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1  Introduction 


This study seeks to create a sustainable and cost-efficient industry-to-academia open innova-
 tions association for development of well interconnected research and development (R&D) 
 community on telecommunications in Russia and Nordic countries. The community is target-
 ed to support creation of a critical mass of experts and young engineers for scalable EU-
 Russia ecosystem development projects, which cannot be done without active investment in 
 bridging of scientific, industrial and educational schools in the border region. The mission of 
 development such community was recognized as a crucial required to guaranty competitive-
 ness of the region in modern world. 


The Silicon Valley innovation model is well known in the world and many countries are trying 
 to recreate it. But, simply by copying Silicon Valley principles is not possible to transfer suc-
 cess of this model to another region. Silicon Valley has absolutely unique mixture of character-
 istics. It success is relying on extreme density of highly educated population, presence of top 
 high-tech companies and universities and very unique culture that inherits attitude of moving 
 to frontiers. Assumption for this study is that successful innovation ecosystem for our region 
 shall be built on another principle and specifically address and use the main regional strengths. 


Therefore, the mission of this study is to propose principles of a new open innovations 
 framework that is specifically designed to boost cooperation of academia and industry in the 
 border region of Russia, Finland and Nordic countries. 


This study was supported by Nokia’s University Cooperation Program in Russia (Nokia, 
 2012), Nokia Siemens Networks (Nokia Siemens Networks, 2012), ENPI Karelia CBC KA-
 179 and KA-322 (ENPI, 2012) and a number of SMEs, e.g., Magister Solutions Oy (Magister 
 Solutions, 2012). Nokia was the main sponsor of this study during the first two years. Despite 
 challenges in business infrastructure, Nokia is a pioneer in mobile telecommunications and 
 still among the world leading mobile device makers. Its brand is among world 15 top brands 
 and known to almost everyone on the planet without further explanations (Interbrand, 2011). 


Today Nokia is connecting people in new and different ways - fusing advanced mobile tech-
 nology with personalized services to enable people to stay close to what matters to them. 


Nokia also provides comprehensive digital map information through its NAVTEQ unit and 
equipment, solutions and services for communications networks through Nokia Siemens 
Networks. More information about Nokia can be found at official web site (Nokia, 2012). It is 
also important to mention that over the last 20 years Nokia has strong reputation of innova-
tion leaders of ICT industry. For many years Nokia was the top company in ICT industry in 



(7)terms of expenses to R&D with the total R&D bill for year 2010 is on the level of $3.9B 
 (Engadget, 2011). 


Nokia was one of the first companies to start developing its cooperation network by applying 
 principles of open innovation (NRC Open Innovation, 2012). By now the network of open 
 innovation partners consists of dozen of top institutions from Europe, America, Asia and 
 Africa, which work in tide cooperation with the co-located offices of Nokia Research Center. 


In 2005 Nokia has launched the new academic cooperation program targeted in studying 
 R&D cooperation opportunities in Russia and region of Commonwealth of Independent 
 States (CIS).  The thesis author was appointed to lead the corresponding investigation team.  


In the first 1.5 years of studies we have discovered a number of regional specifics, needs and 
 restrictions. For example, due to relatively low transparency of the scientific organizations it 
 was extremely difficult to directly apply classical principles of open innovations in Russia. To 
 overcome this problem and remain within the budget restrictions, it has been decided to de-
 velop friendly academic community, which can more openly discuss academic cooperation 
 with selected partners, break the ice and help to evaluate actual level of the partner teams.  


The thesis presents studies that have resulted in development of the new type of R&D coop-
 eration framework, which already has made significant impact on regional R&D ecosystem 
 and helped Nokia and Nokia Siemens Networks to develop R&D presence in the region. This 
 study presents two stages of the community development – the initial stage when community 
 development was primary driven by the needs of industrial partners; and the current stage of 
 academic association, which helps linking member teams and develops joint competences and 
 projects by implementing the win-win principle. Nokia is still the key FRUCT partner, but the 
 community is developing as independent organization that partnering with governmental 
 funds and various private companies. 


The main emphasis of this development work is on creating industry-to-academia competence 
incubator operating by applying the open innovations principles, where the framework man-
agement is delegated to the community. The first practical step in this direction was done in 
the beginning of 2007, when a team of enthusiasts supported by Nokia’s university coopera-
tion program in Russia and two universities, established Finnish-Russian University Coopera-
tion in Telecommunications (FRUCT) community (FRUCT 2012). 



(8)FRUCT community has been established in 2007 a group of enthusiasts as a framework coop-
 eration program that unites universities, R&D institutions and companies. In the beginning 
 FRUCT did not have regular financial support and was seen by the supporting organizations 
 just as a club. Because of that we decided to apply community of practice (CoP) principles 
 (Adler & Heckscher 2006; Wenger, McDermott & Snyder 2002) in organization of FRUCT 
 management team. As a result we get the framework, which R&D activities are organized fol-
 lowing the open innovation principles and the management structure is organized as CoP. 


Based on this principle, the FRUCT community started developing its structure and opera-
 tional principles. In two years it has united teams from 18 universities, Russian Academy of 
 Science, Nokia and Nokia Siemens Networks. The community was recognized by Nokia and 
 start receiving financial support from Nokia’s social responsibility department, as well as fi-
 nancial and competence support from a number of Nokia’s R&D units, including Nokia Re-
 search Center, Nokia MAEMO R&D organization (MAEMO 2009), NSN R&D units and so 
 on, as well as financial support from Nokia marketing Russia and NSN marketing Russia. The 
 FRUCT community was a mental trigger and a formal framework for a number of universities 
 from the EU and Russia, politicians and representatives of Russia Academy of Science to ex-
 press interest and support and take active role in development of the open innovations R&D 
 ecosystem of the region. 


The community has done a lot of studies in various fields and successfully delivered a number 
 of projects. Most of the projects were done in cooperation and in line with research priorities 
 of Nokia and other industrial partners. This helped FRUCT to earned reputation of one of the 
 most respected scientific communities in the region. As the main result FRUCT has provided 
 valuable input that helped Nokia in defining strategy for R&D expansion to Russia and took 
 part in shaping the format of its R&D presence in the region. In November 2010 it resulted in 
 signing memorandum of understanding and in June 2011 an action plan for creation of the 
 Nokia Research Centre in Skolkovo innovation zone near Moscow (Skolkovo 2011). 


