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Abstract 
Megatrends such as globalization, digitalization and the increased rate of technological development 
are all example of aspects that directly affect and challenge companies. While it opens up for new 
business opportunities it also serves an increasingly competitive climate and puts tougher pressure on 
organizations. While several traditional management models are focused on internal aspects such as 
improving processes, reducing waste and removing non-value adding procedures it is argued in 
literature that having dynamic capabilities is key to succeed in a more rapidly changing environment. 
This means being able to not only handle daily business but also to sense, shape and seize 
opportunities and transform the organization accordingly. The Silicon Valley Model (SVM) is a 
holistic management model that aims at generating dynamic capabilities for firms in rapidly changing 
environments. This study is centered on identifying if the five principles that constitute the SVM are 
adopted in large multinational Swedish companies founded during the industrial era. The five 
principles are: 

1. The Dynamic Firm 
2. A People-Centric Approach 
3. An Ambidextrous Organization 
4. An Open Organization That Networks with Its Surroundings 
5. A Systems Approach 

 
By interviewing 14 C-level employees in Telia, Lantmännen, Trelleborg and “Company A” we found 
that Telia and Lantmännen have implemented or have clear transformation initiatives that indicate 
that they are moving towards implementing all the management principles of the SVM. Trelleborg 
have or are moving towards all principles except an ambidextrous organization, which was not found 
during interviews. The fourth case company is anonymous and therefore called Company A. They 
are operating in a more stable environment, which moves towards being more dynamic. They was 
seen implementing some management principles of the model, but did not have a holistic approach 
for it. The common denominator is that all companies come from having established satisfyingly 
efficient operational cores and profitability levels, before shifting focus towards having a growth and 
innovation focus. 
 
Key words: silicon valley model, dynamic capabilities, a continuously changing organization, a 
people-centric approach, an ambidextrous organization, an open organization that networks with its 
surroundings, a systems approach, organizational innovation 
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Sammanfattning 
Megatrender som globalisering, digitalisering och den ökade takten på teknologisk utveckling är alla 
aspekter som direkt påverkar och utmanar företag. Medan det öppnar upp för nya affärsmöjligheter 
så bidrar det också till ökad konkurrens och större press på företags organisationer. Medan flera 
traditionella ledningsmodeller är fokuserade på interna aspekter såsom att förbättra processer, minska 
slöseri och ta bort icke värde-adderande processer, hävdas dynamiska förmågor vara en nyckel till att 
lyckas i en mer snabbrörlig omgivning. Detta innebär att man inte bara hanterar sin dagliga 
verksamhet utan också känner av och tar till vara på möjligheter samt förändrar sin organisation i 
enlighet med dessa. Silicon Valley Modellen (SVM) är en holistisk företagsledningsmodell som ämnar 
generera dynamiska förmågor för företag i snabbrörliga omgivningar, med syfte att skapa innovation 
och tillväxt. Den här studien är centrerad kring att identifiera om de fem principer som utgör SVM är 
anammade i stora multinationella svenska företag som är grundade under den industriella eran. De 
fem principerna är: 

1. Den Dynamiska Firman 
2. Individen i Centrum 
3. Både-och-Organisation 
4. Öppenhet och Nätverkande med Omvärlden 
5. Systemansats 
 

Genom 14 C-level intervjuer på Telia, Lantmännen, Trelleborg och “Company A” drogs slutsatsen 
att Telia och Lantmännen har implementerat eller har klara transformationsinitiativ som indikerar på 
att de rör sig mot att implementera hela SVM. Trelleborg rör sig mot att täcka hela, förutom både-och-
organisation som inte hittades under intervjuerna. Det fjärde företaget, anonymt kallat Company A, 
verkar i en mer stabil tillverkningsindustri men rör sig mot en mer rörlig omgivning. De sågs 
implementera några principer från modellen, men ansågs inte ha ett holistiskt närmande till SVM. 
Den gemensamma nämnaren är att de fyra företagen kommer från att ha etablerat tillfredställande 
effektiva kärnverksamheter och lönsamhetsnivåer innan de skiftat fokus mot tillväxt och innovation. 
 
Nyckelord: silicon valley modellen, dynamisk förmåga, en kontinuerligt föränderlig organisation, 
individen i centrum, både-och-organisation, öppenhet och nätverkande med omvärlden, 
systemansats, organisatorisk innovation 
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Abbreviations and Glossary of terms 
This page is showing abbreviations used in this thesis. 

Abbreviations 

  

B2B   Business-to-Business 
 
B2B2C  Business-to-Business-to-Consumer 
 
B2C   Business-to-Consumer 
 
CEO  Chief Executive Officer 
 
HR  Human Resources 
 
HQ  Headquarters 
 
IoT  Internet of Things 
 
PnL  Profit and Loss 
 
R&D  Research and Development 
 
SME  Small and Medium-Sized Enterprise 
 
SVM  Silicon Valley Model 
 
TQM  Total Quality Model 
 
VUCA  Volatile, Uncertain, Complex and Ambiguous 

Glossary of terms 
 

Dragon’s den Pitching business ideas for a group in order to secure 
investments for it.  

 

Organizational innovation Organizational innovation involves introducing a new 
organizational method in the firm’s business practices, 
workplace organization or external relations. These 
innovations can be new to the firm/educational institution, 
new to the market/sector or new to the world. 

 

Management practice  Methods or techniques for making the optimum use of the 
firm's resources in order to be effective and practical in 
achieving an objective. 

 

Management principle Fundamental norms, rules, or values that help employees, 
units or organizations in determining the rightfulness or 
wrongfulness of its actions. 

 

Management model  Model containing management principles and/or practices. 
 

Return of attention  Defined as the quantity of focused action taken divided by 
the time and effort spent analyzing the problem 

  



 

  



 

Table of Contents 
1	INTRODUCTION	..................................................................................................................................	1	

1.1	BACKGROUND	.........................................................................................................................................	1	
1.2	PROBLEMATIZATION	.................................................................................................................................	2	
1.3	PURPOSE	................................................................................................................................................	2	
1.4	LIMITATIONS	AND	DELIMITATION	................................................................................................................	2	

2	LITERATURE	STUDY	.............................................................................................................................	4	
2.1	THE	SILICON	VALLEY	MODEL	.....................................................................................................................	4	
2.2	PERSPECTIVES	ON	MODELS	........................................................................................................................	6	
2.3	CONCRETIZING	THE	SILICON	VALLEY	MODEL	AS	A	STUDY	OBJECT	....................................................................	11	

3	METHODOLOGY	................................................................................................................................	25	
3.1	DESIGNING	THE	RESEARCH	PROCESS	..........................................................................................................	25	
3.2	DATA	COLLECTION	.................................................................................................................................	26	
3.3	VALIDITY,	RELIABILITY	AND	GENERALIZABILITY	.............................................................................................	29	

4	CASE	COMPANIES	.............................................................................................................................	32	
4.1	TELIA	COMPANY	....................................................................................................................................	32	
4.2	LANTMÄNNEN	.......................................................................................................................................	32	
4.3	COMPANY	A	.........................................................................................................................................	32	
4.4	TRELLEBORG	.........................................................................................................................................	33	

5	EMPIRICS	AND	ANALYSIS	..................................................................................................................	34	
5.1	EMPIRICS	FROM	TELIA	COMPANY	.............................................................................................................	34	
5.2	ANALYSIS	TELIA	COMPANY	......................................................................................................................	44	
5.3	EMPIRICS	FROM	LANTMÄNNEN	................................................................................................................	55	
5.4	ANALYSIS	LANTMÄNNEN	.........................................................................................................................	61	
5.5	EMPIRICS	FROM	COMPANY	A	...................................................................................................................	70	
5.6	ANALYSIS	COMPANY	A	...........................................................................................................................	78	
5.7	EMPIRICS	FROM	TRELLEBORG	...................................................................................................................	88	
5.8	ANALYSIS	TRELLEBORG	...........................................................................................................................	95	

7	DISCUSSION	....................................................................................................................................	102	
7.1	DISCUSSION	OF	FULFILLMENT	OF	RESEARCH	PURPOSE	.................................................................................	102	
7.2	DISCUSSION	OF	MAIN	FINDINGS	.............................................................................................................	102	
7.3	DISCUSSION	OF	THE	SILICON	VALLEY	MODEL	............................................................................................	103	
7.4	DISCUSSION	OF	METHODS	USED	.............................................................................................................	106	
7.5	DISCUSSION	OF	SUSTAINABILITY	..............................................................................................................	107	
7.6	DISCUSSION	OF	ETHICS	..........................................................................................................................	108	

8	CONCLUSIONS	................................................................................................................................	110	
8.1	CONCLUSIONS	REGARDING	RQ	...............................................................................................................	110	
8.2	CONCLUSIONS	REGARDING	SQ1	.............................................................................................................	111	
8.3	CONCLUSIONS	REGARDING	SQ2	.............................................................................................................	113	

9	FUTURE	RESEARCH	.........................................................................................................................	115	

REFERENCES	

APPENDIX	1:	INTERVIEW	SHEETS	

APPENDIX	2:	SURVEY	FORM	
  



 

 
  



 

Table of Figures 
Figure 1  The Silicon Valley Model (Steiber and Alänge, 2016)   4 
Figure 2 Survey results for Telia Company part 1    34 
Figure 3 Survey results for Telia Company part 2    35 
Figure 4 Survey results for Lantmännen part 1    55 
Figure 5 Survey results for Lantmännen part 2    56 
Figure 6 Survey results for Company A part 1    70 
Figure 7 Survey results for Company A part 2    71 
Figure 8 Survey results for Trelleborg part 1    88 
Figure 9 Survey results for Trelleborg part 2    89 



 

  



 

 
Table of Tables 
 
Table 1 Management models for different business environments    5 

(Birkinshaw and Ridderstråle, 2015)  
Table 2 Characteristics of a “traditional” respectively a Silicon    10 

Valley Model company (Steiber and Alänge, 2016) 
Table 3  Concretization of The Dynamic Firm    13 
Table 4  Concretization of A People-Centric Approach    18 
Table 5 Concretization of An Ambidextrous Organization    21 
Table 6  Concretization of An Open Organization That     23 

Networks with Its Surroundings. 
Table 7  A Systems Approach as exemplified by Steiber and Alänge (2016)  24 
Table 8 Analysis of The Dynamic Firm for Telia Company   44 
Table 9 Analysis of A People-Centric Approach for Telia Company   48 
Table 10 Analysis of An Ambidextrous Organization for Telia Company   51 
Table 11 Analysis of An Open Organization That Networks with Its    52 

Surroundings for Telia Company 
Table 12 Analysis of A Systems Approach for Telia Company   53 
Table 13 Analysis of The Dynamic Firm for Lantmännen    61 
Table 14 Analysis of A People-Centric Approach for Lantmännen   64 
Table 15 Analysis of An Ambidextrous Organization for Lantmännen   66 
Table 16 Analysis of An Open Organization That Networks with Its    68 

Surroundings for Lantmännen 
Table 17 Analysis of A Systems Approach for Lantmännen   68 
Table 18 Analysis of The Dynamic Firm for Company A    79 
Table 19 Analysis of A People-Centric Approach for Company A   82 
Table 20 Analysis of An Ambidextrous Organization for Company A   84 
Table 21 Analysis of An Open Organization That Networks with Its    85 

Surroundings for Company A 
Table 22 Analysis of A Systems Approach for Company A   86 
Table 23 Analysis of The Dynamic Firm for Trelleborg    95 
Table 24 Analysis of A People-Centric Approach for Trelleborg   98 
Table 25 Analysis of An Open Organization That Networks with Its                       100 

Surroundings for Trelleborg 
Table 26 Analysis of A Systems Approach for Trelleborg                       100 
Table 27 The adoption of SVM principles                       110 
  



  



 1 

1 Introduction 
The following chapter will present the background to the study, the formulated problematization, purpose of the 
research together with the research question as well as limitations and delimitations to clarify the scope of the 
project. 

1.1 Background     
After the World War I, the world moved from craft production to mass production. What 
followed was overcapacity and uncompetitive mass-production capacity. (Womack, 1990) 
Andersson et al. (2006) argues that several management concepts in the topic of quality 
management have been applied to companies, where Total quality management (TQM), Lean, 
and Six sigma are the most widely spread. Steiber (2014) argues that the models that came up 
during the industrial era were focusing on management and control, something that pose a 
challenge as they are focused on reaching efficiency in order to serve existing customers, but lack 
the emphasis on future possibilities and customers. 
 
Davenport et al. (2007) argues that strategic management and its traditional dimension has 
implication when we move from an industrial economy towards an innovation economy. When 
Teece et al. (1997) studied how companies were achieving and sustaining competitive advantage 
they developed the dynamic capabilities approach to understand the sources of wealth creation 
and capture by firms. This was done to understand how and why some firms in rapid change 
could build competitive advantages.  
 
Earlier research, proposing the competitive forces established by Porter, helps companies to seek 
where they can get competitive advantage in the market because forces are weaker. It is also used 
to understand where they should build up defense because of competitive forces. This is done 
through studying rivalry between existing competitors, bargaining powers from suppliers and 
customers, as well as threats of new entrants and substitutes. (Porter, 2008) The resource-based 
approach is another model that aims to get competitive advantage in a firm from having superior 
systems and structures, being profitable from lowering costs, improving quality or product 
performance. This approach centers on accumulating and guarding valuable tangible (such as 
capital, factories etc.) and intangible (such as intellectual property, brand recognition etc.) assets. 
(Teece et al., 1997) These two are important for a company, but Teece et al. (1997) created 
dynamic capabilities because there was almost no literature that stressed how to discover, create 
and commercialize new sources of value.  
 
Steiber and Alänge (2016) argue that dynamic capabilities have become even more important as 
the world is becoming a VUCA (Volatile, Uncertain, Complex and Ambiguous) environment 
affected by for example the globalization, increased speed of technological improvement, 
digitalization and the more intense competition. Teece et al. (1997) argues that it is through 
dynamic capabilities a firm truly can obtain a sustainable competitive advantage. 
  
Steiber and Alänge (2016) created The Silicon Valley Model, hereafter referred to as SVM, after 
they studied several leading companies originating from Silicon Valley (Google, Tesla Motors, 
Apigee, Facebook, LinkedIn, and Twitter). What they found was that these companies used 
management principles and practices that were consistent with each other. This shed light on 
important aspects for stimulating dynamic capabilities that was coincidently identified in their 
global review of literature. From their research they created the SVM, a management model using 
a holistic organizational approach that aims at creating dynamic capabilities in times of constant 
change.  
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This study focuses on understanding if the principles of SVM are used today in large Swedish 
companies that were founded during the industrial era. From studying four companies in 
different business environments; Telia, Lantmännen, Trelleborg and “Company A”, the research 
aims to understand if the management principles of the SVM is present in these companies and 
whether there is a trend in adopting parts or all of the principles. 

1.2 Problematization  
Steiber and Alänge (2016) argue that nearly every industry is a fast-changing VUCA environment. 
Birkinshaw and Ridderstråle (2015) states that many large companies, from various sectors and 
geographies, tend to stand still even if the world around them is speeding up. Further, Davenport 
and Harris (2007) argues that to take advantage of how industries and markets are changing, 
companies are forced to compete in entirely new ways.  

 
Foster and Kaplan (2001) explain that while half a century ago the life expectancy of a firm in the 
Fortune 500 was around 65 years, it is today less than 15 years. Paap and Katz (2004) argue that 
existing companies focus on working with incremental innovation. Their organization and its 
practices do not support disruptive innovation. Bower and Christensen (1995) say that this is a 
result from closely monitoring its existing needs and beliefs in order to keep up the present sales.  
 
In the increasingly rapidly changing business climate, Steiber (2014) argue that it is increasingly 
important for companies to quickly adopt new management principles in order to stay ahead of 
their competition. To survive, companies need to implement new management practices to 
enable and manage continuous innovation capabilities. Teece et al. (1997) argues that companies 
need support by organizational processes and need to have the ability to continually renew their 
competences in order to satisfy the changing business environment. The SVM is by Steiber and 
Alänge (2016) hypothesized to be an industry-independent holistic management model needed 
for innovation and competitiveness in rapidly changing environments. However, the model is 
created by studying relatively young companies that are primarily based in the IT-industry in the 
Silicon Valley. 

1.3 Purpose      
The purpose of this study is to investigate if the management principles of the SVM are present 
in large multinational companies founded during the industrial era in Sweden. The aim is to 
understand if certain parts of the SVM is present today and whether there is a trend in these 
companies in adopting parts or all of the management principles of the SVM. To fulfill the 
purpose of this study the following research questions were posed to provide a structured and 
justified understanding of the dispersion of the SVM: 
 
RQ: What management principles from the Silicon Valley Model can be identified in large 
multinational Swedish companies that were founded during the industrial era? 
 
SQ1: How are large multinational Swedish companies founded during the industrial era applying 
the management principles of the Silicon Valley model?  
SQ2: Are the large multinational Swedish companies, founded during the industrial era, moving 
towards implementing the Silicon Valley model? 

1.4 Limitations and delimitation 
The duration and resources were limited when conducting this thesis, which led to a geographical 
delimitation of only studying companies in Sweden. To minimize the risk of obtaining biased and 
industry specific results the study was based on four large multinational Swedish case companies 
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that were born in the industrial era and act in different industries. As the case companies exist in 
different contexts, the study obtains a higher validity in answering the research question. The 
extent of access that was possible to get in the four case companies limited both the qualitative 
and quantitative data that could be used and analyzed in this thesis.  
 
It cannot be assumed that an organization is entirely homogenous in working with organizational 
and managerial questions on a global level. As the case companies are global players, the research 
was limited to interviewees’ comprehension of the whole organization. From having access to 
top management roles in the case companies, interviewees are argued to have a good 
understanding of the whole organization.  
 
As the five management principles of the SVM are broad and abstract while the access to the 
case companies was limited, the adoption of the SVM was not measured to a degree of terms in 
numbers. The strategy was instead to concretize these principles as substantially as possible with 
the duration of the master thesis in mind. By catching the past, present and future state of the 
case companies from qualitative and quantitative data, we illustrate the adoption in terms of 
initiatives linked to the concretizations to show if the case companies were moving towards the 
SVM or not. When we talk about these time-horizons, it is limited to the extent to the 
comprehension of what the interviewees provide to us as well as our interview methodology.  
 
Conclusions made in this study are limited to the qualitative data gathered from the interviews. 
This limits the possibility to compare the results to what degree they have adopted each 
management principle of the SVM between the case companies. This is because of the chosen 
methodology and that the interviewees’ perceptions are based on their individual company and 
industry. However, the collective perception of the individuals from each company provides a 
satisfying judgment about their respective organization and surrounding.  
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2 Literature study 
In the literature study the SVM is first presented. The model is then discussed with regards to what kind of a 
model it is and what context it serves. The literature study ends with the authors further elaborating on the SVM 
and its principles by presenting concretizations of the principles that constitute the model. 

