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Barriers to innovation 

 

Introduction  

Is innovation the most important capability of the company for long term success? 

Please observe the practice in your own company: 

It’s considered a risky activity?  Is an activity that can drain resources toward activities that lose money? 
There are not enough ideas arising or are unrealistic?  Do we believe that innovation is somewhat sporadic, 
which arises when we launch a new product or service? Or really innovation is seen as an activity that 
affects the entire organization and creates our competitive advantages and thereby ensure the growth and 
profit? 

There is a broad consensus that internationalization and innovation are key factors for survival and growth 
of companies. 

Only four quotes: 

• "Innovation is the most important engine for economic growth, for development and creation of 
better jobs". Francis Gurry WIPO (World Intellectual Property Organization) 

• "Innovation is the key route to economic prosperity." Michael Porter, Harvard University. 

• "We will only be able to grow and survive with ideas, not with spending cuts." Klaus Kleinfeld, 
President and CEO, Siemens AG. 

• "72% of executives of major companies believe that innovation is among their top three priorities." 
Boston Consulting Group Innovation Survey 2010. 

If we conclude that innovation is essential to our business, may be we’ll want to find out what barriers are 
going to stop or prevent our progress. What barriers will cause most of our failures and frustrations? 

Barriers to innovation  

We can identify barriers to innovation in different areas 

• Individual barriers. In people 

• Barriers in the company or organization. Their culture and organizational maturity. 

• Barriers in the outdoor environment. Cultural, economic, social, institutional, etc. 
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All of them should be considered, but perhaps the most important ones are those that arise from the 
environment in which the business is located. From cultural, economic, institutional or social paradigm. 

The environment are forming and settling our individual barriers and the ones in our organization. 

There are environments that crush new ideas1, while others seem to flourish effortlessly. In this context, we 
can say that there are environments or cultures where innovation is really difficult, just something casual, 
result of the exception. And yet, there are other environments or cultures where innovation is encouraged 
spontaneously. 

But on the other hand, it is people who create businesses and organizations and are their efforts the ones 
that may change not only their environment but also gradually become the embryo of a cultural change. 
But it is a long process, as it has been the opposite. 

Barriers in companies and organisations. 

In general, knowledge is prior to innovation, and innovation is one of the fruits of knowledge. 

Barriers to knowledge are thus also barriers to innovation. K. E. Sbeiby2 identified as early as 2001, some 

barriers to knowledge as "worst practices" in the company or organization: 

• Internal Climate Company: Competitive. Urgencies and disagreements. 

• Organization: In silos. Communication is complicated. It goes up and down and bottom-up. 

• Information systems: No integrated 

                                                             

1 Steven Johnson. Where good ideas come from. The natural history of innovation 

2 Implementing Knowledge Focused Strategies. Karl-Erik Sveiby 2001 
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• Customers: A feud of sales and marketing. Not integrated.  

• Tacit knowledge: Not understood 

• Explicit Knowledge: Source of power. Everyone keeps it for himself. As the information. 

• Strategy: Not known. Feud of senior management. 

• Executives: Are not or are barely visible. 

• Communication and Information: Difficult. Nobody knows the full picture. 'Confidential' 

• External openness:  Not existing, only needed to buy and sell. 

• Remuneration policy: Difficult to understand. Individual incentives. Normally with departmental 

objectives. 

• Education and Training: You must come formed. There is not an ongoing process. 

• Incentives to Learn: Few or none. 

• Design of office spaces: Separation, closed spaces, cubicles, few places to meet. 

Knowing that, we can foresee some of the barriers to innovation commonly established on large 

companies: 

General barriers to innovation in the enterprise3: 

• Lack of risk. No link between responsibility and risk. Punishment of error. Missing how to link 

remuneration and responsibilities with the assumption of risk. 

• Bureaucracy. The functional and bureaucratic organization. 

• Lack of multidisciplinary work. Low development of cross-functional teams 

• Lack of simulation, prototyping, systemic games 

• Lack of customer integration from the very beginning. The client is not the engine of innovation. 

• Lack of clearly defined process management. Linked with the vision and strategy of the company 

• The company is not in the proper degree of organizational maturity 

• Culture of grants and subsidies. 

