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Abstract 

During this project the Sponsoring System was developed. The Sponsoring System is a 

knowledge bank connected to the primary process that serves as support for the sponsored 

business development process of the subsidy key group of Akzo Nobel. In other words, the 

system is constructed to present knowledge models at the right time in the primary process of 

the subsidy key group. 
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Summary 

On April 2, 1996 Akzo Nobel NV decided to form a small central key-group to make better 

use of the (national and international) available subsidy opportunities. A subsidy is 

" ... an expenditure of the government which is directly linked with certain activities of 

the granter and which should influence the quantity and quality of these activities. " 
(Koning, 1998) 

The central subsidy key-group, Akzo Nobel Strategy & Technology-Project Finance (AST

PF), is a young organization still in the process of establishing their organization. To do so, 

they are putting emphasis on the promotion of the group within the Akzo Nobel organization, 

the exact formulation of the service they want to provide, and the organization of the office. 

Moreover, since the foundation AST-PF has been growing steadily. As a result, AST-PF feels 

the need for a mo·re formalized base to coordinate activities among a larger group of members 

and to propagate a consistent message within Akzo Nobel. To furnish this need the objective 

of this research is as follows: 

Objective 

" ... to establish a framework to support the subsidy key-group (AST-PF) in conducting 

the business of developing subsidy opportunities and coordinating subsidy applications 

for their customers. " 

To support the current AST-PF organization adequately five research questions were 

formulated that the framework should answer. These research questions were formulated 

based on two concepts which are used to briefly analyze the organizational design of the 

relative young AST-PF organization. 

As argued by van Aken (1992), the Mintzberg configurations and the 7-S framework of Peters 

and Waterman can be used to analyze organizations. In this research, the organizational 

configurations of Mintzberg are used first to categorize the total AST-PF organization and to 

compare the chosen theoretical configuration with the current AST-PF organization. Then, the 

7-S framework of Peters and Waterman is used to further describe and analyze the structure of 

AST-PF in more detail. 

Based on the AST-PF configuration was concluded was that the framework should furnish 

standardization of skills, i.e. the primary coordination mechanism of a professional 

configuration. However, before this part of the 'skills' dimension can be designed, the 

primary process of AST-PF has to be determined. So, the framework should support the 
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systems and skill dimension of the AST-PF organization. This resulted in the following five 

research questions. 

Research Questions 

Question 1 

First, the framework should determine the part of the 'systems' dimension that describes the 

procedures surrounding the core business of AST-PF. Therefore, the first research question is: 

"What should the primary process of AST-PF look like?" 

Question 2: 

After the task environment of AST-PF is defined the skill requirements have to be 

determined. So, the first step in developing the 'skill' dimension is the second research 

question: 

¥ "What knowledge is required to perform the primary process?" 

Question 3: 

Part of the knowledge assessment is a determination of the knowledge available, the third 

research question should therefore be: 

"What knowledge of the primary process is currently available in AST-PF?" 

Question 4: 

Consequently, to analyze the knowledge gaps and to structure the available knowledge, the 

fourth question of the framework is: 

"What additional (theoretical) tools can support the primary process of AST-PF?" 

Question 5: 

And finally, to formalize part of the 'skills' dimension and to embody the standardization of 

skills, the fifth research question should be: 

"How should the knowledge be organized to transfer it systematically inside the 

organization?" 
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The Research Model 

The approach to solve the research questions is outlined in the research model. Overall , the 

research questions are solved with the development of the sponsoring system, i.e. the 

constructed framework translated unto the intra-net. 

However, before the approach to carry this out is presented, the required features of the 

framework are determined first. Then, the research questions and stages of the study are 

explained. 

The Features of the Framework 

Considering the research questions the framework should have the following properties. 

First, Bolesian (1995) define a knowledge system as, 

" ... a computer system containing explicit knowledge of a specific problem area and a 

mechanism which can be used to solve problems in this area. " 
(Bolesian, 1995, p.152) 

So, according to Bolesian (1995) a knowledge system consist of a knowledge bank and a 

reasoning mechanism. By answering the research questions, however, the framework of this 

research will be more oriented towards a knowledge bank. 

Nevertheless, to make the framework more applicable, the knowledge bank is connected to 

the primary process. Then, the knowledge will be presented at the right time in the primary 

process. Furthermore, the knowledge is presented in such a form that it implicitly suggest how 

a user (the technology liaison manager) should reason with it. 

On the other hand, since a reasoning mechanism is not available in the framework, the level of 

support will be limited and the framework will not be able to replace the expert. 

The Stages of the Study 

Thus, a knowledge bank connected to the pnmary process are the ingredients of the 

framework. Even though this paper will not develop a total knowledge system it will use a 

knowledge engineering method to develop the components of the framework. 

As a result, the first step of the research is the selection of a knowledge engineering method. 

This method should have the characteristic that it can be used to develop a knowledge bank 

connected to the primary process separately from the reasoning mechanism. 

The second stage is the actual construction of the framework. More precise, first the primary 

process of AST-PF is described, analyzed, and structured by the formulation of the sponsoring 

process, which should answer the research question 1. 
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Then, research questions 2-4 are answered with a knowledge analysis . That is to say, the 

knowledge for the primary process is assessed plus structured and complemented with 

theoretical tools. 

Finally, the framework 1s put on an intra-net site. With that the sponsoring system 1s 

completed. The intra-net site is the umbrella under which the knowledge will be organized to 

transfer it systematically inside the organization. Actually it is the knowledge analysis that 

organizes the knowledge and the intra-net site is used as a tool to transfer it inside the 

organization and thereby answering research question 5. Since the development of the 

sponsoring system is just a direct translation of the framework unto an intra-net site it is not 

reviewed anymore. 

Finally, to summarize this section, the figure outlines the stages of the study and the research 

questions. 

Research Question 1 

The Research Questions and Project Stages 

Knowledge Engineering 
Method Selection 

Framework Construction 

Sponsoring Process 

Formulation 

The Sponsoring System 

Knowledge Engineering Method Selection 

The first step of the research model is the selection of the method for the engineering of the 

knowledge. Basically, the method of Steels (1992) is chosen because it suggest to develop a 

knowledge system first at a level close to the expert before the actual knowledge system is 

implemented. That is to say, Steels ( 1992) distinguished three levels in the knowledge system 

development (see figure). 
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- - ----- - - - - - - -------- - - - ------
/ 

Experts 
....... I 

Knowledge Level 

Symbol Level 

Physical Level 

Knowledge systeem' 

Source: Steels, 1992, p. I 09 

The Levels of Knowledge System Design 

At the lowest level of a knowledge system, the physical level, the physical structures and the 

procedures surrounding these structures are outlined. The level above the physical level is the 

symbol level. At this level the knowledge system is programmed in terms of rules, rule bases, 

objects, facts, reasoning mechanisms etc. Lastly, Steels (1992) suggests that the design 

process should start on a higher abstracter level. This knowledge level describes the 

knowledge contents and implementation. It is, however, not concerned with programming 

aspects of the knowledge system design. A main advantage of working at this level is that this 

level is closer to the expert. 

The framework will be the development on this knowledge level, i.e. a description of the 

knowledge and the application of knowledge without the actual implementation of it into a 

knowledge system. So, it will outline a knowledge bank close to the expert structured to 

program it at the symbol level but without an explicit reasoning mechanism. 

Hence, by developing the framework only at the knowledge level the research questions can 

be fulfilled properly. Moreover, Steels (1992) distinguishes three perspectives, i.e. tasks, 

models, and methods, to describe the knowledge level. These perspectives enable the 

knowledge engineer to view the system from different angles. In short, from the tasks 

perspective the tasks of the system are analyzed, the models perspective describes the models 1 

(knowledge) needed to carry out the tasks, and in the method perspective is specified when 

and how the knowledge is used. 

Steels (1992) suggest developing the perspectives in the task-model-method order with a 

iterative character due to the strong interaction among them. What is more, these three 

1 Steels (1992) distinguishes to two types of models, case and domain. A domain model reflects the knowledge 

about a domain and is used to create case models. Case models are created to reflect parts of reality which are 

useful for the solution of the problem. 
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perspectives can also be directly related to the two components of the framework construction 

(see figure). 

~ Knowledge Engineering 
I 

! Method Selection 

1 Framework Construction 
I 

Sponsoring Process 

Formulation 

Knowledge Analysis , 
i ' 
! 

The Sponsoring System 

The Method of the Framework Construction 

Tasks 

Models 

As depicted, in the task perspective the tasks of the framework are described, i.e. the 

sponsoring process formulation is executed. Moreover, the knowledge is assessed in the 

models perspective and in the method perspective is determined when and how this 

knowledge is used. Hence, with the models and method perspective the knowledge analysis is 

performed. 

Framework Construction 

The second step of the research model is the construction of the framework with the selected 

method. Since the method of Steels (1992) is selected, the framework construction is executed 

with the three perspectives tasks, models and methods. 

The Tasks of the Framework 

The primary process of AST-PF, 1.e. the task perspective, is constructed linked to two 

surrounding processes. That is to say, AST-PF functions as an intermediary between the Akzo 

Nobel organization and the subsidy world. As a result, the primary process should follow the 

project life-cycle of the Akzo client and the development process of a government program. 
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Grant 

On the right in the figure of the sponsoring process, the translation of government policy into 

a program is depicted. The framework refers to the government policy topics that are realized 

with subsidies. 

As depicted on the left on the figure, the project life-cycle starts with the strategy of the client. 

Then on a projec~ level, ideas that implement the strategy are selected. In the pre-planning is 

determined what should be done to realize the idea. Once this is labeled feasible, the project is 

planned in more detail. Then, if the project architecture is approved, the project is 

implemented. Finally, to conclude\ the project, it is evaluated. 
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The middle of the figure depicts the primary process of AST-PF. Fundamentally, the seven 

stages are distinguished to level the contents of the task with the phase the project is in, e.g. 

the subsidy potential of the project can only be determined very roughly when the project is in 

the idea phase. Accordingly, the input of the subsidizer is leveled with the requirements of the 

task. 

As depicted the first step is subsidy strategy client in which the strategic plans of the client are 

evaluated for their subsidy potential. Then, in the second stage, the selected idea is further 

assessed and classified according to subsidy criteria. 

In the third stage the client is assisted in the architecture of subsidy aspects of the project plan. 

Based on this project plan, in stage four the decision to apply for a subsidy is made. Next, if 

this decision is positive, the application activities are coordinated in stage five . 

In stage six, if the government approves the application, the subsidy is settled during the 

project implementation. And finally, after the project is finished, the post-project obligations 

of the subsidy are monitored in the follow-up. 

The Models of the Framework 

The seven stages outlined before, are further specified into sub-tasks. Then, for each sub-task 

the case and domain models are determined. That is to say, for each sub-task the in and output 

and the knowledge necessary to create the output is established. For instance, for stage one, 

the figure outlines the three subtasks and knowledge attached that need to be performed to 

formulate a subsidy strategy2
• 

2 The fat rectangle represent the domain models, the rectangles are the case models and the circles are the task 

from which the first digit is the stage number and the second the sub-tasks number. 
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The Knowledge Structure of Stage 1 

As depicted, the first sub-task is the establishment of government topics that are of interest to 

Akzo Nobel in the government diagnose (tasks 1.1). This requires knowledge about where to 

look for information within the government organization (Attention Points Government 

(l.A)). Moreover, to establish the government topics that could be of interest to Akzo Nobel, 

the general characteristics of Akzo Nobel, e.g. large multinational chemical organization, 

(Characteristics Akzo Nobel (l.B)) need to be known. 

Secondly, the client is diagnosed (task 1.2). Knowledge that outlines a number of points that 

need to be assessed (Attention Points Client (1.C)) because it could be used in the 

formulation of the subsidy strategy is used in the client diagnose. These points include the 

mission, the strategy, the financial policy, the organization, the products, the relations, and the 

subsidy history of the client. 

Finally, to formulate the subsidy strategy one need to have knowledge over general criteria 

that are used for the evaluation of subsidy applications (General Subsidy Criteria (1.D)), 

e.g. the impact of the project on the country, on the branch, on other branches, and on the 

overall technological development. And know the current themes that are executed with 

subsidies (Subsidy Areas (l.E)). 

Similarly to before, for the other six stages the knowledge structure were developed as well. 

Moreover, for each domain model the knowledge contents was defined in more detail. 

Overall, since the skills of AST-PF are developed on-the-job, the knowledge was based on 
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input from the AST-PF. However, literature was used to structure and complement the 

knowledge models. 

The Methods of the Framework 

The methods are used explicitly by Steels ( 1992) because they are translated into rules at the 

symbol level. However, since the framework is not translated into a knowledge system, the 

control structure is not developed explicitly. In stead, when the models are used was outlined 

in the knowledge structure figures like the one presented for stage one3
. How the models 

should be used is explained in the introduction of each domain model and clarified with the 

definition of the in and output of each sub-task. 

Conclusions & Recommendations 

The main recommendation is that if AST-PF adopts the sponsoring system, i.e. the translation 

of the framework unto an intra-net site, they will have a system with the following 

advantages/disadvantages: 

Advantages 

The main advantage of the system is that it support AST-PF in such a way that it structures 

the work of the department. This structure is expected to increase the quality of service AST

PF provides, i.e. when the structure is followed the system will outline the issues that the 

Technology Liaison Manager need to attend at that time in the process. 

Second, assuming that AST-PF works with the sponsoring system, the provided service will 

be more consistent through out the Akzo Nobel organization. Moreover, the system could 

simplify the communication, i.e. the exchange of experiences, between the AST-PF members 

as well. 

Finally, an advantage of the working method outlined in the sponsoring system is that due to 

the strategic analysis (stage 1) AST-PF is earlier aware of potential projects. This gives 

capacity to plan the application properly. Moreover, project ideas can also be altered in an 

earlier state which is expected to prohibit some of the trouble shooting later on in the process. 

Last but not least, plans with few subsidy potential can be eliminated at an earlier state as 

well. 

3 When the models are used is outlined in the knowledge structure because the tasks are not parted unto an 

elementary level. Nonnally, the tasks are divided in elementary tasks and ordered in the control structure 

(methods). 
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Disadvantages 

The main disadvantage of the developed system is that the support it provides is limited. Due 

to the absence of a reasoning mechanism, the system user still needs to have some experiences 

with subsidies to work with the system. On the other hand, the task of AST-PF requires much 

flexibility which is hard to capture in an adequate reasoning mechanism. 

An other disadvantage of the sponsoring system is that it is a structured representation of the 

reality. As in any model, it does not completely suit the every day life of AST-PF and is 

expected to produce some problems in the application. 

Finally, due to time restrictions, the sponsoring system does not outline the processes that are 

not directly related to the primary process but could be helpful for the understanding of the 

primary process. This secondary knowledge could be added as kind of a second layer with 

references in the current models of the sponsoring system. 
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1. Introduction 

This chapter serves as a general introduction of the paper. To begin with, the background of 

the project is presented. Then, the objective of the project is outlined 'to establish the general 

purpose of this master thesis. Finally, the remainder of this paper is outlined by presenting the 

chapters briefly. 

1.1 Background 

Governments have two important ways of influencing society with financial instruments. On 

the one hand, taxes and fines are used to discourage misconduct. On the other hand, subsidies 

or fiscal benefits are granted to stimulate and promote certain behavior. During the eighties 

the public verdict emerged that governments should collaborate more with the private sector 

(Hillen & Muller, 1996). Subsidies are helpful to establish this collaboration between the 

public and private sector. 

Since the founding of European Economic Community in 1957, sponsoring has become an 

international (European) business. In 1982 The Framework Programs for Research and 

Technological Development (R&TD) were started to organize the funds for research and 

development (R&D). The overall goal of these programs is to improve the competitive 

position of the European Industry (EG-Liaison, 1996). Currently, the Fifth R&TD Framework 

Program is developed for the period 1999-2002. This new framework program, with a budget 

of 15 billion ECU, embodies two types of programs, i.e. thematic and horizontal programs 

(see Table 1-1). 

Table 1-1 The Fifth R& TD Framework Program 

Thematic Programs: are programs for projects who are: 
• unlocking the resources of the living world and ecosystem. 
• creating a user-friendly information society. 
• promoting competitive and sustainable growth. 
Horizontal Programs: are programs for projects who 
• confirm the international role of European research. 
• promote innovation and participation of SMEs. 
• improve human potential 

Source: Cordis (151097). 

What is more, local governments, like the Dutch government, have similar investment 

incentive policies promoting certain regions, energy savings, environmental friendliness, 

innovation, export with certain regions, and local employment and education (Deloitte & 

Touch Subsidie Adviseurs, 1997). 
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To make better use of these (national and international) available subsidy opportunities Akzo 

Nobel NV decided to form a small central key-group for coordination of subsidy activities on 

April 2, 1996. Prior to that date, the decentralized subsidy coordination resulted in a 

fragmented approach and an aversion for the bureaucracy connected with subsidy applications 

(Sistermans, 1996). 

The central subsidy key-group, Akzo Nobel Strategy & Technology-Project Finance (AST

PF), is a young organization still in the process of establishing their organization. To do so, 

they are putting emphasis on the promotion of the group within the Akzo Nobel organization, 

the exact formulation of the service they want to provide, and the organization of the office. 

\ d'. I Since the foundation, AST-PF has been growing steadily. As a result, AST-PF feels the need 

f lfw '] for a more formalized base to coordinate activities among a larger group of members and to 

'ti'-' V ') propagate a consistent message within Akzo Nobel. 