2.1 The Silicon Valley Model 
The SVM is a holistic organizational model with the central purpose of creating innovation and 
growth by enabling strong dynamic capabilities in the organization, which is argued by Teece et 
al. (1997) to be how a firm truly can obtain a sustainable competitive advantage. The research 
conducted by Steiber and Alänge (2016) sheds a light upon the traits that characterize successful 
companies in the VUCA world we live in. The model comes from a grounded theory approach, 
meaning the assembling of a new model that seems to be evident according to the collected data. 
The researchers conducted case studies on several Silicon Valley companies: Google, Facebook, 
Tesla, Apigee, LinkedIn and Twitter. The findings were compared in a global review of literature 
focusing on research conducted on what has made companies successful in times of constant 
change (Steiber and Alänge, 2016). The SVM is visualized by eight comprehensive elements 
surrounding the holistic strategic intent as presented in Figure 1. 

 
Figure 1     The Silicon Valley Model (Steiber and Alänge, 2016) 
 
From their studies, Table 1 as presented by Steiber and Alänge (2016) helps illustrate an overview 
in how fundamental attributes distinguish the SVM compared to traditional models. 
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Table 1      Characteristics of traditional models respectively the SVM (Steiber and Alänge, 2016) 
Element Traditional model Silicon Valley model 

Strategic intent of 
top leaders 

Cost and profitability Innovation and growth 

Main focus of top 
leadership 

Internal External 

People Valued for operational 
competencies. 

Valued for entrepreneurship as a core 
competence. 

Culture Emphasizes efficiency, low 
risk, control, and quality. 

Emphasizes uniqueness, risk taking, 
adaptability, speed and fast learning. 

Leaders Managers. Set direction and 
priorities. Instruct what should 
be done and in many cases 
how it should be done. Follow 
up, check and control. 

Coaches and facilitators. Together with 
the teams, set direction and priorities 
but leave the HOW to the team 
members. Facilitate and coach the 
team in reaching goals. 

Organization Bureaucratic, highly 
structured, hierarchical. Use of 
larger work units. Vertically 
distributed decision power. 
Mostly focused on internal 
innovation. 

Organic, semi-structured, flat. Use of 
small teams. Selective 
decentralization. Temporarily, 
decision power can be centralized to 
the top. Focused on both internal 
and external innovations. 

Coordination 
mechanisms 

Through standardization of 
work processes, job 
descriptions and skills. 

Through compelling vision, shared 
values, simple rules, and key 
priorities. 

Automated 
information 
processes 

Lower degree. Cost of 
communication is lower. 

Higher degree. Cost of 
communication is high. 

  
The SVM model is grounded in six management principles: Dynamic Capabilities, A 
Continuously Changing Organization, A People-Centric Approach, An Ambidextrous 
Organization, An Organization that Networks with its Surroundings and A Systems Approach. 
These principles have individually been studied by various research groups in the world. Steiber 
and Alänge (2016) argue that the Silicon Valley companies’ ability for continuous innovation is 
based on their integrated usage of these six principles. According to Steiber and Alänge (2016) 
the SVM provides a holistic view of the company, a management system of interdependent 
principles with the aim to create dynamic capabilities, innovation and growth. The difference 
from earlier research on dynamic capabilities is that Teece et al. (1997; 2007) created the term as a 
strategic framework, while Steiber and Alänge’s (2016) SVM and its elements together give a 
holistic approach to the organization for handling change in rapidly changing environments. The 
authors argue that the SVM can be seen as a scalable evolution of the adhocracy model, suitable 
for not only SME’s but large global companies as well. 
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2.2 Perspectives on models 
By understanding a model’s origins as well as contents and putting it in a context it is possible to 
create a deeper understanding of what kind of model it is. Engwall et al. (2005) raise the issue that 
different individuals interpret and use models and their components in different ways. As 
interpretations vary, it is argued that the potential advantages of a model might be neutralized if it 
is not utilized in the prescribed way. Further, Engwall et al. (2005) categorize ways of interpreting 
models into five conceptions; administering, organizing, sense giving, team building and 
engineering. Some researchers argue that models rather serve as facades, creating a false 
legitimacy rather than actually providing measures for how to carry out a task (Meyer and Rowan, 
1977). While Brown and Duguid (1991) question the use of abstract models for solving complex 
tasks, Schön (1983) also question the possibility to extrapolate one solution to several problems. 
With the interpretive factor in mind, Engwall et al. (2005) argue that emphasis in literature might 
benefit from shifting focus from model design, to model use. They further emphasize a models 
communicative role for an organization by presenting common concepts, and that changing 
models can have an indirect effect on practice by catering new concepts upon which individuals 
can create their own interpretation.  

2.2.1 What type of model is the SVM? 
The SVM is a normative management model that takes a holistic view on the organization and is 
based on descriptive studies of companies from Silicon Valley. The model is described in a 
fundamental way on a high level and does not contain explanations on a detailed level. However, 
all levels and departments in the organization are covered by it, as well as their connections to the 
surroundings. The model could be argued be directed towards high-level managerial employees as 
primary users, as they would be the ones to initially initiate the implementation and use of the 
model to stimulate change. 
 
Comparing with Engwall et al.’s (2005) conceptions of models, it does not cohere with the 
administrating, team building or engineering conceptions as these for instance include the use of 
standardization and best practices, something that is not included in the SVM. On the other hand 
the model could be interpreted as both organizing and sense giving. 
 
Contributing with concepts and ideas on a high level, the SVM could be perceived as Engwall et 
al.’s (2005) conception organizing, when the users have experience and are having an 
organization working closely to the SVM. This as this conception provides a common language, 
supports organizing, communication and action in exploring the organization's mission and 
unforeseen challenges. However, the model does though do not contain described best practices 
as the organizing conception normally does for managing standard issues. 
 
Users of the model that have experience from as well as the purpose of implementing it in an 
organization working far from coherently to the SVM, would be more likely to perceive it as 
Engwall et al.’s (2005) sense giving model. This is a result of the SVM being a complex and 
abstract model that could be argued to contain a confusing web of activities and relations for 
these kinds of users. Since the SVM is described on a high level, the user needs to determine how 
to apply the model. This demands tacit knowledge, which means that users with experience of, 
and that haves an organization working more coherent to the SVM, are more likely to understand 
which elements of the model to use and how to use these successfully. However, the perceiver of 
the sense making conception has use of the model in the day-to-day work to create a shared 
understanding and communication of the change of the organization as well as its surroundings 
using the philosophy of the model (Engwall et al, 2005). From this perspective the model gives 
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the users a vision of how to change the organization, its role and meaning, how they should act as 
well as their relation to their ecosystem they are part of (Engwall et al, 2005). 

2.2.2 Comparing SVM with TQM 
Viewing TQM in a similar way helps to compare and illustrate the SVM’s contrasts to a model 
with longer heritage, and put the SVM in a clearer context. TQM was created in 1949 by the 
Union of Japanese scientists and engineers. They formed a group that would improve Japanese 
productivity enhancing their postwar quality of life. TQM became widely spread after, when it 
was understood that the philosophy of the model could be spread to manufacturing functions. 
(Powell, 1995)  
 
The model’s management practices aim at improving efficiency, reliability and quality by reducing 
or eliminating variation from a service delivery system or production process through a set of 
standards, techniques and procedures (Hoang et al., 2010). TQM involves the whole organization 
in a systematic long-term aspiration to develop processes that are flexible and responsive which 
are customer and quality focused. Through this philosophy a company can create and sustain a 
culture that is committed to continuous improvement. Top management leads this, but all 
employees need to participate and contribute. (Mansir and Schacht, 1989) However, there is no 
consensus in literature on what the overall theory of neither TQM nor its primary components is 
(Zhang, 1997), which shows that TQM is a normative model. 
 
Because of TQM’s long heritage and well studied context which includes top leader guidelines as 
well as standardizations and best practices, TQM is a model comprehensive enough to be 
interpreted in all five conceptions as presented by Engwall et al. (2005). The extent of these 
interpretations might though differ depending on what situational context of a company the 
interpreter exist in as well as what parts of the model that are implemented. TQM’s dedication to 
the optimization of processes and establishment of best practices support the emphasis on 
standards in the conceptions administrating, engineering as well as, to some extent, team building. 
While the engineering conception has its concerns with standardized product and process 
development models, TQM provides a variety of models and tools for consideration and 
utilization depending on the needs (Mansir and Schacht, 1989).  
 
While not covering any frameworks for how to handle people, noting the importance of trust and 
respect as well as emphasizing the value of recognizing and encouraging employees (Mansir and 
Schacht, 1989), TQM cover several aspects of the team building conception. 
 
As TQM covers the entire organization and provides normative building stones, the model can 
be conceived in the organizing and sense giving ways. Providing both detailed schemes as well as 
more fundamental descriptions of ideals, these conceptions view models as frameworks for 
supporting the standardization of issues. The comprehensive coverage of TQM allows the sense 
giving to interpret and utilize the specific blocks they deem as necessary. 

2.2.3 Organizational innovation and management fashion 
OECD (2016) is defining organizational innovation as: “organizational innovation involves introducing a 
new organizational method in the firm’s business practices, workplace organization or external relations...These 
innovations can be new to the firm/educational institution, new to the market/sector or new to the world.”  
  
Mol and Birkenshaw (2009) argue that management innovation is defined as a practice or 
structure that are “new to the state-of-the-art” or “when the management practice is new to the 
firm that is implementing it”. An organizational innovation can therefore be identified as 



 8 

management innovation. Because of a company’s context, Hamel (2006) argues that one of the 
most important sources of sustainable competitive advantage is management innovation and 
argues that it can create long-term competitive advantage if it fulfills one or more of following 
preconditions: “The innovation is based on a novel principle that challenges management orthodoxy; it is 
systematic, encompassing a range of processes and methods; and it is part of an ongoing program of invention, where 
progress compounds over time”. 
  
Birkinshaw et al. (2008) and Steiber (2007) define TQM as an organizational innovation based on 
these above-stated preconditions. The SVM is also an organizational innovation as it is a novel 
principle that challenges the management orthodoxy. What is important to distinguish is the 
difference between management innovation and management fashion. The latter one can be 
described by Abrahamson (1996) as the transitory collective belief that a management technique 
or idea leads to rational management progress. This is academically and professionally 
problematic as fashion setters who fall behind can be seen as laggards and not keeping their 
image by not following the same path. Birkenshaw et al. (2008) however argue that all 
organizational innovations can be thought of as management fashion. The authors mean that Six 
Sigma (Motorola's version of TQM) and the balanced scorecard became management fashion 
when tremendously many began using them. They further argue that management fashion 
explained in abstract terms could energize management innovation. The processes of the two are 
similar, both contains internal (users in management fashion theory) and external (suppliers in 
management fashion theory) change agents as well as interaction between both. It is hard to 
distinguish between the two, since both are new to the firm that at a later stage get used and 
retained or not. 
  
Daniel et al. (2012) argues that various studies show that management practices follow a lifecycle 
model. One of these models describe it having the following steps: 

1. Invention - A small awareness is raised about the management practice. The literature on 
the management practice is introduced. 

2. Acceptance - Implementation of management practice as well as support by practitioner 
literature is increasing. Number of articles on the practice is rapidly increasing. 

3. Disenchantment – Evaluation and potential adaption of management practice. The 
academic literature is defining boundary conditions, its limitation and disadvantages. Most 
articles are getting published on the practice through this phase. 

4. Decline – The management practice is escaped from. Literature is disclaiming its 
effectiveness. The number of publications is decreasing significantly. (Carson et al, 1999) 

 
While the SVM was launched in 2016, TQM has been implemented by various organizations and 
also studied for a while by researchers. Black and Porter (1996) argue that TQM concepts are 
much based on case studies, anecdotal evidence and the prescriptions of leading gurus. Further, 
they mean that it is hard to determine which factors that lead to success of the practice. Harari 
(1997) argues after studying interdependent research conducted by consulting firms that only a 
fifth or at best a third of TQM programs in the US and Europe had succeeded to improve 
quality, productivity, competitiveness or financial results significantly. 
 
Westphal et al. (1997) argues late adopters have implemented TQM programs as normative 
patterns introduced to the quality practices by earlier adopters as a result of isomorphic pressure. 
Early adopters enjoyed benefits by customizing the quality practices to suit their organization’s 
unique needs and capabilities. As mimetic isomorphic followers might not adopt the suitable 
characteristics of the practices, they might not therefore experience the same productivity 
benefits. The authors argue that organizations should get help by social networks to identify 
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which TQM practices that promote its strategic objectives and which that exploit the 
organizations’ capabilities and resources.  

2.2.4 Management models for different industries 
Bloom and Van Reenen (2010) argue that most management literature is based on case studies. 
They therefore created a large and decade long survey research program based on systematic 
empirical data in different companies and countries with the purpose to investigate what factors 
influence how well management practices are used. The authors argues that the use of 
management practices should be based on the firm’s environment and they should be adopting 
their own best practices depending on its circumstances. 
 
Birkinshaw and Ridderstråle (2015) argue that many large companies, from various sectors and 
geographies, tend to stand still even if the world around them is speeding up. This is a result from 
gathering more and more information rather than making decisions, endless debate and a bias 
toward rational, scientific evidence at the expense of intuition or gut feel, something that can be 
blamed on a lack of attention rather than information. This can result in reduced quality and 
speed in decision making, rendering a sterile environment where intuitive thinking is suppressed. 
  
Birkinshaw and Ridderstråle (2015) mean that large companies, especially on the executive level, 
are poor at managing their return on attention, which is important to address opportunities. The 
successful companies have understood the power and limits of information. They have 
understood that the right answer is sometimes imperative, but sometimes from acting swiftly and 
experimenting. 
  
Birkinshaw and Ridderstråle (2015) suggest adhocracy where an organization has high levels of 
unpredictability. Adhocracy is an organizational model proposed several decades ago, and is more 
flexible and informal than the other two the authors compare with, bureaucracy and meritocracy. 
In a bureaucratic organization, a difficult decision is given to a more senior colleague while in a 
meritocratic organization, data is gathered to debate vigorously. In an adhocracy organization, the 
feature is to privilege action rather than authority or knowledge. Through experimentation, the 
organization tries a course with actions, receives feedback, makes changes and reviews progress. 
Using more flexible forms of governance, initiatives can faster be created but also shut down. 
The authors argue that this flexibility should be used as a complement to analytics and machine 
learning which automates decision-making in bureaucratic approaches. In Table 2 below the 
authors suggest the three management models for different conditions. 
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Table 2      Management models for different business environments (Birkinshaw and Ridderstråle, 2015) 

Three organizing 
models 

Bureaucracy 
Formal, positional 
authority is privileged 

Meritocracy 
Individual knowledge is 
privileged 

Adhocracy 
Action is privileged 

Under which 
conditions is the 
model appropriate? 

Relatively stable 
environment 

High levels of 
technological progress 

High levels of 
unpredictability 

How are activities 
coordinated 

Rules and procedures Mutual adjustment 
and the free flow of 
ideas 

Around a problem 
or opportunity 

How are decisions 
made? 

Through the 
hierarchy 

Via argument and 
discussion – the 
power of the idea 

By experimentation, 
trial and error 

How are people 
motivated? 

Extrinsic rewards – 
pay 

Personal mastery, 
interesting work 

Stretch goals and 
recognition for 
achieving them 

  
Adhocracy is suited for startups and companies acting in rapidly changing environments. Further, 
the appropriate model also varies by function. It is a core executive task to select to what extent 
the different models is applied and to which unit each model is most appropriate (Birkinshaw and 
Ridderstråle, 2015). Tidd and Bessant (2009) exemplify this by proposing bureaucracy as a 
suitable model for McDonald's operations, which is highly structured and relies on concentrated 
innovative efforts. On the other side of the spectra, NASA’s project organization is exemplified 
as an adhocracy, operating in uncertainty with innovation in the center of its operations.  

2.2.5 Summing up 
TQM is originated from Japan to improve productivity enhancing their postwar quality of life, 
while the SVM was created in Silicon Valley to increase organization’s innovative capabilities in 
times of constant change. The SVM as well as TQM are organizational innovations but as the 
SVM is better suited for conditions with higher levels of unpredictability, TQM with its top-
down approach and standardization of procedures and processes has a stronger foundation for 
relatively stable environments. 
 
The SVM is as TQM a normative model that can be perceived in different ways. By using 
Engwall et al.’s (2005) conceptions, the model can be viewed as an organizing model if the users’ 
experiences and organization are working closely to the model or as a sense shaping model if a 
user’s experience and organization is far away from working accordingly to the SVM. The model 
has different functions depending on how and in what parts of the organization it is used. The 
SVM can be of use to enable a coherent philosophy, communication and way of thinking among 
the users in the organization that wants to apply the model.  
 
TQM has been around for a longer time than SVM. It has therefore been more implemented by 
various organizations, and researchers have seen both positive and negative effects in usage of 
the model. The book “The Silicon Valley Model” has zero citations on Google Scholar at the 
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time when writing this thesis. The lifecycle model of management practices places the SVM in the 
invention phase as a model. There is no understanding of whether it has been adopted as a model 
elsewhere nor if it will spread to other organizations. Practitioners can if implementing the SVM 
and researchers if studying the model learn from understanding the patterns of how previous 
models such as TQM has been implemented and interpreted. In this study, the sole focus is on 
seeking if the management principles labeled as SVM already exist in large multinational Swedish 
companies born during the industrial era, or if these companies are moving towards using the 
principles of the model. As the model is described on a high-level but covers the entire 
organization and its surroundings, the variance in how it gets perceived and used is likely to be 
high. In order to fulfill the purpose of this study, there is a need for concretizing the SVM to 
understand the various elements of the model, which is done in the following chapter. 

2.3 Concretizing the Silicon Valley Model as a study object 
The management principles are concretized to clarify the elements of the SVM. Steiber and 
Alänge (2016) presented the SVM containing six principles. In this study two of them, Dynamic 
Capabilities and A Continuously Changing Organization, is decomposed to what we call The Dynamic 
Firm. This is because when Brown and Eisenhardt (1997) looked at the second mentioned 
principle, how the best companies handle change, they found these to primarily be successful in 
three areas. They used semi-structured organizations, explored the future by experimenting with a 
wide variety of low-cost probes and were utilizing time spacing rather than event spacing. These 
can all be categorized under the concept dynamic capabilities, since Teece et al. (1997) argues that 
dynamic capabilities need support by organizational processes that can enhance the establishment 
and requirements of a new product or service, in order to accomplish the needed internal and 
external transformation. We define The Dynamic Firm as a firm that can use dynamic capabilities as 
competitive advantage and engages in continuous change in order to sustain and strengthen it. By 
combining these two principles, the five resulting principles were separated with clearer 
boundaries.  
 
