 
enters the pre-study it needs to pass the idea phase in order to be initiated and whether the 
project is ready to enter a new stage is often evaluated in what can be called a decision point 
(DP), (see figure 1). The purpose of the idea phase is to analyze and document all of the 
project ideas and requests, in order to examine them in competition with other projects and 
investments that the organization wants to carry through, and this prioritization is a part of the 
portfolio management. The idea phase is a preparatory phase with the aim to obtain 
information concerning the project idea with further purpose to decide whether to initiate a 
pre-study or to refrain from continuing the project. As the idea phase is in an early stage of a 
project and in the line of being assessed, neither the project owner role nor the project leader 
role are assigned. This is done after the approval of the project, which takes the project to the 
pre-study stage if approved (Tonnquist, 2016).   
 
 

 
Figure 1: The phases of a general project process (Tonnquist, 2016). 
 
 
Robert Cooper (2011) has become famous for his stage-gate model (see figure 2) and explains 
the product innovation process from an idea stage to a launch stage, in where several gates 
shall be passed through on the way. It is a project management technique where the process 
simply consists of stages where information is gathered and in which these are followed by 
decision-making gates. Each gate has its own set up of metrics and criteria’s that need to be 
achieved in order for passing. The stage-gate model is explained as a comprehensive and 
holistic idea-to-launch system, as well as a macro-planning process. It is likewise a model for 
investment decisions talking about whether to make a Go or Kill decision of the project that 
poses two vital questions: 
● Are we doing the right project? 
● Are we doing the project right? 

 
The providing for timely evaluation, decision and get-out points, helps to pull together 
information from previous stage and pose the question whether one is still in the game or not, 
and if to proceed to the next stage or make the kill decision of the project. Signal for a kill 
decision during the gates might be if the project’s business and economic rationale has 
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become negative, if insurmountable barriers in order to complete the project appears, if the 
budget stretches too far from what was allocated or if the schedule is too far behind. For a less 
complex and smaller development projects, it is said to be enough to use an abbreviated 
version with just two to three gates, but nevertheless this model can be viewed as a process 
for uncertainty reduction (Copper, 2011). 
 
 
 

 
Figure 2: The stage-gate model as by Robert Cooper (Cooper, 2011). 

 

4.3 Views of Innovation development 
When it comes to developing new products and managing innovation development, studies 
talk about different levels of strategic innovation initiatives for portfolio management. The 
term innovation can be something as slight as a new nail polish color or something as 
extensive as the World Wide Webb, but that nevertheless is ending up with a creation that 
produces value. Nagji & Tuff (2012) present the Innovation Ambition Matrix showing three 
levels of innovation development in correlation to the market with the company's current state 
as a starting point (see figure 3). The innovation development becomes a matter of 
development level where the representation of the novelty of a company’s offerings is 
presented on the X-axis and the novelty of the company’s customer markets is presented on 
the Y-axis. The first level, the core level, describes a safe innovation of optimizing, 
developing already existing products and assets to serve the existing market and customers. 
The adjacent level talks about an expansion from the existing business into a slightly larger 
business market that is new to the company; involving the leveraging of something the 
company today does well into a new space. That would mean that adjacent markets and 
customer would enter the company’s range by adding incremental products and assets. The 
last level called the transformational creates new markets and targets new customer needs by 
innovating products that do not yet exist on the market developing completely new products 
and assets. These are seen as the breakthroughs or game-changers (Nagji & Tuff, 2012). 
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Figure 3: Levels of innovation (Nagji & Tuff, 2012) 
 
 
When managing the portfolio, the goal of the company should be to construct it so that the 
highest overall return is produced in correlation with their appetite for risk (Nagji & Tuff, 
2012). Selecting the right mix of product projects in a portfolio leads to success. Studies show 
that the most successful innovating companies have a product portfolio mix that in 
comparison to other companies, contains more innovative new-to-the-world products or at 
least products new to the company and major product revisions, with up to 65 percent. In 
contrast, companies that are seen as slightly poorer performers have a product portfolio where 
40 percent consist of incremental product improvements and changes (Cooper, 2011). The 
Innovation Ambition Matrix for example, does not provide a receipt for the right degree of 
innovation that the company should manage, but it might rather facilitate two exercises for 
managers. Firstly it provides a framework for mapping current running initiatives, giving an 
overview of how many projects there are in each level and how much of investment that is 
spent on each innovation bucket. This results in a second exercise where the managers are 
given a way to discuss what they believe is the right overall ambition for the product 
portfolio. There is no right or wrong in whether a company should tend towards the lower left 
or higher right to become a great innovator, referring to the Innovation Ambition Matrix. 
However, the larger and the more high-tech a company is, the more it tends to take higher 
risks to reach the bigger pay-off and thus tends towards increasing the percentage share of 
investment for a transformational innovation development. Neither is there a Golden Ratio 
but cross-industry studies revealed that for companies which in average are allocating their 
innovation activities with the percentage split of 70% to core, 20% to adjacent and 10% 
towards transformational initiatives, outperformed their peers. With subsequent findings, it 
turned out that the total returns of the investment seemed to be the reverse ratio, giving 10% 
out of core, 20% out of adjacent and 70% out of transformational (Nagji & Tuff, 2012). It is 
important to note that different companies have to divide their investments differently due to 
sound strategic reasons and the whole point of the matrix is that the management team in the 
business should arrive at a ratio they believe will deliver a better return of investment in the 
form of market capitalization and revenue growth. In a first step the managers should agree 
upon what is an appropriate ambition level for the types of innovation development they 
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possess and develop a shared sense for the role the levels play in driving the organization’s 
growth and competitiveness. This is followed by that the management team also should come 
to a conclusion how far the split of the current allocation is from the desired ideal and how 
they are to work with closing the gap in a strategic plan (Cooper, 2011), (Nagji & Tuff, 2012).  
 

4.4 Content criteria of product project ideation 
During the idea phase, the purpose, the target focus and the frame of the project should be 
decided. Likewise should delimitations, method description and demands be included. There 
is always a background to a project, often referred to as perspective back in the history where 
there is a desire for a change. It is from that background purpose and target focus are derived.  
Based on different literary findings, following text in the chapter section will describe criteria 
which science considers essential to account for in a presentation of a product project 
initiative. The criteria are seen essential in order to help managers make a good estimate and 
evaluation of whether the project initiative is to proceed. 
 
Background 
In the background description, it is a good idea to mention whether the project connects to 
other nearby projects. It might be that the project is a link within the chain in a longer passage 
of events, just like the stages in project process link to one another. A good idea could be to 
illustrate the connection to other projects with a figure to visualize the case. What is described 
in the background does not have to be in measurable terms as that is done in target focus, 
purpose and also in demand specifications, although there should be a thorough description of 
the idea. The description should be of a kind where the readers can see the aim and business 
use of the project (Tonnquist, 2016).. 
 
Purpose 
There always exists a purpose, no matter whether the target focus is well defined or vaguely 
formulated. Without a purpose, it might be hard to motivate the project assignment for the 
stakeholders. The purpose is to tell why the project should be carried out. More concrete, it 
aims to tell what benefits that are expected to arise from the project by describing the target of 
effect. Usually, the purpose can be divided into several levels viewed from short-term 
respectively long-term perspectives. In a corresponding way, the project can achieve several 
purposes resulting in that many different beneficial effects may emerge. Once the purpose is 
known, the target can be assessed and the assignment analyzed. It could be that the same 
purpose is aimed to be achieved in more than one project, but the target focus could differ. 
For example, an organization’s profitability could be increased by lowering the cost, or by 
increasing the revenues. This could be done by making the working process more efficient, 
performing a marketing campaign to attract more customers or develop new products giving 
more margin than the old ones (Tonnquist, 2016).  
 
Target Focus & Milestones 
There are many different names used in association with the aim for a project. A common 
word to use is target focus, hence the word used in this thesis work. Every project should have 
a target that the project shall focus on to deliver. That means that the project in a 
predetermined time has set expectations of what the final delivery should result in. The 
formulation of the target should be clear, realistic, measurable and anchored (Tonnquist, 
2016). To set up a number of small goals and metrics that aims to be achieved would also 
help to further ahead judge whether the ongoing developing work moves towards the right 
direction or if the method needs to be adjusted. During the development process it is often the 
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project leaders responsibility to follow up and control that the milestones are reached. The 
milestones work as intermediate targets aiming to help product leaders and managers to 
follow up the project (Bergman & Klefsjö, 2008) (Tonnquist, 2016). 
 
Delimitations 
It is necessary to describe what the project is not aiming to establish in order to avoid 
misunderstanding about what actually is delivered at the end of the project. The purpose with 
the description of delimitations is to avoid unsubstantiated expectations among the different 
stakeholders of the project. Example of delimitations could be to mention that the project only 
aims to develop a new prototype for evaluation within a development project, or that the 
project only aims to implement a new organization within an activity project for a specific 
region (Tonnquist, 2016).   
 
Strategic Alignment  
Strategic alignment is one of the overarching objectives within portfolio management. A 
business mission, vision and strategy must be operationalized in terms of which investments 
the company makes and where it spends money (EMPC, 2011). Earlier research has shown, 
that organizations using strategic methods for portfolio management evaluation and have 
strategic alignment as a highly elevated criteria, reported higher performance on opportunity 
measures and improved strategic value opportunities. The dimension of strategic alignment 
has within portfolio management been emphasized in terms of projects fulfillment of the 
business strategy and portfolio balance as a reflection of strategic priorities, risk management, 
and exploitation of synergies (Martinsuo & Killen, 2014). For new product portfolios, 
strategic alignment includes that all active projects should be aligned with the business 
strategy and its units. They should also make contributions to achieving the goals and 
objectives that are set out in the business strategy. To reflect upon the desired strategic 
direction of the business, resource allocations should be considered too (Cooper, 2011). 
Strategic projects are often long-term and therefore need to be complemented by projects that 
yield returns in a shorter period of time, hence for long-term value creation, it is the measure 
of strategic value that are important. When it comes to the front end of innovation in which 
new product concepts are selected for project implementation, strategic opportunity and 
strategic renewal have been used as concepts measuring longer-term strategic benefit. 
Strategic opportunity is then seen as the combination of competitive potential, creating 
advantages and customer satisfaction, and the future potential of the business (Tonnquist, 
2016), (Martinsuo & Killen, 2014).   
 
Project risk & feasibility assessment  
It is important to consider the risks that come with each project in order to select the right one 
for initiation. There are mainly three types of risk factors. The first is the technical risk, which 
gives a measure of whether the technical objectives of the project can be achieved. It involves 
an assessment of whether the company is being able to develop and manufacture a technically 
complex project, a new science or treating a technology repackage. The second one, 
implementation risk, is the measure of whether the organization can implement and use the 
technical deliverables if they succeed to be achieved. New products with a high technology 
leverage, this is, products building on the company’s existing or in-house development 
technology and skills, are said to achieve almost three times the success rate in comparison 
with those who possesses low technology leverage. Same products are also said to have more 
than twice the market share and higher profitability rating than products with low technical 
leverage. The same applies for new products with high market-leverage, that means new 
products leveraging the existing marketing resources of the firm. Commercial or beneficial 
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risk is the third factor and gives a measure of how well the desired strategic, social or 
financial benefits will materialize. The risks can be compared with financial prospects such as 
Net present value (NPV), internal rate of return (IRR) and the payback period of the project 
(EMPC, 2011), (Cooper, 2011). In product innovation a high-risk situation is referred to as 
one where the outcome is uncertain and much is at stake. This could for example be the case 
when the project is strategically critical to the business or if there is a lot of money involved, 
but there prevails uncertainties of how the product will do in the marketplace or how it will be 
technically feasible. A low amount at stake and high uncertainties are usually the prevailing 
factors when a new product project is in the beginning of the process. However, these factors 
change as the project evolves, and the risk increases with higher amounts at stake. Keeping a 
balance between the level of uncertainties and stakes is a must if one shall manage risks 
successfully, meaning that the uncertainties must be driven down as the stakes increases. 
Unfortunately it is quite common that uncertainties remain quite high as stakes increases as 
the project moves ahead even though additional money is spent to reduce uncertainties. This 
means that the project, due to deficiency of facts, is moving forward based on many 
assumptions resulting into high risks for the company (Cooper, 2011). 
 
Commercial Viability 
To be commercial viable can be defined as the ability of business, product, and service to be 
effectively competing with it’s competitors and to make profit. For a product this means it 
must deliver marketplace success as it at the same time is providing returns on investment that 
can be compared to other product alternatives. Meaning that a product is commercially viable 
in the meaning of that its trading and marketability has a low risk in implementation and 
subsequent free market play. This makes research information about market, customer and 
competitor situation important aspects to take into regard (Frenette & Forthoffer, 2009), 
(Yescombe, 2002). Commercial viability is also seen as one of three high risk aspects that 
should be taken into considerations as it gives a measure of how well strategic, social and 
financial benefits will materialize and thus compared with NPV, IRR and payback, as recently 
mentioned (EMPC, 2011), (Cooper, 2011). Examining the commercial viability on a basic 
level is more or less about checking whether there is a sound market for the product and 
involves considerations about establishment of market, existing competition now and in 
future, if a reasonable price is set in relation to market and whether structural changes may 
affect the product in future (Yescombe, 2002). 
 
Markets 
When launching a new product the company needs to know how attractive it is for the market 
and how the competition looks like. Focus on the market is unfortunately a recurring lack 
among new product projects and inadequate input and assessment of the market are often 
cited as reasons for the failure of new products (Cooper, 2011). In order to identify whom to 
market against, it is substantially to conduct market research giving a wide perspective over 
industry, customers and competitors’ profiles. Conducting a market research can help the 
business to identify areas that could be changed or updated. This can be vital when it comes to 
addressing customer and markets needs, influencing the growth of sales. It helps the business 
to understand the current existing environment of the industry, of how the competitors operate 
and how the products or services of the business fit the target market in order to minimize 
risks. The research is also a valuable help for making decisions regarding promotion, pricing 
and localization. Furthermore it helps to identify new opportunities for delivery and 
expansion of products or services. A market research should be seen as an ongoing process, as 
the research is more or less relevant at a certain point in time as market, customers and 
competitors go through changes and follow new trends. When evaluating a new business idea 
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for example, the information from market research will help the business to answer questions 
like whether the idea solves a market need, who will buy the product or service and who the 
competitors are. The evaluation will also help to ascertain in what way the idea is different 
and better than other existing products. What features that stands out in comparison to other 
products is also something that can be used for promoting the product. There are a number of 
different market research methods, however, these will not be discussed further due to 
delimitation of the thesis (Cooper, 2011), (Business Queensland, 2017).   
 