We find fewer barriers, in relatively new companies with short history and especially technology-based. It is 

often common that the product-based innovation and technology, innovation processes are at a greater 

height of maturity. But also present their own barriers4. 

• Accuracy of the analysis phase in the evaluation of ideas in the company is missing. Criterion varies 

widely and very varied experiences of success and failure. 

• The resources applied to different 'innovation projects' seem challenging, simply assign wrong, or 

there are no consistent criteria. 

• There is a significant gap between what programs addressing innovation and what customers 

expect. 

• Project teams are not agile or are not yet formed as multidisciplinary and high performance. 

• The organization and compensation systems are not consistent with the transverse processes or 

with the innovation projects. 

• There disparate goals coming from the departmental organization rather than a strategic, customer 

and processes. Incentives follow the same path. 

• Little focus on the customer and / or opening up, so out of 'open innovation'. 

                                                             

3 Tom Kelley /IDEO: Ten faces of innovation, and own assessment. 

4 Nilay Oza, Senior Research Scientist, VTT, Finland. Jari Still, Mobile R&D Director, F-Secure, Finland. Agile Principles 
and Innovation Enablement 
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• Too many failures or delays in project / program, which means that is planned or bad times are not 

met. Many did not arrive in time. 

External barriers: 

Barriers in the economy:  

An economy can grow, but cannot grow well, i.e., growth based in non-productive assets or resources, 
land, buildings etc. or based on strategies that do not create value, competing only on price, lower salaries, 
extensive use of resources, environmental damage, production in mature or declining phases, speculation 
etc. 

Rather, the strategies of entrepreneurial development, a production model based on value creation, 
innovation, creation of new businesses, facilitate financing, existence of an adequate structure of venture 
capital, recognizing the knowledge, continuous training , quality education system, investment in 
technology, knowledge networks, 'clusters', global openness, international connections, etc., all of which 
would be net contributors, not only for innovation but to the healthy growth of the economy 

In 2005, before the crisis, and some ideas came forward:5 "Spain will suffer a lot if not begins to innovate 
seriously and widespread, can no longer exploit the cheap labour. You cannot grow based mainly 
construction and building what is not necessary. If new products are not developed or new industrial 
processes and technologies incorporated, the all country will have many problems". 

"15% of the Spanish industrial production is outdated or threatened to be moved to other countries and 
the causes are the high dependence of international capital, low innovation and low utilization of 
intellectual capital"  

Barriers in environment: The Spanish case 

The Innovation Union Scoreboard. (IUS) is an instrument of the European Commission, developed under 
the Lisbon Strategy to provide a comparative assessment of the innovation performance in Member States. 

The methodology is based on analysing three basic types of measures, with 8 axes comprising 25 key 
indicators. 

The average yield is measured as a composite indicator data for the 25 measurements, from a lowest 
possible performance of 0 to a maximum of 1. 

                                                             

5 Nathan Rosemberg. ‘El País’ 8-05-2005 
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According to the IUS 2014 report6, Spain occupies a low position in the scale of innovation, falling in the 3rd 
group of ‘moderate innovators' from the 4 existing. Thus since there are these statistics and the past of 
European Innovation Scoreboard (EIS), has not progressed. 

The score for Spain is 0.42 and the EU average is 0.56, (25% below average and 44% below the leaders.) 

On global scales, with the same parameters, including non EU countries, the European average is 0.63. 

European leaders are Switzerland (0.84), Sweden (0.75), Denmark (0.72), Germany (0.71) and Finland 
(0.68). 

It also compares with non-European examples: South Korea (0.74), USA (0.73) and Japan (0.71).  

                                                                                                                                 Spain's relative position has not improved, actually has 
declined since 2006, from 77% of the average, to 2013 to 
75%. During this period (2006-2013) the European average 
has increased 1.74%, Spain only 1.40 growth. While other 
"moderates" like Portugal, Hungary and Lithuania have 
grown from 2.4 to 3.9%.  

 

Details of the methodology and results of Spanish 

environment: 

 
 In the above general scheme Spanish ratings are highlighted for each section, depending on the EU 
average and marked with the following colors: 

Value equal to EU average or better. 