0""·:1/'\ 

i 

1.2 Objective 

The research reported·jn this paper aims at assisting AST-PF in the process of growing into an 

organization with self-learning professionals. To do so, it will establish a framework to 
✓ -...... ...........__.,--- ., --~ "'-----, -- ·, -..._ -- -... -----

support the subsidy key-group (AST-PF) in conducting the business of developing subsidy 
/ ,,., ---- --- -,_.... - - - - --- - . 

opportunities and coordinating subsidy applications for their customers (the business and 
---·· ··--· --........__, ____ ·----- ------- ----· ·--.. ------ ------·-------- ------------------------
service units (BUs & SUs) of Akzo Nobel). · 

' . ..., 
\.. _,,,_-

1.3 Outline for the Remainder of the Paper 

As Figure 1-1 depicts, this work is divided into eight chapters. After this introductionary 

chapter, Akzo Nobel NV is introduced in chapter two. The problem is analyzed in more detail 

in chapter three leading to the scope and focus of the project. Then, the methodology, i.e. the 

means to carry out the project, is shown in chapter four. Chapter five deals with the frame of 

reference, i.e. the theoretical background on which the project is based. Subsequently, the 

selection of a knowledge engineering method is justified in chapter six. With this method the 

framework is constructed as outlined in chapter seven. And finally, in chapter eight the 

conclusions and recommendations are presented. 
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1 

Intro- 2 

Appen-

8 3 

Figure 1-1 The Chapters of the Paper 

In addition to the list of references, there are appendices that outline the seven stages of the 

framework and the legend of the knowledge structure figures. 
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2. Akzo Nobel NV 

Akzo Nobel is presented more thoroughly in this section. A general overview of the company 

is given in section 2.1. Then, the subsidy key-group (AST-PF) is presented by introducing the 

purpose and tasks of the department. 

2.1 General information 

This part includes basic information about Akzo Nobel. First, the objectives and strategy are 

presented. Then, the organizational structure is outlined to position the subsidy-key-group 

within Akzo Nobel. 

2.1.1 The Objective and Strategy 

Akzo Nobel's strategy not only emphasizes the consolidating of the current core businesses 

but also the constant development of, 

" ... new products based on the technological and marketing know-how available within 

the company." 
(Akzo Nobel NV, 1997a, p. 6) 

This growth from within the company aims at a natural fit with the existing activities as well 

as retaining the creativity to develop new core competence (Akzo Nobel NV, 1997a). In 1996 

Akzo Nobel's R&D expenditures were NLG 1,112 million (Akzo Nobel NV, 1996). 

2.1.2 The Organization 

As Figure 2-1 depicts Akzo Nobel's Business Units (BUs) are clustered into four groups of 

activity: Chemicals, Coatings, Pharma, and Fibers. BUs Chemicals supply specialty, 

functional, and bulk chemicals. Coatings is a producer of paints finishes, stains, and synthetic 

resins. The BUs in the field of modern health care are clustered in Pharma. And, finally, a 

selective range of fibers for industrial and textile applications is produced by the BUs of 

Fibers (Akzo Nobel NV, 1997a). 

In addition, a number of functions have been centralized to achieve a cohesive policy within 

Akzo Nobel. The corporate staff is active in the field of finance and ~ontrol, human resources, 

strategy, technology, environment, information systems, corporate communications, legal 

affairs, and taxes. 
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I 
BUs 

' Chemicals 

I 
BUs 

Coatings 

Board of Management 

:« AST-P_:] 

'--:__ 
Corporate Staff 

I 
BUs 

Pharma 

I 
BUs 

Fibers 

; 

Service 
Units 

Source : Akzo Nobel NV, 1997 

Figure 2-1 The Organizational Structure of Akzo Nobel 

The subsidy key-group is part of Akzo Nobel Strategy & Technology (AST) (see Figure 2-1). 

Overall, AST is responsible for the strategy and the coordination of technology developments 

within Akzo Nobel. The central technology expansion is organized in the Corporate Funded 

Research program (Akzo Nobel NV, 1997b). 

2.2 Akzo Nobel Strategy & Technology - Project Finance 

The main objective of Akzo Nobel Strategy & Technology - Project Finance (AST-PF) is 

" ... to improve awareness of external sponsoring possibilities for business development, 

and increase the number of successful applications for funding. 
(Woldring, 1997) 

To achieve this, AST-PF has defined three main tasks (see Table 2-1) and aims at delivering 

three 'products' Active sponsored business development, Information and Presentations, and 

Information & Help desk. 

Table 2-1 The Responsibilities of AST-PF 

Direct support to BUs, SUs, locations to prepare subsidy applications and incentive proposals. 
Maintenance of (inter) national networks, government, EU, other companies. 
Promotion of subsidy and incentive opportunities within Akzo Nobel. 

Source: Sisterrnans, 1996 

Currently, AST-PF is concentrating their activities on funds from the Dutch government 

(±80%) and the European Union (±20%). The department is organized with account managers 
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for different groups of BUs. There are weekly meetings to coordinate the activities short term. 

For long-term business developments, there are monthly meetings and an annual day to 

discuss the strategic direction of the AST-PF organization. Presently, the department 

constitutes of six full-time employees and a (part-time) manager. 
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3. Problem Discussion 

In section 1.2 the overall objective of the paper was outlined. This chapter will discuss the 

objective in more detail. That is to say, in this chapter is outlined what research questions the 

framework should answer to support the current AST-PF organization adequately. To do so, 

these research questions are formulated based on two concepts which are used to briefly 

analyze the organizational design of the relative young AST-PF organization. 
(J/iJ .. ,J 

As argued by van Aken (1992), the Mintzberg configurations and the 7-S framework of Peters ~~ 
and Waterman can be used to analyze organizations. More precise, the configurations can be k 
applied to detect configuration strange parts and the 7-S framework can be used well as kind ~~ 
of a checklist to analyze organizational problems. .Jo /.-<hC., ~ 

t .. t..:)4«/ 
fWl,' } 

In this chapter, the organizational configurations of Mintzberg are used first to categorize the ,~~ . 

total AST-PF organization and to compare the chosen theoretical configuration with the 

current AST-PF orgat_1ization. Then, the 7-S framework of Peters and Waterman is used to 

further describe and analyze the structure of AST-PF in more detail. 

Finally, based on the configuration and the current status of the 7-S's of AST-PF, the 

contribution of this paper to the AST-PF organization is formulated with the research 

questions. These questions and the delimitation are outlined in the scope and focus of the 

project. 

3.1 AST-PF: a professional organization 

As suggested in van Aken (1992) one can use the Mintzberg-configurations to study 

organizations. In Mintzberg & Quinn (1991) seven types of organization configurations are 

distinguished. Three elements of each configuration, i.e. the coordination mechanism, the key 

part of the organization, and the type of decentralization, are outlined in Table 3-1 4
• 

4 An elaborate description of the characteristics of the seven configurations can be found in Mintzberg & Quinn 

(1991) pp. 343-359. 
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Table 3-1 The seven configurations of Mintzberg 

Entrepreneurial Direct Strategic apex Vertical and 
organization supervision horizontal centralization 

2 Machine Standardization Technostructure Limited horizontal 
organization of work processes decentralization 

3 Professional Standardization Operating core Horizontal 
organization of skills decentralization 

4 Diversified Standardization Middle line Limited vertical 
organization of outputs decentralization 

5 Innovative Mutual Support Staff Selected 
organization adjustment decentralization 

6 Missionary Standardization Ideology Decentralization 
organization ofnorms 

7 Political None None Varies 
organization 

Source: Mintzberg & Quinn, 1991 , p. 344 

The main condition of a professional organization is that 

" ... the operating core of an organization is dominated by skilled workers who use 

procedures that are difficult to learn yet are well defined. " 
(Mintzberg & Quinn, 1991, p. 709) 

This is similar to the AST-PF where the organization 1s dominated by the Technology 

Liaisons Managers, i.e. the operating core of professionals. Even though the knowledge and 

skills of these professionals can be standardized, the application remains non-routine and 

complex. Furthermore, like AST-PF, the organization culture of a professional organization is 

characterized by a high involvement of the operating core. 

Normally, the professionals work relatively independent of their colleagues but closely with 

the clients they serve. In AST-PF, however, it is now also common to team up two 

Technology Liaison Managers due to the difference in experience. The Technology Liaison 

Managers should, nevertheless, work m_ore independently in the future. 

For coordination of these independent professionals a professional organization relies on a 

standardization of skills and knowledge (see Table 3-1 ). In other words, rather the worker the11_ 
i 

the work is standardized, i.e. the work of a professional includes a diagnostic part which is 

diliicuft to standardize. ( ~~{-- c"} ,j'1'li ~,<:t:,~(,l'-'1 1 ,) 

Since AST-PF also need to coordinate among a larger group of members, emphasis should be 

on the development of a standard of skills according to the Mintzberg-configuration.c:::::==-----
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3.2 AST-PF: an organization in progression 

AST-PF is a relatively young organization in the process of designing their organization. 

According to Peters and Waterman seven factors , i.e. the 7-S framework, should be 

considered in the design of an effective organization (see Figure 3-1 ). 

Source: Watennan eta/(1991), p.310 

Figure 3-1 The 7S-framework of Peters and Waterman 

The three factors, i.e. Strategy, Structure, and Systems, are considered as ' hard' and four 

factors, i.e. Skills, Staff, Style, and Shared Value are labeled 'soft'. All factors , however, are 

essential for organizational design and can not be seen separately, i.e. if one S has to be 

1
. Se:. 

changed the others have to be watched carefully. j f;,.r 
Next, the 7S factors are used to give a brief overview of the current AST-PF organization. 

3.2.1 Strategy 

Within the 7S-framework strategy represents the overall policy of the organization (van Aken, 

1992) and it is or ought to be, 

" ... an organization way of saying: 'Here is how we will create unique value '. " 
(Watennan et al, 1991 , p. 311) 

AST-PF believe that their unique value lies in the active creation of sponsoring business 

development. In other words, the involvement of AST-PF at the beginning of a project idea 

could result in the architecture of the project that imbeds a higher subsidy potential. However, 

since AST-PF was also formed to maintain a network with the government, to promote 

subsidy opportunities within Akzo Nobel, and to support the BUs and SUs in preparing 
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subsidy applications5, this part of the strategy has not yet been developed completely. 

Consequently, this research should contribute to the implementation of this strategy. 

3.2.2 Structure 

In the 7S-framework, Structure refers to the way the tasks, responsibilities and power are 

organized (van Aken, 1992). 

I Director I 
I 

! Corporate 
I Technology 

I 
I I I I 

,c.,,.,, .. ,.·. '.·'·' 

I Desk Procedure 
:4 Managers Subsidy 

I Manager Manager \ Technology Manager 

i I Liaisons Brussels 

Figure 3-2 The Organization Structure of AST-PF 

In principle, the structure of AST-PF is decentralized (see Figure 3-2). That is to say, 

following the BU structure of Akzo Nobel, each account manager (Manager Technology 

Liaisons) is responsible for the subsidy coordination of their part of the Akzo Nobel 

organization. Additionally, there is a Desk Manager and a Procedure Manager for the 

coordination of administrative procedures before and after a subsidy is granted. Furthermore, 

there is a Subsidy Manager situated in Brussels, Belgium. The Director Corporate Technology 

of AST is supervising the subsidy-key group. 

3.2.3 Systems 

Peters and Waterman define systems as all procedures formal and informal in an organization 

(Waterman et al., 1991). Since AST-PF is still a small organization, the procedures are mainly 

informal. There are, however, weekly and monthly meetings to coordinate respectively the 

short- and long-term activities. Moreover, a central archive of the projects as well as a 

database of the relations of AST-PF is currently under development. 

AST-PF has not formally defined their primary process completely. And yet, due the growing 

{ number of me~bers -an,i to implement ilieii=-o~ strategy, AST-PF could use a clear 

) description of their primary process to train new members and to imp!ove of the overall 

--~ c~~ation ~ ithin tiieAsf:pF organi~ Thi~ se~h;hould ful~l-this need. 

5 see section 2.2. 
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3.2.4 Skills 

The Skills are all the knowledge needed to have a successful business (van Aken, 1992). The 

core competencies of AST-PF are developed on-the-job. Roughly, these skills are ½uowledge / lir1, l,&1, -~ 

of Akzo Nobel and the ~ world. Hence, due to difference in background and experience,~ # ~d -i -· -this knowledge is spread over different persons within AST-PF. 

This separation of knowledge sources as well as the growing number of members makes the 

assessment and systematization of the knowledge within the AST-PF useful. Moreover, as 

argued by Post & Van Schie-Teekamp (1995), the mapping of current knowledge could show 

the possible (future) hiatuses in knowledge and improve the communication between the 

Technology Liaison Managers. Systematized knowledge is also better accessible for new 

members and can be used for training purposes. 

3.2.5 Staff 

The Staff dimension reflects the people that work in the organization. Particularly, it is 

concerned with the preparation, development and allocation of the staff (Waterman et al., 

1991). 

The staff of AST-PF has been growing since their start. The integration of new members has 

been rather smoothly, still, training new members is difficult, i.e. there is no education 

program for Technology Liaisons Managers. Consequently, a description of the primary 

process as well as a systemization of the knowledge could help integrate members easier and 

faster in the AST-PF organization. 

3.2.6 Style 

The Style dimension describes the way an organization is managed, i.e. it should outline how 

the management comes across in an organization. At AST-PF the manager acts primarily 

participative, i.e. he supports and facilitates the Technology Liaisons Managers. 

In other words, the Technology Liaisons Managers work independent and coordinate 

activities with the Director Corporate Technology of AST once a week. Furthermore, the 

Director Corporate Technology often plays the liaison role (Mintzberg & Quinn, 1991), i.e. he 

promotes AST-PF within Akzo Nobel and informs AST-PF about new corporate R&D 

projects. 

3.2.7 Shared Values 

The Shared Values6 element, i.e. the organization culture, represents in the 7S-framework the 

set of organizational values and aspirations. The AST-PF culture is characterized by the 

6 In older publications this S is labeled Superordinate Goals. 
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enthusiastic members with a large involvement in their work, i.e. they are eager to prove that a 

central subsidy department generates value for Akzo Nobel. 

3.3 Scope and Focus of the Project 

Based on the AST-PF configuration and the current status of the 7-S ' s the objective of the 

project will be described in more detail by presenting the scope and focus in this section. To 

do so, the research questions and delimitation are outlined. 

3.3.1 Research Questions 

As described in section 1.2 the purpose of this study is: 

" ... to establish a framework to support the subsidy key-group (AST-PF) in conducting 

the business of developing subsidy opportunities and coordinating subsidy applications 

for their customers. " 

For AST-PF, a growing professional organization, the framework should furnish 

standardization of skills, i.e. the primary coordination mechanism (see section 3.1). However, 

before this part of the 'skills' dimension can be designed, the primary process of AST-PF has 

to be determined. Moreover, as mentioned in section 3.2.3, a clear definition of the primary 

process should show the implications of the strategic focus (including the active sponsoring 

business development) and is useful for training purposes. Therefore, the research questions 

should start as follows: 

Question 1: 

First, the framework should determine the part of the 'systems' dimension that describes the 

procedures surrounding the core business of AST-PF . Since not all procedures are formalized 

into a process, the first research question is: 

"What should the primary process of AST-PF look like?" 

Question 2: 

After the task environment of AST-PF is defined the skill requirements have to be 

determined. The first step in developing the 'skill' dimension is the second research question: 

"What knowledge is required to perform the primary process?" 
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Question 3: 

Since the strategy has not been carried out completely and most knowledge is developed on

the-job the current knowledge in AST-PF has to be ascertained. Then, the knowledge gaps as 

well as the possibilities for knowledge improvement can be assessed as well. Nevertheless, the 

third research question should foremost be: 

"What knowledge of the primary process is currently available in AST-PF?" 

Question 4: 

Consequently, to analyze the knowledge gaps and to structure the available knowledge, the 

fourth question of the framework is: 

"What additional (theoretical) tools can support the primary process of AST-PF? " 

Question 5: 

And finally, to formalize part of the 'skills' dimension and to embody the standardization of 

skills, the fifth research question should be: 

"How should the knowledge be organized to transfer it systematically inside the 

organization?" 

3.3.2 Research Delimitation 

Boundaries and restrictions ·. of the project are specified in this section. So, the following 

paragraphs describe the delimitation concerning the focus of the paper and the research 

questions. 

The Focus of the Paper 

In Figure 3-3 the focus of the project is presented. As depicted, this paper is part of the 

development process of AST-PF. Furthermore, not all aspects of organizational design but ~ ( _ 

only 'systems' and 'skills' are in focus, i.e. the other S's are assumed to be fixed. --j? ~ lc,c..Jf 

1 h d f th . . f h ' ' ct· . l\.h ~ Moreover, on y t e proce ures o e pnmary process are topic o t e systems 1mens1on, --k<,~VNJ 
i.e. all procedures formal and informal. And similarly, of the 'skills' dimension only the ~ pt~ ( 
knowledge regarding the prim~ rocess is in focus. 

L k • n c .k., J, .,vV '!1) 
; ~ ?VN"' CAI' r 
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Figure 3-3 

,,,
: Central Subsidy Key-group ~ \\ ____ ~-1 

Organization Design ----~ 

The Levels of Focus 

-------.___ 
Systems & Skills "\. 

-----7 
~ / 

, Questions / ---------
Akzo Nobel Environment 

Furthermore, Peters and Waterman argue that if one S is changed the others need to be 

considered (Waterman et al., 1991). Although, in section 3.2 the implications of the change in 

strategic focus were briefly outlined, the specific implications of the alterations to 'skills' and 

'systems' are not included in this research. These alterations, however, are based on a 

configuration of Mintzberg so they should fit the current situation of AST-PF. 