Customer 
The customers are the reason the business exists and understanding the customers and 
identifying their needs is an essential factor for business to be successful and make a good 
profit. In contrast to a market research, conducting a good customer research will give the 
business a deeper insight of their customers needs, wants, behavior as well as expectations, 
and it should be conducted regularly. The research analysis will give reliable information to 
help the business to choose the right product to invest in and develop suitable sales and 
marketing tactics. It will help the business to create the right marketing message, set a 
reasonable product price, increase sales and decrease cost and also refine the approach to 
customer service to mention some. One good way to prepare for a launch and see whether a 
new product, service or marketing concept has a potential into successful ascent, is to test 
them with potential customers (Business Queensland, 2017). As well as with market research, 
there are several ways to conduct customer research that will not be discussed further. 
 
Competitors 
If the product is representing a compelling value proposition and offers unique benefits for the 
customers or if the product differentiates from other existing products, it is likely to be seen as 
a product with advantages and thus having the competitive advantages increasing. Gathering 
information about the business competitors such as their advantage in the markets, their 
promotional strategies with its weaknesses and the customer views of the competitors’ 
products or services, will help the business to comprehend strengths and weaknesses of both 
their existing and potential competitors as well as of the business itself. A useful tool could be 
to buy some competitors’ products to disassemble and identifying weaknesses and strengths 
in them to understand what makes them win or lose. In order to prevent the risks of threat 
from other competitors or individuals what concerns intellectual property for the business’s 
own products, there could be a good idea to protect this through patents, trademarks and 
registered designs (Copper, 2011), (Business Queensland, 2017). 
  
 

4.5 Useful Business Case Tools  
There are numerous different tools and methods for analyzing different processes in a 
business. In this section, some useful tools for risk assessment that can be addressed into a 
project ideation phase are described. 
 

4.5.1 SWOT- Analysis  
A SWOT analysis is a strategic tool used to highlight internal and external factors that will 
influence future direction and success. The power of the tool is to visualize the internal 
strengths that can be used to eliminate the weaknesses, as well as match external opportunities 
and threats. The information that is provided by the analysis can be a helpful guide for the 
company in order to match its resources and strengths to the competitive environment in 
which it operates, and is therefore a useful tool when it comes to strategy formulation and 
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selection. It is simply used by filling in the column for each factor, often in the form of a four-
box grid, characterized as either positively or negatively (see figure 4). Conducting the 
SWOT- analysis with a specific question or objective in mind can bring more value using the 
tool as it concentrates the analysis. The analysis could for example be targeting the advantage 
of a new business opportunity, a new implementation or evaluating a new product 
development (Stimpson & Smith, 2011), (Business Queensland, 2017), (McPeak, 2015). 
 
Strengths: 
These are the business’s internal factors that are of advantage and can be used as a basis for 
developing a competitive advantage and grow the business. Identifying the strengths can also 
help to maintain them in order to not lose the competitive advantage. The advantage could for 
example be experienced management, good product range, product patents and loyal 
workforce (Stimpson & Smith, 2011), (Business Queensland, 2017). 
 
Weaknesses: 
These are the internal factors in a business that are seen as negative and put the business 
towards a disadvantage to others. Limited production capacity, ageing equipment or poorly 
trained workforces are examples of such weaknesses. In some cases, a weakness can be the 
flip side of strength. An example of such case is in times of a rapid economic upturn where a 
large amount of spare manufacturing capacity can be seen as strength, but if the capacity is 
unused over a longer time it substantially adds to the average production cost. The SWOT- 
analysis can help to characterize the weakness before they become a problem and give the 
business a chance to work proactively (Stimpson & Smith, 2011), (Business Queensland, 
2017). 
 
Opportunities: 
These are the external factors that the business may face that are of advantage such as areas of 
potential expansion and future profits. These might be the hardest to come up with, but are 
also the ones that will be the most rewarding for growth. By understanding the internal factors 
of the business, the ability to take new opportunities will grow. Hence, it could be damaging 
for the business to seize an opportunity if it does not have the capability for it and similarly 
not taking an opportunity although there is capability for it. Examples of opportunities are 
new technologies the company can take benefit from. Due to a faster expand of export market 
in comparison to the domestic markets as well as when rates of interest are lowered, increase 
of consumer demands is another growing opportunity that can arise (Stimpson & Smith, 
2011), (McPeak, 2015), (Business Queensland, 2017). 
 
Threats: 
These are the external factors that the business may face which have a negative impact. This 
parameter analyzes the economic environment, strengths of competitors and market 
conditions. Examples include law changes concerning the sale of products, prices falling due 
to globalization or new competitors entering the market. Using the SWOT- analysis may give 
a hint how to face the possible threats and counteract them in correlation to strengths and 
weaknesses (Stimpson & Smith, 2011), (Business Queensland, 2017). 
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Figure 4: An illustration of a four-box grid SWOT model. 
 
The great benefit with using a SWOT-analysis is that it concentrates the most important 
factors although it does not prioritize the issues or provide solutions, which could be seen as a 
limitation of the model. It is substantial to keep in mind that for an individual SWOT-analysis 
such as a new product development idea, the parameter of strength for one issue could be the 
parameter of weakness for another issue. Likewise, the parameter of weakness could also be a 
parameter of opportunity, for example the discovery of a gap in the market (Business 
Queensland, 2017). 
 

4.5.2 SMART – Objectives  
To ensure that resources are correctly directed towards the final goal, there has to be an 
appropriate business strategy. The aim of a business helps to control and direct the business 
and also review the success of the activities. Throughout the whole organization, there are 
objectives on several levels (see figure 5), and individual objectives in each area, all with the 
purpose to achieve a specific target in order to help fulfill the major aim of the business. A 
poor plan or strategy will cause failure in reaching the target, but a great method for defining 
effective objectives is the SMART-Objectives (Stimpson & Smith, 2011). As mentioned 
earlier, it is important to thoroughly describe the target of the Business Case idea, and a good 
way to ease the work with setting good objectives for the target, could be to use the SMART 
objective method. It is used as a tool helping the company to define five different criteria of 
the target, each representing a letter. If the objectives are too unclear, it will be hard to 
measure and difficult to identify to what extend they can be achieved (Bergman & Klefsjö, 
2008). 
 
Specific: 
The objective should be specific and only concern the actual project (Tonnquist, 2016). To 
specify the goal, there should be a use of words that give a direction like increase, decrease 
improve or develop (Bergman & Klefsjö, 2008). 
 
Measurable: 
Regarding the question whether the objectives are achieved or not, the answer should simply 
be told by yes or no (Tonnquist, 2016). It is likely to be a more effective target to work 
towards for employees if there are some kinds of quantitative measure (Stimpson & Smith, 
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2011). Use the team to agree upon whether measurements in for example time, money or 
number of units are proper (Bergman & Klefsjö, 2008).  
 
Achievable: 
It is pointless to set objectives that are almost impossible to achieve in given time. Objectives 
must be achievable. Otherwise it will demotivate the workers when trying to reach the target 
(Stimpson & Smith, 2011). For specific customer projects, both the participants of the project 
as well as the users should agree on the objectives. Meaning that those who are to fulfill the 
objectives should be participating in defining them for the target focus (Tonnquist, 2016), 
(Bergman & Klefsjö, 2008).   
 
Realistic and relevant: 
The goal is to be achieved based on the resources that are allowed to be used, meaning that 
there need to be prerequisites that are realistic and sufficient. The level of realistic goals could 
be set to different levels. Sometimes it is about security goals and sometimes it is about 
realistic goals or barrier-breaking targets. Regardless, the objectives should be expressed in 
terms relevant for those who are to carry them out (Tonnquist, 2016), (Bergman & Klefsjö, 
2008), (Stimpson & Smith, 2011).    
 
Time specific: 
There is always a given time for when the project has a goal to be achieved and it can be easy 
to just set a desired date, though it is very important to have the people involved in the project 
stating what is a suitable and realistic time point for the end line of the project (Tonnquist, 
2016), (Bergman & Klefsjö, 2008).   
 
 

 
Figure 5: The link of levels in setting target, objectives and aim. 

 
4.6 Useful Product Portfolio Tools 
Keeping product portfolios within a company helps to manage the organizations supervision 
of its product projects. There is no scientific right way of how to do the decision making for 
choosing the right projects into the portfolio. There are several methods and variants of 
methods for how to make the decision. What is important to remember is that the method 
should be made in relation to what is most suitable for business or business unit itself. In this 
section, some tools relevant for product portfolio management will be described in the 
following sub-sections.  
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4.6.1 Positioning maps  
As seen in section 4.4.1, there are numerous criteria and aspects that are requested to be 
included in a basis for making a decision of new product development. But although there are 
several criteria sought to provide information when forming a decision, not all of them are 
equally important for a company. The criteria to choose should be based on what suits the 
company best. Making a positioning map is a good way of comparing different selection 
criteria and put them against each other to get a good overview over the composition of a 
project portfolio. One parameter is given in the Y-axis and one in the X-axis, both with a 
scale from low to high (see figure 6). Within the map, four sectors are the most common used, 
but nine is also commonly appearing for giving several characteristics of position. Depending 
on where the project positions on the map, it is given a certain characteristic or value (Cooper, 
2011). 
 

 
Figure 6: Example of a Product Positioning Map with parameters scaling from high to low. 

 

4.6.1.1 Boston Matrix 
The Boston Matrix, is a type of positioning map, given a method of helping the organization 
analyzing market standing of the overall product portfolio in terms of market share and 
market growth (Stimpson & Smith, 2011), (Barksdale & Harris, 1982). The position of each 
product in the portfolio is highlighted when measured and is represented by a circle where the 
size of the circle characterizes the total revenue of the product. The matrix consists of four 
sectors, each representing a status of which the product projects might belong to. The four 
sectors characterize the status of different levels required for investment, the streams of cash 
and the growth potentials.  Each characterized sector therefore requires different competitive 
strategies (Stimpson & Smith, 2011), (Barksdale & Harris, 1982). 
 
The four different sectors in the Boston Matrix model are: 
● Stars: These products have high market share and high market growth, representing 

the best opportunities for future growth since they are self-sufficient in terms of cash 
flow. The strategy to work with is to maintain or build the high market share. 
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● Problem Children or Question Marks: Products with low market share but a high 
growth, which mostly have a negative cash flow, and the strategy needed is simply to 
build market share. 

● Cash cows: Products generating more cash than is needed to maintain their market 
position, resulting in giving high shares of low growth markets which is sought to 
maintain as for strategy.   

● Dogs: Essentially, these products might be seen as worthless, except in liquidation. 
These have low shares and low growth in market, meaning the profit must be 
reinvested in order to maintain market shares (Barksdale & Harris, 1982), (Henderson, 
1970). 

 

 
Figure 7: The Boston Matrix Model as inspired by Stimpson & Smith (2011) and Barksdale 
& Harris (1982). 
 
The Boston Matrix gives the organization an analysis of the current position of existing 
products with support of planning actions to be taken, as well as giving a tendency hints and 
support for planning the introduction of new products (Stimpson & Smith, 2011). A 
successful sequence will have Cash Cows flowing over to Problem Children flowing to Stars. 
A bad sequence would be Stars flowing to problem children and then to dogs as well as Cash 
Cows flowing over to Dogs (see figure 8). However, eventually all products will become 
Cash Cows or dogs (Henderson, 1970). 
 
 

 
Figure 8: Sequence movements within the Boston Matrix Model (Henderson, 1970). 
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4.6.1.2 Bubble chart 
Using Bubble charts is another type of positioning maps, but in this method the projects are 
plotted as bubbles on a two dimensional grid (see figure 9). It is a systematic method for 
portfolio management many times used as an information display for risk-reward analysis, 
where it displays selected key parameters to successfully balance a project portfolio (Rad & 
Levin, 2006). Just like a maximum return portfolio may be a very risky portfolio, portfolios 
with minimum risk will likely suffer from meager returns, hence why one wants to streak a 
balance between risk and returns. It is also an endeavor to balance long-term and short-term 
projects, meanwhile supporting existing as well as new, markets/application project for the 
business (EMPC, 2011). By using shapes, color codes, and other attributes, the purpose of the 
model is to show multiple variables (Rad & Levin, 2006). The selected key parameters or 
dimensions for the axes can for example be some measure of reward to the company on one 
axis in cohesion with success probability on the other axis. It could also be to the strategically 
value with a measure on long-term effect on the business in cohesion to economically value 
measuring return at the given time. Adding the bubbles to the diagram shows how a project 
according to the two dimensions is positioning itself. The size of the bubbles may represent 
for example the resources allocated to each project or it could be the size of the project. The 
color of the bubbles may represent a certain stage in which the project currently exists or a 
certain type of project (Cooper, 2011), (Tonnquist, 2016), (Rad & Levin, 2006). For any 
dimension that has a strategic significant for the organization, balance will be desired to 
achieve (EMPC, 2011). 
 
It is common to give the four grids of the bubble charts names that do not have anything to do 
with the business or project’s goal and purposes, but it may facilitates to map up the projects 
by using alias. Using reward and profitability as example to explain the characteristics, the 
common names used to characterize these four grid blocks are: 
● Butter and Bread: Safe projects with a low profitability 
● Pearls: Projects that obtain a high profitability with a low risk 
● Oysters: High-risk projects that have the possibility to become pearls 
● White Elephants: Holy projects that cost the company a lot, but only give little value 

 
 

 
Figure 9: Bubble chart of a product portfolio. 
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A Bubble chart can quickly give a review of how the current situation of the product portfolio 
looks like in the favorable quadrants and reveal problems. This can help managers to better 
determine how to balance the portfolio in the best way. Problems might in this case be too 
many projects in the area of White Elephants or that the company spends too much money on 
projects within Butter and Bread, and thus too little projects on the desired pearls and oysters 
(Cooper, 2011), (Tonnquist, 2016). A feature that comes with the Bubble chart is thereby that 
it forces the management to deal with the resource allocation. If the company wants to add a 
project, they must take away another or alternatively compress the size of others projects, as 
the sum of the areas of the circles representing the projects must be a constant, given finite 
resources. This gives the managers a chance to contemplate the implication that another 
product to the portfolio may cause for other projects (Cooper, 2011). A drawback of the 
Bubble chart is that it might be hard to characterize a portfolio in one single chart. Therefore 
several diagrams might be required and in such case it can be good to start with the most 
strategically projects at the hierarchy of the company and then cascading downwards to the 
organizational levels, though, it should be notated that too many diagrams might cause a 
complexity of managing the desired balance of the project portfolio (Rad & Levin, 2006). 
 