                                                             

6 Innovation Union Scoreboard 2014. (http://europa.eu). European Union, 2014 
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Value lower than EU average 

 

Value much lower than EU average or in the five worst positions  

 

 

The detail is very telling of where the main deficits detected for Spain are: 

This is the raw picture given by the Innovation Union Scoreboard. (IUS) 

HR: 0.40. 3rd from bottom. Very serious, mainly due to the low rate of population last year of secondary 
education (20-24 in.) And number of doctorates. 

Open systems and excellent research. 0.50. Below Average 

Funding and support: 0.40. Very serious lack of venture capital investments as% of GDP and moderate 
public R & D. Public investment in R & D does not offer enough attractive and some are related to the 
needs of companies. 

Business investment: 0.21. 5th from bottom. Especially serious, especially about the lack of investment by 
private companies in R & D (% of GDP) and also by low innovation companies (not R & D) (as% of total 
expenditure). 

Companies, entrepreneurs and relationships: Very low: 0.33. Especially in the% of innovative SMEs. 
(Internal process innovation and proven assets / total SME), in partnerships between SMEs (% share of 
innovative SMEs cooperating or alliances with others) and public / private partnerships (for M population). 

Intellectual Assets: 0.43. Intellectual assets and intangible assets are generally recognized and some bad. 
Especially in patents applied by GDP, Community trademarks (EU) and new community designs (EU). 

Therefore the 'outputs' cannot be in a better position than the above: 

Innovators: 0.35. Well below average in% of SMEs introducing product or process innovations as% of SMEs 
that innovate in marketing or organization and in% Innovative companies 'high growth' 

Economic effects: 0.50. Below the mean. On the business model and structure that is practiced, it is normal 
to get bad results in 1) Employment in knowledge-intensive activities 2) Exports of high technology or 
medium 3) Exports of services of high or medium technology and 4) Income abroad for patents and 
licenses. 

A root cause analysis of all the above allows us to identify the key Spanish innovation barriers as the 
following: 

Findings 

One initial observation: 

Spanish relative position in the EU does not improve between 2006 and 2013, in contrast, is in 

relative decline to the average. Meaning that the effort in the years of the crisis have not been 
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focused on changing the economic model but further penalize facilitators and constraints on 

innovation. 

Barriers: 

1. The private sector does not invest. Private investments in innovation are 3 times lower than in 

leading countries and 1/2 of the average, both R & D investment and in no R&D innovation. Public 

investment is somewhat higher but unfocused and disconnected from the companies. 

2. Business Model. A model of competitive and innovative business, is not recognized or is not 

sufficiently participating in the global arena of business initiatives. In contrast, many major 

companies have emerged and are working with a model of proximity to political power, either 

because of their origin from public monopolies, or by an intrinsic model, based on the concessions 

and agreements with administrations. 

3. The education system. Education is a strong barrier that places human resources below the 

countries of the European environment. It is not oriented to results and innovation. There is a 

strong difference in the rate of population of secondary education (20-24 in.) And in the number of 

doctorates. The University has increased the number of papers and communications, but are not 

reflected in patents. The innovative initiatives are limited to the individuals and professionals of 

certain areas like medicine, design, etc. There is a growing trend that better educated people have 

to seek employment abroad. 

4. Model of economy. Still no change an economy or an economic model that can sometimes grow, 

but cannot grow well, i.e., based on non-productive assets or resources, land, buildings etc. or 

strategies that do not create value, and compete only on price, lower personnel costs, extensive 

use of resources, environmental damage, production in mature or declining phases, speculation 

etc. This, already anticipated in 2005, has still not been changed, nor are there signs that attempt 

during the following years. 

5. Financial Structures. Clearly there is not a desire to modernize the financial structures to support 

the productive economy. Therefore financing system is weak for businesses, there is not easy acces 

of venture capital for start-ups neither for innovative initiatives or application of technological 

advances. Venture capital and entrepreneurial support systems are very poor or non-existent in 

some areas. 