The resulting five principles of the SVM that are used in this study are: 

1.     The Dynamic Firm 
2.     A People-Centric Approach 
3.     An Ambidextrous Organization 
4.     An Open Organization That Networks with Its Surroundings 
5.     A Systems Approach 

 
These five principles are used as the starting point in this study for evaluating how large Swedish 
companies are working in comparison to the SVM. In the following subchapters the five 
principles and their elements will be explained and concretized in greater detail to further explain 
the underlying theory behind the model.  

2.3.1 The Dynamic Firm  
As mentioned in the previous chapter, The Dynamic Firm is the consolidation of Dynamic 
Capabilities and A Continuously Changing Organization, where the first mentioned is the overall aim of 
the SVM and is defined as: 
 

“We define dynamic capabilities as the firm's ability to integrate, build, and reconfigure internal and external 
competences to address rapidly changing environments.” (Teece et al., 1997, p9) 
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Dynamic capabilities was created by Teece et al. (1997) to stress how companies address 
changing environments by exploiting existing internal and external firm-specific competences. In 
rapidly changing environments, the future of competition and markets are hard to predict. 
Therefore, the term “dynamic” was created since companies need to have the capacity to renew 
competences in order to satisfy the changing business environment, including changed market 
forces and technology. The authors saw that some innovative response is required as time to 
market and timing are critical in this kind of environment. To be able to meet these requirements, 
the term “capabilities” was created to emphasize the strategic role of adapting, integrating and 
reconfiguring internal and external organizational skills, resources and functional competences to 
constantly meet the changing requirements in an appropriate way. 
 
Further, Teece et al. (1997) argues that new entrants often introduce architectural and radical 
innovations. This is because of the limitation of the current organizations’ abilities. In order to 
overcome this limitation, Steiber and Alänge (2016) mean that companies need to have the ability 
to sense and shape opportunities and threats in its environment. To seize these, they need to 
maintain, reconfigure and transform the asset structure of the firm as needed (Teece et al., 1997; 
Steiber and Alänge, 2016). 
 
Teece et al. (1997) argues that competitive advantage comes from managerial and organizational 
processes that are shaped by the specific asset position and the paths available to it. Processes are 
defined as how things are done, routines and patterns in current practice and learning. Position is 
defined as the retention of technology, intellectual property, complementary assets, customer 
base, and its external relations with suppliers and compliments. Lastly, paths are referred as the 
strategic alternatives available to the firm, and the link to be given increasing returns or not by 
those. Further, these can be hard for competitors to imitate, since they are not available on the 
market. This is why they create competitive advantage. How big it is as well as its durability, 
depends on how readily a competence or ability can be cloned by a competitor. Therefore, the 
authors mean that the organizations processes and position determine the competence and 
capability of a firm. Soft assets as values, culture and organizational experience, its capabilities 
and competences can take years or decades to build, which is therefore not possible to acquire. 
By having expectations of external change, the culture and the employees of a company can 
together with its organizational structure, facilitate dynamic capabilities. Steiber (2014) argues that 
firms need flexible individuals (management and employees) as well as established processes to 
facilitate rapid internal adaption. 
 
Dynamic Capabilities looks as mentioned in the above-presented quote at the firm's ability to 
integrate, build, and reconfigure internal and external competences in rapidly changing 
environments (Teece et al., 1997). Naturally, this forces companies to adapt in rapidly changing 
environments through time to sustain competitive advantage. Brown and Eisenhardt (1997) argue 
that continuously changing organizations are determined to be successful in highly competitive 
and high-velocity environments. In their research they found that these organizations have three 
key characteristics that distinguish them. As mentioned earlier, when they looked at how the best 
companies handle change, they found that these were primarily successful in three areas. They 
had semi-structured organizations, explored the future by experimenting with a wide variety of 
low-cost probes and were utilizing time spacing rather than event spacing. These are described 
further down, in Table 3 where The Dynamic Firm is concretized. 
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Table 3  Concretization of The Dynamic Firm 

Element Concretization Description 

Business 
environment 
effects on a 
company 

1. Rapidly changing 
or stable 
environment 

2. Be simple and 
experimental. 
Engage in more 
rapid continuous 
change. 

Dynamic capabilities relevance depends on the 
business environment (Steiber and Alänge, 2016). It is 
a crucial factor for survival in industries with high-
velocity, rapidly shifting competitive landscapes and 
short product cycles to engage in more rapid 
continuous change (Brown and Eisenhardt, 1997). In 
rapidly changing environments, it is important to be 
simple and experimental as well as allowing 
uncertainty in processes and results. When there is 
more moderately dynamic changeability, it is possible 
to have more analytical, detailed and stable processes 
with predictable results. In less dynamic markets a 
company needs to develop their dynamic capabilities 
through variations, in high-velocity it is carried out by 
selections. (Eisenhardt and Martin, 2000) 

Top 
management’s 
role 

3. Compile, decide, 
and communicate 
objectives and 
priorities for the 
company.  

4. Involved in 
innovation and 
product issues. 

Compile, decide, and communicate objectives and 
priorities for the company. Seen from the Silicon 
Valley companies, founders are active in the 
companies as executives or board members. These are 
also actively involved in innovation work and product 
issues. (Steiber and Alänge, 2016) 

Decentralized 
organization 
that embraces 
bottom-up 
flows of idea 
generation 

Strategy-making process 
5. Continual process 
6. Line managers 

owns it 
 
Structure 
7. Coordinate 

activities around 
opportunities, 
through 
decentralized 
business units. 
Business unit 
should be given 
availability to 
sense and seize 
what is relevant 
for them. 
 

8. Usage of “Semi 
structure”             

 
 

Decentralization is favored to sustain dynamic 
capabilities since top management thereby is closer to 
the market, customer and new technologies. Teece 
(2007) argues that performance improvements have 
been seen as an effect of decentralization along 
product or market lines in many industries when 
organizational innovations were diffusing.  
 
Companies that have fast changing markets and 
technologies needs to have a continual strategy-
making process. Those who does it, as an annual ritual 
is always one step behind. Line managers, not internal 
consultants, should own the strategy-making process 
in order to sense future problems and opportunities 
for the company. This is because the business unit is 
closer to the local marketplace and knows what 
organizational alignment that is needed. They should 
have regular communication about the future with 
senior executives so that resources can be allocated 
and the organization can be reconfigured in order to 
seize changes. (Harreld et al., 2007) 
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Decision-making 
9. Decentralized 

decision-making. 
Carried out 
through 
experimentation, 
short deliberation 
and testing things 
with customers to 
gain rapid 
feedback.  

 

Decentralization and local autonomy enhance the 
processes of sensing, seizing and shaping 
opportunities and threats (Teece et al., 1997). 
Birkinshaw and Ridderstra ̊le (2015) argue that a firm 
should coordinate activities around opportunities. In 
bureaucracy this is coordinated through rules, 
procedures and routines. In adhocracy the company is 
focusing more on action, since this is instead 
coordinated around discrete opportunities. This can 
be done in decentralized business units, focusing on a 
specific customers or projects. Steiber and Alänge 
(2016) argue that business unit should have the ability 
to sense and seize what is relevant for them.  
 
Brown and Eisenhardt (1998a) describe “semi 
structures” as the adaptive and complex behavior that 
occurs when there is some structure, but not too 
much. These can be unpredictable and uncontrollable 
(Brown and Eisenhardt, 1998a). However, these are 
argued by Brown and Eisenhardt (1997) to be the 
most successful in multiple-product innovation. Semi 
structures make an organization balance between 
order and disorder. To succeed, organizations need to 
have as little structure as possible to enable change 
but enough structure to not render chaos. This is 
carried out with limited guidelines established as 
priorities, project time intervals and responsibilities.  
 
Further, Birkinshaw and Ridderstra ̊le (2015) argues 
for making decisions through experimentation. Many 
large companies release unproven ideas in the market, 
using stage-gate processes and committees. The 
decision-making is experimental in adhocracy, which 
is carried out by short internal deliberations and 
testing things out with customers to gain rapid 
feedback. Decision making in bureaucracy is carried 
out through its hierarchy, by having managers telling 
employees what to do. This even though the rapid 
experimentation characteristic of adhocracy is 
improving a company’s return on attention. Small 
teams with freedom and decision-making capabilities 
can operate faster and more flexible (Hamel, 2011). 
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Sense and 
shape 
opportunities 
and threats 

10. Ability to be 
scanning, creating, 
learning and 
interpretive, to 
learn, gather new 
knowledge and 
information from 
inside and outside 
the company. 

Competitor activity, customer needs and expectations 
as well as technological opportunities are constantly 
changing in global, competitive and fast-paced 
environments. Opportunities are rising for both 
established firms as well for new entrants. Companies 
therefore need to constantly be scanning, creating, 
learning and interpreting in order to sense and shape 
opportunities. Research needs to be conducted, new 
knowledge and new information needs to be gathered. 
Lastly, entrepreneurs’ differential access to existing 
knowledge can be used in order to sense and shape 
opportunities and threats. Organizations need to be 
scanning, searching and exploring new markets and 
technologies, locally and at distance. R&D is mainly 
doing so local, therefore the company needs to use 
and embrace its ecosystem actively in innovative 
actions. (Teece, 2007) Firms need to sense the need to 
reconfigure its asset structure as well as understand 
how to make the needed internal and external 
transformation (Teece et al., 1997). If collaborators 
fail in understanding customer needs, they are unlikely 
to meet customer needs, which affects the company 
(Teece, 2007).  

Seize 
opportunities 

11. Ability to capture 
value from 
opportunities 
through new 
products or 
services 

12. Usage of 
“Sequenced steps” 

All opportunities or threats are not relevant for every 
firm. An organization therefore needs to choose 
which events to adapt to, as well as how to do it 
(Steiber and Alänge, 2016). When an opportunity is 
sensed, it must be seized through new products or 
services to capture value. In order to do so, resources 
needs to be mobilized to development and 
commercialization activities. Multiple paths should be 
explored until the dominant design begins to emerge. 
Further, companies need to get the timing right and 
create a business model that defines its 
commercialization strategy and investment priorities. 
(Teece, 2007) 
 
 
Instead of having full focus on building the strategy 
and how to get to this end state, managers should not 
rely on one single plan neither be completely reactive. 
This is what Brown and Eisenhardt (1997) refers to as 
“Sequenced steps”, being the recipe as the 
organization creates over time. Successful teams 
should explore the future by experimenting with a 
wide variety of low-cost probes, instead of developing 
a perfect idea of what they should fulfill. In order to 
do so, employees need to have design freedom and 
extensive communication in order to improvise.  
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Transform 
organization 

13. Ability to 
continually renew 
the organization 
by enhancing, 
combining and 
reconfiguring 
tangible and 
intangible assets 

14. Above point, but 
stressing including 
external know-
how. 

Continual renewal (Steiber and Alänge, 2016), to 
maintain competitiveness (Teece, 2007). Teece et al. 
(1997) argues that companies need to enhance, 
combine, protect and reconfigure the business 
enterprise's tangible and intangible assets, and stress 
the importance of the company’s know how, internal 
as well as external (e.g. universities, start-ups, other 
companies).  

Company’s 
ability to 
handle change 
through time 

15. Ability to react, 
anticipate and lead 
change 

16. Using “time-
pacing”, rather 
than “event-
pacing” 

Managers need to focus their attention on managing 
current projects, learn from the past and at the same 
time develop a sense of the future. This simultaneous 
view called “Links-in-time” is argued to be successful 
when organizational practices is successful in handling 
the transition between them. (Brown and Eisenhardt, 
1997). Further, a company should engage in reacting, 
anticipating, and leading. Firms need to, when 
necessary, be able to react to what others do in the 
market. This needs to be done by for example 
releasing a better product than others, repackaging or 
creating services that exploit change. However, this is 
not enough since a firm then plays catch-up with the 
future others are creating. Therefore a company 
should anticipate early signs in the environment when 
possible and lead change when the circumstances is 
right. Anticipation is needed to mobilize resources 
and create strategic options in order to for example 
create new customer segments, change technology or 
globalize markets. Leading is about being in the 
forefront and forcing others to follow, be it by for 
example creating new technology or products, launch 
to new markets or redefining customer expectations. 
(Brown and Eisenhardt, 1998a) 
 
Event pacing is when change in a company is a 
response to events as for example: moves by 
competition, poor financial results, shift in technology 
or new customer demands (Brown and Eisenhardt, 
1998b). Managers should be time-paced instead of 
event-paced, which means that instead of being 
reactive as a response to failure, the managers are 
change oriented with time relative targets. (Brown and 
Eisenhardt, 1997). Brown and Eisenhardt (1998b) 
argues that most companies in fast changing markets 
can avoid to be left behind and instead set the pace of 
competition by using time based: (1) performance 
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metrics, (2) transitions, which is the shift from one 
activity to the next, and (3) rhythms, which is the pace 
of which companies change, which helps employees 
to plan ahead and synchronize their activities. 

(1) Example: Number of products released each 
year, average time from concept to 
commercial launch. 

(2) Example: Shifting one product development 
project to next one, entering new markets.  

(3) Setting suitable rhythm for change that 
synchronizes with the market place and the 
organization's internal capabilities. Looking at 
the rhythm of the company’s ecosystem, to 
find opportunities to sync rhythm with 
collaborators. (Brown and Eisenhardt, 1998b) 

2.3.2 A People-Centric Approach    
A people-centric approach covers the importance of having the right, great people in one’s 
organization, as well as aspects and organizational traits affecting or relating to employees 
directly, such as hierarchies, responsibilities, decision-making and culture. A key reason for this is 
to foster a productive environment and to enable employee creativity, intrinsic motivation and 
the utilization of their strengths. Culture and the right kinds of people is key to having the ability 
to be change oriented. Therefore, a company needs people who are eager and able to do new 
things. (Steiber and Alänge, 2016) Further, innovation has become more of a corporate-wide task 
involving various functions within the company, which creates a strong need for improved cross-
functional collaboration and greater information flows. It also requires a more organic model as a 
whole. (Tidd and Bessant, 2009) 
 
Hamel (2011) make an example of Morning Star, a tomato processing company, as a highly 
people-centric firm. By letting every employee formulate their contribution to the company’s 
overall goal, they are solely responsible for obtaining the right connections, knowledge and 
resources to fulfill their mission. With no managers to instruct, obtrude or interfere there is room 
for more initiative, flexibility and judgment, but also a larger need for courageous employees to 
put their foot down, as they are responsible for identifying underperformers and troublemakers. 
 
Tushman and O’Reilly III (1997) argues that managing culture is the highest leverage tool for 
promoting innovation and change, but that it is the most neglected one. Teece et al. (1997) says 
that culture can affect the governance system, since it is based on the values and beliefs that 
employees has. Further, they argue that these connect the behavior of individuals and economies 
on more formal administrative methods. Nerur et al. (2005) argues that fostering and maintaining 
the right culture is an important part in creating a high performing environment. Therefore, 
culture has a substantial impact in problem-solving strategies, innovative practices, decision-
making processes and planning and control. It is also argued to help companies to attract, hire 
and retain the right people (Steiber and Alänge, 2016).  
 
From studying high-performing teams, Tidd and Bessant (2009) found a number of 
characteristics that help teams perform. These include providing or creating a vitalizing vision, 
clear roles, great people, decentralized decision-making, a results-driven orientation and a great 
team spirit. Several of the Silicon Valley companies view people as their most important asset 
(Nerur et al., 2005). They look for individuals who not only hold an impressive academic track 
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record but who also are entrepreneurial, display fresh thinking and who are not afraid to question 
the status quo. The SVM is largely dependent on people and teams networking with others. 
Therefore, openness and transparency is needed to succeed. Information and communication is 
highly automated through IT to get people and teams to get access to what they need, when they 
need it. (Steiber and Alänge, 2016) 
 
Attracting, recruiting and retaining these talents are tough. Organizations should not only supply 
good pay and perks, but also freedom, responsibility and an inspirational workplace to secure the 
greatest of talents (Steiber and Alänge, 2016). Schmidt and Rosenberg (2014) refer to the “herd 
effect” when discussing recruitment in Google, meaning that a great workforce attracts more 
great people. Another example for this strong search for the greatest talent comes from Netflix. 
Patty McCord, former Netflix Chief Talent Officer, mentioned that the best perk you can offer 
your employees is excellent co-workers (McCord, 2014). In Table 4 below follows a 
concretization of the important elements for a people-centric approach. 
 
Table 4  Concretization of A People-Centric Approach 

Element Concretization Description 

Vision 1. Vitalizing, 
attractive, 
realistic, and 
credible picture 
of the future of 
a business.  

By providing a vitalizing vision and a work environment 
where employees feel engaged, leaders can stimulate 
employee creativity and productivity (Steiber and Alänge, 
2016). 

Culture 2. High trust, 
openness and 
transparency 

Both a culture with high trust and openness as well as 
access to relevant information is needed for employees to 
make good decisions (Isaksen and Tidd, 2006). Therefore, 
in order to be able to make good decisions, it requires less 
secrecy and more transparency than previous models have 
offered (Hamel, 2009). 

Information 
processes 

3. Automated 
communication 
through IT 

Organizations are heavily reliant on IT-systems to 
automate communication to lower the cost of 
communication (Steiber and Alänge, 2016). 
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Leaders 4. Focus on 
people, coach 
and facilitate 

5. Accepts 
uncertainty and 
risk, has 
courage to stop 
projects 

6. Are culture 
bearers 

Leaders are to be people-centric (Nerur et al., 2005). 
Employees’ enthusiasm and level of engagement is heavily 
affected by management (Dallenbach et al., 1999). 
Supportive leaders communicate visions and priorities but 
let employees choose how to perform the work. They are 
passionate and enthusiastic, are good at team building and 
seek ideas both externally and internally. (Steiber and 
Alänge, 2016) Ideas can arise anywhere in the firm. In 
order for them to survive they need encouragement and 
support of management (Leifer et al., 2000). These leaders 
also handle failures constructively, accept uncertainty and 
risk and have the courage to stop projects that do not meet 
expectations (Bel, 2010). Decentralized decision-making 
and the reduction of hierarchies project changes in the 
traditional role of a leader. The role of leaders as culture 
bearers shall not be underestimated, as managers highly 
contribute to employee engagement and motivation (Leifer 
et al., 2000). 

People 7. Seen as the 
most important 
asset 

Attracting, recruiting and retaining the right people is seen 
as strategically important as they are seen as companies 
most important asset. (Nerur et al., 2005; Steiber and 
Alänge, 2016) 

What People 8. Based on 
whom as well 
as on what they 
can. 