Development of Nokia R&D presence in Russia together with a number of successful coop-
eration activities executed between Nokia and FRUCT community member teams gave the 
clear message that the original mission of FRUCT has been achieved. But fulfillment of the 
original mission has created a set of new challenges for FRUCT. The main question was 
whether the community shall continue to exist with a new mission or better to close it. Analy-
sis of this tradeoff has discovered that FRUCT community has a lot of valuable assets and the 



(9)level of personal motivation and emotional attachment of the community members is very 
 high. The conclusion was that FRUCT shall continue operations. 


Nokia and NSN were not longer interested to outsource relations building and technologies 
 scouting functions to FRUCT. It became a role of the local office of Nokia Research Center, 
 which is working for development of a solid and clear identity for Nokia R&D presence in the 
 region. But from Nokia perspective FRUCT still has the value and role as a friendly regional 
 community and organization to which Nokia could outsource some small R&D projects and 
 products localization tasks. The role could not fuel demanded growth and development of the 
 community, but it at least gave time for internal transformation of FRUCT community. For 
 example, due to change of internal priorities and financial restrictions Nokia has stopped 
 providing FRUCT with management, accounting and other supporting services. This created a 
 need to find another legal entity that can drive community through time of transformation and 
 provide organizational, management, accounting and other services. 


In the autumn 2010 the community started looking for a governmental or private partner that 
 can take leading role and drive further development. Despite strong interest to cooperation 
 between Finland and Russian, all our attempts have failed, which partly can be explained by 
 dramatically unfavorable business moment for the regional ICT industry. The next option was 
 creation of an own non-profit organization. Analysis of this option has discovered that the 
 process of creating such organization is rather complicated and will lead to a number of re-
 strictions that in long-term might have unwanted consequences for the community. But more 
 time FRUCT lived without managing partner, more problems appeared and the overall situa-
 tion has become the live threat for the community. In December 2010 it was decided to estab-
 lish own company FRUCT Oy, which mission is to drive the community through the time of 
 transformation.  


FRUCT Oy is the managing company for the Open Innovations Association FRUCT. The 
main role of FRUCT Oy is to manage development of FRUCT association and provide it with 
required supporting services. For example, FRUCT Oy organizes conferences, promotional 
lectures and trainings based on requests of FRUCT association and its members. The compa-
ny takes small consultancy and service development projects. FRUCT Oy published over 40 
mobile applications in various mobile stores (Ovi, 2012; Android, 2012). Also FRUCT Oy 
won two ENPI grants for development of EU-Russia cooperation in the field of future cross-
platform services. The list of core services provided by FRUCT Oy is as follows: 



(10)  Taking outsourcing of high risk ICT R&D projects based on requests of private compa-
 nies and public funds; 


  Implementing localized ICT services based on requests of private businesses and provid-
 ing own services and solutions for sale in mobile stores (Nokia, Android, etc.); 


  Creating professional academic teams with required competences and skills for companies 
 interested in developing presence in the region; 


  Providing consultancy to help understand regional specifics by the EU companies that are 
 considering to enter Russia and Russian companies interested to expand to the EU; 


  Helping high-tech ICT companies from the EU to building tailored presence in Russia. 


The FRUCT ecosystem consists of the association members (universities, R&D labs, partner 
 companies), regional partners, external partners (key world alliances in ICT industry) and 
 FRUCT Oy in the middle that orchestrating processes and providing customer companies 
 (current and potential) with required knowledge about the region, outsourcing of R&D and 
 services, localization of ICT solutions and assistance to enter Russia/CIS and Finland/EU as 
 illustrated in Figure 1. 


Figure 1: The ecosystem flower of FRUCT Association 


Thanks to the structure with FRUCT Oy in the center of the described ecosystem flower, 
nowadays FRUCT can continue its development as an independent association of researchers 
and developers that is built on open innovation principles and managed by the steering group 
that operates as a community of practice. FRUCT is aiming in increasing visibility of the par-



(11)ticipating teams, building trust between the members and helping setting direct R&D coopera-
 tion of academia and industry. Another key focus area of the activities is education renewal 
 and joint incubation of the new competences. 


This study is organized in the following way. Chapter 2 provides an overview of the general 
 trends and motivations for Nokia R&D expansion to Russia. It starts by the discussion on 
 historical background, motivation and main objectives as they were seen in the beginning of 
 the study. It provides definition of the conceptual frameworks used in the study, main factors 
 that impacted the pre-phase and action research strategy that was adopted and used for evolu-
 tionary transformation of FRUCT. In Chapter 2 you can find discussion on proposed idea of 
 using CoPs for managing large distributed communities, description of the features associated 
 with the classical open innovations solutions and new opportunities brought by the great con-
 vergence in ICT. The chapter is concluded by discussion on the alternative principles for 
 competence and business incubation under democratic community-driven management and 
 definition of objectives and development drivers for FRUCT framework. 


Chapter 3 starts by the definition of research problem that was originally set for the study. 


This study was targeted in development of a new cost-efficient open innovations framework 
 to support Nokia R&D expansion to Russia. The chapter provides description of correspond-
 ing research case, followed by definition of the principles and architecture of the open innova-
 tion framework created to address the defined case. It outlines the research methodology used 
 in development of FRUCT framework and provides detailed example of applying appreciative 
 inquiry research for development of FRUCT. The chapter includes analysis of the selected 
 approach and detailed description of the methodology and methods used in the study. The 
 additional three focus topics of Chapter 3 are cross-cultural management of FRUCT commu-
 nity, role of integrated communications for open innovations communities and discussion on 
 the ways to ensure fair access to the results of cooperation by all project members, e.g., issues 
 of intellectual property rights (IPR) management. The chapter is concluded by an overview of 
 the main results and outcomes of the first phase of FRUCT life cycle. 


Chapter 4 defines the main challenges and corresponding research problems that arise in 
FRUCT after successful fulfillment of its original mission. The chapter is focused on explain-
ing the transformation that FRUCT framework had to take, what was the new positioning of 
FRUCT and how the transformation process was managed, e.g., managing change of the inte-
grated communications and FRUCT brand indentify. The chapter gives an overview of the 



(12)covers all major aspects of the large community management, including socially-political as-
 pect of competence incubation in Russia and Nordic region. The comparison of several ap-
 proaches and theories is provided. Analysis of problems and challenges is summarized by 
 FRUCT SWOT matrix, followed by analysis done with help of the confrontation matrix. The 
 analysis is concluded by derivation of a set of strategic intends that defined FRUCT develop-
 ment in the beginning of the second phase of FRUCT life cycle. The chapter is concluded by 
 discussion on current FRUCT status, its ecosystem and issues that require further study and 
 development.   