4.6.2 Scorecard Systems 
Scoring models are used to rank proposed development products or projects that are to be 
selected for accomplishment. The model contains different selected criteria, appropriate for 
allowing differentiation between the projects. It is however important to justify that all criteria 
cannot be equally important. Some must be more important than others to be able to prioritize 
projects. Several projects can otherwise score different on different criterion but still get the 
same total score and thus be worth equally much, which does not work in practice when 
priorization needs to be done (Rad & Levin, 2006), (Cooper, 2011), (Tonnquist, 2016). Each 
criterion should be viewed objectively and involves some underlying questions that are to be 
answered by a rating number, from for example 0-5 where 0 is low and 5 is high, for to what 
extent the project fulfills what is inquired. The model provides decision makers with 
guidelines information about what projects are most appropriate to proceed with, based on the 
total score of fulfillment of the different criteria. The higher score, the better. Due to the 
models involvement of a number of criteria and its simple numerical rating system, it has 
become the basis for making Go and Kill decision within many businesses. Using the 
Scorecard system to compare project ideas with regard to a number of criteria will result into 
one project idea being more worth to invest in based on an objective assessment. The ranking 
might be affected by individual subjective opinions, but the impacts of these are reduced as 
they are being manifested on a factor-by-factor basis. The Scorecard system has been praised 
for helping producing strategically aligned portfolios of high-value projects. It results in 
forming yielding decisions that are effective and efficient from an more objective point of 
view and that also reflects the spending priorities of the business (Rad & Levin, 2006), 
(Cooper, 2011). 
 
What criteria to use in the model are individual for different businesses, but some that are 
seen as important success predictors are: 
● Strategic alignment and fit 
● Market attractiveness 
● Competitive advantage 
● Core Competence Leverage 
● Financial Risks and Rewards 
● Factors of Feasibility  (Rad & Levin, 2006), (Cooper, 2011). 
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5. EMPIRICAL FINDINGS 
This chapter is to a great extent based on information from interviews with several employees 
within positions that touch the area of new product development and the product portfolio in 
one way or another. It treats the areas of the current state within processes and decision 
making of new product project development ideas. The researcher has also taken part of how 
some previous presentation has looked like in cooperation with interviews, and formed a 
comprehension about what has been appreciated to include in the presentation, in order for the 
council to facilitate the understanding of the use of the new product project. However, due to 
confidentiality on behalf of the company, the referred presentations are not included in this 
report as attachment.  

5.1 Current BMS of HMS 
The Business Management System of HMS is divided into three main processes describing 
the overall business of the company. The processes are split into management processes 
controlling the main processes with the aim to satisfy the overall business goal, into core 
processes that are interrelated and deliver a value directly to our customers, and into support 
processes that enable the operations of the main processes.  
 
A closer look into the core process (circled in figure 10), where the product management 
takes place, three stage categories are identified, namely product offering, generating business 
and fulfillment of orders. It is of great important that the groups of activities within the core 
process are performed in an exemplary manner as it within the company adds primary value 
to an output and ensures the continued competitiveness of the firm. Taking an even closer 
look into the product offering stage in figure 11, we will find the process of new product 
development. This part of the core process, which generally describes the task of defining and 
creating new products, starts with the input of identified needs and ends with an output of a 
product ready for sale. The offering process consists of four phases. The first phase is “Think 
It” and it is here the product ideas are developed and investigated and from which a cross-
functional team takes a decision whether the idea shall pass on to the next phase called the 
“Build it”. This second phase develops the product, gets it verified and then prepares it for a 
process of manufacturing and selling as well as start receiving orders for the product. In the 
third phase “Release it”, activities are defined done when products are released to the market, 
making them available for sales. In the last phase called “Grow it” the product revenue is 
maximized with help of different tasks. As this thesis report focuses on choosing the right 
idea for product development, only the first phase, Think It, will be explained further. 
 

 
Figure 10: The process map of the Core Process within the Business Management System. 
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Figure 11: The process map of HMS’s Product Offering Process. 
 

5.1.1 Think It  
The Think It phase (see figure 12) consist of several stages and gates in which a new product 
project idea has to pass through, in order to result in being an actual product project. When all 
stages are achieved in Think It the product project idea finally leaves the phase and will 
continue its process together with the product requirement specification (PRS) by entering the 
Build It phase. In this section the Think It process will be explained more in detail.  
 

5.1.1.1 The way in of new project ideas 
There are two streams from which projects of new product development arrive to the Think It 
phase. One is via the Product Line Plan (PLP), the other via ideas or requests. For projects 
that stream from the PLP, there is a business area strategy that defines what the company 
wants and thinks are its strategic priorities in the business area. This should be in alignment 
with HMS priorities and on the basis of this, a business plan is being drafted for the current 
year. There is a strategic vision and short-term vision and, in conjunction with the business 
plan, a product line plan has been designed that talks about what the company thinks is 
important in the coming years. The PLP describes what is being sought by production of 
certain products and the overall product portfolio within a certain segment. The PLP also 
includes what happens in the rest of the world that may be essential for HMS to pay attention 
to, based on what is apparent from what the outside world does and does not. This perspective 
is planned at a high level. When the management wants to go further down in the 
organizational chain to take a closer look at starting a specific activity according to the PLP, 
more detailed information is gathered about the product project idea. An analysis is made of 
what is missing in the existing product line, which is then adjusted to align with the PLP. For 
example, it could be that a particular network should be added or a product capable of 
managing a specific function should be developed. It can also be about discovering that there 
is a completely new product the company has not worked with before that is to be included in 
a segment in order for HMS to expand their sales of products in a certain type of company 
and solve a certain type of customer need. However, it is the product line plan and strategic 
business plan that determines how a product manager should target his product plan or 
roadmap to comply with the overall plan. Once one has come to the conclusion that the 
project needs to be started, it will be discussed at the product council meeting. 
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For the stream of ideas and request in the process of new product development, there are other 
approaches. Anyone in the company is allowed to present a new idea of product development 
by sending in a request about it to the product council. There are also some stars at the 
company, which come up with new ideas all the time and these people should be talked to as 
often as one can, since it is important that they also feel that someone picks up what they do. 
Likewise, it is equally important to also explain why an idea is not being picked up. From 
these perspectives, individuals at the company admit they need to get better at. 
 
“Most people can take a no if they know why.” 
 - Member of product council 
 
 
Another approach is that market units around the world collect materials, comments and 
requests from customers and different analysis, generating a long excel log list. The list is 
then sent to the product management and it is the product manager that owns the result from 
those Excel files that is sent in by the market units. These files are taken into the next years 
PLP that partly is a result of markets input from local as well as global market units. A 
request might sometimes be taken into the current years PLP if it during the quarterly meeting 
between the product management and the market units is being determined as something very 
prominent, and then is being evaluated and approved at the product council in which the 
product manager will present the idea. 
 

5.1.1.2 The Process of idea presentation 
A new product project idea is to be presented to a product council. The process starts by 
having the respective product manager sending in a request to submit a product development 
project to the product council. It could be all from updating an existing product with new 
features, making a new product in a product series, or creating a brand new product for a new 
market. Depending on where in the development phase the product project is, the Product 
Manager has to create a basis with information to present at the council meeting. In order to 
get the information required for the presentation of the product project, research to some 
extent needs to be done. It is however experienced much more difficult to gather information 
today compared to a few years ago when HMS were alone and first out on the market. Back 
in those days the company saw what was missing and knew what was needed, but today they 
face more competition as well as greater demands from the customer. It was also early noticed 
whether a project worked well or not back in the days as the products were simpler and with 
less features built in. Today, it is a more mature market so one has to be very sure of what to 
go for. There is also much greater pressure today and many people feel that what they are 
going to produce must be properly substantiated. At current state, there are no specific 
restrictions of what information should be included in the basis, which means that the 
information presented at the product council meeting can be widely spread from presentation 
to presentation. The lack and need of a template as a framework has also been clearly marked 
in the last two years. A person who is to present an idea and not really knowing what to 
include, has asked a former presenter to take a look at what it looked like and then something 
similar has emerged. The basis may include information describing whether there is a 
commercial value in the development project, what the competitive advantages are, technical 
benefits and features. The basis may also include whether there is a strategic alignment of the 
project in relation to the business and other ongoing projects in the portfolio. When the 
project idea has been presented, a discussion is being held among the members in the Product 
Council about risks and benefits of the product and how a approved decision of further 
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investigation is to be made or not. Depending on where in the development phase the project 
is, there are three likely decisions to appear. If the council finds that the project idea is worth 
evaluating further, the decision may be to forward the project idea to a “Think Squad”. 
Another outcome may be to deny the project idea further evaluation and immediately 
eliminate it, or it might be that the product manager is asked to bring further information until 
a forthcoming meeting in order for the product council to make a yes or no decision as a result 
of insufficient information in the basis. Sometimes it becomes a consensus decision making it 
very simple, but sometimes if there prevails different viewpoint and opinions in the room, the 
chairman of the council makes the definitive decision based on the discussions in the room. It 
is acknowledged that there have been many gut and fingertip feelings over the years in 
decision making, but it is also claimed that the company has very competent people, 
otherwise it could not have been as well as it has become. However, this is yet another reason 
why the company wants a new framework for decision-making that involves a more objective 
view. Furthermore, reorganizations and replacement of people have been made over the years, 
which also will be the case in the future. In these situations it is important that there are a 
certain type of system that is used and exists and not only having decisions based on peoples 
knowledge and experience which later will disappear. 
 
A decision of further information requested often depends on too little assessment of 
commercial viability, technical viability or strategic alignment. These are three aspects that 
are highly elevated, and if lack of information on these is perceived, the issue is not 
considered to be sufficiently though out. If the product council has made a decision of 
forwarding the idea for further evaluation to a Think Squad, it will mean that they are to make 
a Business Case with deeper analysis. This analysis can include building a prototype, or 
creating a SW program, wireframes or mockups etc. It also includes the preparation of an 
PRS documentation and the creation of a detailed project plan and along the way the product 
manager for the proposed product creates the Project Plan Budget overview (PPBO) 
document. 
 
After the Think Squad has performed a deeper analysis, the product project idea is presented 
for the product council again. In the second evaluation a decision will be taken whether the 
product project actually is to be invested in or not. It is basically the same kind of criteria as in 
the first evaluation phase but now more information is provided. If the product council finds 
the product project not being worth to invest in based on the information from the deeper 
analysis, it will be rejected and this might be due to the insight that the company actually is 
not able to produce the product or that it does not fit in among other projects. The product 
project might also be sent into a Re-Work activity if the product council does not find the 
base of information sufficiently good, that they did not receive answers on the questions 
earlier asked or that a number of other questions have arisen. In general, it can be said that in 
the very first step in Think It, one focuses primarily on strategic alignment so that it is in line 
with the business plans. If it is forwarded to the think squad, then more focus is placed on 
how to solve the commercial and technical issues, making an assessment of whether one is 
prepared to invest a certain amount of money to analyze the answer to a certain number of 
questions. For example, the commercial aspect considers the possibility to sell the product on 
the market and whether it is possible to build and develop the product at a reasonable cost. 
Technically, one looks closely at what risks are left and then work to try and solve these. If 
the second evaluation turns into a yes, the product project has been approved to start the next 
phase, the Build It phase. Within Think It, many product project ideas are taken in for 
evaluation, but there are significantly fewer that move on to Build It. It should also be noted 
that a decision about building the product, does not mean that it is to be built quite 
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immediately. It might be that the product project is something that is done in one to two years. 
The decision is about wanting to perform the project in the near future. 
 

 
Figure 12: The process map of the “Think It” phase.  
 

5.2 The Portfolio Management 
HMS has divided its development projects into three strategy categories; enhance, expand and 
explore. This is done in order to segment the products in respect to different levels of 
development, and measure the parameters of product and market. Enhance refers to small 
changes typical for function, keeping the same customers. Expand refers to new products or 
new markets and the explore strategy refers to new innovations which the company is unsure 
of how it will sell.  Nevertheless, HMS have the strategies somewhat deficient described for 
what they do in the various innovation buckets and how much the company wants to invest in 
each bucket. This results in the portfolio vision also becoming a bit arbitrary, but there is no 
good way today to say how to divide into the different areas of product development. Neither 
are there at current state any specific key objectives for portfolio management. In terms of 
percent of the time, it is experienced that much of resource allocation is spent within enhance, 
and traditionally, Anybus has been very much product development oriented. There have also 
been long cycle times for the products and the customer expect that their product will last 20 
years. But let's say Anybus no longer has more space for investment in the enhance section, 
then they need to decide whether they want to stop and postpone something that is more long-
term for the benefit of being able to do something that is short-term. There, they claim that 
there is no structured way of how to deal with it today. 
 
It also turns out that HMS to some extent makes use of the Boston Matrix model to visualize 
the portfolio, but not in any structural way. One had wished that there were always a NPV to 
watch over all the initiatives they are working on and that some kind of sensitivity analysis of 
their three main key areas of assessment can be carried out in the future. Taking commercial 
viability as example, it would be of interest to know how great the likelihood is that HMS will 
achieve the volumes or price points being discussed. The same applies to technical viability, 
how likely it is that HMS solves the problem and reaches the amount of investment to be 
made? If these indicators become more illuminated, one would get a better idea of the long-
term goals. A better portfolio analysis is therefore something that the company strives to 
obtain in order to get an information basis of how many projects to launch within each area of 
enhance, expand or explore. 
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5.3 Criteria, Factors and Problem identifications 
This chapter brings up information about what criteria that are commonly discussed at current 
states during meetings, and what information that are lacking and desired to include in future 
state. Different factors that prevail and needs to be taking into consideration are also 
discussed as well as other problems identified that occurs at the company which affect 
product development. The chapter is divided into subordinated paragraphs dealing with areas 
of different criteria, factors and problems identified. The discussed areas embrace Local and 
Global markets, Future vision, Resources, Technical development, Estimated product 
behavior and Control of project.  
	  
At present, HMS finds that they lack basis for making objective comparisons between 
different project initiatives so that there is the same type of information available to compare 
different initiatives. As this is not the case at present, it is suggested some arbitrary 
assessments of sales volumes by different sellers, which is always a challenge. Some products 
are quite obvious that they will be sold. Then there are those who may not be sold so much, 
but still are considered important in order to position HMS as a company somewhere. The 
choice between them may be difficult, as one might not sell anything, but if one refrains, it 
shows that the company is not even active in that area. Another point of view, at least from a 
major initiative, is that they lack market research. It needs to be more clear how the market 
research should be done, in which case they make a quantitative survey, in which cases they 
will do a qualitative study that goes into depth on the various segments and which customers 
that globally would be interested in what they offer. A guess is that they either do not 
prioritize this or that they have too little resources for it, but regardless what, it results in 
difficulties in objectively comparing different initiatives. As mentioned before, there is a bit 
too much gut feeling sometimes, which is not always entirely wrong, but that is a risk factor 
as several interview candidates explained.  
 