Restrictions on the Research Questions 

Other limitations are the degree to which the research questions are answered. The main 

limitation lies in the analysis of the knowledge. This paper aims at establishing a knowledge 

"
1
,>1, "' 11· base that supports the primary process. It will not explicitly determine the sources of 

'J.)\, , l knowledge or structure knowledge that is not directly related to the primary process. 
"' ~ r · \,' I l

1 
, ,, · 

J\', . Moreover, the systematic transfer of current and future knowledge is realized with a 

framework in which the knowledge is structured. Hence, this research will not develop 

explicit procedures to gather and transfer future knowledge within the AST-PF organization. 
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4. Methodology 

In section 1.2 was outlined that this research aims at creating a framework that supports the 

AST-PF organization. Furthermore, in chapter 3 was investigated where this framework 

should support the AST-PF organization. This resulted in five research questions that the 

framework should satisfy. 

This chapter will clarify how the objective is approached and the research questions are 

answered with the delimitation set. In other words, the research model is presented. 

However, to outline the research model it is necessary that the concepts of knowledge and 

knowledge systems are first briefly explained. Then, in the research model the features of the 

framework, the stages of the study, and the data collection are outlined. Finally, to conclude 

this chapter, the study is critically assessed. 

4.1 Concept of Knowledge 
The research questions outlined that this research aims at developing a framework that 

furnishes the primary process of AST-PF and the knowledge attached. Consequently, this 

section accomplishes a theoretical introduction of different aspects of knowledge. First, for 

the overall perception, a definition of knowledge for this research is established. Then, 

knowledge systems and their different functions are explained. 

4.1.1 Data, Information, Knowledge 

Most attempts to define knowledge in the literature have resulted in a comparison of the 

concepts of knowledge and information. The difficulties in distinguishing these concepts 

resulted in many different definitions of knowledge ('t Hart, 1997). For this paper, however, it 

is only interesting to determine the different roles knowledge and information fulfill in the 

business process. A useful definition, therefore, is, 

" ... information consists of facts and data organized t(! describe a particular situation or 

condition, while knowledge is applied to interpr~ )the situation and to decide how to 

handle it. " 
('t Hart, 1997, p. 20) 

So, the role of information is to 'describe' while knowledge is used to 'interpre~ ' situations. 

Similarly, although from a more task orientation, 't Hart (1997) argues that the task 

transforms the input cases to settled output cases with the use of knowledge (see Figure 4-1 ). 

Bolesian (1995) debate more precisely that the data (problem description) is interpreted into 

information (solution) with the use of knowledge. Hence, knowledge is viewed as information 

in a particular role. 
-~ 

7 
,. 
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Task 

Figure 4-1 The Knowledge-Intensive Task 

4.1.2 Knowledge Systems 

Settled 
Cases 

Source : '!Hart, 1997, p. 4 1 

Figure 4-2 depicts some characteristics for the design of three types of systems, i.e. data-, 

information-, or knowledge systems. As portrayed, Davenport (1995) stresses the barricades 

for the design of a knowledge system. 

Observations of States 

Easily structered 
Easily captured on 

machines 
Often quantified 

Highly transferable 
Compact 

I Information I 
' til@ii@@®&i'iH@L}s ½• :@Mill$?'4-4Wi ©tut-~ .. • 0, 

"Data endowed with 
relevance and purpose" 

Requ ires unit 
Need consensus on 

meaning 
Human necessary 
Something lost in 

communicarion 

Figure 4-2 Data, Information, Knowledge 

Bolesian (1995) define a knowledge system as, 

I Knowledge I 
'¢@ %t&/m;,@/@& , •• _t ff$¼¥\ ·:,•$ •$ fy,UC..,gAA'' 

Valuable information 
embedded inthe brain 

Hard to structure 
Difficult to capture on 

machines 
Highly personal 
Hard to transfer 

Often tacit 

Source : adapted from Davenport, 1995 

" ... a computer system containing explicit knowledge of a specific problem area and a 

mechanism which can be used to solve problems in this area. " 
(Bolesian, 1995, p.152) 

Thus, a knowledge system consists of a knowledge bank and a reasoning mechanism. 

Moreover, Bolesian (1995) distinguish two types of knowledge-based systems. A semantic 
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database is a database which contains data as well as knowledge about the data. And a 7} 
knowledge system which only contains knowledge of an expert on a certain area. 

The different functions a knowledge system can fulfill are emphasized by Jansen & Alblas 

(1995) and Barrett & Beerel (1988). According to them the role of a knowledge system ranges 

from the replacement of an expert, to the support of an expert, and the spread of knowledge 

over non-experts. In addition, Balasubramanian ( 161097) argues that knowledge systems 

should be perceived as facilitators of the organizational learning process as well. 

Another way to establish the function of knowledge system is an assessment of the support it 

provides for the user. Accordingly, 't Hart (1997) classifies five levels of decision support an 

IT-application can generally provide (see Table 4-1). 

Table 4-1 A Classification a/Types of Support IT-applications Can Provide 

Automated problem solver: An application that can replace the expert completely. 
Counseling application: An application that provides conditionally derived advice concerning the 
output. 
Guidance application: Procedural support for the professional. 
Decision ingredients providing application: The users is assisted on enable level, no information 
enrichment functionality is provided. 
The not decision supporting application: No specific assistance is provided by this type of application. 

Source: 't Hart, 1997, p. 71 

4.2 The Research Model 

This section introduces the research model, i.e. the approach to solve the research questions. 

Overall, the research questions are solved with the development of the sponsoring system, i.e. 

the c01l ruction and translation unto an intra-net site of the framework. 

HoweJ er, before the approach to carry this out is presented, the required features of the 

framework are determined with use of the concepts presented in the previous section. Then, 

the research questions and stages of the study are outlined. And lastly, the data collection is 

reviewed in more detail. 

4.2.1 The Features of the Framework. 

Considering the research questions and the concepts of the previous section, the framework 

should have the following properties. 

First, the knowledge system definition of a Bolesian (1995) distinguishes two parts; a 

knowledge bank and a reasoning mechanism. By answering the research questions, the 

framework of this research will be more oriented towards a knowledge bank. Moreover, the 

task of the AST-PF professional imbeds the typical diagnostic aspects that are very difficult to 
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capture in a reasoning mechanism. Not __ · -· , for nothing the professional configuration of 

Mintzberg suggests to standard the skills and not the output7
• 

However, to make the framework more applicable, the knowledge bank is connected to the 

primary process like is depicted in Figure 4-1 . Furthermore, the knowledge is presented in 

such a form that it implicitly suggest how a user (the Technology Liaison Manager) should 

reason with it. 

Second, the framework will function as a guidance application8
. In other words, following the 

primary process the right knowledge models are presented at the right time in the process. 

And finally, the framework aims at supporting the expert as well as spread of knowledge over 

non-experts9
• The level of support, however, will be limited and the framework will not be 

able to replace the expert since a reasoning mechanism is not available in the framework. 

4.2.2 The Stages of the Study 

So, a knowledge bank connected to the primary process are the ingredients of the framework. 

Even though this paper will not develop a total knowledge system it will use a knowledge --·---
engineering method to develop the components of the framework. 

As a result, the first step of the research is the selection of a knowledge engineering method. 

This method should have the characteristic that it can be used to develop a knowledge bank 
w- ·- -· - --- -· - - - -

\ connected to the primary process separately from the re~~ m_~c~~i:_m. _ 

The second stage is the actual construction of the framework. More precise, first the primary 

process of AST-PF is described, analyzed, and structured by the formulation of the sponsoring 

process, which should answer the research question 1 : "What should the primary process of 

AST-PF look like? ". 

Then, research questions 2-4: "What knowledge is required to perform the primary process; 

What knowledge of the primary process is currently available in AST-PF; What additional 

(theoretical) tools can support the primary process of AST-PF." are answered with a 

knowledge analysis. That is to say, the knowledge for the primary process is assessed plus 

structured and complemented with theoretical tools. 

Finally, the framework is put on an intra-net site. With that the sponsoring system 1s 

completed. The intra-net site is the umbrella under which the knowledge will be organized to 

transfer it systematically inside the organization. 

7 See section 3 .1. 

8 The different support types a system can provide were outlined in Table 4-1. 

9 The different functions of a knowledge system were outlined in the previous section. 
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Actually 1t 1s the knowledge analysis that orgamzes the knowledge and the intra-net site is ~ J 
used as a tool to transfer it inside the organization and thereby research question 5: "How Wkw
should the knowledge be organized to systematically transfer it inside the organization. " is ./4:) ~ / 

answered. ~~ 

Moreover, since the development of the sponsoring system is just a direct translation of the ~1 
framework unto an intra-net site, it will not be reviewed anymore in this paper. Finally, to ~ · , 

summarize this section, Figure 4-3 outlines the stages of the study and the research questions. ·, 
~ 

Research Question 1 

Knowledge Engineering 

Method Selection 

Framework Construction 

Sponsoring Process 

Formulation 

The Sponsoring System 

Figure 4-3 The Research Questions and Project Stages 

4.2.3 The Data Collection 

Overall, the data for the framework is collected from the experts, i.e. the Technology Liaison 

Managers of AST-PF. That is to say, since their working method is formulated in the 

sponsoring process and their experiences are collected in the knowledge bank, they are the 

primary source of data. However, to structure and complement the working method and 

knowledge of AST-PF a number of secondary data sources10 are used. 

10 Secondary data is data that is previously collected and assembled for other projects (Zikmund, 1989). 
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The Sponsoring Process Formulation 

AST-PF functions as an intermediary between the Akzo Nobel organization and the subsidy 

1 l world. As a result, the primary process should follow the project life-cycle of the client and 
\,,W the development process of a government program (see Figu7e4-~4):---- ----

----------- ---- - -- ------

Although the development process of a program is based on data from the Technology 

Liaison Managers, the stages of the project life-cycle is constructed based on secondary data. 

In addition, literature on the subsidy application process is used to structure and supplement 

the working method of AST-PF. 

The Stages 
of Project 

i Life-cycle 

The 
i Primary 
I Process of 
: AST-PF 

Figure 4-4 The Formulation of the Primary Process 
J ( 1, r:v.,,tct i~_,_.J\, 

The 
Develop

ment 
Process of a 

Program 

As a result, the primary process will follow the project stages of the customers of AST-PF. 

Then, the information available from the customers is input for the primary process and will 

influence the extent of advice (the contents of the task) AST-PF can provide at different stages 

in the project life-cycle. 

The Knowledge Analysis 

As mentioned in section 3.2.4 the skills of AST-PF are developed on-the-job. Therefore, the 

knowledge for the primary process is primarily based on data from the Technology Liaison 

Managers. In addition, secondary data is used to complement and structure the knowledge 
·' .....,,-..,...,._,,.,,...,,___ __ _ 

available in AST-PF. 

4.3 Critical Assessment of the Study 

This section assesses the study from a critical perspective. First, the research project 1s 

reviewed from a global level. Then, the data sources are discussed. Finally, the outcome of the 

project is analyzed critically. 

4.3.1 The Research Project 

Except for the development of the project stages, this research study basically follows the 

inductive approach· i.e. the framework is created based on empirical data and structured and 
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completed with theoretical data. The main advantage is that the model is really adjusted to the 

study object. 

However, a deductive approach, i.e. creating a framework based on theory and then adjust to 

reality, could have been applied as well. The main advantage of a deductive method is that it 

would be more an anal · the workin method of AST-PF. Hence, other or further aspects 

of relevance might be discovered using the this approach. The problem, however, is the 

limited availability of specific literature and the suitability of more general literature. 
cvv-- &{__ fVv k"-'1 ~o.,...,{ ~ ow.,.__ Lrzcw~v .:.h ;J tl..-5 ?\.... 5 CO\..v1U 7 

4.3.2 The Data Sources 

The reliability and validity of the data collected depends on the sources. Basically, the 

primary data source is the Technology Liaison Managers of AST-PF. The danger lies in the 

fact that tnformatiao from just one source could be biased. However, since the Technology 

Liaison Managers profit themselves from a valid framework, the impression was that the data 

was quite reliable. Moreover, whenever possible, theoretical data was used to verify, structure, 

and complement the information from the Technology Liaison Managers. 

On the other hand, some problems occur when the data was inconsistent. Especially, in a 

young organization like AST-PF, there is not always agreement on the tasks the department 

need to perform. In this discussion with the Technology Liaison Managers these problems 

were tackled and compromises were closed. 

4.3.3 The Results 

The development of the framework is performed with a knowledge system design method. 

Basically the method is used to structure the working method and the related knowledge of 

AST-PF. oq!Jsr,J>f 
Only knowledge that is directly related to th@ primary process is captured in the framework. 

And yet, analyzing and describing other AST-PF knowledge could have clarified some 

primary process knowledge as well. For instance, the gathering of input and the det.eonination__ 

_o~ the client' s project stage are tasks that are not part of the primary process but could have 

been analyzed further. This is, however, due to time restrictions not possible. 

Also an extensive testing of the sponsoring system is not performed due to time restrictions. 

Nevertheless, the tasks and knowledge were investigated by the Technology Liaison 

Managers and brief case studies were performed to test parts of the framework. 
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5. Theoretical Framework 

The theoretical background for the following analyses is presented in this section. First, for 

the selection of a knowledge engineering method in chapter 6, different perceptions on the 

knowledge engineering process are presented. 

Then, theoretical aspects of a project-based environment and the subsidy world are outlined 

for the construction of the framework in chapter 7. 

5.1 Knowledge Engineering 

This section aims at presenting different aspects for the engineering of knowledge. To do so, 

the steps of the knowledge engineering process are presented first. Second, the levels of 

knowledge systems are briefly explained. 

5.1.1 The Knowleclge Engineering Steps 

Knowledge engineering is the process of 'getting the rules out of the expert' (Nootenboom, 

1995). According to the author this process should consist of the following steps: Analyze, 

Design, Construction, and Testing (see Figure 5-1). 

Source: Nootenboom, 1995, p. 4 

Figure 5-1 Knowledge Engineering Steps 

First is analyzed what kind of decisions the system ought to make. Then, in the design phase, 

is investigated how these decisions are reached. Then, the rule base is built in the construction 

phase. And finally, in the test phase, the constructed rules are evaluated to the requirements of 

the users. The four knowledge engineering steps ought to be executed for one rule at the time 

(Nootenboom, 1995). 
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Bolesian (1995) stresses in a like manner that the realization stage of the SKE-process11 

consists of the phases analyze, design, and construction. They, however, also argue a previous 

decision stage in which the overall feasibility of knowledge engineering for the type of task is 

determined. This stage ends with a definition of the project. 

' t Hart (1997) also uses a conceptual stage to analyze the task. This task complexity analyze is 

used to determine the level of support a system should provide and to select an IT-application 

according} y. 

In the development cycle of an expert system as outlined by Barrett & Beerel (1988) the 

boundaries of the possible system are emphasized more (see Figure 5-2). That is to say, in the 

first stage the system is defined by translating the aims of a system into specific objectives 

and in the last stage the developed system is reviewed and refined. Overall, as depicted, this 

process also has an iterative character. 

reformulation 

Defining the 

system 

Acquiring and 

structuring the 

knowledge 

clarifications 

revisions 

revision 

Figure 5-2 The Stages of an Expert System 

5.1.2 The Levels of a Knowledge System 

further requirements 

Building the 

components 

Refining the 

system 

changes & 

extentions 

Source: Barrett & Beere! , 1988, p. 137 

Another approach is to view knowledge system design as the development of levels for the 

actual system. For instance, Steels (1992) defines three levels to describe and analyze a 

knowledge system and uses these levels as process steps. As a result, he suggests to describe 

and analyze a knowledge system first at the knowledge level. Consequently, the system 

should be further described on the symbol level and finally the rule base should be translated 

into physical level components (see Figure 5-3). 

11 The Structured Knowledge Engineering (SKE) Method is developed by Bolesian (1995) to support their 

organization in the development of knowledge systems for their clients. 
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Experts Knowledge Level 

Symbol Level 

Physical Level 

Knowledge systeem: 

Source: Steels, 1992, p. I 09 

Figure 5-3 The Levels of Knowledge System Design 

At the lowest level of a knowledge system, the physical level, the physical structures and the 

procedures surrounding these structures are outlined. The level above the physical level is the 

symbol level. At this level the knowledge system is programmed in terms of rules, rule bases, 

objects, facts, reasoning mechanisms etc. 

Steels (1992) explains the difference between these levels with general computer concepts. In 

that sense, the programs and their languages correspondence to the symbol level and the bits 

properties and electron flow are reflected at the physical level. 

Originally, the design, the knowledge acquisition, and the maintenance of knowledge systems 

was executed at the symbol level. According to Steels (1992), however, there are three main 

problems with working directly on symbol level. First, it is difficult to abstract rules directly 

from the experts. Second, the rules are not always modular. And third, rules often hide a lot of 

knowledge. 

Therefore, Steels (1992) suggests that the design process should start on a higher abstracter 

level. This knowledge level describes the knowledge contents and implementation. It is, 

however., not concerned with programming aspects of the knowledge system design. A main 

advantage of working at this level is that this level is closer to the expert. 