Chapter 5 describes a set of tools and methodologies that were developed to facilitate man-
 agement of FRUCT framework and association. The chapter is a technical guideline for teams 
 interested to adopt best practices of the developed infrastructure and transfer FRUCT culture 
 and principles to other regions. The chapter provides an overview of the implemented web 
 solutions, including references to the detailed description and explanation on how to reuse the 
 developed tools. It provides current definition of the communicative strategy. The chapter 
 specifies and explains all main research and development activities of FRUCT and gives an 
 overview of methods used for practical implementation of the selected theories. The chapter 
 presents FRUCT activities in education renewal and support of professional communities. It is 
 concluded by overview of the main changes in progress evaluation strategy. 


The study is concluded by the summary of the main results and finding, list of references used 
in this study, list of abbreviations and appendices that provide chronological overview of the 
FRUCT history and screenshots of the main FRUCT web tools. 
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2  Background of the study 


The chapter provides an overview of the general trends and motivations for Nokia R&D ex-
 pansion to Russia. It starts by the discussion on historical background, motivation and main 
 objectives as they were seen in the beginning of the study. It provides definition of the con-
 ceptual frameworks used in the study, main factors that impacted the pre-phase and action 
 research strategy that was adopted and used for evolutionary transformation of FRUCT. In 
 this chapter you can find discussion on proposed idea of using CoPs for managing large dis-
 tributed communities, description of the features associated with the classical open innova-
 tions solutions and new opportunities brought by the great convergence in ICT. The chapter 
 is concluded by discussion on the alternative principles for competence and business incuba-
 tion under democratic community-driven management and definition of objectives and devel-
 opment drivers for FRUCT framework.  


2.1  Motivation and Conceptual Framework 


Nowadays the USA universities are the recognized leaders in adaptation of the academic re-
 search and education to the existing industrial needs. For example, one can see the density and 
 quality of industrial presence in Silicon Valley. This situation creates strong demand for quick 
 and adequate actions from universities in Russia and Europe. A number of cooperation 
 frameworks have been built inside the European Union (EU), e.g., Framework Program 7 
 (European Commission, 2010). However, the cooperation between Europe and Russia still 
 leaves a lot of space for further improvement. This creates a historical chance for Finnish uni-
 versities to use geographical proximity and traditionally good relations with Russian colleagues 
 to contribute into the process and also strengthen Finnish science. Such cooperation has clear 
 mutual benefits, as among other advantages it will give Finnish academia a priority path for 
 accessing the huge pool of highly qualified talents and new innovative competences available 
 in Russia. It also will help Russian universities to better integrate with the EU academic insti-
 tutions and consequently contribute to the development of the bridge between academic and 
 R&D worlds of the EU and Russia. 


Continues development of the strategic partnership between industrial and academic research 
is a key success factor of the modern innovation ecosystem. There are many examples of such 
strategic partnership frameworks functioning in different parts of the world. The main mission 
of these programs is to benefit all involved parties by fueling their R&D units with new ideas 
supported by the critical mass of resources to study and implement them. But it is important 



(14)sions. This creates two forces that pull the cooperation programs in orthogonal directions and 
 after a short time majority of cooperation initiatives fall in one of the extremes, i.e., become a 
 form of industrial subcontracting or industrial donations. At this phase the original strong ties 
 of partnership are replaced by weak ties of short-term commercial interest or corporate social 
 responsibility.  


Fundamental science driven by the universities and other academic organizations should be 
 independent and take risk of addressing areas that are not yet recognized by the industry. At 
 the same time industrial competences are needed to properly shape and present new findings. 


Companies pay taxes and expect that university studies will be well supported by the govern-
 ment. The government funds can give enough independence to the academic institutions in 
 the EU and other developed countries. But often state authorities need assistance and external 
 pools of competences to evaluate academic proposals. The efficiency of spending government 
 funds could be improved by involving industrial R&D expertise in the early phase. The indus-
 trial research also benefits by early access to the academic results and information about main 
 trends and weak signals in the field. Based on this one can conclude that a reliable ground 
 exists for building strategic partnership between industrial and academic research, but the co-
 operation principles and methods have to be significantly improved to meet needs and expec-
 tations of both sides. 


Another key driver for setting stronger connections between academia and industry is that the 
 time between a moment of innovation and its adoption by the industry is getting shorter and 
 shorter. Long-term basic research studies performed by the academic teams have to be highly 
 independent and should not be directly attached to the current industrial needs. At the same 
 time universities must be active in short-term applied research and to be efficient they need 
 feedback from the industry. Open innovations is a new cooperation paradigm targeted to 
 build strategic partnership between industrial and academic research (Chesbrough, 2003a). 


Such framework programs help to find right research partners and jointly incubate new com-
 petences.  


Recently most of leading industrial companies started to apply the open innovation principles 
in-house. The most up-to-date list of open innovation teaching cases could be found at the 
web site of Exnovate initiative (European Center for Open and Collaborative Innovation, 
2012).  



(15)The author was not aware of the conceptual framework of Open Innovations in the beginning 
 of this study. It was discovered in the end of the first year of the study and then actively used 
 as the overall conceptual framework for development of R&D cooperation between industry 
 and academia. 


But despite clear advantages of this approach, majority of public funded Open Innovation 
 initiatives are not sustainable. There are a few examples of open innovation frameworks driv-
 en by an industry, but these solutions are expensive and more short- and mid-term oriented 
 and have no links to teams working on fundamental issues or such links are very weak. Also 
 due to relative high costs, classical open innovation frameworks are usually created together 
 with the main stream partners, i.e., universities with good reputation and well predictable areas 
 of strong competences (Florida & Gulden, 2005). As a consequence traditional definition of 
 the open innovation frameworks is not well designed for catching weak signals and operations 
 on the emerging markets, where the task of selecting proper partners is not clear and risky. 