6. Small and medium companies. SMEs are not sufficiently connected and do not invest neither 

separately nor in the form of partnerships, alliances or collaborations in innovation. In many cases 

the culture is competing on price and locally. Therefore, the total % of innovative SME’s 

cooperating or in alliances with others is so low. SME’s are not in a position to promote the 

introduction of product or process innovations or in marketing organization. There are not 

adequate funding systems. 

7. Intangibles are not valued. There is a lack of valuation of intangibles in general and particularly by 

managers, probably due to the business model oriented to short-term or price competition. Not 

only are there a number of patents significantly below EU, but also, there is a low recognition of 

marks or designs in general, as well as for the intellectual capital management systems, 

organizational and relational assets. 

8. Opening to the outside. Many companies do not have a culture of openness to the outside, not 

into new markets, collaborations or partnerships. Not even customer orientation. The rate of 

customer implication or collaboration in new projects is significantly lower than in EU. 

9. Connection science / technology is now missing. Few public, private or mixed institutions, 

associations, groups, or clusters act as promoters of innovation by being bridges between basic 

research and technology and business. 
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Outlook: 

None of entrepreneurial innovations in the next ten years, that will have a major impact on our lives, will 
come from Spanish environment. (Except the possibility of some contribution in single or highly specialized 
professional fields such as medicine, artistic creation, or the like) 

"Innovation in Spain, sometimes resembles the Roadmap of Fools"7. In some sectors, innovators face the 
incomprehension of their environment. In the wine sector, for example, it has happened. "Public 
administrations that modernize the wine sector was machined, boot, uniform and go for vulgarity. It is sold 
on the international market at prices much lower than European rivals (France and Italy), but at the same 
time, neither can compete with the New World (Australia, Chile, Argentina, New Zealand, South Africa) in 
the lower segments. Neither old nor new. Invisibles ".”The image we project on communication 
motorways: low price, little hook, poor image." 

If we do that extended to other sectors, we can find similar scenarios. Topics to be unearthed, innovate, get 
some unique positions, and think outside. 

The effect of the crisis from 2008 was devastating in Spain. Not only have not been recovered positions 
relative to the rest of the EU, but that clearly is going backwards. "It has begun to destroy what was built so 
many years and so much effort."8 "The Spanish economic model has systematically forgotten the 
importance of knowledge in the process of wealth creation. The recent growth stages are clearly based on 
speculation and easy credit. Spain did not participate in the industrial revolution, which was the historical 
moment where innovation, understood as based on any kind of knowledge can create value and wealth 
change, takes the initiative in economic growth in the Western world. Since then, Spain has continued 
giving up this resource, which is the foundation of welfare in the advanced countries. " 

"The data speak for themselves. For example, the% contribution to GDP decomposed into factors (TFP), 
labour, capital and knowledge, shows a completely different from other European countries deal. The 
labour is in Spain six times higher than in Germany and capital twice. However the contribution of 
knowledge factor is at least half of Germany, one fifth of Finland and one tenth of Korea." 

Financing 

A further aspect of critical importance financing. Therefore, we review the findings of the 8th 

“BARÓMETRO INTERNATIONAL FINANCING INNOVATION”9: 

CONCLUSIONS 

1. Investment in innovation is essential to develop a global leadership and value creation. 

2. Public policy should be companies growth-oriented to help them assert themselves through 

innovation and prevent competition in low costs. 

3. However, there is a paradox within innovative companies: concerns mount and weighs in the 

business climate. The main reasons are a depressed economic environment and recent tax and 

regulatory changes. 

4. Speaking of the means to return to a state of economic growth and the participation of all to 

reduce the public debt, it is important to ensure a better balance between on the one hand, public 

funding that focuses mainly on the stage higher risk of innovation, and on the other hand, a general 

policy of the country that does not favour the retention of their businesses and their 

entrepreneurs. 

                                                             

7 “Los locos del vino”. Report at “El País Dominical” 10/07/2011. Jesús Rodríguez 

8 Juan Mullet Meliá. Managing Director, Cotec Foundation, 2013. 

9 ALMA CG. 8º “BARÓMETE OF INTERNATIONAL FINANCING OF INNOVATION: CONCLUSIONS 
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5. There are outstanding issues to be addressed: greater fiscal stability and European harmonization, 

reform of the financing of SMEs, the savings directed towards innovation, the development of 

Business Angels and sponsorship, strengthening external agreements SMEs and large groups etc. 