Within the knowledge level Bolesian (1995) distinguishes the four types of knowledge 

outlined in Table 5-1. 12
• 

12 The method ofBolesian is based on the common KADS method which also distinguishes the same four levels. 
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Table 5-1 The Four Levels of the Knowledge Model 

Strategic Level: At this level is the order of tasks detennined. 
Tasks Level: The tasks and their aims are described at this level. 
Inferential Level: At this level the control knowledge is described, i.e. the types of conclusions that 
should be outlined. 
Domain Level: The knowledge described at this level are definitions of specific concepts and the 
relationships between them. 

Source: Bolesian, 1995, p. 24 

Similarly, Steels (1992) distinguishes three perspectives, 1.e. tasks (tasks level), models 

(domain level), and methods (strategic & inferential level), to describe the knowledge level 

(see Figure 5-4). These perspectives enable the knowledge engineer to view the system from 

different angles. Steels (1992) suggest developing the perspectives in the task-model-method 

order with a iterative character due to the strong interaction among them. 

Source : Steels, 1992, p. 111 

Figure 5-4 The Three Perspectives of the Knowledge Level 

Tasks 

From the tasks perspective the tasks of the system are analyzed. This results into the tasks 

structure which contains the head tasks divided into sub-tasks. The order of the tasks is not yet 

determined from this perspective. 

Models 

In the method of Steels (1992) problem solving (the task) is defined as a modeling activity. 

Therefore, the model perspective determines what models are created (case models) and what 

models are used to create these models (domain models) (see Table 5-2). 
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Table 5-2 The Models of the Model Perspective 

Cases Models: A case model is created to reflect parts of reality which are useful for the solution of the 
problem. It is constructed with input from the domain models and the users a,nd is only valid for one 
specific solution. 
Domain Models: A domain model reflects knowledge about the domain and is valid for a certain domain 
within the system. It is used to create case models (solutions). 
Process Models: A model that outlines the solution process. 

Steels, 1992, p. 271 

In other words, the model perspective describes the models (knowledge) needed to carry out 

the tasks defined before. This result in a model diagram in which the models and the data flow 

relationship between them is illustrated 13
• 

Methods 

In the method perspective 1s specified how and when the knowledge should be used. 

Consequently, the tasks are further specified by combining them with the modeling activities 

and a control structure is developed to outline the order of the different tasks. The control 

structure is depicted in a control diagram. 

5.2 Project-based Environment 
Since AST-PF is hired on a project basis, the activities surrounding the management of 

projects are presented in this section. First, the strategic context of projects are introduced. 

After which, the stages of a project are outlined in more detail. 

5.2.1 The Project as Part of the Strategy 

In the decision making process for R&D project selection Twiss (1992) illustrates that a 

project should be viewed in the corporate context (see Figure 5-5). That is to say, the selection 

of projects should be in line with the strategy of the department. This strategy is the result of 

three factors, environmental forecasts, capability analysis, and the corporate strategy. 

Potential projects, however, should be considered as well. 

13 The legend of these diagrams is outlined in Appendix H. 
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Source: Twiss, 1992, p.36 

Figure 5-5 The Decision Making Process of Project Selection 

Similarly, Burton and Michael (1992) argue that there are two levels on which a project 

should be managed. On the corporate level the projects are selected within the corporate 

planning process. And within the project management process the resources are divided over 

new and existing projects. 

5.2.2 The Stages of a Project 

After a project is selected within the strategic plan it needs to be set up. To do so, Burton and 

Michael (1992) distinguish four project phases (see Figure 5-6). The first phase, pre-planning, 

is the p~ase in which is determined what should be done and whether it is feasible, i.e. a cost

benefit analysis should be performed. In the detailed planning phase the tasks, resources and 

other project procedures are determined .. And finally, the project is executed and closed down 

in respectively the implementation and post-project review phase. 
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Source: Burton & Michael , 1992, p. 5 

According to Anthonisse (1993) the project life-cycle should consist of five stages, 

Conception, Feasibility, Preparation, Execution, and Closure. In particular, the conception 

stage is additionally to Burton & Michael (1992) and labels the way a project emerges. Holt 

(1988) also stresses this part of the project life-cycle with the stage generation of ideas (see 

Figure 5-7). 
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Source: Holt, 1988, p.6-7 

Figure 5-7 The Four-stage Model of the Innovation Process 

The product innovation process of Holt (1988) consists of four stages. In the second stage, 

utilization of •ideas, the idea is further developed into a product design proposal. This is 

similar to the phases preplanning (Burton & Michael, 1992) and feasibility analysis 

(Anthonisse, 1993) mentioned before. 

In the next phase the implementation is prepared in more detail. That is to say, Holt ( 1988) 

uses this stage to establish the practical consequences of the preceding stages. Similarly, 

Burton & Michael (1992) argue that during this phase the tasks should be identified, be placed 

in a logical order, the implications of the project should be studied, the required resources 

should be estimated, the project team hierarchy should be established, and the controlling 

procedures are dealt with. Moreover, the ground rules of the project should be established. 

In short, Anthonisse ( 1993) state accordingly that a resource-, a personnel-, an infrastructure-, 

a financial- , a strategic-, an organizational- and an action plan should be developed before the 

implementation starts. 

In the manufacturing and marketing phase the manufacturing and marketing plans are 

executed. A post-project review (Burton & Michael, 1992) or closure phase (Anthonisse, 

1993) is not included by Holt (1988). This last phase, however, should evaluate the project 

outcome and other (financial) obligations that need to be dealt with (Anthonisse, 1993). 



32 The Sponsoring System 

5.3 The Subsidy World 

AST-PF, the subsidy key-group of Akzo Nobel, has to operate in the subsidy world. 

Therefore, this section outlines some aspects of this environment. First, a definition of a 

subsidy is outlined for this paper. Then, the subsidy application process suggested by Coopers 

& Lybrand is introduced to illustrate different aspects of the subsidy world. 

5.3.1 Concept of Subsidy 

A subsidy could be defined as 

" .. . an expenditure of the government which is directly linked with certain activities of 

the granter and which should influence the quantity and quality of these activities. " 
(Koning, 1998) 

These expenditures, however, should be seen as part of a larger plan of the government to 

influence society (Hillen & MUiler, 1996). 

In general , two types of subsidy programs can be identified. There are open-end schemes 

which do not have a budget and there are closed schemes which have predetermined budgets. 

Other aspects of the schemes that need to be monitored are the application procedures and the 

persons who assign grants (Hillen & Muller, 1996). 

5.3.2 The Subsidy Application Process 

Before you start applying for a subsidy one should determine if the project has funding 

opportunities. Leeuwen & Manson (1996) have defined five stage to investigate that (see 

Figure 5-8). 

\ 
Stage 1: 
Defining the 
relevant area 

Stage 2: 
Defining the 
organisation's 
profile 

Stage 3: 
Classifying the 
project 

Stage 4: 
Initial selection 
of funding 
scheme 

Stage 5: 
Go/no go 
decision for 
grant 
application 

Source: Leeuwen & Manson (Ed.), 1996, P.4-9 

Figure 5-8 The Stages of the Analysis of the Funding Opportunities. 

In the first phase the area in which the project can be categorized have to be determined. 

Leeuwen & Manson (1996) distinguish eleven areas that are of relevance in the subsidy world 

(see Table 5-3). 



Table 5-3 

R&D/Technology 
The Environment 
Transport 
Foreign Relations 

The Relevant Areas 

Regional Policy 
Education/Training 
Health care 
Miscellaneous 
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Energy 
Agriculture/Fisheries 
Culture 

Source: Leeuwen & Manson (Ed.), 1996, P.4-5 

In the second stage the profile of the organization should be determined. The legal status, the 

nature of business (industry, service or agriculture), and the size of the company are aspects 

used to profile an organization. This profile will determine if your organization could qualify 

for a grant. 

In the third stage the project is classified according to the typology of Table 5-4. 

Table 5-4 Definitions of Projects by Programs 

Feasibility Project: A systematically organized and completed analysis and estimation of the technical 
and economical potential and consequences of a new business activity, technology, product or process, or 
legal person. 
Research Project: A planned activity aimed at increasing technical/scientific insights. 
Development Project: A systematic activity geared towards using the results or research activities to 
develop a piece of equipment, system or technology for practical applications: this culminates in 
prototyping. 
Pilot Project / Trial Project: Activities with technical risks which are needed to test the application of a 
new technology, method or product, often on a limited scale. 
Demonstration Project: Activities with a technical and economic risk oriented towards new practical 
applications of systems, equipment, products or processes for demonstration to the market and other 
similar companies. 
Investment Project: Investment in buildings and business assets, expanding production capacity, staff 
capacity, investment in quality improvement, rationalization, improving efficiency, innovation, 
environmentally-friendly business assets and the like. 
Public Information Project: Activities relating to the dissemination of information such as publications 
and seminars. · 
Training Project: training of personnel, placements, exchanges, development of teaching materials. 
Implementation project/market introduction project: This category can be interpreted very widely, 
and it relates to activities which do not fit into the above categories. Possibilities include export 
promotions projects, projects relating to the first commercial application of a new product/process on a 
practical scale or a search for co-operation partners. 

Source: quoted from : Leeuwen & Manson (Ed.), 1996, P.6-7 

In the fourth phase possible programs or funding schemes are selected based on the 

classifications of the first three stages. Finally, in stage five, the decision to apply for funding 

is made. Hillen & Muller (1996) summarize the five previous stages in one phase; the subsidy 

diagnose (see Figure 5-9). 
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Figure 5-9 
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Source: Hillen & MOiler, 1996, p.27 

The Four Subsidy Phases of Coopers & Lybrand 

In phase two, the application phase, the project proposal is submitted. According to Leeuwen 

& Manson (1996) the preparations for the application should follow the stages of Table 5-5. 

Table 5-5 The Preparation for a Grant Application 

1. Formulating a project idea. A short description of the problem and possible solutions as well as an 
estimate of the cost and an initial assessment of possible partners for the project is accomplished in 
this stage. 

2. Elaborating the project idea. In this stage partners are searched and the relevant program rules are 
investigated. 

3. Pre-screening. Based on a short idea description an assessment is made for the change of obtaining 
the subsidy. 

4. Creating a consortium. In this stage agreements are made about the distribution of tasks and the 
function of partners in the project. 

5. Producing a draft project description/budget. In this stage the formal part and the project 
description are combined into an application. 

6. Final preparations and submission. In this stage the application is submitted on time. 
Source: adopted from: Leeuwen & Manson (Ed.), 1996, P.37-44 

If a grant is awarded the last two phases of the subsidy process are the control and the 

settlement of the subsidy. During these two phases financial and time administration has to be 

kept as well as informing the government if there are any change in plans. Moreover, a 

accountancy declaration has to be submitted at the end of the project. 
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6. Selection Knowledge Engineering Method 

In this chapter the first step of the research model is accomplishe,d, i.e. the knowledge 

engineering method for the framework construction is selected. To do so, first the method 

selection is justified. Secondly, the use of the selected method for the framework construction 

is explained more explicitly. 

6.1 The Selection 
In section 5.1 several ways to engineer knowledge were presented. The stages of Barrett & 

Beere! (1988), Nootenboom (1995), can all be used partially. Steels (1992) and Bolesian 

(1995) 14 
, however, are more suitable since they suggest to develop the system first at a level 

close to the expert before the actual knowledge system is constructed at the symbol and 

physical level. To construct the framework, however, the method of Steels is chosen since it is 

simpler but still satisfactory. 

That is to say, the result of Steels' knowledge level analysis is a description of the knowledge 

and the application of knowledge without the actual implementation of it into a knowledge 

system. So, it will outline a knowledge bank close to the expert structured to program it at the 

symbol level but without an explicit reasoning mechanism. 

Hence, by developing the framework only at the knowledge level the research questions can 

be fulfilled properly. Moreover, the three perspectives of Steels (1992) to describe this level 

can be directly related to the two components of the framework construction (see Figure 6-1). 

14 The method of Bolesian(l 995) is based on the Common KADS method. 
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1 Knowledge Engineering 
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Sponsoring Process 

Formulation 

' Knowledge Analysis 
1 

The Sponsoring System 
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Models 

Figure 6-1 The Method of the Framework Construction 

As depicted, in the task perspective the tasks of the framework are described, i.e. the 

sponsoring process formulation is executed. Moreover, the knowledge is assessed in the 

models perspective and in the method perspective is determined when and how this 

knowledge is used. Hence, with the models and method perspective the knowledge analysis is 

performed. 

Next, the use of the three perspectives for the construction of the framework is clarified in 

more detail. 
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6.2 The Tasks 

Source: Steels, 1992, p. 111 

Figure 6-2 The Task Perspectives of the Knowledge Level 

The first step of the Steels' method is the development of the task perspective. According to 

Steels(l 992) there are three questions that need to be dealt with at this stage. 

What are the tasks? 

To determine what the tasks are, the primary process of AST-PF is shaped. As explained in 

section 4.2.3 this is accomplished by developing the two surrounding processes first. 

Secondly, with regard to the project life-cycle stages and the development process of a 

government program and the subsidy application process outlined in section 5 .3 .2 the main 

tasks, i.e. the primary process, are established. Naturally, the primary process is adjusted 

based on input from the liaison managers of AST-PF as well. 

How are the tasks defined? 

The tasks of the primary process of AST-PF are defined based on the definitions of the 

subsidy application process and the input from the AST-PF liaison managers. 

What are the sub-tasks? 

Although the main task was already divided into the sub-tasks of the primary process some 

steps can be further outlined. In principle, the sub-tasks are the construction of case models 

and should therefore be developed in combination with the model and method perspective. As 

a result, a detailed sub-tasks description will be established after the knowledge models and 

methods are assessed. 
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6.3 The Models 

Models 
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Source: Steels, 1992, p. 111 

Figure 6-3 The Model Perspectives of the Knowledge Level 

The models perspective formulates the knowledge that is necessary to carry out the primary 

process. According to Steels (1992) there are three questions that need to be asked in the 

design of the model perspective. Additionally, Steels (1992) suggests that once the model 

structure is established the domain knowledge should be acquired 15 (see the fourth question). 

What kind of case models are made? 

Case models are constructed to solve one specific solution. Since this paper aims at creating a 

knowledge bank, the case models do not need to be determined explicitly. Still, to determine 

the role and functioning of the domain models, the case models are outlined superficially in 

the framework. 

That is to say, for each sub-task the in- and output case model is defined to outline the sub

task further and to explain the usage of the domain models. Basically, the definition of the 

case models is based on the input AST-PF needs to supply a service (the output case model) 

they want to provide. Overall, the construction of the input models (the gathering of 

information) is not outlined as a separate sub-task. 

What ar.e the relationships between the case models? 

Similarly, a thorough description of the case model relationships is not needed to create the 

knowledge bank. Nevertheless, the case models are related through the sub-tasks and are used 

to place the domain models in the knowledge structure. 

15 Steels defines two steps in the knowledge construction phase; design and knowledge acquisition. 
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What are the domain models that are available to assist in constructing the case model? 

And where is the input from the users needed and how does the knowledge system know 

what to ask? 

The main point of this question is to establish the place and function of the domain models in 

the framework. Furthermore, the interaction between the end user and knowledge bank needs 

to be assessed to build an applicable system. Therefore, to coordinate between the system and 

the end-users, the domain models are identified with help from the liaison managers of AST

PF. In addition, theoretical sources are used to identify and structure the domain models as 

well. 

What is the knowledge contents of the domain models? 

The knowledge acquisition refers to process of constructing the actual domain models. Since 

these domain models are directly translated into the knowledge bank it is important that the 

liaison managers are able use the models without a reasoning mechanism. In other words, the 

representation method of the models should implicitly refer to the way they ought to be 

used 16
• Therefore, the definition of the domain models will begin with an explanation of the 

function of the domain model in the process. Moreover, as mentioned before, the case models 

are also used to explain the domain models. 

6.4 The Methods 

Source: Steels, 1992, p. 111 

Figure 6-4 The Methods Perspectives of the Knowledge Level 

The last step of the Steels' method, i.e. the method perspective, determines when and how the 

knowledge models should be used. To outline the incorporation of the control structure in the 

framework, the following three questions of Steels (1992) are discussed. 

16 The detailed description of when and how the models are used is outlined in the method perspective. 
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What are the pragmatic limitations? 

The limitations of the system will be reflected in the way knowledge models are built. That is 

to say, pragmatic limitations due to the absence of the reasoning mechanism and the type of 

solution required will limit the support a system can provide, i.e. a larger part in the solution 

process is asked from the user. 

What are the methods? 

This question reflects the way the tasks are carried out. The methods are used explicitly by 

Steels (1992) because they are translated into rules at the symbol level. However, since the 

framework is not translated into a knowledge system, the control structure is not developed 

explicitly in this paper. In stead, when the models are used is outlined in the knowledge 

structure17 and how the models are used is explained in the models themselves and the in and 

output of the tasks. 

What is the control structure? 

Based on the methods a control structure should be outlined. As explained before, it is 

presented in the specification of the sub-tasks and the domain models that are needed at that 

time in the process. 

17 When the models are used is outlined in the knowledge structure because the tasks are not parted unto an 

elementary level. Normally, the tasks are divided in elementary tasks and ordered in the control structure 

(methods). 
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7. Framework Construction 

In this chapter the construction of the framework is reviewed. To do so, the three perspectives 

tasks, models, and methods are respectively dealt with. The overall result of the three 

perspectives, i.e. the framework, is presented in Appendix A-G. 

7.1 The Tasks of the Framework 

In this section the creation of the task perspective, i.e. the primary process of AST-PF, is 

outlined. To achieve this, the processes surrounding the primary process are first briefly 

introduced. Then, the primary process is presented as a whole. 