9. Personal traits: 
Entrepreneurial
, adaptable, 
passionate, 
questioning the 
status quo and 
collaborative. 

      Strengths: 
      Business 

competence, 
creative and 
technical depth 

Hired based on who rather than what they can. Employees 
are entrepreneurial, adaptable, passionate, constantly 
questioning the status quo, and collaborative is personality 
traits that the Silicon Valley companies are looking for. 
Employees often have business competence with creativity 
and technical depth (Steiber and Alänge, 2016) 

Attract 
People 

10. Strong culture 
11. Innovative 

brand 
12. Great 

workforce 

The digitalization is increasing the visibility of the 
companies. With a strong culture branded in the company, 
great people can be attracted to apply to the company. 
Innovative brands draw innovative people from all over 
the world (Steiber and Alänge, 2016). Further, a workforce 
of great people not only does great work, it attracts more 
great people. (Schmidt and Rosenberg, 2014) 
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Hiring 
People 

13. Top 
management 
involvement 

14. All employees 
are responsible 
for finding 
people 

15. Large HR 
department 

The hiring process is strategically important. Several of the 
Silicon Valley companies’ CEO invests time in recruitment 
and organizational development, some of them 25-30% of 
their time. The aim is to hire employees that are better 
than current employees. Finding people to the company is 
something that is everyone's responsibility, as not all use 
hiring committees. HR departments are large in the Silicon 
Valley companies, working hard with finding the right 
people. (Steiber and Alänge, 2016) 

Motivation 
of 
employees 

16. Intrinsic from 
challenging 
employees and 
providing 
freedom 

Birkinshaw and Ridderstråle (2015) argue for motivating 
people through achievement and recognition. In 
bureaucracy, motivation is primarily based on extrinsic 
factors such as money. In contrast, motivation in 
adhocracy comes from challenging your employees and 
providing the resources and freedom needed to succeed. 
This increases the return of attention and helps companies 
to overcome analysis paralysis. 

2.3.3 An Ambidextrous Organization     
An ambidextrous organization refers to a company that is able to simultaneously handle the 
improvement of their organizational effectiveness through process improvement, while at the 
same time succeeding with exploratory innovation, which according to Benner and Tushman 
(2003) are conditions that lead to long-term success. O’Reilly and Tushman (2004) calls this the 
ability to “exploit” and “explore” — exploiting the existing business to increase productivity and 
efficiency, and exploring to find new growth opportunities. These two activities require vastly 
different settings and organizational architectures. It is therefore crucial for companies to handle 
both activities to reap short and long-term benefits (Tushman and O’Reilly, 2013). Steiber and 
Alänge (2016) mean that the SVM companies employ an ambidextrous organizational design 
because of their fast moving markets. They stress that several of the case companies have top 
leaders involved in the innovation-process and work in small, semi-structured teams.  
 
Tushman and O’Reilly (2013) mean that the concept can be split into structural, contextual and 
sequential ambidexterity, which is described and concretized in Table 4. While the setup varies, 
the concept of exploiting and exploring as Tushman and O’Reilly describe it remains the same. In 
the end, the authors argue that the need for explorative and exploitative initiatives, and therefore 
type of ambidexterity employed, can vary depending on the nature of a market (Tushman and 
O’Reilly, 2013). The complexity of structuring an ambidextrous organization also means that it 
becomes more important to examine the circumstances under which explorative and exploitative 
efforts can coexist in a company (Steiber and Alänge, 2016). In Table 5 below different types of 
ambidexterity is presented. 
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Table 5 Operationalization of An Ambidextrous Organization  
Element Concretization Description 

Sequential 
ambidexterity 

● Unit is sequentially 
shifting between 
exploiting and 
exploring 

Sequential ambidexterity is mentioned as a 
sequential shifting between exploiting and 
exploring (Benner and Tushman, 2003). One 
example can be shifting between longer periods of 
incremental change and shorter periods of more 
disruptive change (Brown and Eisenhardt, 1997). 

Contextual 
ambidexterity 

● Individuals divide 
their time between 
exploitative and 
explorative 
activities 

Contextual ambidexterity was termed by Gibson 
and Birkinshaw (2004) as “the behavioral capacity 
to simultaneously demonstrate alignment and 
adaptability across an entire business unit (p. 209).” 
While contextual ambidexterity is not defined by 
any specific organizational treats, it has a focus on 
the individual and the judgment of the individual to 
divide their time between exploitative and 
explorative activities (Tushman and O’Reilly, 2013) 
Several of the Silicon Valley companies have 
employed similar setups as Google’s “70-20-10-
rule”, meaning that 70% of your work should focus 
core activities, 20% related activities and 10% 
totally new activities. (Steiber and Alänge, 2016) 

Structural Ambidexterity  

Structural ambidexterity refers to the simultaneous pursuit of exploitation and exploration, 
reached by performing both activities at the same time. This is generally done through separate 
subunits, with their respective different needs in knowledge, organizational systems, culture and 
incentives (Tushman and O’Reilly, 2013). These subunits are to be united through a common 
goal, values and links as to leverage-shared assets (Tushman et al., 2010). 

Physically 
distinct units 

Separating exploitative and explorative units enable them to focus on their 
actual mission. These differentiated units can form their own incentives, 
culture and be organized as such to best reach their targets.  (Tushman et al., 
2010) 

Ambidextrous 
manager 

The ambidextrous manager hosts both exploitative and explorative subunits. 
(Tushman et al., 2010) 

Innovation 
manager 

The innovation manager heads an innovation unit and has the freedom to 
form this unit with the culture, processes, and distinct competencies needed to 
succeed. The innovation manager reports to the ambidextrous manager. 
(Tushman et al., 2010) 

Overarching 
aspiration 

The ambidextrous manager should provide and mediate an overarching 
aspiration that supports both exploitative and explorative efforts. (Tushman et 
al., 2010) 
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Targeted 
structural 
integration 

Targeted integration mechanisms enable the innovation units to collaborate 
and therefore leverage certain capabilities between each other and the existing 
organization. (Tushman et al., 2010) 

Senior team 
incentives 

Senior teams are not assessed based on their individual units performance, but 
for R&D or company as a whole. (Tushman et al., 2010) 

Strong senior 
team 
integration 

Senior teams from different initiatives are aligned on the overall strategy and 
collaboration in between units. (Tushman et al., 2010) 

Exploit unit  Strategic intention: Cost, profit 
Core competencies: Operational 
Structure: Formal, mechanic 
Reward system: Margins, productivity 
Culture: Efficiency, low risk, quality 
Leadership: Top-down (O’Reilly III and Tushman, 2004) 

Exploration 
unit 

Strategic intention: Innovation, growth 
Core competencies: Entrepreneurial 
Structure: Adaptive, agile 
Reward system: Milestones, growth 
Culture: Risk taking, speed, flexibility 
Leadership: Visionary, involving (O’Reilly III and Tushman, 2004) 

2.3.4 An Open Organization That Networks with Its Surroundings 
Henry Chesbrough (2003) developed the concept of open innovation as a broad term, and at a 
later stage defined it as: 
 
“Open innovation is the use of purposive inflows and outflows of knowledge to accelerate internal innovation, and 

expand the markets for external use of innovation, respectively. [This paradigm] assumes that firms can and 
should use external ideas as well as internal ideas, and internal and external paths to market, as they look to 

advance their technology.” (Chesbrough et al., 2006, p.1) 
 
A fundamental reason for employing open innovation is that most of the smartest people work 
for someone else, something that can be referred to as “Joy’s law” (Lakhani and Panetta, 2007). 
Acting in an ecosystem, Steiber and Alänge (2016) mean that managers need to support the 
building of, as well as the utilization of, the networks of all its employees. Open innovation can 
be categorized into inbound and outbound innovation. Dahlander and Gann (2010) further 
suggested the addition of a monetary categorization, resulting in the four categories described 
below: 
● Acquiring can for example take form through licensing and buying innovation from 

external partners. It can enable a company to obtain precisely what it is looking for, but is 
also associated with difficulties, as intellectual property purchases require extensive 
knowledge of the area. (Busarovs, 2013) 

● Sourcing refer to the scanning and usage of external freely accessible innovation, for 
example in the initial stages of R&D projects. If finding related technologies or ideas, 
these findings are then used for the later stages of the projects. (Chesbrough et al., 2006) 

● Selling cover the aspect of commercializing internally developed innovation by either 
licensing or selling, whether it is intellectual property, technology or something else. 
(Busarovs, 2013) 
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● Revealing imply the notion of seeking indirect gains, without immediate financial rewards, 
by revealing knowledge from within a firm. One example for doing this is to be able to 
reap the full benefits of an innovation. (Dahlander and Gann, 2010) 

 
The developments in connectivity through Internet further helps to accelerate and improve the 
reach and usage of open innovation. Not only by improving access to publicly available material, 
but also by providing developments such as idea management platforms. (Enkel et al., 2009) 
While open innovation can improve R&D effectiveness it requires knowledge and trust for 
setting up well performing joint affairs. It can also require a stronger and more complex 
intellectual property administration, as the risk of revealing crucial intellectual property could be 
devastating for a company’s competitive strength. (Coras and Tantau, 2014) Table 6 provides a 
concretization of an open organization that networks with its surroundings. 
 
Table 6  Concretization of An Open Organization That Networks with Its Surroundings 

WHO to collaborate with 

Customers (Steiber and Alänge, 2016) 

Suppliers (Busarovs, 2013)  

Startups (Busarovs, 2013) 

Competitors (Busarovs, 2013) 

Companies in other industries (Enkel et al., 2009) 

Universities (Steiber and Alänge, 2016) 

Government Agencies (Steiber and Alänge, 2016) 

Collaborate to what degree: 1-10 

2.3.5 A Systems Approach 
The systems approach refers to the fact that an organization consists of several components that 
all need to be coordinated and aligned with the overall strategic intent and direction of the firm 
(Steiber and Alänge, 2016). 
 
Researchers mean that in order for a set of components to be seen as a system rather than a list, 
four requirements must be met according to systems theory. First of all the elements of the 
system should be interdependent, collectively exhaustive and in alignment with the objective and 
strategic intent of the system as a whole. Second, all the elements of the system need to be in 
place in order to reach the targeted goal, while the absence of any element will reduce the chance 
of reaching the systems objectives. Third, subunits in a system need to have linkages with internal 
and external parties to ensure its alignment internally and in relation to its larger system. Fourth, 
components need to have a purpose within the system they are part of. (O’Connor, 2008) 
 
While companies embracing a systems approach can have entirely different strategic intentions, 
the fundamental standpoint of all the components being aligned throughout the system for a 
holistic view remains intact. In Table 7 below is showcased two strict opposite examples of how a 
systems approach can permeate an entire organization. This is according to the eight areas of the 
SVM. (Steiber and Alänge, 2016) 



 24 

Table 7  A Systems Approach as exemplified by Steiber and Alänge (2016) 

System component Efficiency focus Innovative focus 

Vision Market leadership by reliable quality 
while cutting costs 

Bold forward-looking, stating major 
goal or impact  

Board & 
Management focus 

Internal 
Current business 
Quality issues 
Meeting financial metrics 

External 
Seek opportunities for growth 
Consider the history, present and 
future simultaneously 

Culture Focus on cost, profitability, control Pays more attention to culture and 
building a strong culture. Trust, 
openness, risk taking, constant 
renewal, experimentation in pursuit of 
growth 

Daily managers Hands-on micromanagers 
Focus on daily work, providing what 
is to be done and how it is to be done 

Leave the HOW to the team, coach 
them in exploring new ideas in parallel 
with execution of daily work 

Employees Seen as any other resource 
Work processes are standardized to 
coordinate work 

Is the most important asset 
Management stimulates individuals’ 
creativity and collaboration to 
contribute to company growth. 
Coordination of work is done through 
strong vision, culture and clear 
performance goals 

Organization Command and control model, 
securing lower costs and profitability, 
avoid risks and disruptions 

Dynamic balance between structure 
and chaos that will provide both 
efficiency and flexibility to develop 
new growth opportunities 

Performance 
evaluation, 
promotion, 
recognition and 
rewards 

Geared towards cost control, quality 
and profitability 

Encourage people to constantly make 
new contributions, rewarded for 
innovations that serve customers in 
new ways, or that improve operations 
and lead to growth 

Systems for 
learning 

“It has to be right the first time” 
Mistakes must be avoided and risk 
limited 

Allow risk, strive to learn fast and not 
repeat the same mistakes 

Communication 
and brand 

Mainly associated with quality and 
dependability 

Cutting-edge excellence, in association 
with the company’s ability to bring 
attractive new products and 
improvements to market 
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3 Methodology 
To fulfill the purpose of the study a suitable methodology is needed. This chapter describes the method that was 
applied, how it was carried out and why it was chosen to fulfill the stated purpose. A discussion regarding validity, 
reliability and generalizability of the research is ending the chapter. 

3.1 Designing the research process 
To increase the possibility to adopt a study to other industries and companies, Collis and Hussey 
(2014) mention the importance of a well-described method, process and result. An abductive 
approach was used as it gives a great level of sensitivity of empirical material. Its iterative process 
enables switching between theories and ideas in the literature and empirical material (Blomqvist 
and Hallin, 2015). To reach the purpose of the research, the abductive approach helped to 
iteratively rewrite research questions, exploring literature simultaneously as new findings were 
gathered, which we saw as successful since the SVM is covering the holistic view of an 
organization.  
 
The SVM is a normative model that was created from descriptive case studies at companies in 
Silicon Valley, which were seen working coherently to the management principles in the model 
labeled by Steiber and Alänge (2016). Not only have other management models as TQM sprung 
from case studies (Black and Porter, 1996), but a case study is also seen to enable the 
investigation of a phenomenon in its context (Rowley, 2002). As this study purpose is to 
investigate if elements of the SVM are present, it requires empirical material. Therefore a case 
study approach was chosen for our study. Case studies are used to say something about the 
investigated phenomenon and are used as they generate rich empirical material of the complex 
reality that companies exist in. This approach suits a descriptive study approach as it expands on 
an area with previously limited information. (Blomqvist and Hallin, 2015)  
 
The choice of using descriptive case studies will extend the research empirically on the SVM, 
since Steiber and Alänge (2016) studied companies that were younger than 20 years in Silicon 
Valley. It is not yet identified if large multinational Swedish companies founded in the industrial 
era have adopted or are moving towards using the principles of the SVM. The detailed variation 
from the different industries, organizations, individuals or any other perspective is understood 
and described by the use of the descriptive approach (Sekaran, 2003).  
 
To understand if Swedish companies are working coherently with the models of the SVM, sub-
questions were created in order to reach an answer to the main research question. A literature 
study was performed during the research in order to deeply understand the phenomenon and 
correlated topics. This was iteratively updated during the research process in order to concretize 
the SVM since it is an abstract model that is hard to grasp. Research questions and data collection 
methodology were discussed with supervisors to ensure that the purpose would be reached and 
to be able to deliver a conclusion from the research. The literature review was used as a 
foundation when creating the interview and survey questions.  

3.1.1 Pre-study I 
In the beginning of the thesis work, two release events of the book “The Silicon Valley Model” 
took place in Stockholm with presentations from Dr. Annika Steiber. This was followed by semi-
structured discussions on the topic by senior executives from several Swedish leading companies 
in various industries. The event was recorded on video and was used to further concretize the 
purpose of the thesis as well as understand the senior executives’ mentality towards the model 
and if it was suited to test the SVM on Swedish companies. After the event, scope, purpose and 
research questions were formulated. One major outcome from the pre-study was the idea and 
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importance of catching the past and present state of the company as well as if they had actively 
chosen to apply initiatives to move from or towards the SVM. This as the data collection covered 
large organization where change takes time. Another one was the clear understanding of the 
impact of the industry a company is operating in, which led to the decision to study companies 
acting in different industries. 

3.1.2 Selection of companies 
A set of criterions was formed when selecting companies for the case studies. These criterions 
were that the investigated companies should be founded as Swedish companies before the third 
industrial revolution, which Jensen (1993) argues started in the 1970’s. They should be large 
companies, defined by Eurostat (2011) as having more than 250 employees. We chose to use 
companies that have more than 1000 employees and are acting multinational. A list was created 
with companies that met these criteria. The environment and the system a company exists in 
affect the company (Collis and Hussey, 2014), which was considered when choosing case 
companies and also seen as necessary to be able to answer the research questions. Companies 
were selected after access to top management level of the company was ensured. With the time 
frame limiting the duration of the research, four case companies were chosen to appropriately be 
able to answer the research questions. 

3.2 Data collection 
It is important to systematically choose the case study subjects and data gathering methods 
(Blomqvist and Hallin, 2015). We chose to briefly discuss earlier management practices, the 
demand for different models in different environments and to deepen the study in the 
management principles of the SVM. Interviews and surveys were used in order to get qualitative 
and quantitative data on the past, current and present state of the case companies. The data was 
used to investigate, compare and explain the principles eventual use in order to answer the 
research question. 

3.2.1 Literature review  
The book “The Silicon Valley Model” was used as primary material as it serves as the origin of 
the model that was studied. Additional literature and research papers were used as secondary 
resources to support the primary material and serve as in-depth knowledge to be able to 
concretize the management principles but also to understand how the SVM can be perceived as a 
model. The literature review was further important for developing a suited methodology towards 
gathering qualitative and quantitative data, in order to be able to analyze and compare the 
empirical data with the concretization of each principle. 
 
Digital libraries, particularly Google Scholar and KTHB were used to access academic articles in 
order to create the literature review. When searching for literature several keywords tied to the 
SVM were used, a majority of the keywords are listed below: 
“dynamic capabilities”, “an organization that networks with its surrounding”, “open innovation”, “people-
centric”, “a systems approach”, “ambidextrous organization”, “a continuously changing organization”, 
“innovation”, “organizational culture”, “Silicon Valley model”, “management innovation”, “organizational 
innovation”, “management fashion”, “accelerating growth”, “leadership”, “management model”, “management 
practices”, “quality management”, “TQM” 

3.2.2 Interviews and survey 
Interviews were used as a primary source to get qualitative data from the four case companies. 
Since the model covers the entire organization it was seen as key to get access to top-level 
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management in different functions because of the duration of this thesis. Therefore, data was 
decided to be gathered from C-level employees (high-rank executive titles) that together in each 
company gave a strong holistic insight into the operations, corporate development, strategy, HR 
and R&D. These interviewees were seen as able to answer the more comprehensive managerial 
questions asked during the interviews, in order to cover all the five studied management 
principles. They were also seen able to provide a holistic view of the past, present and future state 
of their organization in order to understand if they already have established, were moving 
towards establishing the principles of the SVM or not.  
 