Local and Global markets 
It was mentioned earlier that commercial viability, technical viability and strategic alignment 
are identified as the three most important assessment areas, but all imply different challenges 
in assessing. Commercial viability becomes easier if only assessing global needs rather than a 
certain market need for example. The degree of how technical viable something is can be very 
widespread, e.g., it is a rather simple matter if it is about creating easy-to-use features that can 
be directly linked to a product development initiative already in progress. On the other hand, 
the development of a completely new product requires an investment to assess whether the 
company will be able to carry it through or not. It is a big spread of all the global ideas and 
request lists mentioned earlier, and trying to prioritize among them what to do first and to 
have reliable evidence to assess commercial viability, technical viability and strategic 
alignment is a difficult job. 
 
"It's easier if you have two questions to consider. It is harder if you have Excel lists in a few 
hundred points and all markets have their own Excel lists with their own priorities. " 

- Member of product council 
 
 

Future vision 
Concerning the assessment of a product project, it is traditionally checked that what the new 
product requires, can be solved technically. It is necessary in the decision but the interview 
candidates agree that it is something they should try to get away from more, and instead make 
a deeper analysis whether the project is commercially important. However, the interview 
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candidates also agreed that a missing part is the long-term considerations of the project, which 
is more than just a product one wants to develop. To see what opportunities are available in 
the future; partly for the maintenance of the product, but also how the product will develop on 
the market in a number of years and what side effects one gets from developing the product. It 
is also of importance to look at what other products can be developed in the future and which 
markets are potentially opening up for the development of the product in the future. As an 
example, some of the first products that were developed in HMS are still being maintained 
and developed. After all, it is important that one has platforms that are easy to use and last a 
long time, and although it is a little bigger challenge for the product owner to obtain 
information of how the product might behave in future, it would be essential in order to 
provide a more cost-effective perception for the project. It is a requirement to be able to re-
use as much as possible of the material that is available and if that is not possible, it is desired 
to build upon what has existed before. In other words, often the goal is to build components 
that can be used the next time a product is to be built. The question which therefore arises is if 
it possible to build something that can be re-used or if it is something that is dedicated for a 
specific purpose or customer and that upgrades only can be built on five times? This is an 
important aspect of technical viability, as new development costs a lot and high quality 
standards need to be maintained. In addition there is often a level for the technical network 
that needs to be achieved, for which the product is sent to a lab for test. If it achieves the goal 
and is approved, the product shall be seen as adequate. This applies even if one can add more 
features. Getting people to let go of a project when it's good enough is a constant challenge. It 
is important, that if you are finished with the product complete it and end the project, even if 
two or three things more are found that can be developed on products. Additional resources 
will otherwise be spent in for example half a year on something that is actually finished, 
without anyone questioning how far one should work with it. Some consider that there is too 
few clear goals set from the beginning that talk about how much work there are supposed to 
be included in a project and what is not to be done. Questions that arise from this with desire 
to obtain answers in an earlier stage of the development process are: 

• What is a reasonable time limit to put? 
• How much will be done and with what resources? 
• What should the product achieve and manage? 

 
Resources 
If the company is to keep the timing for product projects and cater other project resources, 
one cannot add extra features and work on achieving more than what above restrictions are 
talking about. Additional features requested may be added after the reviewing of a new 
assessment. It is even so that it historically has been proven that it has been worth waiting to 
start up some projects to get more customers who request the same thing. A classic problem 
that has been on HMS for a long time, is HMS beginning to work on lucrative customer 
unique projects when they have appeared even though the company has their own great 
standard products to work with. For example, a customer can turn to HMS and say that they 
want to use their technology, but that they then need to carry it out in a certain way. 
Traditionally, the company has begun work with the customer projects quite often and 
therefore been forced to stop some standard projects going on.  This in turn results in delays 
of HMS’s own standard products. For some people such decision causes frustration. Once 
again, the decision makers needs to get better at communicating with their employees why 
decisions are made in such way and support it with information that also can explain why the 
customer project cannot wait. 
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Technical development 
HMS has always been very technology-driven as they express themselves, and as the 
company was first out with its kind of products, they have been able to live a long time on 
their good technical knowledge. Today however, they are much more exposed to competition, 
partly from competitors and partly from customers who do it themselves as they find the price 
on HMS products too expensive, in which some interview candidates argued that HMS needs 
to se over the prices of their products and somehow reduce them. On top of this, other types 
of solutions appear, and to actually keep track of what is happening on the market to get new 
product ideas and products is probably one of the biggest challenges the company faces today. 
It is usually when one see and understand how the market moves as new ideas for products 
are born. That is what makes the ability to understand where the market is heading to the big 
challenge. Concerning the competitors, HMS needs to increase their knowledge and oversight 
over them further. It happens that they buy home components and products from competitors 
to analyze them and broaden the perception of market development and broaden their skills. 
What concerns the customer, there is a desire to sometimes bring in a lead customer early in 
the process that is involved in the development and working with the company. Then it should 
also be motivated at the first presentation if it is appropriate to have a customer or not and 
then why or why not, and that there is an example of who. However, the risk that is known 
since earlier is that if an external player is taken into the team, there is a chance that the 
person dictates too much how they want it all to be carried out.  
 
Estimated product behavior 
In terms of commerciality, much attention today is paid to the company history and what 
similar products the company sells today, which is considered to be very necessary, but it is 
also necessary to look into issues such as; 
● Can we sell it? 
● Will we make money on it? 
● Will it be used? 

Estimates, forecasts and guesses are made, and they are probably quite good, but the 
information base would need to be built up slightly more according to the interview 
candidates, as it is thought that HMS spend too little time on this. Everything is based on that 
there is an expectation on the market or customer demand, yet there is always a lack of some 
kind of market analysis. It is desirable to see what the product project could have given in 
volume sales, and more specifically see which markets it opens up for that the company does 
not have today. They need to look closer on the market and see who are potential customers 
and how to reach them. It would also be useful if HMS tried to take a look into a slightly 
longer horizon what concerns the product's position on the market in the future. Today, 
estimates are sometimes made of where the product is believed to be on the market within 
three years, but not much further. It is desirable to widen the views to an estimate of how they 
will be able to use the products ten years ahead in time, already at an early stage. Some 
interview candidates also lacked a presentation of the actual vision regarding the product 
project. Already from the beginning of the Think It process, there is a desire of clearer market 
positioning of the product project and as a summary it is asked for more information such as: 
● Who shall have it? 
● Who will use it? 
● How should it be used and why? 
● What do we think we can accomplish if we do it? 
● What function does it fill for the market? 
● Why is the product missing today? 
● Why should it be done today and why has it not been done before? 
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The hopes are that the staff would be challenged a bit to really justify why it is important to 
implement the project and that there is a clearer idea from the start. One wishes to reach 
further than to hear a statement that the product is almost as the competitor's but a bit faster. 
The reason is not good enough as it will not result in having any wider growth. At the same 
time, it is important to talk about the synergy effects that occur if the project is carried out. 
For example, will any market share of other existing HMS products be taken if the project is 
performed and what benefits arises for other potential products? As well as presenting the 
complete idea of what features should be available and what steps the product will be develop 
in over time and when it is reasonable to do. 
 
Control of project 
The company has almost never killed a project in the middle of it, but let it run all the way out 
to completion. Unfortunately the result has not always been so successful as it sometimes has 
ended in a huge cost. In addition, it has taken a few years before the unsuccessful products 
successively been removed and processed as obsolete. In the work with the Product Council 
there is a proposal that, in addition to deciding what to do, also ensure that gates are created 
along the way in a product project. This is for the purpose of analyzing if one still believes in 
the project when encountering major delays. Killing a project is quite difficult because in that 
situation you indirectly tell people that the amount of time spent on this project so far was 
unnecessary because now we do not care anymore, at least it is easy to interpret it in this way 
explains an interview candidate. HMS has a positive attitude towards successfulness when a 
project is started and if it against presumption has not gone well, one has at worst case 
removed it later on, but it is very rare that the decision of removal of a project is made. 
Projects have not always been questioned so much along the way as to whether it will be good 
or not. One aspect that several people announce that HMS must be better at, as well as the 
identified problem in this case, is that there are no direct milestones to work towards. There 
are some reconciliation, but no tough gates to properly control if the project is in phase, 
something that several candidates agree to be very relevant to include in a first presentation 
when the question was asked towards them. A good way to show the deeper thought of the 
product project idea would therefore be to present a minimum number of sub goals at an 
initial presentation. The product council could likewise make a decision that it may be 
relevant to start a project within certain premises, for example saying "ok you can start the 
project but to the next milestones you should also provide this type of information and show 
that you have looked closer at this bit in order to get past the next gate." However, there might 
sometime occur a need to shift focus from one product line to another in order to not avoid 
loss of efficiency and production of the first one. Sometimes this unfortunately result in the 
second product line being delayed instead as it will be less prioritized. 
 
"Development is complicated and it's hard to keep deadlines but one should try." 

- Member of Product Council 
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6. ANALYSIS & RESULT  
This chapter contains analysis of literature reviews together with empirical studies from 
which a result has been formed. The result is a suggestion of how the company used as a case 
study can make changes in order to improve their current way of working. This chapter 
therefore includes analysis of how the portfolio management could be handled differently and 
how handling the selection of new product development projects could be improved. This is 
done by providing new tools created for the company, which are recommended to implement, 
as well as giving suggestions how they could carry out some work processes differently. 
 

6.1 Use of Portfolio Management and the Evaluation process 
Portfolio Management is referred to every project idea being carried out within an 
organization or business unit. It is therefore of advantage that the projects have some sort of 
relation to each other as they are competing for the same resources. Making the decision of 
what product project to be performed is thus extremely important as the management of 
portfolios includes prioritization, resourcing and timing due to the fact not all projects can be 
carried through at the same time (Tonnquist, 2016), (EMPC, 2011). In the literature, Cooper 
(2011) talks about the ideation process of choosing the right project of new product 
development in a stage gate system as a model of five gates and stages. HMS business unit 
Anybus uses a similar process in their Think It Phase, which is referred to their ideation 
process of new product development, but they have it in fewer steps or they rather have it 
compressed They have two major gate systems where evaluation of product projects takes 
place. In the first one, the project is either presented for the firsts time or re-presented due to 
lack of sufficient information at first time. The evaluation that takes place in this first step is 
of whether the project are to proceed or not for a more detailed analysis where a “think 
squad” I assigned. In the second evaluation the product council makes a decision based on the 
more detailed analysis from the provided Business Case, for whether the product is decided to 
proceed into the building phase or not. Despite only two major gates, HMS does however 
include all the missions of the stages mentioned in literature, only that HMS does the majority 
of them between the first and second evaluation without checkup gates from Product council. 
Moreover, as Cooper (2011) mentioned, for less complex and smaller development projects, 
two to three gates are enough. HMS mostly does a lot of incremental product project 
developments but they also make some bigger and more complex product developments.  
 
Traditionally, HMS has many times prolonged the time of a product project due to different 
circumstances, but the causes have often been due to no control whether the product project is 
in phase or not. Sometimes the projects ended up very well after all, but it could have been 
smoother on the way and other times the development projects resulted in a great cost with 
low return. Whether that happened because of too few gates before the projects are given a 
yes to proceed with the building of the product in the next phase can be discussed, but there is 
no doubt that there are too few sub goal set up in order to control the situation of the project 
development during its actual development process. There are today no existing milestones 
during the development process to measure if the project is in right direction with regard to its 
purpose, only some reconciliations to see in what state the work is in now. Thereby as a result 
of the research made, it is suggested that HMS implements milestones in the development 
process. The milestones shall act as "fulfillment gates", where a certain information, problem 
or task must be provided, solved or achieved in order to continue the project. If the milestones 
are not achieved, one needs to analyse what problem has arisen and look into how the current 
method can be adjusted. In the beginning of a development process, high uncertainties and 
low amount at stake prevail, but the factors change as the project evolves. The risk increases 
with higher amounts at stake, which is why uncertainties must be driven down. Keeping a 
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balance between the level of uncertainties and stakes is a must if one shall manage risks 
successfully (Cooper, 2011). If the project's current status is too far from where it should be 
or if it is noticeable that it will exceed the estimated costs too much, then a discussion should 
be held if it is still profitable in the end if the project continues under prevailing 
circumstances. This is proposed in order to help the company avoid spending too much 
money and resources on something that might as well result in a big postponing towards time 
to market. Several interview candidates also agreed upon that there should be tougher gates 
included at the first presentation. More particularly, it is spoken of a requirement of a 
minimum number of sub goals to be set up at the initial presentation in order to start to work 
with the milestones. Nevertheless, relevance should prevail to start up a project within certain 
premises, requiring certain information to be provided to the next milestone or reconciliation 
to get past the next gate. The milestones shall therefore not only be set up in the sense of what 
technical steps that are to be performed for the products, but also in the sense of collect and 
provide information by investigating future behavior of the product or the interest of the 
market. The portfolio management is after all about keeping control over the company’s 
products and it is seen as vital to add new products into the product offer range of a company 
in order to secure its competitive position on the market (Tolonen et al., 2014). 
 
