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ABSTRACT

Crowdsourcing introduces new perspectives in innovation, allowing for new products and services to shift 
away from the traditional manufacture-centric model to a more user-centric one. In order for businesses 
to reap the benefits of open innovation, it is necessary to understand the factors that motivate ideators 
to contribute valuable ideas. Equally, there is an urgency to identify the challenges faced by ideators 
in crowdsourcing for open innovation to retain the participants of crowdsourcing communities. This 
paper presents a structured review to address the aforementioned issues. Our findings reveal that the 
intrinsic factors that drive participation in open innovation are related to the learning experience that 
results from sharing ideas. Extrinsic factors like social motivation are frequently mentioned in different 
studies. This study also highlights the need for organisations to develop strategies for interacting with 
their contributors in order to sustain their participation and idea contribution. In conclusion, this paper 
can serve as a guideline for practitioners to improve crowdsourcing platforms with the inclusion of 
important motivational features. It can also serve as reference for organisations for formulating policies 
to regulate idea contribution.  
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INTRODUCTION

Traditional businesses and institutions 
have relied primarily on their internal 
R&D department to innovate and sustain 
innovations. However, the exponential 
and rapid development of information and 
communication technology, as well as the 
emergence of Web 2.0 have pushed businesses 
to seek innovative ways to design and develop 
their products and services (Geiger, Seedorf, 
Schulze, Nickerson, & Schader, 2011). Today, 
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businesses leverage on the power of the Internet as well as the skills and knowledge of a large 
number of voluntary external contributors to perform tasks traditionally carried out internally. 
This concept, aptly dubbed ‘crowdsourcing’, has changed how businesses are run.

The term ‘crowdsourcing’ was first coined in 1998 and can be defined as the act of 
outsourcing a task, previously performed internally in an organisation, to individuals or a pool 
of people through an open call commonly via the Internet (Schenk & Guittard, 2011). The 
tasks in crowdsourcing could be tasks that require basic computing skills such as data entry 
or more complex tasks such as product design. 

Crowdsourcing also introduces new perspectives into innovation where products and 
services are a shift away from the traditional manufacture-centric model to a more user-centric 
one, better satisfying user requirements (Schweisfurth, Raasch, & Herstatt, 2011). These 
ongoing crowdsourcing communities attract the attention of companies because consumers 
are presumably aware of their own problems with existing products, and they are intrinsically 
motivated to freely share their ideas about the expected products features (Hippel, 2005; Füller, 
2010; Zhao & Zhu, 2014). This can only be done under the right conditions and platforms from 
which ideators generate valuable ideas for an organisation to implement (Kavadias & Sommer 
2009; Magnusson, 2009; Poetz & Schreier, 2012).

User innovation community, an open business model, is gaining attention. It is a community 
in which ideators participate with an organisation` in research and development efforts. The 
possible benefits from these ongoing communities include direct contact with customers as well 
as consumer input into the innovation process that is better, faster and cheaper than traditional 
market research (Boutin, 2006; Howe, 2008). 

Ideators spend time and effort submitting and responding to ideas, wanting to engage 
with product development. Therefore, communicating with them requires a concerted effort 
from an organisation as the organisation has to understand the ideas contributed, identify 
the best ones and develop communication strategies that align with the new role customers 
play within the organisation’s innovation process. The purpose of this article is to identify 
the main factors that encourage ideators to contribute the types of ideas, an organisation 
desires to implement. Furthermore, we discuss the key challenges faced by ideators in these 
crowdsourcing communities.

METHOD

This paper presents a structured review of recently published literature relating to the topic 
of crowdsourcing for ideas in open innovation context. Papers were retrieved from Scopus 
and Google Scholar using keywords like ‘Crowdsourcing for Ideas’, ‘Open Innovation’, and 
‘Motivation for Crowdsourcing and Challenges for Crowdsourcing’. These keywords shown 
in the left column of Table 1, were then searched using Boolean search queries. Papers with 
more than 10 citations (higher impact) were included for analysis.
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In total, 30 papers were found using the defined Boolean search queries. The papers included 
for analysis were dated from 2008 to 2016. These papers were classified into major categories: 
motivational factors and challenges in crowdsourcing in open innovation.