The interviews were semi-structured as all companies and managers are different and act in 
different settings. The interview sheets were iteratively updated when conducting the literature 
study. A separate interview sheets for each respective role was created. The questions were tied to 
the principles in order to make links between the interview questions and the respective 
principles. In order to get triangulation by use of multiple sources of qualitative data (Collis and 
Hussey, 2014), several questions was chosen to be posed to more than one interviewee to obtain 
richer data and enable us to compare the answers from several points of views. Having semi-
structured interviews helped us being able to switch and pivot questions and be more open to the 
interviewees’ answers. Several broad types of questions were created as for example “Have you 
experienced that it is important to be faster as an organization?” in order to create a discussion about their 
organization and how it is managed. Typically, this kind of question were followed by a more 
specifying question as “Have you implemented initiatives in order to become faster?” and “What kind of 
results have you seen from these implementation?”. This kind of interview structure was seen as key in 
order to understand the past, present and future state of the company. To see the interview 
sheets that were used as guide during interviews, see Appendix 1. 
 
A survey in three parts was created to get interviewees to rank the importance of different factors 
covering the SVM as well as from the traditional models. The interviewees were also asked to 
mention any trends and if they were actively working with initiatives on certain aspects of the 
survey. This method was used to see how they believed they would change in the upcoming 
years. The survey helped to easily visualize and provide an overview of what the interviewees saw 
as important and if they actively worked with moving towards certain directions. The low 
number of interviewees neglects the possibility to draw statistically correct conclusions. However, 
this was not the purpose, the survey helped indicate the present and future state of the company 
as well as serve as a foundation for questions and discussions surrounding the answers. It was 
also an angle of interest how similar the interviewees from the same company graded different 
traits and abilities to see how coherent their answers were. Since many of the case companies are 
under transformation, when they were not coherent this could be seen as an indicator that the 
progress of their transformation might not have been spread throughout the entire organization. 
By having previous interviewee’s answer in mind, this created a lot of interesting topics used to 
gather qualitative data. The survey was carried out to support, but also to gain deeper qualitative 
data from each respective company. See Appendix 2 for the survey sheets. 
 
Collis and Hussey (2014) raise the importance of designing a survey with questions and rating 
scales in alignment to the research questions. This was taken in consideration by creating it from 
our literature review. The table showing the difference between traditional models and SVM 
(Table 1) were explicitly used as help in order to create the survey. In order to further improve 
the reliability and validity the surveys were visualized as figures under empirics, showing the 
average, lowest and highest answers together with trends from respective case company. This in 
order to also show the deviation between the interviewees. 
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The survey and interviews were conducted at the same time, separated in three parts. The 
interviewee first answered one part of the survey followed by open questions covering that 
particular area as well as some of their answers. The three parts had different weights of 
importance depending on the role of the interviewee. This in order to maximize the information 
gained from each interviewee to ensure covering the five management principles from every 
single company. Interviewees were not informed about SVM’s content before the interviews, as 
we did not want to get biased answers. The interviews length varied between 45-70 minutes 
depending on the interviewee’s availability. Both authors were present for all interviews, where 
one took a larger responsibility conducting the interview in all of them. Two of the fourteen 
interviews were carried out via Skype while the rest were conducted face to face. 
 
Interviewees’ anonymity was given in order to get access as well as honest answers, which 
lowered the degree of reliability of the final publication. Agreements were created to make one 
company anonymous in order to get their insights while ensuring that the participating company 
would not be explicitly mentioned in the report, neither to anyone else than our supervisors and 
us. The roles from each respective company will not be disclosed because of their anonymity. 

3.2.3 Pre-study II 
When the survey and interview sheets had been designed, they were tested on one CEO of a 
construction and architectural company as well as a Product Chief in a telecom company. From 
the pre-study II we could iteratively improve the design of the survey and interviewee question. 
Firstly, this was done in order to validate the data collection method and design. Secondly, the 
pre-study II was conducted to get experience on our data collection method and time 
management, since the scheduled interviews had clearly determined lengths. Thirdly, feedback 
was obtained that ensured to limit the risk that the interviewee would misunderstand anything in 
the survey. 

3.2.4 Empirics and analysis 
It was discussed if we would use a separate paper or intertwined paper in order to present 
empirics and analysis separated or together. Blomqvist and Hallin (2015) argue that there often is 
no reason to differentiate between empirics and analysis in social science. After discussions with 
our supervisor we chose to present a separate paper to be able to present a deeper empirics 
section under each management principle, as they can be argued to be abstract and holistic. Since 
several of the case companies are on a transformational journey, this was seen as important. With 
the separate paper we aimed to give the reader an understanding of the data collected of the past, 
present and future state of the company, where the analysis could be kept sharp by comparing 
the empirics with the concretization of the management principles.  
 
Since the SVM is an interdependent model, empirics for the principle “A Systems Approach” is not 
explicitly shown, since it would be repetitive when the other four management principles cover 
the present and future state of the company holistically. The analysis on this principle is therefore 
conducted from the empirics from all the other principles. Further, the analysis is conducted 
principle by principle. As these are part of an interdependent model, they can influence each 
other, which was considered in the analysis. 
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In the analysis of the concretized elements of the principles color codes were used to improve 
the readability and understanding of the logic in the analysis. It also helped illustrate the link 
between analysis and conclusion. The color codes were as follows: 

• Green shows that they have the principle/element in place without major improvement 
areas detected.  

• Yellow indicates if initiatives to have the principle/element are in place and if 
improvements are in progress. 

• Orange is that challenges have been detected in the principle/element and more 
initiatives would need to be in place. 

• Black shows that data did not enable analysis on the principle/element. 
 
These color codes were used to provide the reader with an overview of the analysis as well a link 
between colors in the analysis and conclusion. The link was done by combining the colors of 
each element as well as weighing in the authors impression of each company’s progress with 
implementing each principle.  

3.3 Validity, reliability and generalizability 
High reliability and validity is important to ensure the quality of the research. Validity is about 
making sure that the researchers are studying right thing. Reliability on the other hand entails that 
research is conducted in the right way (Blomqvist and Hallin, 2015). If another researcher would 
perform the study, they should be able to get the same results. Lastly, generalizability refers to the 
extent a study’s results cohere with specific cases or situations or if it can be examined beyond 
the study. (Collis and Hussey, 2014) 

3.3.1 Validity 
The literature review presented in the thesis is well connected to the formulated 
problematization, purpose and research question. Theory used in the analysis is referred to and 
correspond with the purpose and research question (Blomqvist and Hallin, 2015), which was 
partly why the concretization of the management principles were created for later use in the 
analysis. The same goes for the data gathering methods (Blomqvist and Hallin, 2015), which were 
ensured by creating questions from the literature review. Regarding methodology, what was seen 
as a great benefit was that the research design forced interviewees to answer the survey as a 
snapshot of the present state and indicate if they were actively moving towards a direction. This 
as interviewees several time wanted to put higher ranks first, before they for example explicitly 
said that they realized that they were not there yet and marked it lower. This also helped creating 
a discussion about initiatives and how they worked with transforming their businesses.  
 
The discussion in the publication needs to be linked to the purpose and answering of the 
research question (Blomqvist and Hallin, 2015), which was done in order to get the validity of 
this study high.  
 
What can be argued to lower the validity of the research are the interviewees’ abilities to give the 
perspective of the present and future state of the company and the industry dynamics. Each 
interviewee has the perception of their own company in its respective industry, which makes the 
results less comparable between companies. This was thought of to increase the validity by 
handling the case companies’ data individually and including it in the limitation of the study. 
Further, if for example an interviewee is new to the company or in the role, the ability could be 
argued to be lower. This was considered when choosing interviewees for the study to the largest 
extent possible. Another thing was that the sample size of the number of employees per company 
could be argued to be low for covering such a broad and holistic model. This was considered by 
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choosing top management interviewees that can be argued to have the possibility to answer how 
their companies are managed and led in general. Further, it was made sure that a couple of 
interviewees were given the same questions as well as displaying survey results in average, lowest 
and highest ranking in order to see if interviewees were coherent or not. To increase the validity 
of the survey it was defined what the traits meant, as to ensure that all participants were 
answering the same questions. 
 
With one company being confidential the validity could be seen as lowered. The company 
metrics is not mentioned and its context is briefly described. The case company’s suitability as 
compared to the other companies was discussed with the supervisor of the study. The same 
methodology was also applied for all companies, which is seen to increase the validity of the 
investigation of Company A to be comparable with the other case companies. 
 
We informed the interviewees about the purpose of the study, but not about the elements of the 
SVM before the interviews were conducted in order to strengthen the validity, since their answers 
should not be colored by the phenomenon that were studied. 
 
With both authors present and using the same approach in all interviews ensured that the 
questions were fully answered and if something came up during discussion that was not coherent 
it could be further discussed. Questions were also constructed and reflected in that way that they 
could not be misunderstood in order to strengthen the validity. 

3.3.2 Reliability  
The SVM is the main source of the study and one could argue that this could lower the reliability 
of the study. In order to strengthen the reliability according to the model, literature was critically 
chosen from reputable journals, documents and publications as to concretize each management 
principle from studies by other researchers. 
 
As each case study contained several interviews, suitable interviewees were chosen in similar roles 
in all companies, as long as access was given. This was to gather a strong holistic view of each 
company in the data collection. It could be argued that not disclosing the exact roles of the 
interviewees could lower the reliability. On the other hand, C-level employees generally have 
insights into a wide array of areas, and it could be argued that interviewing three to four carefully 
chosen C-level employees in a company could provide a holistic understanding of that specific 
senior team’s views, ambitions and targets. Company A is not disclosed; as a result, the reliability 
is reduced since an identical study containing all four companies cannot be reproduced. 
 
The interviews were recorded, transcribed and analyzed in order to ensure a high reliability (and 
validity). It demands a mutual respect and impartial interpretation in collecting and analyzing data 
to ensure reliable, replicable results in the final paper (Blomqvist and Hallin, 2015). To ensure 
high reliability a methodical and documented approach of gathering theory and empiric material 
was used to avoid misinterpretations. The reliability was dialogically reached through a structured 
interpretation of the empirical material.  
 
As far as possible interviewees were chosen with longer experience in the company in order to 
gather reliable data of the present and future state of the company. By choosing semi-structured 
interviews as well as asking questions based on survey answers, the ability to replicate an 
interview can be argued to be low. This as it is possible to have different questions during each 
interview, which impact the reliability of the study negatively. This flexibility was however seen as 
important to be able to gather data related to the study. 
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It was possible to find if the management principles were established or not in the case 
companies. However, to what degree was more difficult to conclude from our data collection. To 
overcome this challenge that these are complex, abstract and difficult to measure, the four colors 
to measure was created. These enabled our concretization and data collection method to fulfill 
the purpose of the study.  
 
The reliability of the study was weakened since it was based on the interviewees’ perception of 
the current context of their company and industry. Several of the studied case companies were 
under transformation. Since the present and future states presented in this study represent a 
snapshot of the reality during the time period of this study, one would probably not get the exact 
same results since all companies have initiatives to move in one or another direction. 

3.3.3 Generalizability 
The choice of case companies was chosen to strengthen the generalizability of this study. A 
limitation was that case companies could not be randomly chosen, but it was possible to be 
representing different industries. Further, the study investigates case companies in different kind 
of environments, geography and age compared with the case studies that served as a basis for the 
creation of the SVM. Thick descriptions was used for the empirics as this provides the reader 
with understanding of the context for the study and enables the individual to assess if the 
findings are transferable or not (Bryman & Bell, 2015). 
 
The results from the thesis cannot be fully generalized to others, since every company has its own 
context with for example different managers, structures and employees. As the SVM is a holistic 
normative model, other companies’ relation to it is likely to differ. However, the indicative trend 
in adopting various element of the model is argued to be generalizable as all the case companies’ 
respective industry pace is accelerating and also from the impact on the organizations from mega 
trends. All case companies have been seen adopting various elements linked to the SVM to 
overcome the challenges and opportunities to the new circumstances of changes environment. It 
has also been found that elements of the model can strengthen the ability to have or sustain the 
organizations dynamic capabilities, when lack of having the SVM’s management principles 
established in the firm.  
 
The concretization of the model created in this study, as well as methodology used to gather data 
and analyze a company can be generalized to any other firm to find improvements to handle 
organizational challenges. A limitation to the generalizability of the methodology used in this 
study is that in large and very decentralized holding companies, it can be tough to get enough 
data without interviewing top management in these, as well as management in every subsidiary in 
order to fully get an understanding of how they work. A suggestion to overcome that more data 
is needed is to firstly analyze the data from top management, and thereafter deepen it by gather 
more qualitative data from suitable employees where there is lack of data or where potential 
challenges seems to be found. 
 
  



 32 

4 Case Companies 
In this subchapter a short introduction is given to each of the four case companies. This is to help the reader get an 
understanding for each respective company and the context they operate in. 

4.1 Telia Company 
With approximately 21,342 employees and 86,569 mSEK in revenues Telia Company, founded in 
1853, is Sweden’s largest telecom company. Having previously been an entirely state owned 
company it has been listed on stock exchanges and partly sold out to external investors in the 
2000s (Munkhammar, 2007). The company is listed on Nasdaq Stockholm and Nasdaq Helsinki. 
(Telia Company, 2016b) The company has the vision to become a New Generation Telco (Telia 
Company, 2016a). 
 
Being a central part of the Swedish network infrastructure Telia Company connects individuals, 
communities and businesses via mobile as well as fixed communication solutions. Having 
subsidiaries in mobile, fixed voice, broadband and TV the company have continuous operations 
in 21 countries. While connectivity is core, digitalization has brought more sophisticated 
consumer demands and a need for Telia Company to play a stronger role in the society. (Telia 
Company, 2016a)  

4.2 Lantmännen 
With approximately 10,000 employees and 35,660 mSEK in revenues Lantmännen, founded in 
1880, is Northern Europe’s leader in bioenergy, food products, agriculture and machinery. Being 
a cooperative owned by 27,000 Swedish farmers, Lantmännen operate in a total of 20 countries. 
The organization consists of five sectors: agriculture, machinery, energy, food and real estate. 
(Lantmännen, 2016) The company’s vision is:  
 

“We lead the refinement of farmland resources in an innovative and responsible manner for the farming of 
tomorrow.”  (Lantmännen, 2016, p21) 

 
Several megatrends affect Lantmännen. One is that consumers have a much stronger focus on 
the environmental and health effects of what they eat. Another is the digitalization and 
technological developments that increase efficiency in agriculture. (Lantmännen, 2016) 

4.3 Company A 
Company A wish to be anonymous which results in approximate numbers and data gathered from their annual 
report and website without declared sources. 
 
Company A has over 1000 employees and was founded before 1960. It is a multinational B2B 
manufacturing company and a leader in its industry. They identify digitalization as a megatrend 
enabling both possibilities in innovation, sustainability and efficiency for their business.  
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4.4 Trelleborg 
With approximately 16,450 employees and 24,803 mSEK in revenues Trelleborg, founded in 
1905, is a world leader in engineered polymer solutions that seal, damp and protect. Trelleborg is 
divided into the five business areas Coated Systems, Industrial Solutions, Offshore & 
Construction, Sealing Solutions and Wheel Systems, and is publicly traded on Nasdaq Stockholm. 
(Trelleborg, 2016a)  
 
The company’s vision is:  
 

“To be the customer's' first choice in our selected market segments, creating value through high-performance 
solutions.” (Trelleborg, 2016b) 

 
Having operations in 44 countries, Trelleborg act purely B2B. They mention that global 
megatrends are challenging but that they generate business opportunities, and mention examples 
such as the interdependence between countries and markets and the changed dynamic of the 
global economy. (Trelleborg, 2016) 
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5 Empirics and Analysis 
In this chapter the empirical data which was gathered through semi-structured interviews and a survey is presented 
separately for each company. The analysis is made company by company and puts the empirical data in a context 
towards the concretizations in the literature in order to be able to understand if each company moves towards a 
management principle of the SVM or not.  

5.1 Empirics from Telia Company 
Under this chapter we aim to provide an understanding for the context of the past, present and 
future state of Telia. 

5.1.1 Survey 
The answers from the survey have been visualized in Figure 2 and 3 below, taking into account 
the lowest, highest and average answer from the sample group. The survey results provide an 
overview of the interviewees perception of the organizational traits linked to traditional models 
and the SVM. As the respondents were asked to indicate trends, if they actively are working to 
move in any direction, this has been visualized with an arrow. 

 
Figure 2 Survey results for Telia Company part 1 
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Figure 3 Survey results for Telia Company part 2 

5.1.2 The Dynamic Firm 
“There is an extreme increase in demand that we have to be faster as an organization, there is no alternative. 

There is no option to continue as we have traditionally worked at Telia”  
- Interviewee at Telia Company 

 
Telia have been stable from a revenue perspective, but they are acting in an industry that is 
rapidly changing. The company is under a large transformation since last year, things are turning 
better gradually, but their internal goal is to see the large effect in three years. The company's 
business and operational model still have a journey to make. One interviewee says that they have 
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a long-term goal, but that for each quarter they have a plan for what they want to change and 
they are working hard on this journey to reach the end goal. The company has goals of 
transitioning from being a great telecom company to a new generation telecom company as well 
as to invest in new areas. According to one interviewee, the new CEO of Telia Sweden has four 
priorities in order to do so. These are customer obsession, breaking down the silos, accelerate the 
transformation and commercial drive as well as for them to be commercial, innovative and 
entrepreneurial in their thinking. From this, they are aiming to handle the transformation to 
obtain both short and long term effects in the organization. Being a publicly held company, they 
need to listen to the analytics and investors, so it is important to continue working on efficiency 
since that is where a lot of the industry is driven from, but they have several initiatives to improve 
other areas simultaneously.  
 
One of the drivers for Telia’s need to change is the customer, who does not have the same 
expectations of the company compared to just a year ago. This is because the customers base 
their expectations of the company compared to how they obtain other services today. This means 
that if you are a customer of Telia, you have the same expectations as when you interact with 
other services, such as for example Spotify. Further, one interviewee says that all markets needs 
to follow the same standards to remain competitive. The customer obsession is about being 
driven by the expectations of the customer, and that employees in all roles must think about how 
their work in the end affect the customer. Telia wants this priority to be implemented fast as they 
believe that prioritizing it will render many synergies helping the company’s transformation. In 
order to do so, the company is changing the culture to be very customer focused in all roles. 
They measure the commercial drive from the customers, but also internally. From comparing 
investigations made last fall and this spring, the company is seeing a 20% increase of customer 
focus in the organization. To accelerate the transformation, the company is working with more 
changes in the culture, how the company is packaging its offers as well as replacing all old IT-
systems that are decreasing the company’s speed. This spring the company changed its name to 
expose internally and externally that they are on a journey, from TeliaSonera to Telia Company. 
 
“Company stands for a gathering of people who gather around the same goal, with the same movement and journey. 

We thought it fit well to show both outwards and inwards that we are on this journey, that we shall become 
something else and that all who are with us are on the same journey.”   