In the same study notes that: "In 2012, the main problem identified by the Spanish companies is the 

difficulty of finding the right technology partner to structure and coordinate their external 

collaborations.” 

For the system of financing of innovation, their structure has changed between 2011 and 2012: 

The share of private funding increased from 34% to 43% of total funding. 

Public funding suffered a decline, from 66% to 57%. 

"It is worth noting the still low percentage of companies that certify their R & D, which should lead us 

to revise its utility, especially in assessing whether the circuits are being sufficiently agile or otherwise, 

in excess difficult and above all very slow.”10 

In 2011 a new Law on Science, Technology and Innovation was adopted, creating a new state agency to 

encourage research mobility of researchers between the public and private sectors. However, the 

Government has recently reduced public funding for R & D and education. 

Accordingly, under the 2020 process, it was recommended that Spain revise their spending priorities 

and reallocate funds to support small and medium enterprises (SMEs), research, innovation and 

employment opportunities for youth. 

The relative strengths in registering patents are seen in Catalonia, Madrid and the Basque Country, 

Aragon and Cantabria but also involved in energy patents. The main technology sectors are food and 

agriculture, biotechnology, ICT and energy, although the fundamental technological development in 

Europe in these areas is conducted in non-Spanish regions. 

Data on patents in industries (not included in previous maps) reveal that Catalonia has particular 

strengths (within the highest 25 ° percentile) in organic fine chemical, pharmaceutical and food 

chemistry, while the Basque Country has technological strengths similar motors, pumps and turbines, 

and thermal processing equipment, furniture, games, other consumer goods, machine tools, electric 

motors and green energy. 

 

                                                             

10 Francisco Marín, COTEC Foundation (Fundación para la Innovación Tecnológica) 
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The medium term path towards a more sustainable economy is to improve and advance the innovation 

chain and internationalize its range. In a previous article11, and we emphasize in extended chains of 

innovation and the importance of networks. 

What to do with so many barriers? 

Even with all the external barriers in the environment, a company can be innovative and moreover may be 

a model internationally. 

There are examples, some companies that are recognized and recognizable, but there are few. What is 

evident, is that to be an exception, an additional effort is required. Additional requirements to what is 

already required to initiate and sustain a business. 

As alternatives or actions, I think there are the following: 

• Living with the environment.  

• Be the exception 

• Create 'internal microclimate' but with alliances and networks of 'matched pairs' 

• Creating international networks 

• Replace the lack of supports for technological communication tools. 

To reach a "desired state", as an innovative company, which is probably difficult to achieve, the following 

steps are probably a must: 

• Create a microclimate of differentiation, right from the beginning. 

• Create an “innovation culture”. Only achieved with accumulation of experiences and successes / 

failures. It is based on responsibility, cooperation, skills, motivation and inspiration to generate 

ideas on different areas in the entire enterprise. 

• Visibility: Every idea has visibility across the enterprise and is easily confronted with a variety of 

viewpoints. “Filters” are agreed and used for selection and implementation of projects. 

• Ideas are assessed in a structured way: All ideas have a first very rapid appraisal that is visible to 

everyone. The following are business analysis in phases (stage & gates), agreed in the process. 

• Agile Implementation: The agile enterprise is able to get to make projects with the selected ideas 

and implement them quickly (i.e., six months, according to current resources). 

• Align with strategy. The strategy sets the direction of all projects. A clear value proposition and the 

expected return of the projects with respect to the resources invested, should also be clear. Any 

deviation may result in wrong decisions at various stages of review. There is a clear line monitoring 

common vision on innovation, derived from the organizational culture and transparency. 

• External openness. Same from the point of view of alliances and partnerships, as well as with the 

knowledge and education of staff, as with having the overall picture of markets and segments 

worldwide. 

 

                                                             

11 A model for innovation management: http://www.fguell.com/?p=1700&lang=en 
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