The following section discusses the important motivational factors identified from the 
papers and key challenges faced in current open innovation.

RESULTS AND DISCUSSIONS

Motivational Factors Influencing Participation in Open Innovation Communities

The motivational factors were analysed and classified using the Kaufmann and Veit (2011) 
motivational model. Kaufmann and Veit (2011) refined intrinsic motivation into personal 
intrinsic (enjoyment based) and community based. Our findings demonstrated that while the 
general framework of the Kaufmann and Veit (2011) motivational model could be applied, 
the factors that led to intrinsic enjoyment were different from the factors identified for 
crowdsourcing for tasks. In task-based crowdsourcing application, the factors that led to 
enjoyment (an intrinsic factor) were mostly related to the task characteristics and design such 
as task autonomy and task identity. In contrast, in crowdsourcing for ideas, the factors that 
led to enjoyment were based on learning experience (Ståhlbröst & Bergvall-Kåreborn, 2011), 
curiosity (Ståhlbröst & Bergvall-Kåreborn, 2011) and intellectual stimulation (Lakhani & Wolf, 
2003) resulting from participating in open innovation. For example, studies have demonstrated 
how participants loved to respond to challenging questions and gathering different viewpoints 
(Muhdi, Daiber, Friesike & Boutellier, 2011). Another emergent intrinsic enjoyment-based 
factor was sense of efficiency, which encapsulates aspects like triggering creativity and 
innovation, self-development and increasing efficiency.

As for the extrinsic factors, similar motivational factors evident in crowdsourcing for 
tasks were observed (Hossain, 2012). For immediate extrinsic motivation, monetary rewards 

Table 1 
Keywords used to retrieve papers related to the topic of crowdsourcing for ideas in open innovation

Search Term No. of Papers Publication Type (No. per type)
Open innovation 10 Conference papers (0)

Journal articles (9)
Book chapters (1)

Crowdsourcing for ideas 6 Conference papers (1)
Journal articles (5)
Book chapters (0)

Challenges for open innovation 6 Conference papers (2)
Journal articles (4)
Book chapters (0)

Motivation for crowdsourcing 8 Conference papers (2)
Journal articles (6)
Book chapters (0)
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and the desire to win something emerged as main factors. Equally, for delayed extrinsic 
factors, similar factors, such as gaining reputation and signaling expertise were discovered. 
The third type of extrinsic factor, social motivation, was also cited as one of the motivational 
factors in open innovation (Schuurman, Baccarne, Marez, & Mechant, 2012). Another factor 
in this category, the desire to be with similar-minded people, also drove participation in open-
innovation communities.

Besides the difference in terms of the intrinsic motivational factors, these motivational 
factors were also found to differ according to different types of open innovation communities 
(Simula & Ahola, 2014). Ståhlbröst and Bergvall-Kåreborn (2011) further classified motivation 
in different open innovation communities, namely: brand community, beta-test community, user 
content communities, development communities and innovation intermediary communities. 
The brand community consists of experienced and avid consumers of specific brands like Nike, 
and they actively participate in product innovation (Füller, Matzler, & Hoppe 2008; Muniz & 
O’guinn, 2001), while beta-test communities are represented by users who experiment with 
prototypes and provide feedback before the products are launched. In user-content communities, 
users collaboratively contribute various types of information as in Google Maps and YouTube. 
Development communities refer to open-source communities and other developer communities, 
who develop new IT product or service, such as Linux (Barcellini, Burkhardt, & Détienne, 
2008). In innovation-intermediary communities, a neutral third party hosts the community 
comprising users who are not the companies’ customers, and there is no strong relationship 
between the users and the company (Antikainen, Mäkipää, & Ahonen, 2010a). Table 2 shows 
the identified motivational factors in each type of innovation community.