7 .1.1 The Surrounding Processes 

A major characteristic of AST-PF is that it serves as a link between the Akzo Nobel 

organization and the government. Therefore, the primary process should deal with two 

surrounding processes, i.e. the process of the development of subsidy topics at the government 

and the stages of a project at Akzo Nobel. 

The Evolution of Subsidy Topics 

The subsidy topic development process was constructed based on interviews with the 

Technology Liaison Managers. The process represents the translation of public opinion 

through government policy into a program (see Figure 7-1). It is formulated to fit any type of 

government, e.g. local, national, European. 

The process is taken into consideration because the primary process of AST-PF should follow 

the evolution of subsidy topics to apply for the right program at the right time. In other words, 

it will improve the changes when applying for the actual grant. 

'1'''•' .. ..... ,,.. ~"'·= ., y' ' . YY"> ~- • - - = •·- = .,_ 

Public Government 
Framework Programs Grant 

Opinion -+ Policy f-+ f-+ f-+ 

Figure 7-1 The Formulation of a Program 

As depicted, the base of a subsidy is the public opinion. In spite of this, it is not monitored 

explicitly in the primary process of AST-PF because it is too far from the actual application 

and difficult to capture totally. As a result, the public opinion is depicted as the overall 

economic, technological, social, political environment that influences the sponsoring process 

indirectly (see Figure 7-3). 
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The government policy, however, is actively monitored to establish the current and future 

government topics that are of interest to the Akzo Nobel organization. Part of the government 

policy is executed with the ' subsidy tool '. These political subsidy themes are gathered in a so

called framework. Although topics behind programs are not always published explicitly in a 

framework, the framework behind a program should be determined to improve the 

application. 

The framework topics are further carried out in programs. Basically, a program is an 

implementation of a framework topic and an establishment of all the rules, regulations, and 

requirements involved with the application for a subsidy within that program. If a project suits 

the program objectives and all requirements and procedures of the program are fulfilled , the 

grant is awarded. 

The Evolution of a Project 

The other process that affects the primary process of AST-PF is the evolution of a project. 

Based on the literature in section 5.1 seven project stages were formulated and put to the test 

by the liaison managers of AST-PF (see Figure 7-2). 

The depicted project phases are formulated to suite any size and type of project AST-PF has 

to deal with, e.g. investment projects, R&D project, training projects etc. Moreover, the seven 

project phases should be appropriate for AST-PF's clients at all levels in the Akzo Nobel 

organization as well. 
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Review Approval 

Figure 7-2 Our Model of Seven Project Phases. 

According to Twiss (1992) projects should be viewed in a corporate context18
• Therefore, the 

depicted project process starts with the strategy of the client. Usually, the strategy is preceded 

by a mission/vision of the organization19
• However, since the vision of the client is too 

18 See section 5.2.l. 

19 See, for instance, the corporate planning process of Burton & Michael (1992). 
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abstract to actively deal with at a project base, it is not included as part of the project phases 

that surround the primary process of AST-PF. 

After the strategy is formulated, the client selects a number of projects to implement (part of) 

the strategy. However, good project ideas could influence and alter the strategy reciprocally. 

Therefore, the selected project ideas are the result of the a continuous dialog between the ideas 

and the strategy of the client20
•· 

According to Burton and Michael (1992), the actual project starts with a pre-planning. In the 

pre-planning is determined what should be done to realize it. Moreover, based on the 

preplanning, the feasibility of the idea is evaluated21
• 

Once the project is labeled feasible it is planned in more detail. In the project architecture22 the 

task, resources, effects, and needs of the project are examined in more depth. To do so, the 

tasks are identified and placed in a logical order, the implications are studied, the resource 

requirements are estimated, the project team is organized, and the procedures to monitor and 

control the project are set (Burton & Michael, 1992). 

The next project phase, i.e. project approval, is usually not included in the project stages. 

Twiss (1992) argues that the evaluation of the project should be a continuous process with the 

possibility of termination at any time additional information suggests to do so. However, a 

project that applies for a subsidy cannot be terminated without a valid reason, so an extra 

project stage is created to secure the commitment from the management before the project 

implementation. 

In the implementation23 the project plan is executed. During the implementation the plans are 

monitored, controlled and adjusted when necessary. Finally, in the post-project review the 

total project is evaluated, i.e; the actual activities are compared to the planned ones. 

7 .1.2 The Sponsoring Process 

Next, the stages of the primary process are briefly presented. The primary process is based on 

an analysis of the working method of AST-PF and structured and complemented by the 

literature presented in section 5.3. An elaborate definition of the seven stages and their sub

tasks are outlined in the task definitions of Appendix A-G. 

20 Holt ( 1988) and Anthonisse ( 1993) label the selection of ideas respectively generation of ideas and conception 

(see section 5.2.2). 

21 This phase is labeled utilization of ideas and feasibility by respectively Holt (1988) and Anthonisse (1993). 

22 The detailed planning, preparation, or preparation for implementation named by respectively Burton & 

Michael (1992), Anthonisse (1993), and Holt (1988). 

23 The execution or manufacturing and marketing according to respectively Anthonisse (1993) and Holt (1988). 
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Figure 7-3 
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Fundamentally, the seven stages are distinguished to level the contents of the task with the 

phase the project is in, e.g. the subsidy potential of the project can only be determined very 

roughly when the project is in the idea phase. Accordingly, the input of the subsidizer 1s 

leveled with the requirements of the task. 

Overall, although not d~picted in Figure 7-3, the primary process has an iterative character. 

That is to say, for instance, the analysis of the project architecture (stage 3) could adjust the 

basic idea so that the idea needs to be classified again (stage 2). 
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Next, the seven stages are highlighted individually. For stage 1 the sub-tasks are explicitly 

defined to display the way the tasks are divided into sub-tasks. The sub-tasks of the other 

stages are defined in the Appendices B-G 

Stage 1: Formulating a Subsidy Strategy 

The primary process of AST-PF starts with the formulation of a subsidy strategy for the client. 

A subsidy strategy is an evaluation of plans on subsidy possibilities and includes suggestions 

for modifications of the strategy to improve the future chance for successful grant 

applications. 

Client Characteristics Government Topics 

Subsidy Strategy Client 

Figure 7-4 The Formulation of a Subsidy Strategy 

As depicted in Figure 7-4 a subsidy strategy is formulated by combining the government 

policy with the strategy and characteristics of the client. Although not seen as a separate stage, 

the Technology Liaison Managers requested to visualize in the primary process that both 

input from the government and the client need to be processed/gathered explicitly (see Figure 

7-3). 

On a sub-task level, the development of a subsidy strategy is divided in three sub-tasks24
: 

1.1 The Government Diagnose. The assessment of the current and future political themes of 

the government. 

1.2 The ·Client Diagnose. The evaluation of the client's general characteristics and strategic 

plans. 

1.3 The Subsidy Diagnose. The formulation of the subsidy strategy by applying the results of 

the government diagnose and the current subsidy themes to the characteristics of the 

client. 

24 The numbering of the sub-tasks refers to stage X sub-task Y (see Appendix H) 
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Stage 2: Classification of the Idea 

In the next step, ideas that are selected by the customer are assessed by AST-PF, i.e. the ideas 

are classified according to subsidy criteria. The result is an assessment and positioning of the 

subsidy nature of the project idea. 

Stage 3: Subsidy Aspects of the Project Architecture 

At this stage suggestions for the way the project should be organized is made to improve the 

subsidy potential of the project. To do so, the requirements of the programs are confronted 

with the current planning of the project. The results are alternative routes for the architecture 

of the project that are on the same wave length as the program requirements. 

Stage 4: Go/No go Decision 

Finally, after the project is planned in more detail, a go/no-go decision regarding the actual 

application can be made. This involves an evaluation of the changes of the project regarding 

several programs and an assessment of the risk involved with an application ( e.g. 

confidentiality of the project). Ultimately, a program is selected and an application advice is 

issued for (part of) the project. 

Stage 5: Application Coordination 

At the time the project plans are approved, AST-PF coordinates the activities involving the 

grant application. This involves the organization of the proposal composition activities, the 

lobby of the project, the establishment of the structure of the proposal, and finally, the 

editorship of the draft proposal. 

Stage 6: Settlement of the Subsidy 

Assuming that the subsidy is granted, the next stage is the settlement of the subsidy. A 

settlement is all the obligations attached to a subsidy that need to be performed during the 

project, e.g. progress reportage and budget declarations. Since AST-PF is not directly 

involved with the settlement, this stage in their primary process represents the consulting 

service AST-PF provides for the client during the implementation. Essentially, this service is 

the assistance in the organization of the settlement and the consult of specific settlement 

problems. 

Stage 7: Follow-up 

After the project · is closed down, the project results are utilized. At this stage AST-PF 

observes the usage of project results with regard to the post-project conditions of the 

government. Moreover, potential follow-up projects that are eligible for sponsoring are 

detected as well in this conclusive stage of the primary process. 
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7 .2 The Models of the Framework 

This section describes the design of the model perspective, i.e. the case and domain models. 

First, the construction of the case models is briefly explained. Then, the core of the knowledge 

bank, i.e. the domain models, is presented more thoroughly. The overall knowledge structure 

and the definitions of the knowledge models are presented in Appendix A-G. 

7 .2.1 The Case Models 

Case models are models that are filled up for one specific case. As explained in section 6.3 , a 

knowledge bank does principally not contain any case models. However, in the development 

of the sponsoring system, the in- and output of each sub-task is defined to explain how the 

task should be performed. In other words, the case models are used to explain the methods of 

the sub-tasks. 

The case models are not further outlined in this section because, in essence, the input for the 

seven stages are the surrounding processes presented before. What is more, the output of the 

stages is explained in the method perspective (section 7.3). Lastly, at a sub-task level, the case 

models are defined in the in- and output of Appendix A-G. 

7 .2.2 The Domain Models 

The domain models are the core of a knowledge bank. In this section the knowledge 

requirements are outlined for each stage. Moreover, the construction and sources of the 

contents of the domain models is briefly explained. 

For stage 1, however, the knowledge structure and model contents are presented in more 

detail to illustrate the way a knowledge structure of a stage is developed. The overall result, 

i.e., the actual domain models of all stages of the framework, are mapped in Appendix A-G. 

Knowledge for Stage 1: Formulating a Subsidy Strategy 

Figure 7-5 depicts the knowledge structure of stage 1, i.e. the domain and case models for 

each sub-tasks25
• 

25 The legend of the knowledge structure figures is outlined in Appendix H. 
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Figure 7-5 The Knowledge Structure of Stage I 
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To formulate the subsidy strategy, the government must be diagnosed first (tasks 1.1). This 

requires knowledge about where to look for information within the government organization 

(Attention Points Government (l.A)). Moreover, to establish the government topics that 

could be of interest to Akzo Nobel, the general characteristics of Akzo Nobel, e.g. large 

multinational chemical organization, (Characteristics Akzo Nobel (1.B)) need to be known. 

Secondly, the client is diagnosed ( task 1.2). Knowledge that outlines a number of points that 

need to be assessed (Attention Points Client (1.C)) because it could be used in the 

formulation of the subsidy strategy is used in the client diagnose. These points include the 

mission, the strategy, the financial policy, the organization, the products, the relations, and the 

subsidy history of the client. 

Finally, to formulate the subsidy strategy one need to have knowledge over general criteria 

that are used for the evaluation of subsidy applications (General Subsidy Criteria (1.D)), 

e.g. the impact of the project on the country, on the branch, on other branches, and on the 

overall technological development. And know the current themes that are executed with 

subsidies (Subsidy Areas (1.E)). 

The knowledge models of this stage were primarily developed with data from the Technology 

Liaison Managers. Except the · knowledge mod~l for the client analysis. Due to the 

inexperience of the AST-PF with a thorough overall strategic analysis of the client, this was 

also based on the contents of a strategic plan as outlined in van Aken (1992). 
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Knowledge for Stage 2: Classification of the Idea 

To classify and position the idea, knowledge is required over the classification criteria. These 

criteria deal with the topic of the project, the stage it is in, the characteristics of the partners 

involved, or the general consequences of a project. Moreover, to justify the effort of applying 

some pre-requisites like the size and confidentiality of the project need to be analyzed. 

Finally, to position the project, knowledge about the positioning of a project is used. 

The knowledge models of this stage are based on data from the liaison managers 

complemented with definitions from Leeuwen & Manson (1996) and Deloitte & Touch 

Subsidie Adviseurs (1997). 

Knowledge for Stage 3: Subsidy Aspects of the Project Architecture 

To make suggestion for the project architecture one need to know about the aspects that have 

to be dealt with in the planning of a project. These aspects, i.e. the strategic plan, the tasks, the 

resource requirements, the project members, the monitoring & controlling, are based on 

Burton & Michael's (1992) project planning. The subsidy perspective is added by the 

Technology Liaison Managers of AST-PF. 

Knowledge for Stage 4: Go/No go Decision . 

Knowledge about the general important issues in a program is required to issue an application 

advice. Moreover, some aspects like the deadlines and budget of a program could change 

regularly. So, to monitor these aspects, one need to know which aspects of a program could 

change. Finally, the application advice is issued for a defined subsidy project. Knowledge 

about the composition elements of a subsidy project definition, e.g. the boundaries, the main 

applicant, the partner, the size of a project etc., is therefore required as well. 

The knowledge models in this stage are embedded in the program brochures and input from 

the Technology Liaison Managers 

Knowledge for Stage 5: Application Coordination 

The common legal and other submission elements, e.g. the forms, the contracts, budget rules 

etc., need to be know to establish the required application efforts and organize them. In 

addition, one need to know which elements of the program is regularly subject to change. 

Finally, to develop the structure and edit the proposal, knowledge about the general proposal 

structure and the overall application rules are necessary. 

The knowledge models of stage 5 are established based upon previous proposals and 

experiences of the Technology Liaison Managers with the submission of proposals. 
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Knowledge for Stage 6: Settlement of the Subsidy 

To organize the settlement one needs to know what aspects generally constitutes a settlement, 

e.g. declarations, progress reports etc. Moreover, knowledge about what elements of the 

settlement could possibly be open for negotiation with the subsidizer is used as well. 

The settlement of previous projects and information from the Technology Liaison Managers 

are the main sources for the knowledge models in this stage 

Knowledge for Stage 7: Follow-up 

The follow-up consist of the observance of the post-project criteria. To do so, knowledge 

about which criteria need to be monitored needs to be available. Primarely, these criteria are 

based on experiences of the Technology Liaison Managers. 

7 .3 The Methods of the Framework 

The method perspective is the subject of this section. The methods of the framework are, as 

explained in section 6.4, not explicitly developed since the methods are ordinarily used to 

develop the reasoning mechanism of the knowledge system. 

However, to make the framework of Appendix A-G applicable, the usage of the knowledge 

models is established in the task definitions, the in- and out put descriptions, and in the 

introduction of each domain model. 

To explain the methods of each stage of the framework in this section when and how the 

knowledge is used is outlined next. 

7 .3.1 When are the knowledge models used? 

In the previous section was outlined which knowledge is used at which stage. The exact 

relation between the knowledge models and the sub-tasks is outline in the knowledge 

structure figures at each stage in Appendix A-G26
• 

Sometimes, additional sub-tasks were created to show the order of the usage of the domain 

models. For instance, in stage 4 the attention points in the program have to be used before the 

project can be defined according to the requirements of the attention points of the program. 

Moreover, as shown in the knowledge structure figures of Appendix A-G, knowledge models 

can be used for more then one sub-task or stage. 

26 The legend of the figures in Appendix A-G is outlined in Appendix H. 
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7 .3.2 How are the knowledge models used? 

The way the knowledge models ought to be used is basically an assessment of the interaction 

between a user and the system. Since the users of the sponsoring system are the Technology 

Liaison Managers, the knowledge models are formulated in their jargon. However, all terms 

are explained in definitions to serve a less experienced user as well. 

Next, with an explanation on how the output is reached, the methods of each stage are 

presented briefly. Similarly to before, the methods of stage 1 are outlined in more detail. 

Methods of Stage 1: Formulating a Subsidy Strategy 

In stage 1 the current and future activities of the client are evaluated on the subsidy potential 

and suggestions are made to execute these possibilities (the output of task 1.3: Subsidy 

Strategy Client in Figure 7-5). 

To do so, the possible outlets of government information are used to gather information on the 

government policy. Moreover, to establish the government policy that effects Akzo Nobel, 

Akzo Nobel characteristic are used to skim the policy with a Akzo Nobel 'hat' on. This results 

in a number of current and future political issues that could be of interest to the Akzo Nobel 

organization (the output of tasks 1. 1: Government Topics in Figure 7-5). 

The client diagnose makes use of a list of aspects to establish the Client Characteristics (the 

output of tasks 1.2 in Figure 7-5) that could be important for the subsidy strategy formulation. 

Finally, to determine the subsidy potential of a plan, indicators are used to establish possible 

general benefits of a plan and subsidy themes are used to categorize the plan. 

Methods of Stage 2: Classification of the Idea 

The knowledge models in stage 2 are used in different ways. Models are used to describe or 

categorize the project idea according to a subsidy dimension. In contrast, one model, the 

project requirements, is used to eliminate projects according to its' criteria. 

The result is a description of the subsidy nature of the project which together with a 

positioning matrix is used to position the project roughly and give an indication of the subsidy 

possibilities. 

Methods of Stage 3: Subsidy Aspects of the Project Architecture 

The aspects of the project architecture that should be altered to improve the application 

chances are based on an analysis of the (pre-)planning of the project. In this analysis a number 

of knowledge models 1:fiat outline the project architecture dimensions is used to assess and 

compare the planning dimensions with the requirements of the programs. 