- Interviewee at Telia Company 
 
Telia come from having a hierarchical and bureaucratic top-down organization. The top 
management has been changed and they are working on changing the organizational form. They 
believe that the company chooses leaders with the competence to make the right decisions, often 
from their gut feeling since they often have the experience to feel what is right or wrong. The 
executives want leaders to make quick decisions that they correct if wrong, rather than being slow 
in making the decisions. One interviewee says that hierarchy can be really evil, because you lock 
yourself in a flow that limits what you could be doing in another flow that is completely open and 
networked. 
  
In short term the company is trying to change what can affect the speed of the organization, but 
the whole transformation will take long time to get the desired effect. In short term the company 
is for example decreasing the number of decision-making forums there are for them to, for 
example, come out with a new portfolio in the market. They have already reduced the number of 
decision-making forums as well as erased sequential control groups. This has been done since the 
speed earlier was ruined during the process and the outcome of the work arrived too late. 
Another initiative to reduce hierarchy in the company is to decrease the number of middle 
managers. The long-term effects are that these kind of initiatives will increase the speed of for 
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example developing a new IT-structure, how the company is working with building its product 
portfolio and so forth. Their transformation takes time since the telecom industry is complex and 
often uses integrated services. 
 
One example of its complexity is that the company has access to enormous amounts of data. 
One interviewee explains that the discussions about using data started already over a decade ago 
at Telia, but that it is a tough situation as customers rely on the company to not let out their data. 
However, data is viewed as a matter of survival in the long term, but endless debates about how 
the company should handle customer concerns regarding data confidentially makes the progress 
in the area slow. The difficulty is finding the balance between reliability and new business 
opportunities the interviewee says. 
 
Being fast as an organization is something that they are not famous for, but they see clear results 
from what they have been working on during the transformation. Today, they try to work cross-
functionally in several areas. The company is not working organically, but they are working to 
increase the bottom up freedom. One interviewee means that if possible, they should have zero 
hierarchical levels, just nodes for all the peoples involved. Earlier, the company needed to work 
each question through their hierarchy, from the bottom, all the way up and later down again. 
From deleting several governance and opinion making forums on all layers as well as trying to 
enable cross-functional work, things go much faster today. The aim is that an employee should 
go directly to the one in charge of decision, rather than going through levels of decision-making 
in a hierarchical organization. Working with erasing governance in the company has improved 
the decision making speed in recent times. Earlier, one interviewee explains, they really had 
lockups that decreased the speed. This change is even seen in the oldest parts of their 
organization. 
 

“There was a lot of governance and opinion making forums before. If you don’t bring value to a meeting, if a 
meeting doesn’t bring any value to the process, you should not be there or the meeting should not exist. We have 

spent a lot of power erasing things like this.”  
- Interviewee at Telia Company 

 
Telia are updating their strategy every second to third year. Their opinion is that you cannot 
change strategies too often as it makes people confused and unengaged. The interviewee’s 
opinion is that it takes time to change the direction of a large company. A good strategy foresees 
that an opportunity or threat might show up in that time frame. The company is aware that 
something extremely disruptive can show up in the market. However, one interviewee explained 
that it is very rare that something you have never heard of shows up during a three-year period. If 
it would do so it is even more unlikely that the company are severely hurt from it. This is because 
until the next strategy update, they will surely understand that there has come up some new 
opportunities or threats important to focus on. Further, in Telia they mean that strategy demands 
certain stability. If it is well carried out, it is enough to tweak the initial strategy on the road, 
something that Telia has done when they have realized that some area needed an update. 
 
“We live with the strategy we did in the fall of 2013 and beginning of 2014, but last year we did updates on IoT 

since it wasn’t that well carried out. And now we see again that there is another area to improve on.”  
- Interviewee at Telia Company 

 
The pillars of the strategy cannot change every year, as one interviewee put it that it would kill the 
organization. It takes too much time to turn an organization of 25,000 employees spread out in 
many different countries. That is the difference between a company in the size of Telia and a 
small start-up located in the same building one interviewee said. That is also why Telia have 
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started to work with small units, working outside the company and not needing to follow the 
group strategy all the way.  One example of this is Purple Plus, who is partially working with 
scanning the market for opportunities. The team is looking for potential early investments in 
startups that can give the company new ideas, competence to the company and in the end new 
value for the customer. The company wants to be in the forefront of Sweden, which one 
interviewee says is one of the most advanced societies in the industry. Being too small for the 
world, and Sweden being too small for Telia, one interviewee mentions it being important to find 
the balance between having knowledge of what is going on in their market, and what areas the 
company should act on. Telia on a group level should handle the strategic and innovative 
initiatives that can be launched in three years to the customer. Global business looks at ideas with 
a 1-2 year’s perspective and Purple Plus looks at over a two-year perspective. The idea is to test 
new things small in one country and see if it fails or succeeds before going global. 
 
The company is good at acting out at possibilities or threats appearing from global trends within 
their core abilities and functions. On the other hand, one interviewee mentioned that Telia are 
not yet as good at innovation that requires new business models or when it comes to customer 
centric innovation. One of the reasons is that it is difficult in such a big company, with its 
organizational structure as it is today, to work cross-functionally. This makes it difficult to be 
adaptable to new possibilities or threats outside the company’s core, which also goes for more 
disruptive innovations. In the core business, the company has made great strategic decisions in 
the past. One example has been the mobile business, where the company chose the right path 
between many. 
 
The company is good in seizing opportunities when there is a clear idea, but when they build a 
project based on a global goal, it can be more difficult. Employees at Telia are open to new 
projects, but when these have weak guidelines, it happens that the projects eventually fall under 
one of the line functions. This can be a problem one interviewee says, as the idea might lose its 
speed and engagement. Being a reason for them having harder times with disruptive ideas, it leads 
to the company becoming more reactive. As long as the ideas can fall into the company’s 
structure in the right way, the company has the speed to transform it to reality. Working cross-
functionally becomes tough as it tends to involve too many people in the end. 

5.1.3 A People-Centric Approach 
From changing CEO of the group in the fall of 2013, the company has started to move from 
being hierarchical and bureaucratic, where no risks were allowed, to flattening the organization 
with more groups allowed and willing to take risks. Coming from an extremely strong focus on 
efficiency they have a large drive towards an organizational focus on innovation. While the 
management and their drive are there, the organization has not yet had time to adjust. In general, 
there is an ongoing shift in mentality in the company, but being a large company with over 
hundreds of years of history, it takes time to make change. This transition takes time since the old 
management style existed for many years. Focus on people has previously not been certainly high 
in the company, which came from the earlier efficiency focus and that the company did not want 
to take much risk. This has changed, but the company can be even better one interviewee said. 
 
The company is working on becoming more customer-centric by getting more customer touch 
points. This is done partly by moving the back office closer to the customer by a range of 
initiatives. One of these is to help employees build their networks in the organization to easier be 
able to handle a broader range of questions. Regarding knowledge management and social media 
systems, if employees need to find something they can look at the intranet where most 
information can be found. It is experienced that the social media systems are not that developed 
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today. The leadership encourage collaborations between departments and want to create a culture 
where no one blames another unit or employee for mistakes, rather solve all problems as a team 
along the road. It is mentioned that they want different leaders in different operations, but that 
they especially in more innovative areas want leaders providing freedom to employees, but who 
still can “kill their darlings” and move on. 
 
The interviewees believe that the company’s vision and existence is important for the employees 
for having a common target on where they are moving. The executives have established what 
they call the framework for winning, which is uniting all parts of the company. It is a house of 
different components that say something about their values, that they should be the best place to 
work, their organization culture, their foundation - where they come from and the vision that 
they will become the new generation telco. Regarding compelling vision and shared values, one 
interviewee mentions that you need to work actively throughout the whole organization to get 
people to identify themselves with and actively live after it. The culture carriers need to be on all 
levels, otherwise it does not work. Further, another interviewee says that there are sub-cultures 
within the company which they try to break up with the aim to build one common culture in the 
company. This year the company moves to an activity-based working environment that makes 
employees sit at project tables, more flexible workplaces enabling them to work closer with the 
people they are working with during that period or day. This as they believe it will help them 
improve their speed and openness. 
 
Regarding culture, many in the organization are comfortable with how it was. The board aim to 
change this view in the organization. They want to change the composition of people from 
having the attitude of just doing their daily work, to having people that come excited, wondering 
what they will learn and what difference they will make each day. 
 
“What will I learn today and what difference will I make today? If all employees asked those questions each day, it 

would be a lot more action at our place!” 
- Interviewee at Telia Company 

 
This is a transformation that takes time in an old company as Telia. The top management is 
trying to change the attitude with a top-down approach, which helps the change according to one 
of the interviewees. Earlier this need and urge to change came from the middle of the company. 
An example to accelerate this change is what they call Purple Boost, where 250 top executives get 
trained in modules covering innovation, leadership and the customer, with the aim to spread the 
culture further in the organization. The company has changed its values to dare, care and 
simplify. Dare is about challenging, increasing transparency, innovating, doing things differently, 
daring to do things and take risks. Care is all about caring about the customers, employees and 
the environment. They want employees to challenge but to care about how they do it. The top 
management wants the company’s leaders to set the vision, where they are going, then they do 
not want the leaders to micromanage the employees. In order to promote a risk-taking culture it 
is important to raise awareness that it is ok, or even good to fail. This as they believe it is the only 
way to truly create a risk taking culture. 
 
Another initiative to speed up the organization is to launch leadership groups, where they bring 
what they call “How-makers” and people who are not leaders. The aim is to strengthen and boost 
the employees in the line to drive the need of creating competence and working in a different 
way. This is done in parallel with the leadership courses for leaders, which is whom they earlier 
only worked with. By educating people further down in the organization Telia aims to get people 
lower in the hierarchies to create change to their groups and to bring the culture back that good 
enough is not enough.  
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One initiative launched this year is establishing a strong feedback culture among the leaders. 
Instead of setting targets every second quarter and giving feedback once in between, the 
executives in Telia has established a more agile process where you can add or delete goals 
throughout the whole year. This is now done every four to six weeks depending on where in the 
organization. Earlier people were only measured by variables through time, such as revenue 
growth and adding new customers. With a new initiative, people are also measured after their 
performance on their “how”-mentality. Not only your skills but how you are as a person, the 
employees’ drive, their DNA to work, to work together and put the customer in focus. Telia 
believe that most can be learned if employees have the right attitude and posture. Further, one 
interviewee says that they want their employees to take responsibility for their own development, 
and be asking for check-ins themselves. One way of boosting this work is to tie all of this to 
variable salaries, with the aim of creating a performance culture, where different employees doing 
the same work can be given different rewards. 
 
As mentioned, the company is moving towards having more focus on people and their values. 
One interviewee said that their customers are not standardized and therefore Telia cannot 
standardize the way they work either. The company is today in need of a large competence shift 
in the organization. Being in a phase of not having large growth, even with some declining areas 
in the core areas, it is important as they are a listed company to keep the bottom-line somewhat 
stabile. Therefore, it is difficult to conduct a competence shift in the company, since the 
company cannot increase the number of employees. 
 

“You clean the stairs from the top to the bottom... [You] have to go through the entire organization.”  
- Leader in Telia Company 

 
Working with shifting competence is something that one of the interviewees’ mention that the 
company needs to become better at. They describe that to be successful in changing the 
competence in the company, you need to use a top-down approach. This is a tough process since 
several of the employees have worked in the company for 10-15 years with and for each other, 
and that personal relationship between the employees make it difficult to make the 
transformation. The company recruits both internally and externally, in all levels of the 
organization. They see the advantage of recruiting externally that the company get new mindsets, 
ones that challenge the traditional as well as getting people who have seen other companies do 
good things. They hopefully have the right how-culture, fresh blood, lots of energy and ideas that 
influence others. In core areas, one interviewee says that they have world-class people with deep 
operational skills. On the other hand, entrepreneurial people are something the company lacks of. 
Earlier there has been cost savings in innovation, which is why new people now are needed to 
reach new areas to make business in. To succeed, one interviewee said that Telia needs to 
improve in talent management, increase staff turnover and get new hires.  
 
Regarding characteristics of the people they hire, one interviewee exemplifies that when you work 
in for example finance controlling or as a network technician, you want the structured brain and 
not the creative. In the innovative parts of the organization, the creative brain is more than 
welcome. Where people work with innovation, they want risk takers and doers. But in other 
parts, as where people work with networks, the company does not want to take risk. However, 
the company is in need of more creative people in some parts of the organization. One 
interviewee says that huge investments and developments are placed in core areas. This 
contradictory company evolution makes for that the balance between entrepreneurial spirit and 
orderliness needs to be found. One proposed area of improvement is that new hires often are 
people with long operational experience. The company has new initiatives for hiring younger 
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people with less experience. The aim is to improve their operational skill at Telia, but benefit 
from getting new people from new educations, bringing with them new ideas. Telia are therefore 
working on creating higher visibility in higher education. A challenge is to make the company 
attractive to applicants. Applicants need to understand the journey they are on, and want to join 
the company because of it since they are working on a huge cultural change in the company. It is 
important that applicants want to change and challenge the traditional industry the company is 
part of. One interviewee says that they have a strong brand but are working on developing their 
employer branding. The leaders want to change the graduates’ perception of Telia, as they 
currently see Telia as not being a flexible nor natural workplace for them. 
 
It is said that in some parts of the organization the entrepreneurial spirit is tested, especially those 
working with the collaboration with startups or in the innovative side of the business. This is 
done through testing how applicants think and challenge the traditional, rather than if they have 
done entrepreneurial things before. The interviewee said it is because when you work with 
innovation, you have to fail quite a few times before you find the good solution. In the future, 
one interviewee said that they believe that recruitment needs to change over the next decades. 
The company has already made initiatives recruiting through social media, rather than having 
traditional applications. 
 
Several interviewees said that the company does not want people to stay shorter in the company, 
but that they wish and are working on increasing the mobility for changing positions when 
working in the company. One interviewee expands on the subject saying that since the company 
is on a tremendous journey of change, you can choose to participate or not participate. The 
company has all kinds of mentalities towards change in their company, everything from "do not 
touch anything” to those who want to throw all the balls in the air. The company want their 
employees to stay as long as the employee has the right attitude, posture and will to contribute. If 
an employee does not want to be on their journey, they want that person to find something else 
and are happy to help out the employee in order to do so.  

5.1.4 An Ambidextrous Organization 
While Telia traditionally has been efficiency-focused, a lot of emphasis is now put on improving 
innovative capabilities. For instance, they have organized innovative “jam-sessions” to sparkle 
creativity, and by providing money and support they have encouraged people to come up with 
ideas, trying, taking risks and failing. It is mentioned that they want to promote this culture in the 
company, but also that there becomes a separation between the “stable telco” and “chaos telco” 
as there are some areas of operation that needs a stable, low risk mentality. 
 
“Both innovation and efficiency is what creates opportunities to grow and not get stuck. Standing still is the worst I 

would say. It is important to work both ways.” 
- Interviewee at Telia Company 

 
Being a huge, diverse company as Telia, one leader mention that it is tough to emphasize a 
general risk-level. In different parts of the organization, you will want different risk profiles. The 
art is in separating the right areas for high respective low risk. These separate areas also require 
different leader types. Speaking about their network infrastructure, they want operational 
excellence. Playing a central role in Swedish infrastructure, downtime on Telia’s networks could 
affect all of Sweden. It is therefore crucial that these areas have a mentality towards operational 
excellence and low risk. One leader mentions that they do not want the ecstatic kind of leader in 
stable environments. The interviewee mentioned that in areas such as IT, tech, finance, legal they 
prefer leaders providing relatively clear targets and a more stringent control for what is supposed 
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to be done. Although, in marketing, sales and consumer channels leaders have a more coaching 
attitude. Looking at their innovative units, they want and encourage risk. Telia have smaller teams 
that look into new areas such as data analytics, user experience design and IoT. In data analytics 
for example, Telia has enormous amounts of data, which they do not utilize yet. What can they 
do with it? Can it be used to create new business models? Who else do they work with in the 
area? Can they work with it in another way? This is how they question and look into the areas of 
work. They might set up pilot projects with their customers, evaluate their learning’s and see how 
it affects Telia as a whole. Purple Plus is an entity within Telia that work closest with their 
investments and spinout ideas and have daily contact with the startups. While C-level employees 
have close connections with Purple Plus, they are housed separated from the rest of the company 
and was founded to provide environments and capital for supporting or launch interesting 
companies or new projects. 
 
One leader mentioned that some departments are better than others at embracing these kinds of 
more innovative ideas and projects, and that they still have some way to go. In more explorative 
areas they prefer leaders who want to provide freedom to people, the kind of leader who let their 
employees try, but who still has got the security and strength to shut down operations when 
something does not work out. Being able to kill your darlings, and then move on to another idea.  
 
Telia want innovation that spans over a year to be gathered at a group-level, where they make the 
more strategic, innovative bets which might hit the market in 1-2-3 years. Purple Plus works with 
a 2+ year perspective, then there is “Global Business” that works with the 1-2 year perspective. 
Shorter projects, 0-1 year, are done in each respective country. The idea with this is to not test 10 
crazy things in 10 countries, but test in one location and then be able to expand or trash the idea. 
They try to work with disruptive innovation in Purple Plus, but one interviewee experience that 
they can become better at it. Regarding the degree of control of innovative units, one interviewee 
emphasized that these should not be integrated into the company, as they need great freedom in 
doing their thing. Providing freedom with responsibility, they might have to provide a direction 
for the innovative units, but the baseline is that they should be independent. 
 

“The question is; how do you create an agile navy of ships instead of a supertanker?”  
- Interviewee at Telia Company 

 
You cannot run these small units as the rest of your operations. Implementing all these KPI’s, 
models and business cases before the unit has lifted, it is only going to make it into a “paper 
product” one interviewee said. The company means that the units can operate freely but should 
be more vision driven. Knowing the company’s strategy, understanding what areas are 
emphasized and focused on, the innovative units can then do their own thing while still 
maintaining a creative direction towards the future of the company.  
 
Regarding investments, Telia have been investing in some early rounds. The company has bought 
some companies as well. There is a difficulty in what level of integration they should have, as 
some investments have been made in order for Telia to be able to offer the product themselves. 
This is as part of the value from investing in some companies come from Telia being able to 
offer their products as well, rather than several companies owned by Telia offering their products 
individually. It could even be done the other way around as a “reverse-takeover”, meaning that 
Telia’s products could be offered through their investment. In the end it is something that 
depends, all the way from fully integrating, to partially, to almost not integrating at all.  
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5.1.5 An Open Organization That Networks with Its Surroundings 
One interviewee in Telia mentions that he believes greatly in customer-driven innovation. 
Further, it is noted that Telia do work with B2B customers in order to create solutions that 
neither of the companies has offered before. Sometimes a supplier or third party is involved in 
the development. 
 