This created a need for new principles of open innovation operations that allow overcoming 
 the above listed limitations and would be suitable for emerging markets. This study does not 
 directly extend theoretical definition of the open innovations conceptual framework according 
 to this need. The main principles of open innovations conceptual framework are preserved 
 and from outside the developed framework looks like the classical open innovations coopera-
 tion of academia and industry. But internally the open innovations conceptual framework was 
 significantly modified, by replacement of the classical organization responsible for the frame-
 work management by the community-driven management. 


The above conclusion to adopt new principle of R&D expansion to Russia following the open 
innovations principles and making corresponding change of the internal organization of the 
conceptual framework was the main outcome of the pre-phase of this study. From the point 
of view of this study, pre-phase was the Russian Cooperation (RusCo) project. The project 
was initiated by the university cooperation program of Nokia Research Center in December 
2005. The preliminary analysis of the case was done by the author of this study by December 
2006 and the above conclusion was derived. Analysis of the various approaches to organiza-
tion of the internal management of the framework has discovered that the conceptual frame-
work of Communities of Practice (CoP) provides the best solution in this case. As it was illus-
trated by the later study, the open innovations framework under management of CoP illus-
trates better performance and is much more cost-efficient comparing to the traditional solu-



(16)practice for Nokia-centric open innovations framework between Russia and Finland now can 
 be seen as a kick-off of the first phase of FRUCT life cycle. The main phases of FRUCT de-
 velopment and corresponding development of the conceptual framework are illustrated in 
 Figure 2. 


Figure 2: Development of FRUCT conceptual framework 


Development of FRUCT framework was done with careful consideration and analysis of the 
 prior art conceptual frameworks and studies on community development models, e.g. onion 
 model (Antikainen, Aaltonen & Vaisanen, 2007) and identity and knowledge management 
 (Waseem, 2008) and so on. The best finding and ideas were adopted by FRUCT. By combin-
 ing these findings and supporting their adoption by the internal culture on open source, open 
 research and passion for change, the cycle model of FRUCT development was created. 


FRUCT development is organized in half a year life cycles of action research. FRUCT objec-
tives are openly discussed with all community members and the implementation work is su-
pervised by CoP that manages the framework. In the end of each cycle all results are carefully 
analyzed by various methods (e.g., appreciative inquiry, SWOT, causal field model, etc.) and 
analysis results are reported to the community as an input for planning the next cycle. As a 
result FRUCT framework can be seen as a symbiosis of the external open innovation concep-
tual framework and CoP conceptual framework for organization of internal processes, where 
research is performed following action research principles and organized in cycles, where each 
cycle is a development of the previous cycle and consists of a number of internal activities and 
milestones. 



(17)The Information and Communications Technology (ICT) industry was selected as a target 
 research area for this study as it is the target market for Nokia and one of the most dynamic 
 industries, which nowadays is in the process of internal transformation and convergence. ICT 
 industry has the clear leadership in involving communities in organization and management of 
 internal processes. The industry associates high value with efficient and flexible R&D man-
 agement, which creates lot of opportunities for open innovations cooperation.  


2.2  Open Innovations Opportunities brought by ICT Great Convergence  


The information age is characterized by rapid growth of information and a number and variety 
 of methods for retrieving, processing and delivering it to the users. As a result over the last 30 
 years a number of industries have emerged and developed to fulfill this growing demand. It 
 started by the fast emergence of the personal computer industry in the eighties, followed by 
 mobile boom in the beginning of nineties, fast growth of Internet solutions starting from the 
 second half of nineties and emergence of sophisticated digital consumer electronics devices in 
 the beginning of the new century. Historically these industries were developed independently, 
 but now it is obvious that they are moving in the same direction and already are in direct 
 competition. Already now one can see a number of clear evidences of this trend, such as in-
 ternet services that replace classical PC software, mobile widgets that create new mobile ser-
 vices by enhancing content and functionality from web, smartphones that combines function-
 ality of a set of consumer electronic devices and so on. As we see more and more R&D stud-
 ies targeted to facilitate creation of the cognitive product of ongoing great cross-industrial 
 convergence. Consequently, in future the demand for technological scouting and research 
 exploration will grow. 


The term great convergence reflects the global trend on convergence of four top innovative 
industries of today, i.e., Computer/PC industry, mobile industry, Internet/Web solutions and 
consumer electronics (Shen, 2010). The corresponding market niche is huge, but the main 
companies still prefer to stay in their domains and pay less attention to the opportunities cre-
ated by the market convergence. World economic crisis makes demand for the new cost-
efficient and scalable R&D solutions even stronger. In order to ensure sustainable growth in 
the future, Nokia and Nokia Siemens Networks need to find a way to deal with the challenge 
of more efficient organization of R&D processes. Current strategy of both companies clearly 
state a need of more extensive and efficient use of the external R&D resources, urgent de-



(18)tical help in accomplishing this mission. This creates a huge opportunity for FRUCT and 
 could be the key business driver of the association. 


The key commonality of the converging industries is focus on the end user as a target for de-
 livering wide variety of digitalized services. The actual service provision devices are less of the 
 interest for a user, as user primary care about ease of use, availability all time at any place, trust 
 and reliability, plus recently the requirement for seamless access has emerged. Even the first 
 overview studies of industrial trends (Bostrom, 2002) show that the content management and 
 application design principles in all above listed industries are converging following the same 
 principles. As a result a number of quick cross-industrial solutions have been introduced and 
 gain commercial success in the last 5-7 years. But these solutions are just the first “prophesies” 


of the great convergence and see what is the likely technological “meeting point” for the 
 indentified great convergence megatrend. 


Let’s summarize expectations from the converged solution and analyze whether already is 
 some architectural and technical solution that is targeted to operate in the cross-platform and 
 cross-domain converged space. The first requirement is that it should be platform-


independent solution with minimum redundancy toll and ability to deliver maximum func-
 tionality and efficiency for each participating device type. It is important to guaranty the new 
 platform naturally enhances main use scenarios associated with original devices and takes into 
 account their physical restrictions and limitations. It is obvious that a sustainable solution 
 should take advantage from joint use of involved devices and be sensitive to user's context 
 and preferences. For commercial success the platform should provided consistency of the UI 
 design principles and has low entering threshold for the new services produced by the third 
 party providers.  