In other words, the planning is, if possible, made compatible with the program requirements 

for the issues outlined in the knowledge models. 
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Methods of Stage 4: Go/No go Decision 

To issue an applicant advice, first the requirements are abstracted from the program brochures 

based on the general program issues presented in the domain models . Then, based on these 

requirements and the general elements of a subsidy project definition, the project is newly 

defined and an application advice is issued for this project. 

Methods of Stage 5: Application Coordination 

The output of stage 5 is a game plan for the proposal composition, a proposal structure, and an 

edited proposal that is submitted. First, general procedural and legal issues are used to 

establish the activities surrounding an application. The game plan organizes these activities 

and deals with general issues in the project environment that are subject to change. 

For the proposal structure and editorship, a general proposal model with all the elements of a 

general proposal is applied. Moreover, to give the proposal an edge a number of subsidy one

liners is used to evaluate the draft proposal further. 

Methods of Stage 6: Settlement of the Subsidy 

At this stage the client is advised in the settlement. The regular settlement issues and the 

program brochures are used to establish which settlement issues should be organized at the 

beginning of the project implementation to settle the project smoothly. This results in the so

called subsidy memo and kick-off meeting at the beginning of the project implementation. 

In addition, possible agreement elements with the government are used to advice the client in 

negotiations with the subsidizer. 

Methods of Stage 7: Follow-up 

In the last stage, the exploitation is monitored. The elements of the post-project settlement are 

handled as criteria that need to be assessed to be able to monitor the exploitation properly. The 

supervision of the exploitation results in follow-up projects and requests for dispensation on 

the limitation of the project result use. 
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8. Conclusions & Recommendations 

In this chapter we draw our conclusions and recommendations. To begin with, the fulfillment 

of the objective and the answers to the research questions are reviewed. Then, the advantages 

and disadvantages of the sponsoring system, i.e. the framework translated unto the intra-net27, 

are determined. 

In section 8.3 the recommendations for the use of the sponsoring system are given to AST-PF. 

And finally, suggestions for further research are outlined in section 8.4. 

8.1 The Objective & Research Questions 

As described in section 1.2 the objective of this study is: 

" ... to establish a .framework to support the subsidy key-group (AST-PF) in conducting 

the business of developing subsidy opportunities and coordinating subsidy applications 

for their customers. " 

The framework in Appendix A-G structures the activities of AST-PF and provides support in 

the gathering of the right information. Furthermore, it outlines what should be done to provide 

the service and which knowledge is required to perform the tasks. 

In addition, to further specify the support the framework should supply, in chapter 3 five 

research questions were formulated which should be answered with the construction and the 

intra-net site translation of the framework. 

The first research question: 

"What should the primary process of AST-PF look like?" 

1s answered with the task definitions of Appendix A-G. The figures of the knowledge 

structure and the domain models in Appendix A-G answer research questions 2: 

"What knowledge is required to perform the primary process?" 

The research questions 3 and 4: 

27 The third step in the research model as depicted in Figure 4-3. 



54 The Sponsoring System 

"What knowledge of the primary process is currently available in AST-PF?" and 

"What additional (theoretical) tools can support the primary process of AST-PF?" 

are not directly answered with the framework in appendix A-G. In principle, the domain 

models were based on knowledge that was available within AST-PF. However, not all 

Technology Liaison Managers had all the knowledge available. 

As a result, additional tools were used to supplement and structure the knowledge of AST-PF. 

More precise, in stage 1 the domain model attention points client (1 C28
) was based on the 

contents of a strategic plan as outlined by van Aken (1992). The definitions of subsidy areas 

(IE) and the definitions of the project stages (2.B) were based Leeuwen & Manson (Ed.) 

(1996) and Deloitte & Touch Subsidie Adviseurs (1997). And finally, the domain models of 

stage 3 were structured based on the theoretical project planning of Burton & Michael (1992). 

Research question 5: 

"How should the knowledge be organized to transfer it systematically inside the 

organization? " 

1s answered with the sponsoring system as a whole. That is to say, by connecting the 

knowledge to the primary process the framework 'organizes' the knowledge in such a way 

that the translation of it unto intra-net site supplies an instrument to transfer knowledge 

systematically in the organization. 

For instance, when one of the domain models is changed on the intra-net site, the structure of 

the framework makes sure that the alterations are systematically presented to the Technology 

Liaison Managers when necessary during the primary process. Moreover, the intra-net site 

transfers the changes to the personal computers and thereby make them easily and 

systematically accessible for the Technology Liaison Managers. 

And yet, the sponsoring system can not be used as a systematic gathering tool for new 

knowledge. The current domain models can, however, be monitored for changes and thereby 

contribute to the development of new knowledge. 

8.2 The Sponsoring System 

As mentioned before the sponsoring system is just the framework translated unto an intra-net 

site. In section 4.2.1 was outlined that the system is built to function as a guidance 

application, i.e. it presents the right knowledge models at the right time. Overall, the 

sponsoring system should support experts and help spread knowledge over non-experts. Next, 

to establish the ultimate value of the system, the advantages and disadvantages are shortly 

introduced. 

28 In reference to the numbering of the domain models in appendices A-G. 
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Advantages 

The main advantage of the system is that it support AST-PF in such a way that it structures 

the work of the Technology Liaison Managers. This structure is expected to increase the 

quality of service AST-PF provides, i.e. when the structure is followed the system will outline 

the issues that the Technology Liaison Manager need to attend at that time in the process. 

Second, assuming that the Technology Liaison Managers work with the sponsoring system, 

the provided service will be more consistent through out the Akzo Nobel organization. 

Moreover, the system could simplify the communication, i.e. the exchange of experiences, 

between the Technology Liaison Managers as well. 

Finally, an advantage of the working method outlined in the sponsoring system is that due to 

the strategic analysis (stage 1) the Technology Liaison Manager is earlier aware of potential 

projects. This gives capacity to plan the application properly. Moreover, project ideas can also 

be altered in an earlier state which is expected to prohibit some of the trouble shooting later on 

in the process. Last but not least, plans with few subsidy potential can be eliminated at an 

earlier state as well. 

Disadvantages 

The main disadvantage of the developed system is that the support it provides is limited. Due 

to the absence of a reasoning mechanism, the system user still needs to have some experiences 

with subsidies to work with the system. On the other hand, the task of the Technology Liaison 

Manager requires flexibility which is hard to capture in an adequate reasoning mechanism. 

An other disadvantage of the sponsoring system is that it is a structured representation of the 

reality. As in any model, it does not completely suit the every day life of the Technology 

Liaison Managers and is expected to produce some problems in the application. 

Finally, due to time restrictions, the sponsoring system does not outline the processes that are 

not directly related to the primary process, e.g. the determination of the client's project phase, 

but could be helpful for the understanding of the primary process. This secondary knowledge 

could be added as kind of a second layer with references in the current models of the 

sponsoring system. 

8.3 Recommendations for AST-PF 
Undoubtedly, the main recommendation is that AST-PF should adopt the sponsoring system 

and try to work according to the primary process. To improve the acceptance and integration 

of the system, it_ was presented and discussed with the members of AST-PF. Moreover, the 

system should reflect the ideas of the Technology Liaison Managers, i.e. the users, since they 

were involved with the construction of the system. 
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If all Technology Liaison Managers work according to the sponsoring process, they will have 

the advantages of the system presented before. However, to overcome the disadvantages, they 

should still train new Technology Liaison Managers to use the system. Naturally, they could 

decide to structure some of the background knowledge in kind of a second layer behind the 

domain models of the primary process. 

Moreover, the sponsoring system should be evaluated after half a year of operations. In this 

kind of a prototype phase, the models and their contents should be analyzed and adjust when 

necessary. Once the system is embedded in the organization, an annual audit is estimated to be 

enough to keep the system up-to-date. 

8.4 Further Research 

From a methodological point of view, further research could be the development of the system 

started with a theoretical model and adjust it to the reality of AST-PF, i.e. the deductive 

approach. Although this could point out some additional points, the availability of specified 

literature is expected to be very limited. Nevertheless, general literature on for instance project 

management could be used, i.e. the application in itself is then viewed as a project. 

Due to the lack of testing time, further research should also test the sponsoring system more 

thoroughly. This testing should imbed a period in which the system is used on-the-job by the 

Technology Liaison Managers. Then, the overall structure should be tested for the every day 

reality and the domain models should be investigated for their completeness. 

Moreover, during this testing period the Technology Liaison Managers should indicate which 

domain models could use an additional explanation in the form of a second layer knowledge 

model. A procedure for the collection of new knowledge could be developed as well. 

In addition to expending the system further, an attempt could also be made to develop a 

reasoning mechanism for (part of) the existing system. The positioning of the idea (stage 2), 

for instance, could be developed further to provide more support for the Technology Liaison 

Managers in the determination of the subsidy possibilities of an idea. In general, the type of 

the task (flexibility requirements) and the needs of the Technology Liaison Managers should 

be the criteria for developing a reasoning mechanism. 

Finally, the sponsoring system changes the skill and system dimension of the 7-S framework 

of Peters and Waterman. Although, these changes were based on the configuration of 

Mintzberg, the consequences for the AST-PF organization should be analyzed. For instance, 

after a year of operations the 7-S framework could be checked to determine the 'new' 7-S's 

and detect the possible organizational problems connected to the sponsoring system. 
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Status: Strategy Client 

At this is stage the client is formulating his strategy. In principle, a strategy should be in line 

with the overall corporate policy and should elaborate on the strengths and consider 

weaknesses of the organization. To do so, a strategy should be a continuous evaluation 

process of the current strategy, the business environment, the capabilities of the organization, 

the portfolio of activities and the individual projects (Twiss 1986). 

Definition Task 

The subsidy strategy is principally formulated by combining the results from the diagnose of 

the government and the characteristics of the client (see Figure Appendix 2). 

Client Characteristics Government Topics 

Subsidy Strategy Client 

Figure Appendix 2 The Formulation of a Subsidy Strategy 

So, to develop a subsidy strategy three sub-tasks can be distinguished. 

1.1 The Government Diagnose. The assessment of the current and future political themes of 

the government. 

1.2 The Client Diagnose. The evaluation of the client's general characteristics and strategic 

plans. 

1.3 The Subsidy Diagnose. The formulation of the subsidy strategy by applying the results of 

the · government diagnose and the current subsidy themes to the characteristics of the 

client. 
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Figure Appendix 3 The Knowledge Structure of Stage 1 

Input 

1.1 Government Policy. Information from publications in news papers, policy note 's, etc. This 

includes the interaction and discussion between government (a.o. subsidy institutions & 

committees) and the business community as well as discussions between them. 

1.2 Strategy Client. Information on the strategy of the client can be found in the Three year 

Operational Plans (TOP) and Quartile reports as well as other strategic publications and 

interviews with management to establish the long term vision of the client. 

1.3 Government Topics & Client Characteristics. The results of the client and subsidy 

diagnose. 

Framework. In the framework the themes behind the programs are revealed. It serves as a . 

backup for the subsidy areas defined by AST-PF as relevant for Akzo Nobel. 

Output 

I. 1 Government Topics. A number of current and future political issues that could be of 

interest to the Akzo Nobel organization. 
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l .2 The Client Characteristics. The major characteristics of the client and the strategic plans 

for the future . 

l .3 The Subsidy Strategy Client. A subsidy strategy that evaluates the current and future 

activities of the customer for sponsoring potential and makes suggestions to execute these 

possibilities and fulfill the requirements attached. This could include suggestions for small 

shifts in strategy to improve the subsidy potential. 

The Domain Models of Stage 1 

1.A Attention Points Government 

Governments are complex organizations with numerous outlets of information. To read the 

right signs possible outlets are: 

1. The government structure. To understand the government one need to know the 

organization structure. Moreover, newly appointed commissions, institutions, or 

persons could indicate towards future political themes. 

2. Publications & political events. Publications in newspaper, policy notes, political 

events are a valuable source of information. 

3. Subsidies Themes. The development of subsidy themes into future frameworks. 

1.B Characteristics of Akza Nobel. 

To analyze the information from the government roughly, it should be viewed with a Akzo 

'hat' on. So, consider the following characteristics of Akzo Nobel when analyzing the 

government. Akzo Nobel is 

• a large multinational organization. 

• a chemical oriented company. 

• for a large part of the business at the start of the industrial chain29
• 

• a multinational but is represented more in certain countries (regions) than in other. 

• a company with a business unit structure. 

• a company with a corporate vision that aims at developing particular areas such as 

specific geographical regions or product lines. 

1.C Attention points client 

To determine the characteristics of the client that are of interest for the formulation of a · 

subsidy strategy the following aspects of the client need attention: 

1. The mission. The mission reflects the overall goals and ambitions of the client. It 

is shaped by five elements; history; current preferences of management; the 

29 A large part of the customers of Akzo Nobel are industrial. 



Appendix A: Stage 1: Formulating a Subsidy Strategy 63 

market environment (the competitors), the organization's resources; and the 

distinctive competence of the organization (Kotler, 1994). Part of the mission is 

the definition of the competitive scopes in which the client wants to operate (see 

Table Appendix 1). 

Table Appendix 1 The Corporate Mission 

Industry scope: In which industries does the client want to work? 
Products and applications scope: What ranges of products does the client want to make? 
Competence scope: What core competence does the client want to develop? 
Market segment scope: What type of market and customers does the client want to serve? 
Vertical scope: Where does the client want to operate in the industrial column? 
Geographical scope: In which regions/countries does the client want to operate? 

Source : Kotler, 1994, p. 67-68 

2. The Strategy. The strategy of the client represent the general policy of the client 

and is reflected in: 

a) a determination of the domain, i.e., the selection of the branch in which the 

organization wants to operate. 

b) an analysis of the branch. The branch of the client is investigated by the 

following elements: 

i) The place of the client in the industrial column. 

ii) The life-cycle of the branch. Figure Appendix 4 outlines the four life cycle 

stages of a branch. 
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Source: van Aken, 1992, p.40 

The Life-cycle of a Branch 

Each stage in the life-cycle indicates a certain type of activities in the branch 

of the client (see Table Appendix 2). 

Table Appendix 2 The Life-cycle Analysis of the Branch 

Introduction. In the introduction stage the emphasis is on product innovation, there 
is few competition, and few strong relationships with suppliers and customers. 
Growth. In the growth stage new features are developed to compete and stronger 
relationships are built with suppliers and customers. 
Maturity. In the maturity stage the emphasis is on process innovation and price 
competition (lower costs). 
Decline. The decline phase is characterized by fewer investments in an attempt to 
create a positive result. 

Source: van Aken, 1992, p.40 

iii) The competition pressure analysis. An analysis of the competitive pressure 

of a branch shows the strategic players in the branch of the client. The client 

can decide to collaborate with these players or try to compete with them by 

working together with other (smaller) players. Figure Appendix 5 presents 

· five possible competitive forces in a branch that could be used to determine 

the strategic players. 
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Figure Appendix 5 The Five Competitive Forces in a Branch 

The force of the threat of new entrants is reflected in the accessibility of 

the branch, i.e. the capital requirements to join, the product differentiation 

possible, the access to distribution channels, and the government policy. 

The bargaining power of suppliers and buyers increases with size and the 

ability to go shop somewhere else, i.e., the availability of substitutes and 

competitors. Finally, the treat of substitutes grows if the market is 

attractive and the buyers can switch easily between products (Mintzberg & 

Quinn, 1991). 

c) a SWOT-analysis of client in his branch. A SWOT-analysis consist of two 

analyses. In the internal analysis is investigated what the Strengths and 

Weaknesses of an organization are and in the external analysis is investigated 

what the Opportunities and Threats of the branch are (Kotler, 1994). Both the 

external and internal analysis could point towards possible focus points for 

future activities of the client. 

3. The financial policy. The financial statements of clients display the financial size 

of activities of the client, i.e., the investment, the R&D, and the operational costs. 

In general, trends in the cost distribution could expose developments in the 

activities of the client. 

4. The organization. An analysis of the organizational structure, personnel plan, 

management style could determine changes in the organization, training programs, 

or the overall corporate culture. 

5. The product. The product policy of the client establishes the type of products 

produced, the product portfolio supplied and the product/market policy that is 

aimed at (see Figure Appendix 6). Especially, the product/market policy shows 
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possible technological developments and other activities of the client that are 

needed to wheel in new customers. 
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Figure Appendix 6 The Product/Market Expansion Grid 

6. The relations. To scan for possible collaboration partners the relations of the 

client are studied among the following stake-holder groups: 

• the clients. 

• the suppliers. 

• the competitors. 

• the government. 

• interest groups / unions. 

• and partners in other areas (other BUs). 

7. The subsidy history. The subsidy history is the past projects for which a grant has 

been applied. The amount and successfulness could give an indication of the 

overall attitude of the client towards subsidies. 

1.D General subsidy criteria 

The general subsidy criterion is that subsidizers support activities that are perceived as good 

for the country/region in general. For instance, the competitive position on a global scale, the 

transfer of knowledge, the creation of jobs etc. Indicators of these general benefits are: 

1. Impact in Region/Country. The public function of the project/plan for a region or 

country. 

2. Impact in Branch. The positive consequences of the project/plan for the total 

branch of the client. 

3. Impact in other Branches. The alternative applications of the results of the 

project/plan in other then the branch of the client. 