Tougher gates are also a must if HMS is to invest in their utmost strategy level, expand, 
which also could be compared to literatures outermost innovation level strategy, 
Transformational. It is innovation development of completely new products to create a new 
market and customer desire, in which the company has to believe in their product with 
support of the fact that the product will give back on return, as there prevails big investments 
but it is thus also why these types of projects often are seen as long-term projects. Earlier 
research states that more successful companies possess portfolio mix that contains a higher 
investment percentage of products in the adjacent and transformational development level 
(Nagji & Tuff, 2012), (Cooper, 2011). Investing on more innovational products would thus 
mean that a higher risk taking is needed, but if it succeeds well the return will however be 
much greater than for core level developments that are seen as low-risk projects. This also 
means that tough gates are needed in order to strategically keep control of the money and 
resources spent and avoid postponement of time to market with competitors in mind (Nagji & 
Tuff, 2012). Tougher gates with more demand, as well as frequently controls of sub goals, 
helps the managers to check the two vital questions that also Cooper (2011) talks about, 
namely; are we doing the right project? and are we doing the project right? Timely evaluation 
aims to help receiving signals for whether insurmountable barriers appear or whether the 
economy tends towards a too negative outcome. At the same time, one can question whether 
Coopers Stage Gate model is enough for large and complex innovation projects as larger 
investments are handled and more uncertainties and higher risk are set into the process. It 
might be that the model best suits incremental development projects and projects that can be 
referred to the middle innovation development strategy, Nagji & Tuffs (2012) adjacent level 
or HMS explore level, which seems to best belong to the model Cooper presents. A model for 
the innovation of transformational products would need to add gates within each stage, and 
investigation of market, development and validation would likely be relooping itself for 
constantly checkups to know that a somewhat reasonable direction is followed. The model 
can nevertheless be viewed as a process for uncertainty reduction for more complexed 
projects (Cooper, 2011).  
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6.2 Template for business case 
Cooper’s gate of initial screen and preliminary assessment could be compared to HMS first 
evaluation stage in Think It, where the project idea is first presented and a decision made to 
let the project idea proceed for further analysis or not. At this first decision point there is quite 
often large uncertainties in the underlying information basis concerning factors such as 
demand, solution costs, risks and choice of methods, which makes a proper pre-study 
necessary in order to clarify the project idea more specific in a business case. One can 
therefore say that the information provided for a first evaluation is a rough business case 
(Tonnquist, 2016). At current state, anyone at HMS who wants to can come up with an idea 
for a product project and send in a request to the product council for being approved to 
present it at one of their meetings, but it is basically the project managers who do this as a part 
of their role with handling assignments based on the PLP. The problem is however that there 
are no specifications of what information should be included in the basis of this first rough 
business case. In order to collect the information assumed to be included in the presentation, 
some research needs to be done. It is however experienced more difficult today compared 
with past years since HMS are not alone on the market anymore and since a pressure has 
arisen of providing proper substantiation among the persons presenting, resulting in the type 
of information presented can be widely spread between the presentations. The lack of 
specifications of essential information to provide at a first presentation of a product project for 
the product council has therefore resulted in a template designed by the researcher of this 
thesis work. The template aims at facilitating the work of the first analysis of the product idea 
as well as challenge the staff little more than previously by having them really justify from 
early start why it is important to carry through the project. This is also one of the wishes from 
interview candidates that have experience of the product council, as one searches a deeper 
purpose of the product development than to just be a little bit faster than competitors. 
Literature also talk about the importance of considering the risks that come with a product 
project in order to select the right one to initiate, and refers it to the level of uncertainty in 
correlation with how much is at stake (EMPC, 2011), (Cooper, 2011). This is yet another 
factor that makes the content of the information basis in a first presentation important as it 
both represents the product’s possible outcomes for the decision makers, as well gives the 
responsible a good base to start from if the project is chosen for further evaluation. To keep 
the risk management successful one must keeping a balance between level of uncertainties 
and stakes (Cooper, 2011). 
 
Based on interviews with members of the Product Council, a uniform opinion appears that 
there is often a lot of focus and information regarding the technical aspect in a presentation of 
the product idea. Sometimes it is more focus on competitive advantage and sometimes more 
focus on the technological function. Another united opinion that appeared from the interviews 
was a lack of market analysis and definitive goals and values of the project ideas in the 
presentations. There was also a greater wish of market analysis to be conducted within the 
company and thus represented in the presentations of the basis including more information 
about the positioning of customers, market and the business itself. For example, a closer look 
at how many products that can be sold per unit and a greater analysis of how the competition 
image look alike is desired. The resulting template (see appendix 3), is primarily designed 
based on literature with inputs from empirical data concerning information that many times is 
found missing or is inadequate in relation to presentations of new product project ideas. The 
template aims to be used no matter if the product idea is based on PLP, comes from a star at 
the company or is seen as a prominent idea that comes from one of the market units excel files 
and taken in for evaluation for current year. Furthermore, no one should any longer need to 
ask a colleague what to include in the presentation and copy it due to uncertainties, as a 
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template with specifications of what information to include will exist. The proposed template 
contains background information, strategic alignment, technical viability, overarching plan of 
action as well as of interest analysis and SWOT- analysis. The template comprises these parts 
as each of them constitutes important aspects to include in an information basis when it comes 
to making considerable decisions of new product development, referring to scientific 
research. The information aspects that constitute the parts in the template are also based on 
empirical data from the interviews. The data is about what information was seen as important 
to provide of a new product idea, in order for the product council to be able to make decision 
based on well-grounded information to better secure themselves that the right decision is 
made when it comes to choosing and prioritizing different product project ideas. A detailed 
description of the parts in the template and their meaning is given below. 
 

6.2.1 Background information and Product Project description 
All ideas descended from something and do not just appear from nowhere, which is why an 
explanation is sought, providing summarizing information about why the product idea is to be 
built. In the background description as whole, there are not necessarily provided information 
in terms of what is to be measurable, but that is done in target focus, purpose and in demand 
specifications for the extent of the project (Tonnquist, 2016), which are collected under the 
headline project description. Tonnquist (2016) writes that the background description should 
be of a kind where the readers can see the aim and business use of the project, which is why 
the problem identification, stating the issue, and the product description representing the 
solution, are subordinated headlines. The template start of with background information, but 
the product project description will come further down in template as a tactical way of first 
analyzing and presenting overarching need and interest of the product before giving a more 
detailed definition of the product project. 
 
Problem Identification 
Literature explains the necessity of providing information whether the new product idea has a 
connection to other nearby projects, as there might be a linkage between different process 
chains and activities. Based on this, it could also be relevant to include fact of how the new 
product idea links to previous products if the product development intends to be more of a 
product upgrade (Tonnquist, 2016). Therefore, the column of problem description will ask 
for; What is the current status or problem of the situation, in which the new product will be 
the solution and why do we need this product to solve the problem? As well as it is asked an 
explanation how it connects to goal and business value and whether it will provide any 
opportunity for the business. 
 
Product description 
As the new intended product is needed to be presented and described, it makes this criteria 
quite obvious to include in the template, and the fact to only specify the product itself in an 
own column in the template, is to easier contrast what constitutes the product. It should be 
included what basic or special components that the product consist of, what features it 
possesses and how the design is thought out. A simple description of what makes the product 
special and the benefits of it, as well as how it should be used and why. Seen to the content in 
previous presentations that has been held at the product council meetings, it also prevails a 
desire to show a picture of the intended product if possible or from something that it 
originates from. 
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Purpose & Target Focus using SMART 
The wish to develop a new product always comes with a purpose, which is to tell the benefit 
of why the project is to be carried out. It would otherwise be very hard to motivate for 
stakeholders what can be gained by performing the product project. The purpose can be 
divided into several levels for reaching both short- and long-term perspective (Tonnquist, 
2016). Some interview candidates experienced the goals and value of the product project idea 
to often be a bit unclear and have as wish to receive these as more definitive in connection 
with the presentation. Therefore, the method of SMART- objectives is has been applied to be 
used as help for the user of the template, when he or she is to define the purpose and target. 
The method aims to helps formulate the goals and values from specific, measurable, 
achievable, realistic and time specific objectives. The SMART- objectives intends to be a 
great method for defining effective objectives to avoid poor plans or strategies that likely will 
cause failure in reaching the target (Stimpson & Smith, 2011). Clearly defined goals and 
objectives also makes it easier to measure the extent of whether they are being achieved or not 
(Bergman & Klefsjö, 2008). So for this column, information about what effects that can be 
expected to arise from the project is to be provided, followed by the target focus of how these 
will be achieved, meaning what will be of the final result and future result. To point up some 
sub goals is also asked for in order to create milestones to work towards to keep the right 
direction of the project (Tonnquist, 2016). SMART also refers to set Time Specific goals 
which does not necessary have to be a target, but an estimation of the timeline from start to 
finish is also included into this column to give a hint about size of the project seen to time. 
 
Extent of project 
If one begins where the above paragraph ends, this column seeks to specify even more what is 
intended to be included for be able to carry through the project. It aims to make the user think 
about the requirements that needs to be allocated in order to reach the target. This will also 
give the product council a hint about what is required and can compare this towards other 
product project ideas and help them decide which is more feasible and when the timing may 
fit best in such cases for performing the project. At them same time, it gives the council a 
possibility to talk about the synergy effects that might occur if the project is carried through, 
which is an important aspect for them. They will get the chance to ponder whether any other 
HMS products will have their market shares taken or what will be brought for other potential 
products. 
 
Delimitations 
As well as literature brings up the importance of avoiding misunderstanding (Tonnquist, 
2016), the empirical information provides the importance of setting up limits of what is to be 
done and not more in order to not run away with the project. It leads to postpone time-to-
market, resources being detained from other projects and a bigger investment not necessarily 
needed. This makes delimitations an essential aspect to define within the template. It also 
aims to avoid unsubstantiated expectations among the different stakeholders of the project 
(Tonnquist, 2016). 
 

6.2.2 Strategic Alignment  
This is one of the most important aspects to look at when it comes to new product portfolio 
management in order to create long-term value for the business and gain high performance on 
opportunity measures and thus improved strategic value opportunities. Long-term strategic 
benefits and opportunity is moreover the concept measures used for selection of front end 
innovation projects (EMPC, 2011), (Martinsuo & Killen, 2014), Tonnquist, 2016). It is 
fortunately also one of the most highly elevated ones that HMS looks at when taking 
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decisions for new product development. How well a product project coincides with Strategic 
Alignment, mirrors how well the product project aligns with the business strategy and its 
mission and vision as well as for a business unit. By this it is meant the product projects 
somehow are to contribute to achieve the goals and objectives set out in the business or its 
units (EMPC, 2011), (Cooper, 2011) Tonnquist, 2016). Sometimes the product council at 
Anybus stands in front of a decision where they are quite sure that one product idea will sell, 
and that the other one might not sell so much but might be important to do anyway in order to 
position HMS as it otherwise might show that they are not even active in that area. In such 
cases it is especially important to look over how they correlate with the business strategic 
alignment. As Martinsuo & Killen (2014) writes, the terms of projects fulfillment of the 
business strategy is emphasized with the dimension strategic alignment has within portfolio 
management. Working strategically is often connected to working with long-term aims and is 
therefore requiring a mix product portfolio of projects that will be completed in a shorter 
range of time and thus give back in returns in a shorter period of time, as well as working with 
larger more complex projects. To reflect upon desired strategic decisions also includes 
considering over resource allocations, since which investment the business makes and where 
it spends money is operationalized terms of it strategy mission and vision (EMPC, 2011), 
(Cooper, 2011) Tonnquist, 2016). For this part of the template, sought information is how a 
product project coincides with other existing products or projects; how it is align with HMS 
Anybus business value and in what way it does contribute to the strategy of the business unit. 
It is also of relevant interest to gain information about how the measure of success can be 
provided and why it is of relevance to start with the product project now and not later. The 
last part is relevant due to historical proofs at Anybus, as it sometimes has been worth to wait 
with starting up some projects in order to get more customers that request the same thing or 
something with a similar touch. A classic problem has namely been that HMS very often 
jumped on lucrative customer unique projects when they have showed up, even though the 
company has great standard products that they work with which instead is being put aside and 
delayed and at the same time caused some frustration among some employees, which is why 
it also makes the question “when to do” relevant. 
 

6.2.3 Technical Viability  
Technical viability refers to the fact whether the company is being able to develop and 
manufacture a technically complex project, a new science or treating a technology re-package, 
making the technical aspect a measure of risk depending on how feasible the conditions are. 
New products with a high technology leverage building on the company’s existing or in-
house development technology and skills, likely achieve a much higher success rate in 
comparison with those who possesses low technology leverage (EMPC, 2011), (Cooper, 
2011). As HMS and Anybus is a business that always has been very technology driven and 
lives on developing new technology for industries especially, the aspect of how viable a 
product is therefore becomes highly relevant. Products with a high technical leverage is also 
said to have a higher market share and profitability rating, which proves even more why this 
aspects is essential (EMPC, 2011), (Cooper, 2011). Traditionally this has been the aspect that 
most focus has been put on in connection with presenting a new product project idea, which is 
absolutely necessary as one need to know if the product requirements can be solved 
technically, but it has sometimes taken over to much focus from including more on other 
aspects according to empirical evidence. It is though also some parts that seems to missing too 
in which a high interest prevails. There is a desire of looking further into how the product will 
behave over a long-term perspective. Future opportunities, maintenance and possible side 
effects as well as what recycle alternatives that exist from available material that the business 
possesses, are some factors that members of product council would like to know more about 
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in the information basis presented. These are important issues as new development is costly 
and hard quality standards prevail, which is why a deep and thorough analysis is done before 
the second evaluation including prototype building, lab test and certain technical level set that 
needs to be fulfilled. This also makes the aspect so central at first evaluation so that 
responsible person, managers and decision makers knows what is conceivably.  
 

6.2.3 Overarching plan of action (activity, Time plan, Resource allocation)   
This part seeks to point up the some sub goals to be achieved in the development process, to 
actually create the milestones that Tonnquist (2016) mention could be of importance when 
targeting a project. Sub goals aims to help the company working towards the right direction of 
the project. Once again, whether it might have been due to the lack of milestones set up for 
product projects and not having anyone questioning how far one should work on the product, 
can be discussed. This template will require the user to define a small number of sub goals to 
aim at which will be a support further ahead in the process in order to evaluate how the 
project shall proceed. The milestones should attempt to cover both technical implementation 
and aspects such as analysis of risk, feasibility, market and commercial aspects. The set up of 
sub goal is among others done in order to avoid over working a product and postpone time to 
market, as well as detain resources from another project. This is unfortunately something 
HMS has done many times. It was also mentioned previously that there was a wish from the 
interview candidates to include some kind of plan into the presentation to define clear goals 
and show that there is a well thought out idea with the product project. At the same time it 
will be easy to go back and look at what is not to be done in the product project. The problem 
that has prevailed at HMS is to get people to let go of a project when it is good enough. If 
additional features are requested to be made, these should be evaluated for a new assessment; 
otherwise additional resources will be spent on something that is finished. Important 
questions that therefore arises due to above fact and found relevant to include is; how much 
that is to be done, the resource needed for the and what might be reasonable time limits to set 
up.  
 

6.2.4 Overarching interest analysis  
Under the same shaded area, the aspects of market, customers and competitors are set under 
the same frame together with commercial viability that refers to an analyzed mix of the three 
firstly mentioned (Frenette & Forthoffer, 2009), (Yescombe, 2002). In the same area, the user 
will be asked to give an example of how a press release statement would look like for 
promoting the product, which was something that interview candidates said would be 
appreciated to have included and presented as it would wider the overall impression of the 
product.  
 