Table 2 
Classification of motivational factors according to two types of open-innovation communities

Type of Open 
Innovation 
Community

Intrinsic Extrinsic
Enjoyment Passion for 

Community
Immediate Signalling 

Expertise
Social 
Motivation

Brand 
Community

Interest 
innovation 
(Füller et al., 
2008). 
Learn something 
new (Ståhlbröst 
& Bergvall-
Kåreborn, 2011)

Win something
(Ståhlbröst 
& Bergvall-
Kåreborn, 
2011)

Recognition
(Füller et al. 
2008, Bayus, 
2013). 

Stimulate 
curiosity 
(Ståhlbröst 
& Bergvall-
Kåreborn, 2011)
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Testing 
innovative 
products 
(Ståhlbröst 
& Bergvall-
Kåreborn, 2011)

Developer
Community

Fun and 
challenging 
(Antikainen et 
al., 2010a)

Reputation 
building
Casalo, 
Cisneros, 
Flavián, & 
Guinaliu, 
2009)

Knowledge 
exchange and 
learning
(Wasko, McLure, 
& Faraj, 2000)
Intellectual 
simulation 
(Lakhani & Wolf, 
2003)  

Beta-Test 
Community

Curiosity
(Peltola, 2008)

Altruism
(Peltola, 2008)

New viewpoint
(Antikainen et 
al., 2010b)

Money or 
products 
(Antikainen et 
al., 2010a)

Being a 
forerunner
(Peltola, 2008)

Reputation 
(Antikainen et 
al,. 2010a)

Similar people 
(Antikainen et 
al., 2010b)

User Content Enjoyment  
(Antikainen et 
al., 2010b)

Status seeking 
(Lampel & 
Bhalla, 2007)

Innovation 
Intermediary

Learn something 
new (Ståhlbröst 
& Bergvall-
Kåreborn, 2011, 
Muhdi et al., 
2011)

Stimulate 
curiosity 
(Ståhlbröst 
& Bergvall-
Kåreborn, 2011)

Testing 
(Ståhlbröst 
& Bergvall-
Kåreborn, 2011)
Sense of 
efficiency 
(Muhdi et al., 
2011)

Win something
(Ståhlbröst 
& Bergvall-
Kåreborn, 
2011)
For a reward.
(Antikainen 
et al., 2010b, 
Muhdi et al., 
2011 )

For fame or 
exposure
(Antikainen et 
al., 2010a)
Recognition
(Antikainen et 
al., 2010b)

Social 
interaction
(Antikainen 
et al., 2010a, 
Muhdi et al., 
2011)

Table 2 (continue)
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In summary, both intrinsic and extrinsic motivational factors influence participation in 
diverse open-innovation communities. Most importantly, for creating intrinsic motivation, the 
crowdsourcing application needs to accommodate tasks or opportunities that can create new 
knowledge and enhance the sense of efficiency of the participants. Additionally, participants 
need to be involved in contributing ideas that stimulate their intellectual ability and curiosity. 
In these open-innovation communities, the participants emphasise on the learning process, 
experience and the social interaction with like-minded people in addition to monetary rewards. 

Challenges in Open-Innovation Communities 

The concept of crowdsourcing for ideas, however, imposed several issues that can be categorised 
in two main challenges: managing the ideas and sustaining the participants of crowdsourcing 
communities. 