A structure and mode of operation of the FRUCT Association should be organized in a way 
that supports early identification and development of demanded competences. For example, 
self-organizing Smart Spaces are designed as platform and device independent solution, where 
information is encapsulated and stored in dedicated semantic information structures that are 
logically seamlessly distributed over the set of available user devices. The user applications are 
built on top of autonomous agents that deliver certain set of functions by performing reason-
ing over information available in the Smart Space. One possible definition of Smart Space is as 
a context-aware network of user devices, i.e., a subset of user-owned devices, possibly extend-
ed by user resources in public domain; that utilizes open web standards and semantic reason-
ing to retrieve, modify and produce information and deliver it to a software agent or directly 



(19)to user that so gets ability to seamlessly use the full shared semantic graph of information 
 from all user devices. The Smart Spaces paradigm works efficiently on different OS and device 
 types thanks to focusing on service distribution through information-based interfaces. The 
 user from any device including PC, mobile phone or even coffee machine could connect to 
 the space by the common shared interface, acquire information in personalized format, inter-
 pret and process it differently on different devices, make decisions based on information rele-
 vant in the given context and share new information into the space. 


The main conclusion of the industrial trends study discovered the high probability of broad 
 adoption of Smart Space principles (Das, 2008). A good example of Smart Space solution is 
 developed by Nokia Research Center and SOFIA partners - Smart-M3 platform (Smart-M3, 
 2010). Related to this example, one objective of FRUCT community is to gain regional leader-
 ship in Smart Space technologies by creating a group with right mix of experts and develop 
 new required competences. Already now FRUCT should take a role of crystallization point 
 and a core for project consortia targeted in development of smart spaces solutions in the re-
 gion. 


Another area recently emerged in the industrial convergence is mobile healthcare (mHealth). 


The mHealth is targeted to use personal mobile device for continues monitoring of the user 
 health parameters, process collected data and store it in the personal archive. As a result it will 
 allow increasing percent of early detection of health problems and so preventing problems 
 instead of curing their consequences. There is clear demand for such solutions and the market 
 potential is huge. Nowadays FRUCT is one of the most active players in mHealth field and 
 has the largest partner network in the region. 


2.3  Objectives and Development Drivers  


Idea of establishing FRUCT community has emerged after one year of running universities 
cooperation program, when it become clear that there is a significant mismatch between the 
scale and importance of the problems related to development Nokia R&D presence in Russia 
and amount of allocated resources. The main objective of the pre-study phase was to find a 
solution that maximizes efficiency of using existing resources. It was the challenging objective 
that required good understanding of principles of innovations in large companies and process-
es of running and managing communities. Analysis of this objective has discovered that the 
closest match for the specified need can be provided using the open innovations approach. 



(20)However, the first theoretical conclusions were not sufficient to convince Nokia to setup full 
 scale classical open innovation framework in Russia.  


The mission and first set of objectives for new open innovation framework in Russia were set 
 in the end of 2006. At that time the author of this study was a principle scientist of Nokia 
 Research Center and leader of university and R&D cooperation program of Nokia in Russia 
 and CIS. The main objective was to create a partner network and prepare ground to support 
 expansion of Nokia R&D to Russia. The second objective was to study how to overcome 
 management limitations of the classical open innovations solutions by making it cheaper and 
 self-driven. In the beginning of 2007 together with a few enthusiasts, the author established 
 Finnish-Russian University Cooperation in Telecommunications (FRUCT) community to help 
 solving the defined objective.  


Development of FRUCT illustrated that community can be used as a cost-efficient and scala-
 ble solution for managing open innovations framework. So by the beginning of 2009 FRUCT 
 become successful and fast growing community. However, lack of clearly defined and theoret-
 ically supported plan of future development was the key risk, which created the original moti-
 vation for author to start the Degree Programme in International Business Management 
 (IBMA) master studies. Continuation of practical project work was combined with the theo-
 retical studies resulted in this study. 


The main focus of the first phase of the study was on development of scalable and cost-
 efficient framework that implements Open Innovation principles for organization of R&D 
 expansion of the large company to the new region. The goal was to remove organizational 
 thresholds, lower cost of open innovations and make the cooperation process and access to 
 results more transparent and democratic. Nokia was interested in concrete proves of the com-
 petence availability in the region. The large part of project activities at this phase was targeted 
 in development of management framework for creating and running R&D projects under 
 management of the community of practice interested to make these innovations happen. This 
 resulted in development of the matrix management architecture of FRUCT Framework (pre-
 sented in Chapter 3) and a set of FRUCT management web tools (presented in Chapter 5). 


This study includes extensive analysis of the existing open innovation solutions, search of suc-
cess stories of using CoPs for managing larger initiatives and alternative methods of compe-
tence and business incubation. A number of cases have been under consideration and in anal-



(21)ysis. In addition, this study is going to analyze socially-political aspect of competence incuba-
 tion in Russia, Nordic countries and the Baltic region. 


The first project stage was completed by autumn 2010, when Nokia get all required infor-
 mation and practical tools to setup local presence in Russia (Skolkovo, 2010). Chapter 3 pro-
 vides detailed report for the first phase of the project. 


The main focus of the second phase of the thesis work was on sustainability of the developed 
framework and its adaptation to the new realities created after fulfillment of the original mis-
sion and impacted by unfavorable development of the global economy and market position of 
Nokia. At this project phase FRUCT could not rely on Nokia as much as before and had to 
find the replacement points of attraction for the members and new funding sources. At the 
same time FRUCT had the great team, a number of valuable assets and good visibility. Cur-
rently the project is still in its second phase, but the most critical issues have been already re-
solved and now FRUCT is on the new phase of clear growth. Chapter 4 provides detailed 
report for the second phase of the project. 
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3  Development of Community-driven Open Innovation Framework 


This chapter starts by the definition of research problem that was originally set for the study. 


This study was targeted in development of a new cost-efficient open innovations framework 
 to support Nokia R&D expansion to Russia. The chapter provides description of correspond-
 ing research case, followed by definition of the principles and architecture of the open innova-
 tion framework created to address the defined case. It outlines the research methodology used 
 in development of FRUCT framework and provides detailed example of applying appreciative 
 inquiry research for development of FRUCT. The chapter includes analysis of the selected 
 approach and detailed description of the methodology and methods used in the study. The 
 additional three focus topics of this chapter are cross-cultural management of FRUCT com-
 munity, role of integrated communications for open innovations communities and discussion 
 on the ways to ensure fair access to the results of cooperation by all project members, e.g., 
 issues of intellectual property rights (IPR) management. The chapter is concluded by an over-
 view of the main results and outcomes of the first phase of FRUCT life cycle. 