Market 
Just like literature presume that inadequate information from market prevails among new 
products (Cooper, 2011), (Business Queensland, 2017), the product council of the Anybus 
department within HMS, always finds a shortage of desired information about the market in 
conjunction with the presentation of a new product project. Market research gives wide 
perspective over existing environment of the industry, competitors’ profiles and help to 
identify areas that could be changed or updated which can be vital for addressing the right 
needs of customers and market and thereby the growth of sales (Cooper, 2011), (Business 
Queensland, 2017). HMS do have forecasts and makes estimations based that there are market 
expectations and customer demands, and these are quite good but they to admit that they need 
to build up the information base even more and that there is a feeling of to little time spent on 
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market research. There are a lot of different kinds of market research methods and tools that 
can be made to cover up the most parts that is essential in a research (Cooper, 2011), 
(Business Queensland, 2017), but due to delimitations of this thesis, the different market 
research methods will not be discussed, although a recommendation towards HMS is to 
improve their market research and look into other methods to apply to those that are used by 
the company today. The market research is important in order for making the business 
understand how their products fit the target market in order to minimize risks and also helps 
to make valuable decisions regarding promotion, pricing and localization as it identifies new 
opportunities. A desire is to tell how a product will behave on the market in ten years, and not 
only three years as today, meaning that the research has to widen the views a bit. Simple but 
vital question that concerns how the current and future markets look like are asked for in 
template to provide information of whether the product might be of interest locally or/and 
globally, and to give an estimate of what the product can give in sales volume, which also was 
a future desire according to the empirical information. The empirical result also gave 
information concerning the lack of providing fact about what markets the product project 
potentially will opens up for that the company does not have today. 
 
Customer 
As the customers are the reason a business exists, the understanding and identification of their 
needs is an essential factor for business to be successful and make a good profit. Specific 
customer research is often conducted besides the overall market research and gives a deeper 
insight of their needs, wants, behavior and expectations. Reliable information is also given, 
helping the business to set a reasonable product price, increase sales and decrease cost as a 
result of the facilitation of choosing the right product to invest in and develop suitable sales 
and marketing tactics (Business Queensland, 2017). Clearer positioning of the customers, 
which the product is seeking to fill the need off and is attractive to, is also something that the 
product council of Anybus lacks and wants to get more of in the presentation of the product 
according to empirical research. It is spoken of questions like who shall have and use the 
product, thus making this column seeking for to provide information about the customer 
situation and how the product will bring value to the customer. A good way to prepare for a 
launch later on could also be to test the product and marketing concept with potential 
customers in order to estimate the products potential into successful ascent (Business 
Queensland, 2017). Anybus has also another way in which they sometimes desire to involve 
their customer; namely by involving a lead customer early in the process so they are involved 
in development and work together with HMS. This is though a issue that in early state should 
be considered due to the possible risks and negative effects it may bring too, and thus why a 
motivation to whether a lead customer is of interest or not, should be included in the rough 
business case template. 
 
Competition 
When to launch a product there is also a need to know how the competition looks like, how 
the competitors operate, from which information can be provided through market research 
(Cooper, 2011), (Business Queensland, 2017). HMS has for a long time been able to live on 
their good technological knowledge and were first out on the market with their kinds of 
products, but they are today much more exposed to completion both from other manufactures 
as well as form their own customers. As well as HMS customers feel they are too expensive, 
there are other solutions that competes with the company, which is why the market research is 
so important. If the product is representing a compelling value proposition to those who aims 
to use it and offers unique benefits or differentiates from other products, it is likely to 
generate product and competitive advantages. Moreover, gathering information about the 
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advantage the business competitors have on markets, their promotional strategies and its 
weakness as well customers opinions about competitors products will help to make 
comprehensions of strength and weaknesses between themselves and their customers 
(Copper, 2011), (Business Queensland, 2017). In the template, information sought is therefore 
about how the competitors differentiate from Anybus potential new product. In the empirical 
findings, it emerges that HMS and their business units needs to increase the knowledge and 
oversight of their competitors further. However, they do buy home components and products 
from competitors form time to time in order to analyze their technological standard on the 
market and what they offer to customer. This both broaden their perspective on the market as 
well as their own skills, and this kind of method is something that the literature elevates as a 
great tool in order to understand competitors. Nevertheless literature also elevates the 
importance of patents, trademarks and registered designs in order to prevent threats (Copper, 
2011), (Business Queensland, 2017), why this issue and its possible need also is raised in the 
same column.  
 
Commercial Viability 
After researching on market, customer and competitors, the information will help the business 
to answer questions like whether the idea solves a market need, who will buy the product or 
service and who the competitors are (Cooper, 2011), (Business Queensland, 2017). This 
aspect reflects over estimations of how the product has the ability to effectively compete with 
its competitors and to make profit in providing returns on investment to compare it with other 
product alternatives (Frenette & Forthoffer, 2009), (Yescombe, 2002). What concerns HMS, 
much of their attention is paid to the company history and what similar products of the 
company that sells today when evaluating the aspect of commercial viability. It is considered 
necessary by the members in the product council but there is also a demand of looking into 
absent issues such as whether they can sell the product, will make money on it and whether 
how it will be used. Commercial or beneficial risk as it also is mentioned sometimes, aims to 
gives a measure of how well the strategic, social or financial benefits of desire will 
materialize, why an estimated NPV could be of interest in an early stage (EMPC, 2011), 
(Cooper, 2011). There are some good estimates and forecast made, but the lack of especially 
market research is shining through according to the interview candidates. Even though there 
might be hard to give a proper image of the commercial viability at an early state, as this often 
occurs more detailed further into the idea case, it is relevant information to include in the first 
presentation as it gives a hint whether the product project sounds reasonable in future. It aims 
to take considerations of establishment of market and if there is a reasonable price set in 
relation as well as considering existing competition now and in future and whether structural 
changes may affect the product in future (Yescombe, 2002). Sometimes there occur 
presentations where the aspect has been thought over quite well, but in most cases there has 
been a vague inclusion of information of commercial viability and if too vague the product 
managers have sometimes been asked to come back for another meeting with more 
information.  
 

6.2.5 SWOT-Analysis (Project risk & feasibility assessment) 
As mentioned previously, HMS has almost never killed a project, but let it run even though it 
has tended towards bad result and finished in huge costs. It can be assumed inadequate risk 
analysis has been made of the product projects, which has come to imply that the company 
has become surprised by different reasons with unexpected delays causing a bigger spending 
and later time to market. With risk assessment evaluation in mind, the SWOT- analysis can 
help the company to increase the attention in the early stages by applying it in the rough 
Business case template. It will not provide the solutions or priorities the issues, but by 
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defining some internal factors such as strengths and weaknesses as well as external factors 
such as opportunities and threats, it will help the business unit to analyze and evaluate new 
product development projects which probably will influence their future direction and success 
(Stimpson & Smith, 2011), (Business Queensland, 2017), (McPeak, 2015). It would give the 
product council a chance to early decide if there are any risks and problems that one finds 
hard to be able to work with and do not want to put attention to right now due to other 
projects or factors, or if it is doable. It also forces the Product Mangers to think more critically 
already from start, providing themselves a possibility to start analyzing risks and the chance 
to work with these until the next evaluation phase where further information about the fact 
situation, as well as the solutions could be presented instead. In such way also new threats and 
weaknesses might show up earlier in order for the team to start working with solutions and 
preparedness for these, which otherwise might occur later on in the project, that could lead to 
caused delays. Likewise could new strengths and opportunities reveal itself that can be taken 
use of. They might provide advantages for the development process of the product project and 
for competition, as well show future possibilities if it is recognized to be carry through. As 
literature states, its is also substantially to keep in mind that for individual SWOT-analysis 
such as a for new product development, the strength for one issue could be the weakness for 
another, just like a weakness also could be an opportunity (Stimpson & Smith, 2011), 
(Business Queensland, 2017). By using the SWOT-tool, simply mapping up some bullet 
points in a four-box grid, the company can help themselves providing guided information for 
how to match its resources and strengths to the competitive environment in which it operates. 
Thereby, the analysis can come to be a handy tool for the facilitation of strategy formulation 
and selection of projects as it concentrates the most important factors (Business Queensland, 
2017). 
 

6.3 Framework for decision-making  
All interview participants have acknowledged that the majority of all decisions taken around 
new product development projects have mostly been based on gut and fingertip feelings over 
the years. The company has done well, but there is a great desire of a system that helps the 
product council of Anybus to view the different product project idea from a more objective 
point of view, as the market grows tougher. As literature also confirm, projects many times 
move forward based on to many assumptions due to due to deficiency of facts, which results 
in high risks for the company (Cooper, 2011). In order to facilitate for the product council of 
the department of Anybus to make more strategically objective assessments, some useful 
tools have been provided below in this section as suggestions of how they can improve the 
current situation. 
  
Portfolio innovation: 
HMS speaks of enhance, explore and expand as for different strategy areas in how they 
develop products to varying degrees. By literary support, theory speaks about core, adjacent 
and transformational as different innovation strategies, which is similar to the same empirical 
strategy HMS has claimed to use. In literature, it is describe that there is no golden ration for 
how to actually allocate investment in the various strategic buckets, but that it can be a very 
substantially tool for business managers to properly sit down and map up ongoing projects to 
see how the investment distribution looks like. For HMS, a clearer work with their current 
base would mean that they more easily could determine the amount of space available to 
invest in different projects in the different buckets based on the scope of the projects. The 
scope of the buckets should then also be determined in relation to the company's strategic 
product line plans when the provisions and regulations for these are determined. Kept in mind 
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should be that depending on how they allocate the investment, the corresponding ratios are 
likely to appear when it comes to returns (Nagji & Tuff, 2012), (Cooper, 2011). 
  
Boston Matrix: 
Many interview candidates felt that there was too little information about the market included 
when presenting the product project idea. It is also of importance that after a product is 
selected into the product portfolio, it needs to be kept on track of how it pays off on the 
market, which the Boston Matrix is partly a tool for, as a positioning map (Stimpson & Smith, 
2011), (Barksdale & Harris, 1982). This model is also something that HMS mentioned is used 
sometimes, although the use of it was not in a structured way. By positioning existing product 
projects of a portfolio, the company can see which existing product that may not be working 
out as well on the market as they hoped for. The Boston Matrix namely work as a tool for 
helping an organization to analyze the market standing of the overall product portfolio in 
terms of market share and market growth. The company will as well be able to see where 
more products is needed to be categorized into and moved away from, which also helps 
managers decide what new product projects that are appropriate (Stimpson & Smith, 2011), 
(Barksdale & Harris, 1982). If “Dogs” are discovered, the company will know that these 
products are more or less worthless as both the shares and growth of the market is very low 
and profit must be reinvested to even maintain share (Barksdale & Harris, 1982), (Henderson, 
1970). This might on the same time give the company a hint about what kind of product that 
needs to be improved or what kind of similar product ideas that might not be suitable to go for 
seen to market standing, but might need to be changed in such case and be directed towards a 
new evaluating session when adjusted. HMS has a positive attitude towards successfulness 
when a project is started and from empirical findings, it turned out that projects sometimes 
have been let to run all the way to completion although they were tending towards a negative 
direction during the majority of the process, but no one kills it anyway, just spending more 
money on the project, resulting into a huge cost. These types of cases would likely be found 
as dogs in the Boston Matrix and thus recommended to be taken away. Also old products that 
is not so up for date, are likely to be found there in which the council should consider a 
decision to obsolete process them and not wait too long to do this which is also occurring at 
current state. Would the company instead find products positioned as “Stars”, they know 
these are their best products and their strategy will be to maintain the state as good as possible 
or try to build the market share slightly higher. Since the stars represent the great 
opportunities for future growth and the cash flow makes them self-sufficient, these are the 
keepers to highly preserve (Barksdale & Harris, 1982), (Henderson, 1970). The Star products 
will give the company a confirmation that products like this is desired in market and more 
products in the similar direction is likely to be aligned with choosing a strategic value. As 
well will problem children products tell the company that these kinds of product are 
interesting on the market and tend to be coveted since their growth on a market are high. 
Although, they need to work on building the market share since they have a tendency for 
negative cash flow. Finally the Cash cows will tell the company which products that generates 
a lot of money although they have low growths, but due to the high share the strategy is to 
maintain the position and sooner or later al the products will flow over to being a cash cow if 
successful sequences generates (Barksdale & Harris, 1982), (Henderson, 1970). 
 
To summarize, for the decision making of new product projects, the Boston Matrix can be 
used by Anybus product council to compare the market standing tendency of existing 
products in the portfolio with new product ideas to make an evaluation how similar products 
behave on market. A suggestion is also to use the idea of coloring the circle in two different 
colors where on represent products on the global market, and the other one products on the 
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local market. The model will then by regular use, tell how the product projects within the 
portfolio are doing and when it is time to consider some extra nourish for some projects in 
either market growth or market share strategies. However, it is important to note that the 
model is not intended to provide suggestions or solutions but should be used as a planning 
tool by characterizing strategies, growth and investment. 
 
Bubble chart: 
Along with the use of Boston matrix, positioning maps in the form of systematic Bubble 
charts that displays information of selected key parameters, can be a useful help to managers 
for balancing the project portfolio with help of a risk-reward analysis (Rad & Levin, 2006). A 
balanced portfolio means not too much focus on maximum return as it would make it very 
risky likewise not trying to strive for only having minimum risk projects as it would result in 
meager return (EMPC, 2011). There are several different dimensions and attributes that can 
be chosen to represent the variables in a Bubble chart and they should be selected for the 
suitable of the company (Rad & Levin, 2006). For HMS, recommended variables to put on 
the axes is strategic value and economic value. The economic value will represent the 
measured value maximization with the return a project is expected to give in relation to 
resources taken in use. The strategic Value will be representing the assessment of how a 
project are in line with the overall strategy and thus long-term impact on the business. This is 
important to mirror as is prevails an endeavor of balancing a portfolio with a mix of long-term 
and short-term projects with regard to that strategic projects often are long-term and therefore 
need to be complemented by projects that yield returns in a shorter period of time (EMPC, 
2011), (Tonnquist, 2016). For the bubbles, the suggestion will be to define the size of the 
bubbles as the amount of resources allocated towards the product project The color of the 
bubbles will be representing what kind of innovation strategy level the product project is 
defined as being a part of, which would be; enhance, expand or explore. This helps the 
managers to get an overview of the investment spent for each type of innovation bucket. In 
this case it would provide simple visual information of how the different types of innovation 
development projects look like in comparison to each other in relation to the dimensions 
strategic value and economic value. The chosen attributes such as the allocation of project 
resources, can help the managers to get an overview of what products that resources can be 
reduced from and which are in desperate need of more. It would mean that a feature that 
comes along with the Bubble chart is the visually compulsion towards management to deal 
with the resource allocation as adding a new project into the game will require changes of the 
finite resources. The managers are thus given a chance to contemplate the implication a 
certain product project will contribute with if added to the portfolio and if it may cause some 
problem for other projects (Cooper, 2011). From empirical findings it is a fact that there 
sometimes occurs sudden changes among the product lines due to different reasons. 
Sometimes one of these reasons is due to shifting focus from working with a standard product 
to go over and work with some customer unique project that has showed up; resulting in 
standard products might be heavily delayed. Shifting focus from one product line to another 
in order not to have it decrease is also a fact that sometimes occurs within Anybus and it will 
result in that the other product line will be less prioritized. What is important to have in mind 
though is that if to much resources taken and if from wrong line, this will also be a resulting 
case of delays. Yet another reason to why Bubble chart could be a great tool to use since it 
position the use of resources as well as the strategically importance of a project in relation to 
the business, and can therefore help the managers to determine from where it suits best to 
change the resource amount from one project to another, existing as well as for the favor of 
new product project. 
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Figure 13: Bubble Chart designed for HMS with suggested dimensions and attributes. 
 