They are said to be great in working towards a mass market, with a push-to-market kind of 
strategy. Other customers have been large corporations and government agencies where Telia has 
helped them with their special needs within communication. It is argued that Telia is lacking in 
the “in-between” segment, where the demands for communications are increasing. And as Telia 
cannot do everything for everyone, it is therefore important that they can find the right 
partnerships where these demands can be met. 
 
One interviewee mentioned that ideas sometimes come from suppliers, seeing as many of Telia’s 
suppliers operate on a global market. In this way they can learn and catch onto trends from 
global markets and translate them to their local market needs. It is also mentioned that Telia have 
recruited people from external parties but that it is not a targeted practice. Examples that came 
up were external consultants that had been recruited as full time Telia employees. 
 
While no mention of collaboration with direct competitors, the company has worked with 
innovation based on global trends, with which they got help from a network of strategic partners 
being telecom operators acting in other markets. Through informal relationships they can learn 
from other markets and their trends, providing Telia with an understanding of certain 
investments or projects. The only example of collaborations with direct competitors mentioned 
would be regarding government or European Union questions. 
 
It is also mentioned that Telia have done collaborations with other companies and startups, 
investing in and working together with them. One example is Zound Industries in which Telia 
did just that, as well as using their products. Spotify is another example, where they paid to 
partner up with them and obtain the kind of competence they have, seeing as they are exceptional 
on advanced analytics. It is emphasized that Telia does not act as a venture capital firm with the 
reason to get huge returns from the invested money, rather they are very interested in working 
with companies where both parties can benefit from synergies. The company has made some 
acquisitions when companies have aligning competencies, such as Zitius AB and Ipeer. They 
have also invested in startups in relatively early investing rounds. The kind of ideas and 
investments that Purple Plus work with is often in the so-called “in-between” segments as 
described above.  
 
Being a huge company, it is mentioned that there previously was a mentality that if an investment 
did not render 100m+ SEK return within a year, it was too small of an idea to pursue. It is 
mentioned that this mentality is starting to transition into a more open view of smaller 
investments and the advantages they can render, and that it is important for the company to find 
areas and environments within the company where these ideas can grow over time. With the 
change in mentality Telia is now instead viewed as a huge company with large revenues rendering 
the possibility to invest in innovation. What is important is that risks are taken and that 
investments are made, which in turn creates a culture and attitude that might spread throughout 
the company. 
 
”Then again it would not be too bad to get some kind of return in these companies, but that is not the main reason 

for doing it.”  
- Interviewee at Telia Company 



 44 

 
Telia were great at collaborating with the educational world 20-30 years ago, but it has declined 
since then. This might be because of their very successful core business that has been a steady 
source of revenue, but this is seen as a key area for improvement to increase innovation. Further, 
they emphasize the importance of being more visible towards the educational world, both for the 
recruitment of students as well as providing in innovation contexts. A network among top 
management of other companies is also an important area mentioned to work with. 

5.2 Analysis Telia Company 
Under this subchapter an analysis is conducted between the gathered empirics from Telia 
Company and the concretizations of the five management principles in order to understand if the 
present state is coherent with the SVM or not, as well as if they are moving towards the model or 
not. 

5.2.1 The Dynamic Firm 
Comparing the empirics with the literature of SVM is showing that the company is on a journey 
from being much about processes, control and hierarchy in decision-making towards 
emphasizing speed, decentralizing decision-making, having smaller units to explore the future and 
putting larger emphasis on external collaboration. These are some clear examples that they are 
working towards strengthening the dynamic firm. An interesting point is how the company uses 
ambidexterity in order to create stronger dynamic capabilities. This while their earlier lack of 
being people-centric and sensing a need for continual renewal of their competence is argued to 
decreasing their ability of sensing and seizing opportunities today. Many initiatives are fairly new 
and Telia’s work towards creating a dynamic firm is deeper analyzed in Table 8. 
 
Table 8 Analysis of The Dynamic Firm for Telia Company 

Element SVM Argumentation 

Business 
environment 
effects on a 
company 

 1. Rapidly changing or stable environment 
Seen from the surveys and interviews, the company is in a rapidly 
changing industry.  

2. Be simple and experimental. Engage in more rapid continuous change. 
They have seen that their organization does not have the ability to 
meet the challenges from the environment yet, they are therefore 
actively changing towards becoming more simple and experimental in 
parts of their organization, while keeping more control where they 
believe it is needed. 

Top 
management’s 
role 

 3. Compile, decide, and communicate objectives and priorities for the company 
Large focus on the transformation, communicating, prioritizing and 
being actively involved in changing the company to become the new 
generation telco. From being concerned on efficiency and control, 
they are moving towards being more focused on enabling an 
innovation focus. The new CEO of Telia Sweden has four priorities 
that she communicates: Customer obsession, break down the silos, 
accelerate the transformation and commercial drive, which is for them 
to be more commercial, innovative and entrepreneurial in their 
thinking. The company work with the aim to renew itself. In their 
work, they educate leaders throughout the company on why and how 
to establish a stronger culture in the company. This correlates with 
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the literature regarding compiling, deciding, and communicating 
objectives and priorities in order to conduct the transformation of the 
company. 

4. Involved in innovation and product issues 
It is not observed whether they are involved in innovation and 
product issues or not. 

Decentralized 
organization 
that embraces 
bottom-up 
flows of idea 
generation 

 Strategy-making process 
5. Continual process 

The overall company strategy-making process is conducted over two 
to three years as the company is so large that it needs clear directions 
and time to change. They are updating parts when needed during the 
period, which makes it closer to a continual process. However, they 
do not seem to have the continual process as an established overall 
thought which comes from that they want to set a direction of the 
large company, something that does not correlate with literature. 

6. Line managers owns it 
Separated explorative units can create their own strategy, which does 
not to be fully coherent with the overall strategy. It is not known 
from data how decentralized strategy-making process is but this at 
least indicates a combination of decentralized and more bureaucratic 
strategy-making process. 

Structure 
7. Coordinate activities around opportunities, through decentralized business units. 

Business unit should be given availability to sense and seize what is relevant for 
them. 
Seems to use a combination of how they structure activities. In their 
core as an operator they want more routines and procedures. They 
have created decentralized separated units that are building activities 
around opportunities that are relevant for them. This combination 
correlates with literature from being involved in different business 
environments that require different settings.  

8. Usage of “Semi-structure” 
Telia have a heritage from the previous management team where a lot 
of control and no risk were taken in the firm. They have worked with 
breaking down structures in order to create more autonomy. In the 
innovative and development side of the company, they want less 
order than they previously had, more flexibility and are willing to take 
more risks. On the exploitative side of the company, they want more 
order and want people who are good at their operational skills. This 
shows that they are striving towards using increased flexibility and 
decreasing structures, but also that they have not found the balance 
yet. 

Decision-making 
9. Decentralized decision-making. Carried out through experimentation, short 

deliberation and testing things with customers to gain rapid feedback. 
Coming from being more hierarchical and bureaucratic, Telia works 
on decentralizing decision power to enable employees rather than 
groups to make decisions, with the aim of increasing speed, 
something that was seen as a problem for the company. More 
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emphasis has been put on enabling people to make decisions based 
on their gut feeling, as this is often based on years of experience. The 
executives rather want leaders to make quick decision that they 
correct if wrong, rather than being slow in making the decision. 
People should be challenging the “traditional” company and industry 
they are in to be part in and accelerate building the new generation of 
telecom. This shows that they are in a transition from what is favored 
in a stable environment towards a rapidly changing business 
environment. Further, Telia focus a lot on their journey to become 
faster as an organization with help from being more agile, increasing 
freedom and speed in decision making in some parts of the 
organization. Seen from both interviews and surveys the company 
have separate units that are more decentralized and given more 
freedom to experimentation. New smaller units as Purple Plus enables 
taking more risk and testing new things. This work highly 
corresponds with moving towards SVM traits, and one of the issues 
identified is that they today seem to have problems when too many 
people get involved in projects. 

Sense and 
shape 
opportunities 
and threats 

 10. Ability to be scanning, creating, learning and interpretive, to learn, gather new 
knowledge and information from inside and outside the company. 
Telia is actively working with getting the company customer obsessed 
through the whole company, which is an indicator that they are 
working towards being good at sensing and shaping opportunities 
according to the customer needs. Within its core areas, the company 
is good at sensing what is coming and shaping those opportunities. 
What is helping Telia is a global network with companies acting in 
other markets, working together with them in order to catch on to 
ideas and global trends. The company has made initiatives to sense 
and shape opportunities and threats outside its core competencies, 
through establishing smaller units sitting outside the company, as well 
as working with and investing in startups. This to gain competencies 
and new ideas that can turn into new products and business models in 
the future. They also get access to entrepreneurs’ differential access to 
knowledge. This indicates compared with literature that they have this 
ability to a high degree.  

Seize 
opportunities 

 11. Ability to capture value from opportunities through new products or services 
When a question involves a lot of people and different competences 
to make a decision, the entrepreneurial spirit in innovative projects 
can disappear because of the slow progress and large number of 
debates. The company does not prefer taking risk within its core 
business and some opportunities are complex for them to handle, 
which comes from the company being important for the Swedish 
infrastructure and society. This makes projects slower since many 
people get involved, which can affect their ability to get timing right 
in order to capture value through a new product or service. However, 
they have reduced the number of decision-making forums and try 
enhancing cross-functional collaboration to increase speed, which is 
indicating that they are moving towards having strengthened ability to 
seize opportunities faster than before. 
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12. Usage of “Sequenced steps” 
New smaller units as Purple Plus enables taking more risk and testing 
new things, which correlate with creating the ability to use “sequenced 
steps” in some parts of the organization. Overall the company aims to 
test things locally to see results fast before going globally, which 
increases the speed for fast learning and is lowering the risk of failure.  

Transform 
organization 

 13. Ability to continually renew the organization by enhancing, combining and 
reconfiguring tangible and intangible assets 
When they have a clear idea and good guidelines, possibilities can 
grow in the company. Otherwise opportunities seem to get stuck 
under a line function, which is a proof of limited ability to transform 
their organization for seizing an opportunity. However, they are 
actively working on breaking down silos in the organization to 
improve collaboration.  

 
Since initiating the transformation two years ago, the management 
team has partially been changed in order to have the right people 
supporting the transformational journey. The company is today aware 
of needing a larger competence shift, something that takes time. New 
skills are needed as well as a new mentality towards work, which the 
executives are working on changing in the company. Many employees 
have stayed long in the company and being in a rapidly changing 
industry, the company has indicated the need to acquire the skills 
needed and let go of others in order to make the transformation 
needed. Their massive focus on changing the culture in the company 
and starting to be people-centric indicates that they earlier were not 
continually renewing their organization and employees. However, 
they are now actively working on it that can be strongly confirmed by 
the argument of why they are changing the company name and the 
work with their internal transformation. 

14. Above point, but stressing including external know-how 
During the transformation they started to work on transforming 
processes, separating units that does not need to follow the overall 
strategy as well as increasing external collaboration with others in 
order to be able to sense, shape and seize opportunities, which 
correlates with literature. 
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Company’s 
ability to 
handle change 
through time 

 15. Ability to react, anticipate and lead change 
The company comes from having a lot of governance, structure and 
hierarchy, which has crippled the speed and outcome of the company. 
By starting separate units, the company has created a stronger ability 
of reacting to, anticipating, and leading change. These units are 
allowed to test and experiment with new things that are more future-
oriented. These smaller explorative units are also encouraged to take 
larger risk and to use experimentation. These units can help managers 
to develop a sense of the future. They have started to involve more 
external parties that give the managers an increased possibility to 
understand the future. However, this is as mentioned before new 
initiatives and can therefore be argued from the interviews that they 
need time in establishing the collaboration and processes in order to 
be fully usable and increasing the ability to react, anticipate and lead 
change. 

16. Using “time-pacing”, rather than “event-pacing” 
From the interviews, we cannot conclude if they are using time pacing 
or not. 

5.2.2 A People-Centric Approach 
While Telia are seen to have excellent people in their more traditional operations, it is mentioned 
that they are in need of more brilliant people in the more innovative areas of the organization. 
The culture shift also renders a shift in what they look for in potential recruits. Working with the 
new “How”-targets Telia aim to change the mentality of people to accelerate their 
transformational journey. One way this is noticed is that they are working with improving their 
employer branding in order to attract more suitable talent as well as younger people, as they want 
to become an attractive place to work at. Coming from a hierarchal and more efficiency driven 
organization, there was low focus on people before. They are now working actively towards 
implementing and strengthening people-centric elements in the organization. While Telia have 
implemented initiatives covering some, they do currently not cover the entire people-centric 
scope yet. They have implemented strategies and initiative indicating that they are moving 
towards adopting procedures corresponding with the literature. Telia’s work on a People-Centric 
Approach is analyzed in Table 9 presented below. 
 
Table 9 Analysis of A People-Centric Approach for Telia Company 
Element SVM Argumentation 

Vision  1. Vitalizing, attractive, realistic, and credible picture of the future of a business 
Telia have the vision that they want to become the new generation telco. 
Establishing the “framework for winning” and working throughout the 
organization with transforming the company and encouraging employees 
and applicants to challenge the traditional helps their transition towards 
their vision. Regards having a compelling vision and shared values, they 
work throughout the whole organization to get people to identify 
themselves with it and actively live it. The move to activity-based work 
environment is argued to improve speed and openness in the 
organization. 
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Culture  2. High trust, openness and transparency 
Corresponding with literature, Telia have established change procedures 
towards the SVM. Many in the organization are comfortable with the 
“old way of working” so Telia work hard with breaking up sub-cultures, 
and building one common culture in the company. This means that there 
still is some way to go in creating a unified culture. High emphasis is put 
on changing the culture, the value, beliefs and motivation of the 
employees in the transformation in order to become the new generation 
telco. They are aiming to have culture carriers on all levels in order to 
build a strong culture. They want to create engaged employees who feel 
more empowered. Values of dare, care and simplify promote 
transparency, challenging the status quo and taking risks. This indicates 
that they have not worked accordingly to literature before, but have 
clearly prioritized it in their transformation, which indicates that they are 
moving towards aligning with literature.  

Information 
Processes 

 3. Automated communication through IT 
Survey answers and interviews confirmed that the company does not 
have particularly good information systems in place but that they are 
working on improving them. 

Leaders  4. Focus on people, coach and facilitate 
Was not focused on people before, but this is changing. Have begun 
working with implementing strong feedback culture among leaders. Seen 
from the survey, they are having a transition from managing and lead 
towards a more coaching and facilitating leadership style. Correlates with 
literature in where they work towards, they want leaders to set the vision 
and leave the how to employees. The how-culture of an employee is also 
discussed during feedback sessions. 

5. Accepts uncertainty and risk, has courage to stop projects 
Aligns with literature but needs to improve as they in suitable 
departments are expected to provide their subordinates the freedom to 
try and fail. In for example some departments, they do not want to take 
risk and therefore want another type of leader, which correlates with 
using exploitative and explorative units. 

6. Are culture bearers 
Are actively working to get culture bearers on all levels. Leaders are 
trained in innovation, leadership and customer modules as an initiative to 
hopefully accelerate the transformation of the company. 

People  7. Seen as the most important asset 
While they have excellent people in core operations, they come from a 
large disagreement with the literature as it is experienced that the focus 
on people previously has lacked and that they need to perform a 
competence shift in the company, something that is confirmed by survey 
results. The consensus is that they could be even better at prioritizing the 
attraction and recruitment of people, meaning that they are on a change 
path but still have a long way to go, which they seem to be aware of. 



 50 

What People  8. Based on whom as well as on what they can. 
Aligns well with literature, Telia now want people throughout the entire 
organization who challenge the traditional and want to make a change 
every day. They are currently putting much emphasis on how applicants 
and employees are as a person, not only their skills rather their drive, 
DNA to work, to work together and put the customer in focus. This is 
concretized in a “how” category by the company. In some areas emphasis 
has been put on testing entrepreneurial skills. They also try to hire more 
graduates and young people. 

9. Personal traits: Entrepreneurial, adaptable, passionate, questioning the status quo and 
collaborative. Strengths: Business competence, creative and technical depth 
Telia want different kinds of people in different parts of the organization. 
For example, within finance or networks they want the structured, less 
risk taking kind of worker. Where people work with innovation, they 
want creative risk takers and doers.  

Attract 
People 

 10. Strong culture 
They are working with strengthening the company culture and people to 
become the new generation telco. This is a fairly new journey, but it 
indicates that they are moving towards building a strong culture. 

11. Innovative brand 
Telia has a strong brand in its industry, but they are working hard with 
improving their employer branding. They have a hard time attracting and 
competing for graduates as they do not see Telia as a flexible and natural 
place to work for them, and this is one of the reasons for Telia working 
with becoming more people-centric. As they want great graduates of 
varying backgrounds, they are working on changing potential employees 
view of the company as a workplace.  

12. Great workforce 
Seen from survey results we see a large deviation in focus on recruitment. 
This might be because they have a mix of great workforce. They are 
actively working on improving recruitment and people’s mindset at work 
in order to improve. 

Hiring 
People 

 13. Top management involvement 
No data on the subject was gathered in interviews. 

14. All employees are responsible for finding people 
Telia recruit both internally and externally and are relatively progressive in 
terms of using social media channels for recruitment. How much they 
push the responsibility of finding potential hires to employees was not 
found during the interviews. 

15. Large HR department 
While it is experienced that emphasis is put on recruitment it was tough 
to identify the extent, as survey answers also had a large deviation. 

Motivation 
of employees 

 16. Intrinsic from challenging employees and providing freedom 
They want to change employees and prospective employees views of how 
it is to work in the company. With improving the feedback-cycles, 
removed hierarchies and increased emphasis on the individual through 
their values, initiatives have helped and are improving the alignment with 
the literature. 
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5.2.3 An Ambidextrous Organization 
Looking at the ambidextrous organization as the exploit and explore sides, with the mention of 
the separation of the “stable telco” and the “chaos telco” and their different requirements, 
employees agree on the recent investments and focus towards the more explorative parts of their 
organization. Interviewees expel their view of Telia being world class in their traditional 
segments, exploring and developing their current operations. A clear example of the recent focus 
on explorative efforts can be illustrated through Purple Plus, the externally located innovation 
unit that look into innovations with a 2+ year time horizon. 
 
It is noticed that they have developed the idea and operational model supporting structural 
ambidextrous work as well as contextual ambidexterity. Having quite recently restructured their 
focus and holistic ambitions, it is though experienced by us that some units are better than others 
at embracing these kind of explorative initiatives and that they still have some way to go 
structuring these efforts. An analysis of Telia’s work as an ambidextrous organization is deeper 
analyzed in Table 10 below. 
 
Table 10 Analysis of An Ambidextrous Organization for Telia Company 
Element SVM Argumentation 

Sequential 
ambidexterity 

 No data on the subject was gathered in interviews. 