3.1  Definition of Research Problem 


The main research problem of the first part of the study was to develop philosophy, architec-
 ture and main principles of the democratic (community-driven) open innovations framework. 


Comparing to the traditional open innovation frameworks the new architecture should be able 
 to operate without strong industrial drive and to be able to rely on just limited support, gener-
 ally positive attitude and goodwill of the involved companies. At the same time the framework 
 shall address needs of the member companies and help to develop more equal form of coop-
 eration between business and professional communities. The target is to provide professional 
 communities with a methodology and an example case on how to build self-organized com-
 munity-driven open innovations. The target solution shall be scalable, cost-efficient, applicable 
 for various industries and attractive for industry and academia. 


The set of original objectives for FRUCT framework was defined as follows: 


  Identify world-class R&D teams interested in open innovations cooperation with 
 Nokia and Nokia Siemens Networks; 


  Develop new competences and corresponding niches for R&D cooperation around 
Nokia and NSN relevant research topics and technologies; 



(23)  Create an innovative environment that gives students a chance to realize scientific and 
 R&D ambitions, promotes out of box thinking and helps to identify and support work 
 of best students and young scientists; 


  Develop a long-term strategic partnership between industry and universities in Russia 
 and help development links between Finnish and Russian Universities; 


  Promote the idea of Europe without borders and illustrate Nokia leadership as socially 
 responsible company. 


The main research question was to define the operational principles and structure of the in-
 dustry-to-academia R&D cooperation framework, which fulfills the following requirements: 


  result-oriented,  i.e., it should not be just another R&D center that eats resources and 
 produces primary papers and recommendations, but focus on clear business needs and 
 deliver results; 


  cost-efficient, i.e., the investment in creating intellectual property must be considerably 
 lower than for in-house research in industrial centers; 


  scalable, i.e., in the beginning all successful solutions experience significant growth in 
 size, so the develop framework shall be ready to deal with it; 


  beneficial for all parties, i.e., industrial and academic organizations and individuals di-
 rectly contributing to the cooperation. 


The additional research question is to develop a solution for fair and transparent evaluation of 
contributions done by the involved parties and their role in the overall success of projects 
within scope of FRUCT framework. FRUCT framework is targeted to fulfill needs of an in-
dustrial partner, but the community shall not be a satellite workforce of a company, so it is 
important that the community contribution is visible, evaluated and rewarded. There is a need 
to develop clear rules on how the contributors will share results, especially rights to the creat-
ed intellectual property, propose ways how contribution could be alternatively compensated 
and so on. This is an important research question that includes a number of legal and other 
issues. Legal issues strongly depend on the specifics of regional legal systems and shall be 
solved separately for each country. The study defines a set of related problems and a selected 
approach. The approach is based on a set of recommendation for FRUCT partners, which 
shall take all further responsibility for development of most suitable and region-specific solu-
tion for their project. 



(24)3.2  Description of the Research Case 


The original FRUCT mission was to support Nokia R&D expansion to Russia. FRUCT 
 framework was developed as Nokia-oriented competence incubator that helps academic teams 
 to organize research work, finds Nokia teams interested to fund the work and prepare transfer 
 of the developed results to Nokia. The framework was interesting for Nokia to promote tech-
 nologies and stimulate research in the priority fields, plus generated knowledge about regional 
 competences and develop partner network. It was also attractive for regional universities and 
 research organizations as via FRUCT they could get in touch with the market leader, present 
 ideas, get financial and competence support in development of the ideas. Another key motiva-
 tor was the Nokia brand and the desire to learn new technologies and develop solutions of top 
 of them and later come to the market in association with Nokia products. By many universi-
 ties FRUCT was seen as an opportunity to occupy newly developed niches in Nokia R&D 
 ecosystem in Russia. 


Academic and industrial (Nokia) sides had sufficient motives to support FRUCT develop-
 ment. But the case was complicated as both sides did not want to take initiative and were pre-
 pared only for minimal investments in development of the corresponding framework. Nokia 
 was very careful in defining R&D investment portfolio and did not want to invest without 
 strong prove that the region has required competences. Universities were suspicious about all 
 new partners, as after collapse of Soviet Union they were often cheated by non-reliable part-
 ners and the trust issue became a key in all relations. Moreover, universities experienced quite 
 difficult financial situation and it was really difficult for them to make any investments to the 
 project. 


After analysis of the restrictions of selected case the first FRUCT management community 
 was built from a few enthusiasts from regional universities. Nokia agreed to support this 
 community via its university cooperation program and allocated a few thousands of euros for 
 covering direct expenses on development of the open innovation framework in Russia.  


3.3  Principles and architecture of FRUCT framework 


The internal organization of FRUCT framework is done in a way that it simplifies the imple-
 mentation of the theoretical principles of running research in the open innovations format. 


This concept is rather new. First it was proposed in 2003 by Henry Chesbrough, a professor 
and executive director at the Center for Open Innovation at UC Berkeley (Chesbrough, 
2003a). Open innovations can be seen as further theoretical development of an ideas of busi-



(25)ness as an open system and approaches to academic collaboration in post-industrial society 
 (Adler & Heckscher, 2006). The central idea of open innovations is that in a world of widely 
 distributed knowledge, companies cannot afford to rely entirely on their own research, but 
 should instead buy or license processes or inventions from other organizations. Open innova-
 tions help to address restrictions of the in-house research paradigm, which are slowing down 
 innovation adoption by the large industrial companies. The main assumption is that firms ac-
 tively use external ideas, create joint R&D teams with academia, open internal Intellectual 
 Property (IP), actively contribute in co-creation and build internal and external paths to mar-
 ket, as the firms look to advance their technology (Chesbrough, 2003a). The boundaries be-
 tween a firm and its environment have become more permeable; innovations can easily trans-
 fer inward and outward. In addition, the internal inventions not being used in firm's business 
 can still give benefits outside the company, e.g., by licensing, joint ventures, spin-offs 


(Chesbrough, 2003b). 


The classical definition of the open innovation solutions assumes that partners involved in 
 cooperation know each other, have good understanding of mutual capabilities and interests 
 and trust is in place. Unfortunately, this assumption was not applicable in the described case. 


FRUCT’s task was first to develop understanding of mutual capabilities, interests and put trust 
 is in place. Moreover, at that time Nokia has not decided whether such cooperation is needed 
 in general, so only very cost efficient solution had chance to get support. 