 
As the theory also suggests, it may be good to split up and make different charts if one have 
very many projects ongoing to more easily watch over them (Rad & Levin, 2006). A 
suggestion for HMS would therefore be to further make a chart for each level of "enhance", 
"expand" and "explore" so that for example Anybus business unit creates Bubble charts that 
mirrors dimensions of their products that lays within the different strategy levels where the 
color instead can represent a certain stage in which the projects currently exist, referring to the 
business offering process; Think It, Build It, Release It and Grow It.  
 
Scorecard:  
The product council of Anybus needs an improved method of making their decisions in a 
more objectively way, and a scorecard system is a multi criteria model that is seen as 
appropriate for differentiation between projects (Rad & Levin, 2006), (Cooper, 2011). Found 
under appendix 4, a scoreboard system has been created that aims to be used in association 
with the rough business case template that has been created and can be find under appendix 3. 
Based on information provided with the template, the scorecard will be used as a tool to 
evaluate the information basis by ranking the achievement of the criteria with a number 
between 1-5. The lower number a criteria is given, the lower the product project is estimated 
to achieve the desires and requirement. The ranking might still be affected by individual 
subjective opinions but the systems aims to reduce the impact of personal opinions with help 
of the factor-by-factor basis. To help the decision makers to rate the achievement of the 
criteria, literature states the relevance of some important underlying questions for each 
assessment criteria (Rad & Levin, 2006), (Cooper, 2011), in which the scoring board created 
for Anybus also have included. The score for each question will then be added up for under 
each criterion.  
 
In addition, there is also one column in the scorecard table named ”uncertainty estimation 
(%)”. This column constitutes a level of uncertainty in percentage of the information received 
from the template. This is due to the fact that high uncertainty prevails in the beginning of 
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new product development creation (Cooper, 2011). The information that is gathered to 
constitute a thorough basis in the template is sometimes a bit arbitrary, as there prevail lack of 
sufficient information and research. Because of this, the uncertainty estimation column will 
represent a risk percentage of how trustworthy the provided information is believed to be. The 
percentage estimation will fall into five different levels where each level represent a certain 
amount of discount from the total ranking score for each criteria. Suggested levels and 
discount to set are: 

• 0% - 20%      - discount 4 points 
• 20% - 40%    - discount 3 points 
• 40% - 60%    - discount 2 points 
• 60% - 80%    - discount 1 point 
• 80% - 100%  - No discount 

 
However, as literature states, the criteria used for assessment cannot be equally important for 
a company (Tonnquist, 2016). This is why the score under each criterion will represent a 
certain weight in percentage. The total sum of 100% is distributed over the six criteria in the 
scorecard. Thus the weight representing the importance of the criterion is ranked. The weight 
percentage of each corresponding criterion will then be multiplied with its corresponding total 
score received from the column before, giving a new score. 
 
The total score the product project idea receives from all the criteria in the last table column 
will provide a numerical score that can be compared with other product initiatives and in the 
end generate one decision being objectively worth more than other (Rad & Levin, 2006), 
(Cooper, 2011). Although, the fact that a product idea gets scored a very high value, it does 
not necessarily mean that it is the idea to go for, but it is a guideline and the final decision 
should be taken together with support from the Boston Matrix and Bubble Chart as several 
tools should be used to support a final decision (Tonnquist, 2016), (Cooper, 2011).   
 
The ambitions are that the scorecard will help the product council to make Go and kill 
decisions and the system has earlier been scientifically been praised for helping producing 
strategically aligned portfolios of high-value projects. Moreover helping making yielding 
decisions that are effective and reflects the spending priorities of the business (Rad & Levin, 
2006), (Cooper, 2011). It will though be up to the product council to together decide where 
the borders of achievement for the criteria will be for each ranking figure. As it differs from 
company to company how much each criteria values for them, it will also be up to the product 
council to set a weight percentage for the different criteria. The scorecard model is not meant 
to necessarily be a complete decision-making system to use directly. What is done in this 
thesis is a simple variant of a scorecard model providing a suggestion of how HMS can do 
and what to involve in model.  
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7. DISCUSSION 
The tremendously growth of speed of change within trade and industry has increased over the 
past decades as Jacobsen (2005) stated, which forces competing companies to regularly 
introduce new products, with the purpose to obtain customer value and competitive advantage 
(Jifeng, 2015). Michael L. Tushman (1977) also refers to the importance of continuous 
improvement what concerns both organizational work structures as well as launching and 
producing new products. What has been established in this report is an template that is to be 
filled in by for example an product manager, with the aim to use the template as a information 
base when presenting a new product project idea. This template is not only limited to be used 
by HMS, although it is designed for them in this thesis, but it is made out from a theoretical 
view together with inputs from an existing company in order to create a template that 
basically can be used by any business or organization. The template is neither limited to a 
certain type of business field as the aspects treats general factors that are important for the 
most business. Regarding the Scorecard model, it is up to the company to sit down and 
together define what characterizes the value of the rating numbers when to rank the 
fulfillment of criteria’s. What has been established in this thesis work is a suggestion of a 
model they can use. Further work to be carried out was delimited due to time and the size of 
the project, as well as the thesis work concerns work on an higher organizational level where 
a much deeper analysis and a much broader and detailed knowledge is required. Both the new 
template with associated scorecard as well as the different positioning maps recommended 
towards HMS, aims to help the company not only to select new products that brings high 
value for the business and their customers, but also to improve the current way of working in 
some part of the organization. It is of aware that it will take some time to create the different 
charts as suggested due to the large analyse that is required, but great long-term improvement 
that aims to create maintenance of a good strategic work are not always made in a fast turn-
over. The template is ready to use immediately as well as the scorecard system could be used 
too, but preferably the product council sits down and discuss first what each score in the 
system will represent in the sense of fulfillment. As the other positioning charts are made in 
due course, they can be applied into the evaluation of the product ideas to support the analysis 
and thus choice of decision. 
 
As Portfolio Management and Business Case Development reaches out to many channels in 
an organization, there is a lot that can be researched into further, for witch delimitations has 
been drawn to in this thesis with respect for size of thesis work and the time limit to be kept. 
There are several interesting areas related to this thesis subject and some the researcher came 
in contact with during both theoretical and empirical findings. Once again, due to delimitation 
these findings are not wider discussed in this thesis but are suggested for further research as 
these also would contribute to organizational improvements that also could be important to 
consider in order for improving the current situation of the studied company and below 
follows some suggestions: 
● Further work is to look closer into next stage in the Think It phase and how the deeper 

analysis can be improved in regard to important factors. 	  
● How is a new decision making model best implemented into a company with regard to 

different organizational levels? 	  
● One aspect could be to analyse how to best work with intermediation of decision and 

communication between different parts, as the aspects of how to tell people that a 
projects is to be stopped and one year work is waste can be a problem. 	  

● One research could also be to look into what types of members that are to sit in a 
product council, such as how to choose the right council. Likewise, to look into what 
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other persons are to take part of the meetings in relation to the product projects to be 
represented.	  

● As empirical findings showed that a great lack of market analysis prevailed at the 
studied company and business unit, further research can be on how the company can 
work to improve their market analysis. Followed by what is a best scenario of market 
research to do set to type of company including how and what tools to use.	  

 
In this thesis work, the empirical data is based on the interviews made with six employees that 
all has some connection to new product development and the product council. A consideration 
regarding ethics is unity in which the researcher tried to control that the information provided 
was perceived correctly in order to get as reliant information as possible. With regard to moral 
dilemmas, the researcher also tried to disregard information related to individual norms, rules 
and modes of action (Ejvegård, 2009) from interview candidates in order to not let these 
affect the result too much. Information relevant for the area of investigation with connection 
to the decision making process and the aspects of product portfolio management that prevails 
at the company was instead prioritized focus in order to concrete be able to develop a result 
that can be used for a sustainable and general way of working irrespective what kind of 
organization. 
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8. RECOMMENDATION 
Due to the content area of this thesis, not all part can be taken into consideration for research 
and one such factor is how the company can improve their market research in order to gain 
more valid information. Recommendations to HMS is therefore to look further into how their 
market research can be improved as it prevails a consensus about a great lack of market 
analysis. At least the information collected by market unit is not transported all the way to 
where it is needed, as to judge by information provided from interviews. Another 
recommendation is to start a frequent work with implementation of sub goals during the 
whole Product Offering Process. To have a product leader controlling if milestones are 
achieved will give a better control of how the product projects tends towards the desired 
target or not. 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 



	  
	  

48	  

9. CONCLUSION 
The purpose of this thesis was to investigate how a company, in this case HMS towards the 
department of Anybus, could improve their current process of making decision for new 
product development in a more suitably way. The first research question arising was “what 
improvements can be done to help HMS decide which initiatives to start, which initiatives to 
put on hold, and which initiatives to kill from an objective view when it comes to new product 
development?” In order to be able to strategically evaluate a product project idea with regards 
to the business strategy, a company’s resources and the value of its customers, one has to have 
a well-founded information basis. As a company often needs to sort and choose among many 
different types of ideas another research question was derived from the first one, “What 
assessments can be done to decide which product initiatives will generate the best long-term 
success for HMS?” In order to evaluate and compare different product project ideas against 
each other for making the most suitable prioritization decision of which one to proceed with, 
the ideas need to be evaluated on the same type of information basis and seen from an 
objective view, that at the same time seeks to be strategically directed in order to strive 
against contribution to the company business values. This also brings the interest for another 
derived question, “How do some different parameters relate to each other and impact 
successful product development and what are they assessed against?” 

The empirical result gives evidence of that product project many times has gone over time, 
not having strict directions of what the project is to result in, why the template established has 
included many factors that forces the user to reflect over the project in order to answer the 
questions. This will also provide the product council with information about projects that is 
more carefully thought over. Most of all, the established template will provide the product 
council with an information basis on equal factors for all new product project ideas, which 
will help them to look at the idea requests in an objectively way, and comparing them on 
equal ground. As stated by literature, it prevails many different parameters to take into 
consideration when it comes to forming decisions. By common sense, it is of importance to 
pick out those factors that the individual company find most valuable in order for them to 
achieve their vision and mission. In a situation of two or more very equivalent projects, the 
major parameters shall act as the heavy decisive point breakers when there is only room for 
one of the project, helping the company to prioritize. 
 
To help the product council of Anybus at HMS answering the above question, a template has 
been established to provide thorough information as a base of making a judgmental decision 
with help of an established Scorecard system suggested to use. To make truly objective 
decisions is though likely to be impossible as each individual is influenced by its own 
personality, past experience, better knowing and emotions, but taking help of different tools 
that gives restrictions and guidelines information helps to make decisions more strategically 
and thus objectively. Reducing the possible decisions down to a chart of number is one way to 
make that definitive decision of what product idea to pass through the proceeding gate. 
Mapping up the product projects to position their current station is a way of getting an 
overarching overview of what is and what needs to be done, helping to support the decision 
with considerable information. It can be concluded that a combinational use of different tools 
helps to get the best strategic decision made, rather than only rely on one tool, and thus help 
the company the decide which initiatives to proceed with and kill. 
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APPENDICES 
 
Appendix 1 – Interview Questions as they were obtained during the interviews, In Swedish 
 
Inledande Frågor 
(Målet är att skapa en bra kontakt med intervjukandidaten samt att bilda en uppfattning 
om deras kunskapsområde för att kunna bedöma vad som är relevanta frågor.) 
 

- Vill ni vara vänlig och kortfattat berätta om er roll och vad ni gör i stora drag. 
o Sitter du med i Product Council som fattar beslut kring produktinitiativ/idéer? 

 
- Hur länge har du jobbat på HMS? 
 
- Hur länge har du arbetat i din nuvarande roll på HMS? 
 
- Vilka insikter har du under denna tid fått om vad som är särskilt relevant vid utformning 

av produktinitiativ?  
 
- På vilket sätt påträffas ni av arbetet med nya produktidéer/initiativ vad gäller 

produktutveckling? 
 
- Har du Jobbat i samma roll på någon annat företag eller har du erfarenhet från andra 

bolag gällande processen för produkt utveckling och dess förstadium? 
o Om ja, vilka positiva och negativa kopplingar tar du med dig och hur skiljer 

sig det från HMS? 
 
- Tidigare roll? → Ser du något från din tidigare roll som är relevant information att ha 

med sig i åtanke vid produktutveckling och vid beslutsfattandet av en produktidé? 
 

Huvudfrågor (Till samtliga intervjukandidater) 
(Målet är att få fram hur nuläget ser ut, hur det går till idag vid beslutsfattandet, Vad som 
anses vara viktigt i beslutsprocessen och vad som skulle behöva göras annorlunda från hur 
det är idag) 
 

- Vill du vara vänlig och berätta om hur processen går till vid framtagandet av ett nytt 
produktinitiativ? 

 
- Vilka faktorer kollar ni på i dagsläget vid utvärdering/skapandet av en ny produkt idé? 

 
- Finns det några verktyg eller mallar vid framtagandet av en ny produktidé/initiativ? 

 
- Vilken förundersökning är relevant att göra vid genereringen av en ny produktidé? 

 
- Vad gör det svårt att ta fram information idag för en produktidé? 

 
- Vad anser du är de kritiska faktorerna för att lyckas eller misslyckas med en ny 

produktidé? 
 
- Vad skulle du vilja ändra idag med nuvarande process av framtagandet av ny idé? 
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- Vad är strategiska mål för arbetet med produktutveckling? Och finns det delmål? 
 

- Vad är produktutvecklingsmålen/nyckelindikatorer i ny produkt utveckling? 
 