4. Impact in Technological Development The contribution of the project/plan to the 

technological state of the art. The contribution is high if the project/plan is: 
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a) Innovative. The innovative character of a project/plan is implied by the 

difference between the goals of a project and the state of the art in that area. 

b) Ambitious. Does the project/plan shows a significant difference from the 

original state, i.e., is the risk involved high enough. 

c) Trend-setting. The project/plan is expected to trigger other initiatives. 

d) Usage of the technological infrastructure. The project/plan exploits the 

technological infrastructure of the country/region. 

e) Part of a collaboration. The project/plan executes a new and unique 

collaboration that combines the different expertise of two partners. In principle, 

the nationality of the partner need to the same for national programs and inter

European for European programs. 

J.E Subsidy Topics/Areas: 

The subsidy topics are an extraction from the framework. The framework outlines all the 

current themes o·f the subsidy programs. In the subsidy areas only the themes that are of 

relevance to Akzo Nobel are outlined30
• 

l. R & D I Technology. This theme aims at funding projects that perform research 

and development in the areas of materials technology, information and 

communications technology, production technology and like. 

2. Regional Policy. This topic intends to stimulate the development of certain 

regions, i.e., promoting investments, joint-ventures, employment etc. 

3. Energy. Projects that aim at saving energy or using durable and renewable energy 

sources have funding opportunities within this theme. 

4. The Environment. This theme stimulates projects that contribute to protection of 

the environment and reducing environmental pollution. 

5. Education I Training. The creation of jobs and education of employees are 

promoted by this theme. 

6. Branch Stimulation. The promotion of the branches: 

i) Agriculture I Fisheries. Stimulating and promoting innovative technologies, 

new products, investments and quality improvements in agriculture and 

fisheries. 

ii) Transport. Projects that investigate the possibilities of innovations and 

reductions in traffic and transportation. 

30 The definition of the themes is adapted from Leeuwen & Manson (Ed.) (1996) and Deloitte & Touch Subsidie 

Adviseurs ( 1997). 
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iii) Health care. This aims at incentive research in the health care area. 

7. Foreign relations. A theme to stimulate the relationship with certain countries, 

e.g. Central and Eastern Europe, non-industrialized countries etc. 
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Project Status: Idea Selection 

After the strategy is formulated, a number of project ideas are selected within this strategy to 

be developed further. On the other hand, good ideas could influence the strategy reciprocally. 

So, there should be a continuous dialog between the ideas and strategy to develop a consistent 

plan for the future of the organization. 

Definition Task 

At this stage the project idea is classified according to subsidy criteria. To do so, the following 

two steps need to be accomplished. 

2.1 The Subsidy Nature Determination. The establishment of the 'subsidy nature' of the 

idea/project. 

2.2 The Subsidy Position. The estimation of the position of the project idea on the Akzo Nobel 

Subsidy Matrix based on the 'subsidy nature' of the project. 
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2.1 Subsidy Strategy Client. The strategic plans that could have subsidy potential are outlined 

in the subsidy strategy. At this stage, the subsidy strategy is used to put the selected idea 

into a strategic perspective. 

Description Selected Idea. A description of the selected ideas. 

Framework In the framework the themes behind the programs are revealed. It serves as a 

backup for the subsidy areas defined by AST-PF as relevant for Akzo Nobel. 

2.1 The Subsidy · Nature Project. A description of characteristics of the idea that are of 

relevance for the determination of the subsidy position of the project idea. 
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Output 

2. l The Subsidy Nature Project. The assessment of the subsidy nature describes the stages the 

project is in, the subsidy topics it covers, the general criteria and project requirements that 

it fulfills. In addition, the possible project execution partners are profiled. 

2.2 The Subsidy Position Project. A position of the idea according to the subsidy position 

matrix with an indication of the subsidy possibility attached. 

The Domain Models of Stage 2 

1.D General subsidy criteria 

The general subsidy criterion is that subsidizers support activities that are perceived as good 

for the country/region in general. For instance, the competitive position on a global scale, the 

transfer of knowledge, the creation of jobs etc. Indicators of these general benefits are: 

1. Impact in Region/Country. The public function of the project/plan for a region or 

country. 

2. Impact in Branch. The positive consequences of the project/plan for the total 

branch of the client. 

3. Impact in other Branches. The alternative applications of the results of the 

project/plan in other then the branch of the client. 

4. Impact in Technological Development. The contribution of the project/plan to the 

technological state of the art. The contribution is high if the project/plan is: 

a) Innovative. The innovative character of a project/plan is implied by the 

difference between the goals of a project and the state of the art in that area. 

b) Ambitious. Does the project/plan shows a significant difference from the 

original state, i.e., is the risk involved high enough. 

c) Trend-setting. The project/plan is expected to trigger other initiatives. 

d) Usage of the technological infrastructure. The project/plan exploits the 

technological infrastructure of the country/region. 

e) Part of a collaboration. The project/plan executes a new and unique 

collaboration that combines the different expertise of two partners. In principle, 

the nationality of the partner need to the same for national programs and inter

European for European programs. 
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1.E Subsidy Topics/Areas: 

The subsidy topics are an extraction from the framework. The framework outlines all the 

current themes of the subsidy programs. In the subsidy areas only the themes that are of 
relevance to Akzo Nobel are outlined31

• 

l. R & D I Technology. This theme aims at funding projects that perform research 

and development in the areas of materials technology, information and 

communications technology, production technology and like. 

2. Regional Policy. This topic intends to stimulate the development of certain 

regions, i.e. , promoting investments, joint-ventures, employment etc. 

3. Energy. Projects that aim at saving energy or using durable and renewable energy 

sources have funding opportunities within this theme. 

4. The Environment. This theme stimulates projects that contribute to protection of 

the environment and reducing environmental pollution. 

5. Education I Training. The creation of jobs and education of employees are 

promoted by this theme. 

6. Branch S~imulation. The promotion of the branches: 

i) Agriculture I Fisheries. Stimulating and promoting innovative technologies, 

new products, investments and quality improvements in agriculture and 

fisheries . 

ii) Transport. Projects that investigate the possibilities of innovations and 

reductions in traffic and transportation. 

iii) Health care. This aims at incentive research in the health care area. 

7. Foreign relations. A theme to stimulate the relationship with certain countries, 

e.g. Central and Eastern Europe, non-industrialized countries etc. 

2.A Project Requirements 

The requirements of the project are general aspects that need consideration before entering the 

subsidy application process. 

l. The size. The project should at least be of an financial size of fl. 300.000,-32 to 

justify the effort of applying or have potential for follow-up subsidy projects. 

Some European schemes, however, require a larger project budget. 

2. The Commitment. Management need to be informed and principally approve the 

project idea including the estimation of the project cost. 

3. The Confidentiality. The project idea is not so confidential that it is not allowed 

to write a proposal over the subject. 

31 The definition of the themes is adapted from Leeuwen & Manson (Ed.) (1996) and Deloitte & Touch Subsidie 

Adviseurs (1997). 

32 A 30% subsidy of a Project of fl. 300.000,- is fl. I 00.000,-. This is about IO times the cost of applying. 
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2.B Project Stages 

Oftentimes subsidy programs are designed for a certain type of projects. Leeuwen & Manson 

(Ed.) (1996) define nine types of projects distinguished in funding schemes. Their definitions 

are: 

1. Feasibility Project: A systematically organized and completed analysis and 

estimation of the technical and economical potential and consequences of a new 

business activity, technology, product or process, or legal person. 

2. Research Project: A planned activity aimed at increasing technical/scientific 

insights. In addition, Senter (1997) defines two types ofresearch: 

a) Fundamental. Research that aims at increasing academic and technical 

knowledge without any industrial or commercial objectives attached. 

b) Industrial. Research that aims at increasing insights for commercial objectives 

like the development of a new product or process. The main difference with 

fundamental research is that the commercial application is known. 

3. Development Project: A systematic activity geared towards using the results or 

research activities to develop a piece of equipment, system or technology for 

practical applications: this culminates in prototyping. 

4. Pilot Project I Trial Project: Activities with technical risks which are needed to 

test the application of a new technology, method or product, often on a limited 

scale. 

5. Demonstration Project: Activities with a technical and economic risk oriented 

towards new practical applications of systems, equipment, products or processes 

for demonstration to the market and other similar companies. 

6. Investment Project: Investment in buildings and business assets, expanding 

production capacity, staff capacity, investment in quality improvement, 

rationalization, improving efficiency, innovation, environmentally-friendly 

business assets and the like. 

7. Public Information Project: Activities relating to the dissemination of 

information such as publications and seminars. 

8. Training Project: Training of personnel, placements, exchanges, development of 

teaching materials. 

9. Implementation project/market introduction project: This category can be 

interpreted very widely, and it relates to activities which do not fit into the above 

categories. Possibilities include export promotions projects, projects relating to the 

first commercial application of a new product/process on a practical scale or a 

search for cooperation partners. 

2. C Partner Profile 

To be eligible for a grant it is sometimes required to collaborate with partners. There are, 

however, a number of partners characteristics that need consideration before initiating a 

cooperation. Especially, for instance, balance of countries (European programs) or all from 
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one country (national programs) or no two big applicants collaborating are combinations of 

applicants that need to be monitored. Therefore, the following characteristics of potential 

partners need attention: 

I. The Function. The overall function of the applicant in the collaboration. In other 

words, determine the expertise that a potential partner brings to the project. 

2. The Country/Region. The country of origin of the applicants. 

3. The Size. The size refers to number of employees. 

4. The Project Phase. The stage of the project in the business of the different 

applicants (see 2.B project stages). 

5. The Nature. The nature can be industrial, service oriented, or a university/research 

institute. 

6. The Role. The applicant functions in the partnership as a contractor, an associated 

contractor (not applying for the subsidy), a subcontractor, or as an external partner 

(outside the country/EU). 

2.D The Subsidy Position Matrix 

The subsidy position matrix outlines that certain subsidy areas (l .E) are primarily 

subsidizable when the project is in a certain stage (2.B). The three categories in the matrix, i.e. 

possibilities, limited possibilities, and little possibilities, are roughly based on the amount of 

money that is available for certain types of projects. 

The general subsidy criteria (l.D) and the partner profile (2.C) are not used in the matrix but 

should always be taken into consideration to determine the overall subsidy potential of a 

project. The subsidy position matrix, on the other hand, only outlines the subsidy possibilities 

of the area and project stage combinations. 

The project stages of the matrix should be determined for the Akzo Nobel client and the 

possible partners. That is to say, it is possible that a certain project is close to the market for 

Akzo Nobel but far from the market (a research project) for the partner. 

In addition, the feasibility stage is not included in the matrix as a separate project stage 

because the feasibility is often subsidizable as the first step of any of the project stages of the 

matrix. Moreover, the feasibility is normally, only for small amounts and therefore could be 

labeled as little possibilities. Finally, as depicted in the matrix, the foreign relations subject it 

is not dependent on the project stage, i.e. subsidies are possible for any stage in this area. 
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Project Status: Pre-planning/ Feasibility & Project Architecture 

First, the project idea is developed by assessing what should be done to realize it. This 

assessment results in a so-called "preliminary brief' In the preliminary brief the objectives are 

determined, a preliminary estimate of the resources is made as well as some details about the 

key tasks, the skills needed, the time-frames, the budget, the responsibilities, the effects and 

problems of the project (Burton & Michael, 1992). Eventually, with the gathered information, 

a brief feasibility study is performed. 

In the next stage, the project architecture, the tasks, resources, effects, and needs of the project 

are examined in more depth. To do so, the tasks are identified and placed in a logical order, 

the implications are studied, the resource requirements are estimated, the project team is 

organized, and the procedures to monitor and control the project are set (Burton & Michael, 

1992). 

Definition Task 3 

At this stage a subsidy strategy for the project idea is formulated, i.e., a suggestion for the way 

the project should be organized is made. On the one hand, this suggestion should improve the 

subsidy potential of the project and on the other consider the pre-planning of the project. 

Consequently, the project plan is analyzed and altered based on requirements of possible 

programs. 

In short, this stage should visualize the alternative routes of the project architecture for the 

customer that are on the same wave length as the requirements of the program. 
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Subsidy Aspects 
Project Architecture 

The Knowledge Structure of Stage 3 

I 

The Project 's Subsidy Position. The subsidy position presents the subsidy possibilities of the 

project's subsidy nature. 

The (Pre-) Planning of the Project. A description of the pre-planning and the feasibility study 

of the project and a more detailed description of the project architecture. 

The Programs. The brochures of programs within the theme of the framework the project is 

classified in. These brochures outline the program requirements in more detail. 

Output 

Subsidy Aspects Project Architecture. Suggestions for the architecture of the project that 

improve the chance of a successful subsidy application. 

The Domain Models of Stage 3 

3.A Strategic Plan 

To make suggestions for the project architecture the strategic plan is analyzed. The following 

aspects of the strategic plan are of interest: 
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l. The Goals/Results. The goals and sub-goals reflect the difference between the 

state of art and the state of future. The objectives in contents should contribute to 

the objectives of the programs. 

2. The Strengths/Weaknesses The strengths outline the significance of the outcome 

and establish the ambition and character of the project. The weaknesses are the 

main risks involved and should give insight in the feasibility and identify the 

critical success factors of the project. 

3. The Pre-conditions The pre-conditions outline the limitations and boundaries 

before hand and place the project in the business life-cycle. 

4. Surroundings. To place the project in its environment other projects and 

publications in this area need to be assessed. The result will place the project 

globally and determine the trend-setting quality. 

3.B Tasks 

Basically, tasks are the work that needs to be performed to reach the objective. They need to 

be placed in logical order and the supporting tasks need to be identified. Then, the time span 

and the business stages33 of the project can be identified. These need to be observed to fulfill 

the program objectives. 

3.C Resource Requirements 

The resources requirements show the possible subsidizable cost34
• Moreover, the sources of 

resources could point towards alignment opportunities. In general, the resources desired to 

execute the tasks are outlined in the financial budget and usually label the manpower 

(knowledge) needed, the materials used, the equipment needed, the travel expenses, the 

knowledge gathering cost, and the cost of third parties. 

3.D Project Members 

Part of the project architecture is the composition of the project team. The programs have 

certain requirements in the way the project team is composed. Therefore the following 

elements need reflection: 

l. The Project Members. Based on the knowledge and manpower requirements the 

possible project members in and outside Akzo Nobel are considered. Then, the 

creation of the project team is justifiable. 

2. The Project Hierarchy. To structure the project organization, the role of the 

projects members in the team is determined. 

33 The business stages are outlined in domain model 2.A. 

34 The part of the project cost that can be claimed in a subsidy proposal. 
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3. The Tasks/Responsibilities. The commitment of the project members to certain 

tasks and responsibilities within the project. 

4. The External Members. When the project members are from outside Akzo Nobel 

a number of additional aspects have to be dealt with. Especially the distribution of 

the contributions, the confidentiality and the ownership of the project results have 

to be arranged before hand. 

3.E Monitoring & Controlling 

To settle a grant the project organization has to fulfill a number of reporting obligations. 

These obligations can be fulfilled by establishing the right administrative ground rules, the 

(internal) reporting procedures, and the meeting schedules. 
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Project Status: Project Architecture 

During the architecture of the project the tasks, resources, effects, and needs of the project are 

examined in more depth. To do so, the tasks are identified and placed in a logical order, the 

implications are studied, the resource requirements are estimated, the project team is 

organized, and the procedures to monitor and control the project are set (Burton & Michael, 

1992). 

Definition Task 

The client is advised to apply or not based on the detailed planning of the project, i.e., the 

chance of a successful subsidy application and the risk of applying are examined. To do so, 

first has to be examined whether there are any specific programs available that suite the 

project characteristics. Then, an attempt to define a project according to the criteria of these 

programs is made. So, the two distinguished sub-tasks are: 

4.1 The Program Selection. A definite program selection based on the 'subsidy nature' and 

architecture of the project. 

4.2 The Application Decision. The decision to apply is made by defining the project 

boundaries based on the requirements of the selected program. Then, when requirements 

can be fulfilled with the newly defined project a positive advice for the application 

decision is issued. 
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Input 

4.1 Subsidy Aspects Project Architecture. The project strategies suggestions that enhance the 

subsidy possibilities of the project. 

Project Architecture. The detailed game plan for the execution of the project. 

Programs. The detailed descriptions of the programs as found in brochures and other 

(governmental) publications. 

4.1 Requirements Selected Program. A number of specific requirements of the selected 

program that influence the definition of the subsidizable project. 

Output 

4.1 Requirements Selected Program. The selected program outlines a number of requirements 

which influence the final definition of the project. 
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4.2 The Application Advice. The go/no go advice with as restrictions the new definition of the 

project and other specific conditions of the program. 

The Domain Models of Stage 4 

4.A Attention Points Programs 

The attention points of the programs outline aspects that are of importance to select the 

program that best suite the project characteristics. 

1) The goals. The objectives and philosophy of the program. 

2) The Project Contents Requirements. The objectives of the program are 

sometimes translated into specific topics the project has to cover. 

3) The Stages of the Project. The program aims at supporting projects in certain 

stages (see domain model 2.A). 

4) The Applicant Requirements. The size, the region/country of origin, the branch 

are characteristics of the applicant that are used as criteria to direct programs at 

specific p~s of the business community. 

5) The Financial Conditions. The financial size or financial structure requirements 

of a scheme. For an applicant is it important that the subsidizable cost of a 

program are a significant part of his project cost structure. 

6) Time-span. The limitations on the length of the program. 