The project started by analysis on how to create open innovations framework with minimal 
 cost overhead. In fact first we had to design cost efficient incubator of open innovations activ-
 ities. The idea was to create the incubator framework with community management, so that 
 community itself can define that strategy and drive the framework development. This ap-
 proach allowed to get rid of the largest part of staff related expenses, as all work was done on 
 the volunteer base (Wenger & Snyder, 2000). But it created a number of questions in commu-
 nity building.  


 The study required to address a large number of related theoretical aspects, such as distribut-
 ed project management and knowledge creation (Nonaka, Takeuchi & Umemoto, 1996; 


Nonaka, Umemoto & Senoo, 1996), sociological and organizational drivers of semi-formal 
organizations build on top of weak connections between the members (Nonaka & Konno, 
1998), legal issues and intellectual rights protection in the modern economy, cultural aspects 
and many other questions. 



(26)Organizational structure of open innovations framework FRUCT was built taking into ac-
 count analysis of the above listed theories. The strategic and executive management are sepa-
 rated and represented by advisory and executive teams correspondingly. The organizational 
 structure of FRUCT implements matrix principle and can be illustrated by Figure 3. 


Figure 3: Organizational structure of Open Innovations Framework FRUCT 


The association is managed by an executive team headed by the general chair of FRUCT man-
 agement community and president of whole FRUCT framework. The core executive team 
 includes two regional vice-presidents; chairs of technical, publication, financial and communi-
 cations chapters of the community and leader of the technical working groups. The extended 
 executive team also includes heads of the regional FRUCT labs. 


The executive team implements decisions made by the advisory team. The advisory team con-
sists of the permanent core team called advisory board, which includes members of the execu-
tive team (40% of the board) and external experts (60% of the board). The advisory team has 
regular face-to-face meetings organized two times a year in co-location with FRUCT confer-
ences (in the beginning, the first six events were called seminars). These meetings are attended 
by the members of advisory board, a number of top external experts (mostly invited guests of 
FRUCT conference) plus randomly selected members of regional FRUCT labs. These meet-
ings are used to present progress done by the executive team, review achieved results and set 
new priorities for the next half a year. Special meetings of the advisory board can be organized 
based on request of any member organization at any time suitable for majority of the board 
members. 



(27)The described management team provided efficient and scalable infrastructure for incubation 
 of open innovation R&D activities. The activities had matrix organization based on research 
 directions and location of involved teams. The matrix organizations helped to organize effi-
 cient management of distributed teams that worked on different research topics. The working 
 groups are primary focused on research problems and regional labs take care of all practical 
 onsite arrangements and support of the team members. 


FRUCT started over 40 projects by end of the first period. Majority of projects were done in 
 cooperation of two member partners, but also there were projects with 3 and more partners. 


After two years, FRUCT management team identified three R&D areas in which the regional 
 universities had world class competences interesting to Nokia. These areas were declared the 
 priority development directions for the framework and the corresponding working groups 
 were established: 


  Cross-platform mobile development in Qt working group; 


  Development of Maemo/MeeGo architecture working group; 


  Smart Spaces and Future Services working group. 


In parallel, FRUCT management team decided to introduce the new brand E-WeREST (East-
 West Research and Education Society on Telecommunication) for incubated activities. The 
 new brand simplified acquisition and merge with independent communities around the corre-
 sponding topics. The new brand also reflected that FRUCT activities were not longer covering 
 only Russia and Finland. The first three communities in E-WeREST were: Russian Qt com-
 munity (qt.e-werest.org), Russian Maemo/MeeGo community (meego.e-werest.org) and Re-
 gional Smart Spaces community ruSMART (rusmart.e-werest.org). The corresponding 
 FRUCT working groups took management role in the new communities. FRUCT manage-
 ment team provided general management services to E-WeREST activities and FRUCT 
 framework continued to act as the main incubator of new people and ideas for E-WeREST.  


The new communities created regional centers of crystallization of competences in the identi-
fied R&D areas, which soon were recognized by Nokia business and research team. This in-
terest resulted in the first joint projects in open innovations form, invitations of experts from 
Russian teams to temporarily join Nokia for knowledge transfer, publication of joint papers, 
patent applications, R&D contracts and so on. At the end of the first phase, these areas were 
considered as priority directions for the Nokia R&D unit established in Russia (Skolkovo, 



(28)In addition, FRUCT’s framework played an active role in promoting Nokia technologies in 
 the region and attracting best experts, young scientists and students to FRUCT activities. To-
 gether with universities, where number of active members and projects exceeded certain 
 threshold, FRUCT established joint R&D laboratories. The core R&D team consists of peo-
 ple from these laboratories. 


By the end of first period, FRUCT established 6 regional FRUCT labs in Russia and one team 
 in Finland, one in Denmark. The core R&D team consists of over 100 researcher and devel-
 opers. These people are the most active members and contributors of the FRUCT association 
 and embedded into internal matrix structure. Formally they all are employed by local universi-
 ties, but they are working in joint working groups and projects that are established, delivered 
 and managed by FRUCT. In addition to the core R&D team, FRUCT community had over 
 1500 active followers in various research organizations and regions. 


Existence of FRUCT labs and core R&D team has significantly simplified tasks of developing 
 Nokia R&D presence in Russia. FRUCT framework became an important regional tool for 
 cooperation in open innovations format, customization of Nokia solutions for Russian market 
 and development of Nokia-friendly ecosystem. Also FRUCT is a source of qualified experts 
 and talented staff available for Nokia and its partners in the region. 


3.4  Research Methodology for Development of FRUCT Framework 


The description of research methodology and methods of this study follows the onion model 
 of research (Saunders, Lewis & Thornhill, 2003). The research philosophy depends on the way 
 how we think about the phenomenon and about the development of knowledge. The first part 
 of this research was targeted to answer major ontological questions that define nature of exist-
 ence of the open innovations community. The examples of the related questions are: how is it 
 that community exists, what establishes its existence, what is the underlying nature of forces 
 that support its existence and work against it? This part of study also discusses the epistemo-
 logical assumptions used in the development of community, which were generated as a prod-
 uct of the personal experience and feedback collected involving all members of FRUCT 
 community. In particular, here we discuss how we know and what is known is. 