(Om vederbörande sitter med i produktrådet) 
- Vill du kortfattat och övergripande beskriva processen vid ett möte. Hur presenteras en 

produktidé och vad händer sen? 
o Varför gör man på detta sätt? Skulle man kunna göra annorlunda och hur i 

sådana fall eller varför inte? 
 
- Finns det några restriktioner idag på vad som skall vara med i presentationen av ett nytt 

projekt och Vilka är dessa i sådana fall? 
 

- Hur väljer ni ut projekt idéer att köra på i dagsläget? Vad baseras besluten på? 
 
- Vilka huvudfaktorer påverkar dina produktportföljbeslut? Vilken analys sker? 

o Konsumentnöjdhet? 
o Konkurrensprestanda? 
o Strategisk passform? 
o Geografisk differentiering?  
o Något annat? 

 
- Vad gör det svårt att fatta ett beslut för hur ni skall gå vidare med ett projekt?  
 
- Vad anser du saknas i det nuvarande underlaget för ett beslutsfattande? Vad anser du är 

viktigt att ha med i åtanke? 
 

- Det finns olika steg i det ni kallar ”Think It- fasen” d.v.s. utvecklingen av en ny 
produktidé; 

 Vid efterfrågan på mer information kring en idé innan nästa fas, som innebär en mer 
detaljerad plan för projektet, vad upplever du är det mest förekommande området av 
bristfällig information?  

o Vad är det som efterfrågas mer tydligt beskrivet för att kunna skicka iden till 
nästa fas?  Varför är det så och vad beror det på? 

 
- Vad är produktportföljhanteringsmålen/nyckelindikatorer i ny produkt utveckling? 

- Vilka verktyg används idag i prioritering och utvärdering av idé-initiativen? 

- Hur är nyckelindikatorer för produktportföljhantering och produktledning kopplade till 
företagets affärsprocesser och mätvärden? 
 

- Vilka verktyg används i prioritering och utvärdering av: 
o Kundefterfrågan 
o Marknadspotential 
o Teknisk livskraft 
o Kommersiell bärkraft 
o Huruvida något är i strategi med affärsverksamheten 

▪ Hur arbetar ni idag? Varför? Skulle det kunna gå att göra på ett annat 
sätt? → Om nej varför inte, om ja hur? 
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- Vilka skulle du säga är generellt de viktigaste fördelarna med produktportföljförvaltning 
för företaget? 

 
 

Individuella Frågor beroende på roll 
(Målet är att ställa relevanta frågor till kandidaterna baserat på deras roll för bästa 
möjliga information.) 

 
- Vad behöver göras för att få fram informationen som skall presenteras inför 

produktrådet vid framförandet av en ny idé? 
 

- Vilka möjligheter finns för HMS som företag sett till kunder och marknad? Hur ser 
potentialen ut? 

 
- Vilka marknadsstrategier är viktiga för HMS att ta fakta på vid produktinnovation? 

 
- Vad behöver HMS framöver för att upprätthålla nuvarande status och marknad samt för 

att expandera framöver? 
 
- Vilka är era kunder? 
 
- Vad är det era kunder efterfrågar? Vad är det dem finner värde i?  
 
- Hur går det till idag när ni tar fram input från kunder? Hur samlar ni in kundinsikter? 
 
- Till hur stor del har ni dem resurserna och kompetenserna internt som krävs och hur 

mycket behöver ni ta in externt utifrån? 
 

- Vad har HMS för teknik och kompetens idag.  
 
- Hur ser resursfördelningen ut för olika produktprojekt idag? 

 
- Använder ni all resurser ni har eller finns det outnyttjade resurser? 

 
- Vad är viktiga faktorer för att nå en teknisk lönsamhet och livskraft?  

 
- Vad är tekniska utmaningar?  

 
- Vid produktutformning, vad behöver man tänka på kring material, design och process? 
- Hur avgörande är mått och storlek på en produkt? 

o Hur relevant anser du det är att dessa faktorer benämns vid en första 
presentation av idén och varför? 
 

- (Kommer företaget kunna möta de krav framöver som finns på produkter?) 
 

- Vad är viktiga faktorer för att nå en kommersiell lönsamhet och livskraft?  
o Vilka är utmaningarna?  

 
- Vilka är era konkurrenter? 
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- Vad är viktigt att tänka på för att tävla mot konkurrenterna? 
 

Slutfas på intervjun (Samtliga kandidater) 
 

- Hur ställer du dig till följande frågorna utifrån HMS perspektiv 
➢ How do we decide which initiatives to start, which initiatives to put on hold, and 

which initiatives to kill when it comes to new product development?  
 

➢ “How do we decide which product initiatives that will generate the best long-term 
success for HMS?” 

 
➢ “How do some different parameters relate to each other and impact successful 

product development and what do we assess them against?” 
 

Vill du med kortfattade punkter berätta vad har du för tankar kring frågeställningen?  
 

 

- Vad har du för synpunkter på den preliminära mallen? (Visar Mall) 
o Bra/dåligt? 
o Något som saknas? 
o Övriga synpunkter? 
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Appendix 2 – Interview Questions, English Version. 
 
Introductory questions 
(The aim is to establish a good contact with the interview candidates as well as form a 
perception of their knowledge area in order to assess what are relevant questions.) 
 

- Do you want to be kind and briefly tell me about your role and what you do in general? 
o Are you part of the Product Council that makes decisions about product 

initiatives/ ideas? 
 

- For how long have you been working on HMS? 
 

- For how long have you worked in your current role in HMS? 
 

- What insights have you received during this time about what is particularly relevant in 
the configuration of product initiatives? 
 

- In what way do you come in contact with new product ideas/initiatives regarding 
product development? 

 
- Have you had the same job in any other company or do you have experience from other 

companies regarding the process of product development and its preliminary stage? 
o If yes, what positive and negative connections do you take with you and how 

does it differ from HMS? 
 

- Previous role? → Do you see anything from your previous role that is relevant 
information to keep in mind in product development and in deciding on a product idea? 

 
 
 

Main Questions (To all interview candidates) 
(The goal is to find out what the current situation looks like, how todays decision making is 
carried out, What is considered important in the decision-making process and what is 
needed to be done differently from today's current situation) 
 

- Would you please tell how the process works in the development of a new product 
initiative? 
 

- What factors are you currently checking in the evaluation/creation of a new product 
idea? 
 

- Are there any tools or templates in the development of a new product idea/initiative? 
 

- What preliminary investigation is relevant to conduct at the generation of a new 
product? 
 

- What makes it difficult to get information today for a product idea? 
 

- What do you think are the critical factors for success or failure with a new product idea? 
 



	  
	  

56	  

- What would you like to change today with the current process of developing a new 
idea? 
 

- What are strategic goals for work with product development? And are there any sub 
goals? 
 

- What are product development goals/key indicators in new product development? 
 
 
 
(If the person in question is in the product council) 
 

- Do you want to briefly and overarching describe the process at a meeting. How is a 
product idea presented and what happens afterwards? 
 

- Why is it done in this way? Could it be done differently and how in such cases or why 
not? 

 
- Are there any restrictions today on what should be included in the presentation of a new 

project and what are these in such cases?  
 
- How do you choose projects ideas to proceed with in the current state? What are the 

decisions based on? 
 

- What main factors affect your product portfolio decisions? What analysis is taking 
place? 

o Consumer satisfaction? 
o Competition Performance? 
o Strategic fit? 
o Geographic differentiation? 
o Something else? 
 

- What makes it difficult to make a decision on how to proceed with a project? 
 

- What do you think is missing in the current basis for decision making? What do you 
think is important to keep in mind? 

 
- There are different steps in what you call "Think It Phase", that is, the development of a 

new product idea; 
• At the request for more information about an idea before the next phase, which means 
a more detailed plan for the project, what do you think is the most common area of 
inadequate information? 

o What is demanded more clearly described to be able to send it to the next 
phase? Why is that? 

 
- What are product portfolio management goals/key indicators in new product 

development? 
 

- What tools are used today in prioritizing and evaluating the idea initiatives? 
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- How are key indicators for product portfolio management and product management 
linked to the company's business processes and metrics? 

 
- What tools are used in the prioritization and evaluation of: 

o Customer Demand 
o Market Potential 
o Technical Viability 
o Commercial Viability 
o Whether something is in the strategy of the business 

▪ How do you work today? Why? Could it be possible to do it 
differently? → If no why not, if yes how? 
 

- What would you say are generally the main benefits of product portfolio management 
for the company? 

 
 
Individual Questions Depending on Role 
(The goal is to ask relevant questions to the candidates based on their role in order to 
receive the best information possible.) 

 
- What needs to be done to get the information that is to be presented to the Product 

Council at the presentation of a new idea? 
 

- What opportunities are there for HMS as a company in the views of customers and 
markets? What does the potential look like? 
 

- What marketing strategies are important for HMS to pay attention to at product 
innovation? 
 

- What does HMS need to do in future to maintain current status and market, as well as to 
expand in the future? 

 
- Who are your customers? 

 
- What are your customers looking for? What is it that they find value in? 

 
- How is it done today when you bring out input from customers? How do you collect 

customer insights? 
 

- To what extent do you have the resources and skills internally required, and how much 
do you need to take in externally? 

 
- What technology and competence does HMS have today? 
 
- How does the allocation of resources look like for different product projects today? 
 
- Do you use all the resources you have or are there any untapped resources? 
 
- What are important factors for achieving technical profitability and viability? 
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- What are technical challenges?  
 

- In product design, what do one need to think about concerning materials, design and 
processes? 

- How crucial are the dimensions and size of a product? 
o How relevant do you Think It is that these factors are termed in the first 

presentation of the idea and why? 
 

- (Will the company be able to meet future requirements on products?) 
 

- What are important factors for achieving commercial profitability and viability? 
o What are the challenges? 

 
- Who are your competitors? 

 
- What is important to consider in order to compete against competitors? 

 
 
Final phase of the interview (All candidates) 
 

- How do you look at the following question from the perspective of HMS:   
➢ How do we decide which initiatives to start, which initiatives to put on hold, and 

which initiatives to kill when it comes to new product development?  
 

➢ “How do we decide which product initiatives that will generate the best long-term 
success for HMS?” 
 

➢ “How do some different parameters relate to each other and impact successful 
product development and what do we assess them against?” 
 

 
Please briefly tell what are your thoughts on the issue? 
 
 

- What are your comments on the preliminary template? (Showing Template) 
o Good/bad? 
o Something that is missing? 
o Other opinions? 
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Appendix 3 – Rough Business Case Template. 
 

Rough Mini Business Case -Template  
(RMBC-Template) 

 
(Remember that the more information provided, the easier for the council the evaluate and the less rework is potentially needed) 

 

Owner: Date: 

Title of Product Project idea: 

Background information: 
Problem Identification: 
What is current status/problem? Why do we need this (solution)?   
Why are we missing the product today? 
Connect to goal and business value. Business opportunity? 
 
 
 
Product Description:                                                                                                               (Picture) 
Features, components, design. What makes it special (benefits)? 
How should it be used and why? 
 
 
 
 
Overarching interest analysis:  
Market: 
What market? New or existing? 
Size and trends? Potential users and how to reach them? 
What sales and distribution channels exist?  
What function does the product fill for the market? 

Customer: 
Who are the customers? Customer situation?  Customer value? 
Is there any lead customer to include and what would it mean for the product project? 
 

Competition: 
Positioning, Price, Features, Focus, Exclusivity 
How about need of patent/registered designs? 
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Commercial Viability:  
How about the marketing mix: 
Price per unit? Reasonable price to set? Willingness to pay for the product?  
Expected sales volumes? Will sales exceed expenses? Rough estimated NPV. 
How may structural changes affect? 
 
 
 
Press Release statement: 
How to promote and sell to customer? 
 

Strategic Alignment:  
How does this product project coincide with other existing products or projects? 
How does this product project align with HMS Anybus business value (vision/ mission)? 
How does it contribute to HMS Anybus business strategy?  
How to measure success? 
Why now...What if later?  
 
 

Product Project description: 

Purpose & Target Focus - SMART:  
What do we want to achieve?  
What effect is expected? 
Description of future state. 
What Sub-goals can be used as milestones to work towards? 
What do we think we can accomplish if we do it? 
 
 
Timeline:  
Estimation from start to finish 

 THINK:  
Specific 
Measurable 
Achievable 
Relevant/Realistic 
Time- Specific 

Extent:  
What is basically included in the project and 
needs to be carried out in order to reach the 
target? 

Delimitations:  
To avoid misunderstanding and expectations, 
what is not to be delivered? 

Technical Viability:  
Do we have the resources needed for building this product and what are those?  
Reuse of Components and recycled materials? 
New technology /competence needed?  
Long-Term scenario? Maintenance? Future possibilities?  
Complexity? Side effects? 
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Overarching plan of Action:  
Please set up milestones to aim for during the product project under "Activity", and complement 
with resource needed as well as time for the activity. Cover for both technical implementation and 
aspects such as analysis of risk, feasibility, market and commercial aspects.  
Activity 
  
1)  

 
2)   

 
3)  

  
4)  

 
5)  

 

Resources  
 
•   

  
•   

  
•   

  
•  

 
•  
  

Time Estimation 
 
•   

  
•   

  
•   

  
•  
 
•  
  

SWOT Analysis:  
Please define what internal strengths and weaknesses, as well as external opportunities and threats 
that coincide with this project. 
Strengths: Weaknesses: 

Opportunities:  Threats: 

Additional information/thoughts: Uncertainties? 
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Appendix 4 – Scoring card with assessment questions. 
 

Criterion Factor 
(To what degree are below 
estimated to achieve desire?) 

Ranking in accordance to 
fulfillment 

Uncertainty Estimation 
(%) 

Weight 
(%) 

1 2 3 4 5 TOT % Discount TOT % TOT 
Strategic alignment          %  
Does project align with Anybus 
business strategies & vision? 

           

Does project coincide with other 
existing projects? 

           

Importance of project due to 
strategy? 

           

Market attractiveness          % 
 

 

Size            
Trends            
Growth & future possibilities            
Technical Viability          % 

 
 

Reuse of Components            
Future relevance            
Complexity            
Current level of technology             
Current level of competence             
Financial conditions          % 

 
 

Financial return (NPV)             
Size of financial opportunity            
Level of risk to address risks            
Competitive Advantage          % 

 
 

Positioning against other products            
Intense of competition  
(Rank with negative figure) 

           

Uniqueness of product            
Commercial Viability          % 

 
 

Sustainability aspects product            
Degree of risks & problems 
(Rank with negative figure) 

           

Willingness to pay for product?            
Does it solve customer’s problem?            
Do we have the necessary sales and 
distribution channels? 

           

Will sales exceed expenses?            
Over all score 
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