In managing the ideas contributed by the communities, the first challenge was to 
understand the ideas contributed. Most of the organisations implementing crowdsourcing 
have a difficult time understanding  the idea posted due to lack of details about the ideas and 
lack of understanding among the idea contributors (ideators), other users and the organisation 
itself (Gangi, Wasko, & Hooker, 2010). The contributors are usually focussed on developing 
solutions rather than on elaborating on the initial ideas posted by others, and this led to 
minimal collaboration between them (Majchrzak & Malhotra, 2013). Organisations then faced 
difficulties in identifying and selecting the best promising ideas due to the large volume of ideas 
collected and idea duplication. The large volume of ideas overwhelmed the organisations as they 
needed to evaluate all the ideas contributed, not just the top-ranked ones. Other than managing 
such an overwhelming quantity of ideas, the quality of the ideas contributed often suffered due 
to the race to contribute lots of ideas. The race to quickly post the ideas led the contributors to 
fail to offer good solutions that incorporated various perspectives, risks and needs (Majchrzak 
& Malhotra, 2013). Apart from the quantity and quality of the ideas contributed, protecting the 
ideas contributed was also a challenge for the organisation. The organisations faced difficulties 
in balancing information dissemination to their own contributors against disclosure to their 
competitors. Protecting ideas contributed is crucial when there are competitors attempting to 
derive financial benefit from the ideas and creativity mined from crowdsourcing communities 
(Chanal & Caron-Fasan, 2010).

Sustaining continued contribution from participants of crowdsourcing communities is 
another issue that needs to be addressed by organisations (Gangi et al., 2010). Apart from 
managing the ideas contributed, organisations have to develop strategies for interacting 
with their contributors in order to sustain their participation and idea contribution. This is 
important as organisations can potentially lose their valuable contributors and their ideas if 
their contributors feel alienated due to lack of communication and interaction between both 
parties. Organisations need to protect and nurture the relationship between them and the 
contributors carefully to effectively ensure sustainable contribution of ideas. On the other hand, 
less collaboration among the contributors will lead to the failure of ideas to evolve and create 
solutions for organisations due to diminished willingness among contributors to provide free 
help when competition increases.
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CONCLUSIONS

After analysing and classifying the factors that stimulate crowdsourcing motivation, this study 
found that factors responsible for intrinsic enjoyment were different from the factors responsible 
for crowdsourcing for tasks. It was found that in task-based crowdsourcing application, the 
factors that led to intrinsic enjoyment were mostly associated with the task characteristics and 
design such as task autonomy and task identity and sense of efficiency, which encapsulates 
aspects like triggering creativity and innovation, self-development and increasing efficiency. On 
the contrary, in crowdsourcing for ideas, the factors that led to enjoyment were established from 
the learning experience, curiosity and intellectual stimulation that resulted from participating 
in open innovation. In addition, monetary rewards and the desire to win something were the 
factors that led to immediate extrinsic motivation. However, in crowdsourcing for ideas, 
other delayed extrinsic motivational factors like gaining reputation and signalling expertise 
played a significant role. Another extrinsic factor, social motivation, which is the desire to be 
with like-minded people, was also cited as one of the motivational factors in open-innovation 
communities.

The motivational factors also differed in proportion to different types of open-innovation 
communities. This study found that there were different motivational factors in different 
open-innovation communities, such as brand community, beta-test community, user content 
communities, development communities and innovation-intermediary communities. It can 
be summarised that intrinsic and extrinsic motivational factors influence participation in 
diverse open-innovation communities. Above all, in order to appeal to intrinsic motivation, 
a crowdsourcing application needs to provide tasks or opportunities that can create new 
knowledge and enhance the sense of efficiency of the participants.

There are two main challenges in crowdsourcing in open-innovation communities, 
which are understanding and protecting the contributed ideas and sustaining crowdsourcing 
participants. Understanding the contributed idea tended to be difficult because of lack of details 
about the idea and understanding among the parties involved. Protecting contributed ideas was 
found to be critical when there were competitors attempting to derive financial benefit from 
the idea and creativity evident in crowdsourcing communities. In addition, it was found that 
to ensure sustainability of idea contribution, task providers needed to protect and nurture their 
relationship with the communities.
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