7) The Subsidizer. Part of the analysis of a program is a brief audit of the institution 

that provides the subsidy. This could include the following elements: 

i) The Philosophy. The overall policy of the subsidizer, i.e., the interpretation of 

the program rules and the possibilities of negotiation with the subsidy provider. 

ii) The Risk/Trust Wordiness. The publication obligations and the way 

information is handled by the subsidizer determine the risk of applying. 

iii) The Procedures. The way a proposal is judged and, when granted, settled by 

the subsidizer. 

4.B Present Status 

The current situation of the project environment needs to be analyzed to make the right 

choices. Aspects that need monitoring because they could change are: 

1) The Program's 
i) Deadlines. The different rounds determine the time and place an application 

can to be submitted. 

ii) Budget. The budget for the next round and the amount that is already granted. 

iii) Applicants. The other applications could limit certain application topics and/or 

money that is available. 

2) Akzo Nobel's 
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i) Projects in the Same Area. Other projects with similar topics need to be 

supervised to avoid competition between two projects of Akzo Nobel. In 

principle, these projects could be combined or aim at different 

rounds/programs. 

ii) Projects in the Same Program. Akzo Nobel projects that have different topics 

but want to apply to the same program need to be dealt with as well. 

3) Government 

i) Issues. The current political issues and events that could influence the 

application. 

4. C Application Project Definition 

The definition of the part of the project for which an application is written should include the 

following elements: 

I. The Boundaries. When does the project start and which stages are the focus of the 

project. 

2. The Main Applicant. Who is the primary partner in the project. 

3. The Partners. At this stage possible project partners are selected and is established 

in what role they should function within the project structure ( other partner issues are 

further dealt with in step 5 domain model B). 

4. The Accent. A strong selling point of the project is the part that serves certain 

specific objectives/philosophies of the program/government. 

5. Financial size. The size of the project in subsidizable cost. 

6. The Pre & Post Project Stages. The stages before and after the project outline the 

conditions and the usage of the project results. 
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Project Status: Project Approval 

Before implementation, the detailed project plans are evaluated by management and project 

members. Twiss (1992) argues that the evaluation of the project should be a continuous 

process with the possibility of termination at any time additional information suggests to do 

so. However, since a sponsored project can not be terminated without a valid reason, AST-PF 

wants an explicit approval point after the architecture of the project to avoid surprises at the 

beginning of the project. 

Definition Task 

At this stage the activities surrounding the writing and application of the subsidy proposal are 

coordinated by AST-PF. These coordinating activities include: 

5.1 The Application Approach Formulation. The organization of the different activities 

surrounding the composition of the subsidy proposal including the final negotiations with 

partners, the establishment of a lobby strategy and the selection of the main author35
• 

• The pre-lobby. The first audit and lobby of the project within the subsidizer organization. 

In essence, the pre-lobby should make the subsidizer aware and enthusiastic for the 

project. 

5.2 The Proposal Structure Formulation. The mapping of the paper composition and other 

requirements such as forms and partner contracts. 

5.3 The Editorship. The analysis and edit of the draft proposal. 

• The after-lobby. The coordination of communication with the government after the 

proposal is submitted. 

35 If the client has no capacity available to write the proposal AST-PF arranges an author from an external 

consultant agency. 
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Figure Appendix 14 The Knowledge Structure of Stage 5 

Input 

Programs I 

5 .1 Application Advice. The go/no go advice with as restrictions the new definition of the 

project and other specific conditions of the program. 

Project Approval. The formal support of the management for the project plans. 

Programs. The submission procedures out of the program brochures and other recent 

information on the status of the program. 

5 .1 The Application Approach. The game plan iri which is determined who does what and 

when. This includes the final negotiation with the partner and the assignment of the main 

author and a schedule of the necessary meetings. Moreover, the overall lobby strategy for 

the project is arranged. 
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Programs. The contents directive for the proposal in the program brochure. 

5.2 The Proposal Structure. The framework of the proposal structure and the additional forms 

and contracts. 

The Draft Proposal & Contracts. The different parts of the proposal that are written by the 

partners of the project and need to be combined and edited by AST-PF. This includes the 

filled in forms and signed contracts . 

Programs. The program brochure m which the contents directive and submission 

procedures for the proposal are outlined. 

Output 

5 .1 The Application Approach. The game plan in which is determined who does what and 

when. This includes the final negotiation with the partner and the assignment of the main 

author. Moreover, the overall lobby strategy for the project is arranged. 

5 .2 The Proposal Structure. The framework of the proposal structure and the additional forms 

and contracts. 

5.3 The Application. The written proposal including the right forms and collaboration 

contracts. 

The Domain Models of Stage 5 

4.B Present Status 

The current situation of the project environment needs to be analyzed to make the right 

choices. Aspects that need monitoring because they could change are: 

1) The Program's 

i) Deadlines. The different rounds determine the time and place an application 

can to be submitted. 

ii) Budget. The budget for the next round and the amount that is already granted. 

iii) Applicants. The other applications could limit certain application topics and/or 

money that is available. 

2) Akza Nobel's 

i) Projects in the Same Area. Other projects with similar topics need to be 

supervised to avoid competition between two projects of Akzo Nobel. In 

principle, these projects could be combined or aim at different 

rounds/programs. 

ii) Projects ·in the Same Program. Akzo Nobel projects that have different topics 

but want to apply to the same program need to be dealt with as well. 

3) Government 
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i) Issues. The current political issues and events that could influence the 

application. 

5.A Submission Procedures 

The submission procedures are the rules and regulation of the application process. Basically, 

the programs outline the following type of procedures: 

1. The Proposal Ingredients Requirements. The contents of the project plan. 

2. The Budget Rules. The way the budget must be formed. 

3. The Forms. The additional forms that need to be handed in with the project plan. 

4. The Contracts. The required legal contracts between partners. 

5. The Pre-proposals. Some schemes require additional proposals for pre-screening 

rounds. 

5.B Legal Affairs Partnership 

As part of the application (legal) agreements have to be made with external partners. The 

partner negotiations and agreements should label: 

1. The Objectives. The goals of the collaboration and the justification of partner 

choice. 

2. The Time-span. The period of time over which cooperation is agreed upon. 

3. The Responsibilities. The tasks and obligations of the collaboration partners. 

4. The Cost/Risk Distributions. The distribution of the cost and risks over the 

different partners. 

5. The Pre-mature Termination Procedure. The conditions in which the project 

may be terminated and the consequences of termination for the partners. 

6. The Subsidy. The arrangements regarding the distribution of the money and the 

distribution of the settlement responsibilities in case of a grant. 

7. The Follow-up. The ownership of the project results and other arrangements 

regarding the usage of the project results including patents. 

8. The Confidentiality. The secrecy agreement between the partners. 

5.C Proposal Model 

The general elements that need to be outlined in a proposal are depicted in Figure Appendix 

15. 
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1. State of Art. The state of art is the current situation to which the project 

contributes This could for instance be a demand from the market, an extension to 

the current technological state, an improvement to the current situation of a plant 

or a training need in a certain area. As result, the state of art outline the current 

position from which the project idea/problem has emerged and explain the 

strategic importance of the project. 

2. State of Future. The state of future outlines the expected situation in which the 

project results have to function. The difference between the state of future and 

state of art is the gab which the project helps to overcome. 

3. Boundary Conditions. The boundaries reflect the critical points in the project. In 

general, the boundaries mirror the technological and economic risks before during 

and after the project. 

i) Before. The pre-requisitions that determine if the project can start. 

ii) During. The go/no-go points that are critical during the project life. 

iii) After. The post-project restrictions are the constraints of the exploitation of the 

results, i.e., the uncertainty of the state of future. 

4. Idea/Problem. The basic idea/problem should be outlined in respect to the state of 

art and future and should describe the uniqueness of the project. Moreover, the 

type of idea/problem could be used as the justification of the partner choice. 
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5. Objective/Solution. The objective of the projects should contribute to the 

objective/philosophy of the program. Furthermore, the objectives should be 

ambitious but realistic and verifiable as well. In principle, the straight value of the 

results should be estimated to justify the project. 

6. Tlte Project Stages. The stages are the steps necessary to reach the 

objective/solution of the project. They should go logically from the problem/idea 

to the objectives/solution. Furthermore, for each step the (sub-) results and the 

time frame should be presented. And finally, a timing and order plan of the steps 

is constructed to make sure the project will finished within his time .frame. 

7. Tlte Exploitation. In the exploitation is described what the (future) benefits of the 

project results are for the project partners and other third parties. Possible 

alternative applications of the results should be presented as well. In principle, the 

exploitation specifies the industrial relevance of the project. 

8. Tlte Dissemination. The dissemination are the indirect benefits of the project on 

the branch, industrial chain or country/region in general. For instance, the impact 

could be economical, social or have significance for the knowledge infrastructure 

(education). These side effects are good selling points towards the subsidizer. 

9. The cost. The cost of the project determine the amount of subsidy that is granted. 

To justify the cost, they should be linked to the stages of the project and specified 

according to program rules. Furthermore, the expenses should also be specified to 

the partners. 

10. The Partner Contribution. In the partner contribution is further justified what the 

exact function of the partner is in each stage. This should further describe the 

expertise the partner is bringing to the project and stress his reasons for joining the 

collaboration. 

11. The Project Organization. The organization of the project should inform the 

subsidizer of the management structure, the communication plan, and the 

monitoring and controlling procedures of the project. Especially the reportage to 

the subsidizer should be explained explicitly. 

5.D General Application Rules 

The rules for applying successfully are explained in some one-liners: 

1. Underline the general benefits of the project. 

2. Make quantification's when possible. 

3. Although ambitious the project goals should be realistic and verifiable. 

4. Know your reading audience and the judging procedures of the paper. 

5. Use not only the objective of the program but also the history of the program. 

6. Stress the aspects that are unique aboutthe collaboration. 
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Project Status: Implementation 

At this stage, the project plan is activated. During implementation the plans are monitored and 

controlled and adjusted when necessary. 

Definition Task 

Basically, this step is involved with the coordination of the obligations attached to a subsidy. 

For example, during the project implementation financial declaration reports, progress reports 

and reportage over changes in the project plans could be required before the subsidy is granted 

completely. AST-PF is not directly involved with the actual settlement but assist in the 

organization of the fulfillment of the obligations if Akzo Nobel is the main partner of the 

project. To do so, two tasks can be distinguished at this stage: 

6.1 The Kick-off & Formulation of the Settlement Memo. At the beginning of the project the 

acceptation conditions of the subsidy are discussed at a kick-off meeting in which the 

settlement memo is presented. Beside the acceptation conditions, this memo also 

recommends in the coordination of the settlement responsibilities over the different project 

members and in the alignment of the reporting obligations and existing administrative 

systems. In addition, specific duties of the program, dispensation procedures, and prior 

arrangements with the subsidizer are identified and mentioned in the memo. 

6.2 The Coaching of the Settlement. During the project life AST-PF only fulfills an consulting 

role in which they advice the main partner36 in problems which occur during the project 

implementation. Especially problems that deal with prior arrangements with the subsidizer 

and problems that affect (future) settlements for Akzo Nobel as a whole are monitored. 

36 Only when the main partner is Akzo Nobel. 
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The Knowledge Structure of Stage 6 

6.1 The Approved Application. The approved application constitutes of the original project 

plan and budget and the changes that were demanded by the subsidizer as prerequisites for 

the subsidy. 

The Program. The settlement requirements, administrative procedures (a.o. the budget 

rules), and the dispensation procedures of the program. 

6.2 The Settlement Memo. In the settlement memo the client is informed about the settlement 

obligations and assisted in the synchronization between internal project administration of 

the project members and the requirements of the program. Moreover, the settlement memo 

deals with the deadlines of the different reports and describes the dispensation possibilities 

and procedures. 

The Program. The settlement requirements, administrative procedures (a.o. the budget 

rules), and the dispensation procedures of the program. 

The Implementation. The actual progress of the project is reported in the administrative 

systems, the declaration, and the progress reports. It is used to discover the 

implementation problems for which the main partner needs advice. 
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Output 

6.1 The Settlement Memo. In the settlement memo the client is informed about the settlement 

obligations and assisted in the synchronization between internal project administration of 

the project members and the requirements of the program. Moreover, the settlement memo 

deals with the deadlines of the different reports and describes the dispensation possibilities 

and procedures. 

6.2 Advice Settlement Organization. The consulting of the main partner in the settlement 

problems results in directions for the organization of the settlement. This advice could be 

an execution of prior procedural agreements or an establishment a new agreement with the 

subsidizer. 

The Domain Models of Stage 6 

2.A Settlement Issues 

Depending on the specific settlement demands of the subsidizer/program the following points 

are possible issues that AST-PF could advice on: 

1. Organization. The organization of the settlement is basically the coordination of 

the different project partners' contributions to tbe settlement. For instance, the 

information from the different project members for a report needs to be gathered 

and edited before the deadline. 

2. Declarations. The declarations are the financial reportage obligations of a 

program. In case of a financial reportage obligation, the following elements has to 

be dealt with: 

a) Definitions of Cost Types. In the declarations only the cost types that are 

defined by the program as part of the subsidizable cost can be claimed. In 

general, the cost needs to be related to the activities, the year, and the partners. 

Examples of customary cost types are: labor cost; material cost; depreciation 

from the equipment; external cost (third parties); knowledge gathering and 

patent cost; travel expenses; project management cost; and overhead cost. All 

cost needs to be accounted for. For external cost, for example, is it important to 

label the third party and stress the reasons for contracting them. 

b) The Original Budget. In the proposal a budget was presented. In the declaration 

the differences between the new and old budget need to be explained 

thoroughly. 

c) The Autographs. The declaration needs to be signed by the responsible project 

members/accountants. 

3. Progress reports. The progress reports are suppose to give the subsidizer a clear 

insight in the progress of the project in relation to the planning and should outline 

the consequences for the remainder of the project. Therefore, when a progress 

report is obliged, it should generally contain the following elements: 
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• The tasks performed. 

• The (sub-) results. 

• The changes in the project plan. 

• The technological and other causes of the changes. 

• The adjusted planning. 

• The exploitation (patent positions) of the (new) results. 

• The autographs of the responsible parties. 

4. Essential Changes. The settlement of a termination or other major changes in the 

project oftentimes requires specific procedures. It is, for instance, oftentimes 

required to report major changes before hand. 

5. Dispensation. Sometimes it is possible to get dispensation from certain settlement 

obligations. These dispensation possibilities and their conditions/procedures need 

to be assessed. 

6. Post-Project Conditions. Part of the settlement is the limited usage of the project 

results (e.g. knowledge/assets). This includes patent arrangements, publications 

and selling of the knowledge as well as obligations to only exploit the results in 

certain countries/regions. Normally, these limitations are for the length of the 

subsidy contract37 and, therefore, have to be dealt with the implementation as well. 

2.B Procedural Agreements 

The procedural agreements reflect the prior arrangements that have been made with the 

subsidizer. These arrangements are often made to synchronize the internal administration of 

the applicants and the settlement requirements of the subsidizer. 

An internal administration could, for instance, provide information on the hours used, the 

wages, the general overhead percentage or other types of cost that is specified in the 

administration. To match this information with settlement demands the subsidizer could agree 

upon: • The usage of the time administration. 

• The integral hour tariff8 that are used in the administration. 

• The interpretation of cost definitions so that it matches cost that is already 

specified in the administration. 

• The usage of an internal accountant in stead of an external one. 

37 The length of the contract is the project length plus a number of years (e.g. 5 years). 

38 An integral hour rate is the wage per hour plus an overhead percentage. 
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Project Status: Post-Project Review 

In the last stage, the project is closed down and reviewed. In the review phase, the actual 

activities are compared with the planned ones and the difference is analyzed for future 

projects. Moreover, follow-up projects are seeded at this conclusive stage. 

Definition Task 7 

In general, after the project is closed-down, the follow-up constitutes of the analysis of the 

proposal planning. In addition, AST-PF has to: 

Monitor the Exploitation. The usage of the project results have to be analyzed in two ways. 

On the one hand the exploitation needs to be within the post-project boundaries of the 

program. And on the other hand, the project results have to be analyzed on the possibilities of 

a follow-up that is eligible for sponsoring. 
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The Knowledge Structure of Stage 7 

Advice Settlement Organization. The advice issued during the implementation to carry out the 

settlement that effects the closure of the project. 

Post-Project Review. The final evaluation of the project including an assessment of the 

possibilities for the expl?itation of the project results. 

Program. The post-project requirements of the program. 
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Output 

Dispensation Requests. The requests for the usage of project results that cross the post-project 

limitations. 

Follow-up Possibilities. A selection of project ideas that should be tested at stage 2 for the 

eligibility for sponsoring. 

The Domain Models of Stage 7 

Post-Project Settlement 

To conclude the settlement the exploitation of the project results need to be monitored with 

the use of the following three criteria: 

1. The Post-Project Conditions. The limitations of the program/subsidizer on the 

usage of the project results during the contract period39
• 

2. The Dispensation Procedures. The procedures that have to be followed to get 

dispensation from the post-project conditions. 

3. The Specific Agreements. The agreements that where made between Akzo Nobel 

and the subsidizer about the usage of project results. 

39 The length of the contract ts the project length plus a number of years (e.g. 5 years). 
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= a task. The first number (X) is the stage number and the second 
number (Y) is the number of the subtask. 

= a casemodel. In general, a case model is created to reflect parts of 
reality which are useful for the solution of the problem. It is 
constructed with input from the domain models and the users and is 
only valid for one specific solution. 

= a domain model. A domain model reflects knowledge about the 
domain and is valid for a certain part within the system. It is used to 
create case models (solutions). X represent the stage number while Z 
is the letter of the model. 

The Legend of the Knowledge Structure 