To ensure continues development of FRUCT it was important to follow changes in motiva-
tion and expectations of FRUCT partners. Taking this into account, FRUCT framework has 



(29)embedded mechanism for continues renovation using the action research principles. It is clear 
 that some parties have hidden agendas and many are in exploration mode studying the poten-
 tial of such cooperation. But majority of partners are passive so there is a lack of information 
 what forms of the existing cooperation and potential are the most interesting and relevant. 


There is no universal truth or silver bullet recipe when planning innovation processes. Action 
 Research is a good research strategy to study problems and limitations of current organiza-
 tions and find a way to solve them. Appreciative Inquiry (AI) is a form of Action Research 
 that specifically focused on what is good at the moment and what is possible to improve in 
 the future. AI is focused on learning from successes and is a frequently used method for or-
 ganizational development, because of its transformational approach (Hart, Conklin & Allen, 
 2008).  


AI is a rather new method as there were only a handful of articles published since the turn of 
 the century. After 2001 several books have been published e.g., (Ludema, Cooperrider & Bar-
 rett, 2007; Bushe & Kassam, 2005). The literature of AI claims to have two transformational 
 outcomes that distinguish it from other organizational development methods: 1) AI results in 
 new knowledge, models and/or theories; 2) AI results in a generative metaphor that compels 
 new action. A focus is on how people think, rather than what people do (Bushe & Kassam, 
 2005).  


AI is typically conducted using the 4-D cycle orchestrated by (Cooperrider & Whitney, 2001). 


The 4 Ds represent the four phases of AI: discovery, dream, design and destiny.  


1.  Discovery phase finds out what is best by finding positive histories. This experience al-
 lows participants to appreciate the best of ‘what was’ and ‘what is’ through conversa-
 tions. This phase finds out the Life Giving Forces (LGFs), in other words, the core 
 values of the organization.  


2.  Dream phase is spent focusing on the possible future, or ‘what could be’ and ‘what 
 might be’ for the participants. What the organization would be like as an ideal image. 


3.  Design phase collects the thoughts on what has been shared and forms a clearer un-
 derstanding about them and then forms suggestions for new structures and processes 
 answering the question ‘what should be’. 


4.  Destiny phase encourages participants to commit to actions by dialogue and consen-
sus. This step is best summarized by answering the question: “Who will do what by 
when and how will we know?” (Hart et al. 2008). 



(30)The process of conducting AI is based on conversations guided by affirmative questions, 
 which can help generate new insight and awareness. Therefore, language is a key factor in the 
 process. Language is a tool that can be used to create either positive results or negative results. 


Language is furthermore used to actualize the reality where an organization, community or an 
 individual lives in. Things that people say out loud every day soon becomes a reality for them. 


Since all organizations (formal and informal) are socially constructed realities, AI should try to 
 involve as many individuals as possible and to focus on verbalizing desirable futures. Effort 
 needs to be put in carefully choosing the wording for the inquiry, in order to enliven and in-
 spire the best in people. Another key issue in understanding AI is its principle of simultaneity. 


The moment the questions are asked, change begins to happen. This is because observation 
 changes that which is being observed (Bushe & Kassam, 2005). 


FRUCT activities are organized in half a year periods with main FRUCT technological schools 
 in the middle and main conferences at the end. FRUCT conferences have the key role in con-
 tinues monitoring of changes in the member priorities and collecting feedback. The collected 
 feedback is carefully analyzed and its main messages are transformed into actions implement-
 ed during the next period. At the preparation to next conference the progress on actions and 
 results are analyzed against detailed description of analysis done for feedback of the previous 
 period. This analysis is prepared in form of overall progress report, the short version of which 
 is presented to the whole FRUCT community during the conference and detailed version is 
 presented and discussed at the meeting of FRUCT advisory team.  


The example below illustrates the research process used in FRUCT. The example illustrates 
 research that was done at 6th FRUCT seminar that was held in Helsinki on November 2009 
 (FRUCT6, 2009).  


The process follows the classical action research cycles (Reason & Bradbury, 2007). Before the 
conference the data is collected by using email questionnaires send to randomly selected 
FRUCT members, web forums with open discussion on these issues and using other tools of 
project management. The next round of data collection takes place at the conference during 
face-to-face meetings of FRUCT advisory team. After the conference the subset of “weak 
signals” in the set of collected data is published at FRUCT web page in form of prioritization 
questionnaire, so that all registered member of FRUCT community can vote for prioritization 
of identified issues. 



(31)The data collected before the conference is analyzed with use of qualitative methods (Gold-
 berg, 2001; Hart, Conklin & Allen, 2008) for extracting the key messages in people’s agenda. 


The analysis of key messages resulted in definition of the main research focus of the second 
 round of the study. The following questions were selected for further processing: 


1.  what are the key motivation factors that make FRUCT attractive for the members 
 2.  what is the value of FRUCT cooperation with industrial partners for your organiza-


tion, what your organization gets from the cooperation and what need to be improved 
 3.  what are the key points of emotional attachment to FRUCT cooperation personally 


for you 


4.  what are the main FRUCT mechanisms that attracting students of your university to 
 joint FRUCT 


5.  expected outcome of projects within FRUCT framework and feedback of the involved 
 teams on how produced results should be shared between the contributing parties 
 6.  what are the main challenges that your research team faced in FRUCT cooperation 


At the second round of the interviews the obtained factors of motivation were presented to 
 the advisory team for extensions and evaluation. After the seminar the collected data is pro-
 cessed and analyzed by the executive team. At this stage the quantitative methods of apprecia-
 tive inquiry were used for data analysis (Thatchenkery, 2003; Grant & Humphries, 2006).  


Table 1 presents the final results table for the AI study on interviews with 10 members of ad-
 visory team done at the 6th FRUCT seminar. 


Table 1: Result of appreciative inquiry study at the 6th FRUCT seminar 
 N  Coding based on appreciative inquiry results  1  2  3  4  5  6  7  8  9  10  Σ 


1  Access to the world-top academic experts  X  X  X    X  X    X    X  7 
 1  Chance to learn about other universities and education systems    X      X  X  X  4 
 2  Importance of industrial feedback and viewpoint  X      X    X  X  X      5 
 2  Framework to learn how to do and present R&D projects    X  X  X      X      4 
 3  Feeling of been part of real research work  X    X  X  X      4 
 3  Feeling of been not limited by frame of own university  X      X  X  X  X      X  6 


3  Getting good points for CV    X    X  X      X  4 


3  Place to show yourself to industry and career opportunities    X  X    X  X  X      5 
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