Contextual 
ambidexterity 

 Through the “jam sessions” they provide money and support to encourage 
people to come up with ideas, try, take risks and fail. This can be seen as 
allowing people to divide their time between the daily and more explorative 
work. However, they now want to spread this initiative throughout the 
organization.  

Structural ambidexterity 

Physically 
distinct units 

 Telia have, through for example Purple Plus, worked with separating 
exploitative and explorative units, which correlate with literature. This unit is 
not located in the same building and their initiatives/investments should be 
independent with their own culture. Providing freedom with responsibility for 
the explorative units, the executives might have to provide a direction for them, 
but the baseline is that they should be independent. Meanwhile, in Telia’s 
standard operations they are less risk susceptible and want people who are good 
at their daily work.  

Ambidextrous 
manager 

 No data on the subject was gathered in interviews. 

Innovation 
manager 

 Want to have leaders that embrace risk-taking and freedom to the team, but 
who has the strength to shut down projects if they do not see it as promising. 
This correlates with literature, however the empirics do not cover whom he or 
she reports to.  

Overarching 
aspiration 

 It is mentioned that Telia not only want operational excellence in explorative 
operations but they emphasize the importance of innovative efforts and the 
importance of providing them with support. They also want to look at different 
time horizons with help by separated teams. 
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Targeted 
structural 
integration 

 Several of the companies are invested in as they, through partnerships or other 
collaborations, can find synergies between the two units. The level of 
integration differ depending on what circumstances the units exist in. 

Senior team 
incentives 

 No data on the subject was gathered in interviews. 

Strong senior 
team 
integration 

 They seem to have an overall strategy and vision for the company, which 
explorative units has the freedom to not follow to some extent. How well the 
collaboration and alignment between senior team is hard to conclude from data 
gathered. 

Exploit unit  The exploit side of Telia correlates with literature, their core “traditional” 
business is focused on operational excellence with a focus on cost, low risk and 
quality. This is achieved by a more formal top-down, controlling leadership. 

Exploration 
unit 

 It is expressed that explorative units, such as internal or externally invested 
innovative units, are to take risks. They want leaders who provide freedom, let 
their employees try and work more driven by a vision but still are not afraid to 
kill their darlings. Data gathered from interviews correlates with literature. 

5.2.4 An Open Organization That Networks with Its Surroundings  
Telia has both historically and currently worked with several external parties such as customers, 
suppliers, startups, universities, other companies and “non-competing competitors”, which mean 
companies in their industry operating in other markets. Investments have been done in various 
companies operating in aligning businesses. This affects the company positively working with 
innovation, recruiting new people, learning and catching up on global trends, which correlates 
much with the literature. Areas of improvement mentioned are universities, as a way to accelerate 
innovative powers, but also for reaching talented employees. Another are to improve on is the 
creation of networks with top management in other companies. To what extent they worked to 
get all employees to network with its surrounding was not explicitly covered in the data 
collection. However, they have indicating that they are collaborating to large degree and that they 
aim to do so more in the future. In Table 11 Telia’s collaborative situation as presented from the 
surveys is showcased. 
 
Table 11 Analysis of An Open Organization That Networks with Its Surroundings for Telia Company 

WHO to collaborate with 

Customers X 

Suppliers X 

Startups  X 

Competitors  

Universities X 

Government Agencies X 

Collaborate to what degree: 7.8/10 
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5.2.5 A Systems Approach 
It is mentioned that Telia is on a journey from being a “great telco” to a “new generation telco”. 
In this transition we can see that Telia aim to shift the entire systems approach focus, as they 
currently come from a more efficiency focused model, moving towards the implementation of 
having an innovation focus. The survey results visualize several characteristics trending towards 
the SVM. While the averages are relatively well aligned, some SVM aspects have larger deviations, 
something which might be because of the relatively recent beginning of their transformation. 
These larger deviations could mean that the top leadership within the company might not be fully 
aligned when it comes to how far the company has come in its transformation. In Table 12 are 
presented a few examples of Telia’s collective initiatives that show that they are changing their 
systems direction in coherence with their transformation. 
 
Table 12 Analysis of A Systems Approach for Telia Company 

System component Telia Argumentation 

Vision Innovation  Has formulated a new vision to showcase new direction and 
orientation of company, to become a new generation telco. 

Board & 
Management focus 

Innovation  Are aligned on being on a journey towards improving focus 
on innovation and exploitative opportunities. 

Culture Innovation  Works actively on building the company culture. Want to 
build a culture where it is okay to take risks and fail. 
Emphasize that culture bearers need to be on all levels in the 
organization. 

Daily managers Moving 
towards an 
innovative 
focus. 

Work on breaking down silos, reduce hierarchy and ease 
decision-making. Leaves how to employees. Separating team 
with more explorative focus seems to be under progress. 

Employees Innovation  Put larger focus on recruitment and finding the right people 
today than before. This also goes with a larger emphasis on 
smartness and entrepreneurial spirit. 

Organization Innovation  Emphasize operational excellence in “traditional” core 
business while implementing initiatives in explorative 
operations. 

Performance 
evaluation, 
promotion, 
recognition and 
rewards 

Innovation  Have implemented new evaluation-metrics, focusing on the 
“how”-parameter that shows that they have moved recently 
to an innovation focus. 
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Systems for learning Moving 
towards an 
innovation 
focus. 

Strive to be faster in decision-making and learn from 
mistakes, which they already have improved on. Want to 
promote higher risk-taking in some areas of the company in 
order to learn through rapid feedback. 

Communication 
and brand 

Efficiency 
focused, 
moving 
towards 
having an 
innovative 
focus. 

The transformation from TeliaSonera to Telia Company is 
part of the transformation, emphasizing the collective that 
the employees are doing it together. Are working with 
moving from being associated with quality and dependability 
towards an innovative focus. Our impression is that they 
have strong initiatives doing so, but have a journey here to 
make. 
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5.3 Empirics from Lantmännen 
Under this chapter the aim is to provide an understanding for the context of the past, future and 
present state of Lantmännen. 

5.3.1 Survey 
The answers from the survey have been visualized in Figure 4 and 5 below, taking into account 
the lowest, highest and average answer from the sample group. The survey results provide an 
overview of the interviewees perception of the organizational traits linked to traditional models 
and the SVM. As the respondents were asked to indicate trends, if they actively are working to 
move in any direction, this has been visualized with an arrow. 

 
Figure 4 Survey results for Lantmännen part 1 
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Figure 5 Survey results for Lantmännen part 2 

5.3.2 The Dynamic Firm 
During the last 10 years the company has been working on establishing structure, processes and 
governances, how to reach effectiveness and to get synergies throughout the group. It is 
emphasized that in such a large company, efficiency must come first. As it is now, the right 
people are in place and all parts are lucrative, meaning that there can be a larger focus on 
innovation moving forward, a shift that has been noticed in the recent years. The company is 
thinking about seeing results in the long term, which helps making investments for growth. One 
interviewee mentions that they want to strengthen its organic growth, which they aim to do with 
innovation. Their strategy for business plans stretch over three years and the company also has a 
long-term strategy that goes until 2020. 
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Earlier they did not experience it being important to be first to market, but this has shifted with 
increasing competition, which is why they now have sensed and are working on how to become 
faster as an organization and be more adaptable to changes in the market, new technology, how 
the company work and what competencies they need. According to our interviewees the 
company has become faster to transform an idea into something new in the market. To be more 
adaptive in the rapidly changing environment the company has turned from having the 
production controlling what to offer to the market. Instead, it is the sales and marketing 
departments who drive what the company should offer to the customer. One of the interviewees 
believes that it is very important for them when delivering a product to act seriously by taking 
responsibility through the entire value chain, from the earth to the table, something that can 
decrease their speed in being first to market. This is because they would not want to put together 
a sellable concept, which does not stand for the company’s values. However, the interviewee 
believes that the company earn on working accordingly in the long run. 
  
The organization is good on acting on opportunities and new trends, and transforming them to 
the business. Being a B2B and B2B2C company, two interviewees mentioned that it sometimes 
can be longer cycles in B2B2C products. This is because of the need of going through another 
company to sell the product to the customer. 
  
They use both push and pull through having close contact with the market as well as the 
producers. Either they see a need on the market or they have an idea of what can be of interest 
for the customer. Working closely with researchers, which typically have deep knowledge in 
smaller fields, the company has established a promising way of having the best researchers 
reaching out to the company when they see an opportunity of commercializing the outcome of 
their research. The company is also in a unique situation being, in one way, owned by their own 
suppliers. These are themselves innovative businessmen who are putting a pressure on product 
development and innovation since the utilization of their resources then rise in value. 
  

“We capture ideas in all phases.”  
- Interviewee at Lantmännen 

  
The owners of the company are Swedish farmers, which are engaged as board members. 
According to interviewees, the quarterly numbers are not as important as for publicly traded 
companies. They want to build a company they can have use of as well as to leave a strong 
company to the next generation. The board of Lantmännen is establishing goals, choosing the 
orientation of the company and is leading the way of the company. They are involved in work 
related to efficiency but are very positive to innovation. The CEO believes R&D is important and 
he is personally involved and wants to invest in innovation. The company has several initiatives 
that promote innovation. The first is a research foundation, where they invest in universities to 
get access to technology and people. 
  
Secondly, “The Greenhouse” is one of several ways to create an innovative culture at 
Lantmännen. Founded in 2014 it is a business development program that intrapreneurs can apply 
for, and the initiative is about collecting and developing new ideas from the whole organization. 
  

“People find innovation fun. We forgot to say that change is achieved by letting people have fun, otherwise things 
would never happen.” 

 – Interviewee at Lantmännen 
  
The program is developed to fit Lantmännen internally but is externally held by the business 
incubator Sting. Employees can come to the Greenhouse with their undeveloped business ideas 
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on their free time. Employees can then develop their idea through seven intensive weeks. The 
program ends with a pitch for a “Dragon’s den” in which the group’s CEO also is included in. 
  
“Things are not always as structured as you think. The projects in the Greenhouse cannot follow special rules and 

patterns since they are so radically different.”  
 – Interviewee at Lantmännen 

 
After the dragon’s den the idea can turn into a business project. Since the initiative began, 18 
different projects have been started with completely different solutions on how to further 
develop them. The majority of the ideas that have gone through the program are currently still 
established projects. Interviewees mention that how and where the project goes afterwards 
depends on what kind of project it is. Sometimes, projects suit the business unit the employee 
and idea carrier comes from. Others can go outside a specific department as a guerilla project. 
This year is the first year time they give the possibility for entrepreneurs outside the company to 
apply for the program. 
  
A third factor helping innovation is having R&D both in each division as well as having an R&D 
group unit. The R&D group unit is holding around 90 research projects in different business 
areas. People get involved from different departments, which motivate and inspire people to be 
involved in innovation and business development work. Two interviewees mention that involving 
employees from different departments helps implementing and taking care of the results of the 
projects. 
   
The company often works agile in testing new things, testing things small to see if an idea is 
possible to be transformed to a new product through their value chain. Earlier the company has 
been working much in silos, but the last five years of work on the organization has helped the 
company to become more agile. Decisions are in some areas decentralized. One interviewee 
mentions that the Greenhouse, and by centralizing a unit that put requirement on producers and 
other cross functional initiatives, has helped the company in turning more agile. Further, they are 
feeling that they are connecting the whole value chain, including researchers, which they believe 
is helping them with innovation regarding uniqueness work as well as to be relatively fast. 
  
The R&D is good in contributing with opportunities, the marketing department on the customer 
need and the researchers on future development. In between there are good business developers 
and brand managers that have a holistic view on the company and knowledge to develop a 
concept that is meeting the customer demand and their expectations. 

5.3.3 A People-Centric Approach 
The vision and values are seen as important for employees in Lantmännen. The company is 
conducting leadership and employee investigations every second year where they have seen that 
what gives the most work satisfaction is their reputation and what the company stands for. After 
that come things like what you do at work, which is quite different when they compare results 
with other organizations.  
 

“We have extremely loyal and dedicated employees”  
 – Interviewee at Lantmännen 

 
The employees value being part of an agricultural cooperative, that they have long term owners 
and have good values that are deeply rooted in the company. Sustainability, quality and long-term 
thinking is important for the owners and is something that the employees’ value. The company is 
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very value-driven in everything they do. Employees are willing to do something extra to remain 
the reputation of the firm, and this willingness is higher than in other organizations when they 
perform benchmarks. Being owned by Swedish farmers help create a unique culture at 
Lantmännen. 
 
They are working much with employer branding towards schools and talent networks. Regarding 
young recruits, it is most important for them to be smart, have the ability to learn fast, having an 
internal drive as well as a good education. Without the right values and attitude, you would not be 
recruited to the company. Entrepreneurial spirit is something seen as less important, and is not 
something they test during recruitment processes. Their brand communication is also very value 
driven and focus on taking responsibility. This has made its footprint also internally says one 
interviewee. Recently they were recruiting for their trainee program where several hundred 
students with all kinds of backgrounds applied. The common denominator for why people 
applied was similar as to the employees; the ownership structure, that the company stands for 
good things, are genuine in what and how they do things and deliver new products or services. 
The applicants were tested through several stages in the process and finally around 70 applicants 
were invited for a whole day of testing and interviewing. 
 
Being a value driven company they are talking much about the values and what good leadership 
is, since that is a way to recruit, retain and develop the best employees. They have leadership 
programs for both new and current leaders. Leaders at Lantmännen are responsible to develop a 
clear vision and strategy for their operations. They are expected to set challenging goals, 
communicate it well to its employees, delegate and do follow ups. Leaders should not tell 
employees how work should be conducted, rather discuss if it would be needed. Another 
important aspect for leaders is to be responsible for the budget they asked for, if they see that it 
will not be held it is expected to be communicated early. 
 
An important part of leader's work is to grow talent, that you use all employees’ knowledge and 
develop them both for the department but also the company as a whole. They do not want to 
detailed job descriptions at Lantmännen, since they believe that it limits employees and make 
work less inspiring.  
 
They are closing up to have a balance of 50/50 internal and external recruitment in leadership 
positions, as they believe that internal recruitment builds a strong culture. External recruits are 
overall good because they come with a different perspective. 
 
While the company is goal oriented, they give the employees freedom under responsibility. Both 
leaders and employees need to work under their code of conduct. Through performance reviews 
it is important that one sees how they are performing, working in a responsible way, their 
personal development, drive, values and openness to work.  
 
The company is working to become better at working cross-functionally through having a 
culture, which encourage it. One of the interviewees believes it is a question of having leaders 
that actively encourage employees to do it. 
 
The company is talking much about the digital workplace. The company has an intranet that 
would need further development according to one interviewee. The strategy, the code of conduct 
as well as finding people in the company is examples of what you can do with the search 
function. It is said that they have an embryo, which the company is working iteratively to 
improve. A challenge is that the operations are pretty different and independent. The 
organization is also spread out, both geographically and in terms of the products they are working 
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with. This is creating a different kind of access to information, which is seen as a challenge. The 
company believes that mobile will become a part of the solution to solve this, which they are 
actively working on. Employees are gathered through separate forums to reach information 
today. 
 
The company is working on both how they should use data, but also how they should gather data 
that is not collected today. They are actively working on being data driven in productivity, but see 
that they need to act faster on working on establishing a more data-driven approach towards 
customers. 

5.3.4 An Ambidextrous Organization 
Coming from a strong efficiency focus it was mentioned that innovation is getting more 
emphasized, both from leadership and in terms of actual initiatives. R&D makes an example of 
more innovative affairs where they have to sell the idea of investments with unsure outcomes to 
the top management. This is something that is appreciated, while larger affairs in core operations 
are to be on the safe side. The risk level varies over the areas of operation. So it is emphasized 
that they take on both high and low risk projects, but that the overall risk profile of the project 
portfolio is towards the risk averse. One reason for this is how financial targets are constructed, 
and that there is an urge for longevity in the company. In the end it is emphasized that the risk 
level should be considered for the total product portfolio, meaning that some areas emphasize 
low-risk projects, while some embrace riskier projects. 
 
Lantmännen’s company structure means that R&D has a holistic mission of finding and investing 
in new research and then commercializing this research in different ways. Another important aim 
is to create a more innovative culture within the company. This as they do not conduct any 
product development, as this is done in each respective division. 
 
The commercialization can be done through existing businesses within the company, forming 
new companies or doing something in collaboration with the researchers. Many of the companies 
they are invested in are still independent, but they have a lot of communication and involvement, 
for instance through board members, putting together milestones and challenging the traditional 
business to help spark and stimulate the work. When these investments come up with 
innovations, these might then be implemented into the company’s core areas where they might 
be usable or needed. 
 
As described earlier one major initiative to drive internal entrepreneurship is the Greenhouse. 
The outcome of these ideas can be vastly different, ranging from development in existing 
business units, to developing them on the side or running them as “guerilla-projects”. In the end 
it is emphasized that there is no “one-size fits all”-solution as to how the ideas should be 
advanced after the “Dragon’s den”. All projects that currently have gone through the process 
have been different products that have had different solutions. 

5.3.5 An Open Organization That Networks with Its Surroundings 
Being a company built on collaboration, employees in Lantmännen emphasize the importance of 
collaborating with their environment. It is mentioned that Lantmännen have good contacts with 
the commercial and industrial life. Product development is both push and pull as they have a 
close contact with their customers in the market. The R&D’s mission of securing future research 
projects means a great relation with universities. The company has a foundation through which it 
funds research in various areas.  
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Lantmännen is invested in several smaller companies, and has also done some major strategical 
purchases. These larger procurements have often been made in core business areas in order to 
secure or enter new markets. Lantmännen also collaborate with various actors on the market, 
ranging from B2B to B2C products. There have also been smaller collaborations where 
Lantmännen has had an internal innovation with which they teamed up with strategic partners to 
be able to improve and release a product. It started as a dedicated team, which became an own 
company, which in the end was fully procured. It is also mentioned that collaborations with 
government agencies and competitors are done, but on more specific matters. They have also 
started some partnerships with external parties to develop and learn from each other. 
Strategically, the work has in recent years become more externally focused. 

5.4 Analysis Lantmännen 
Under this subchapter an analysis is conducted between the gathered empirics from Lantmännen 
and the concretizations of the five management principles in order to understand if the present 
state is coherent with the SVM or not, as well as if they are moving towards the model or not. 

5.4.1 The Dynamic Firm 
The company has several initiatives that together give Lantmännen an understanding of different 
time-horizons that helps them to react, lead and anticipate change. By having board members 
that embrace innovation and the internal incubator Greenhouse they have created a culture 
where ideas can come from both inside and outside the firm through several initiatives, which 
they also use to seize opportunities. How Lantmännen is working as a dynamic firm is presented 
in Table 13.  
 
Table 13 Analysis of The Dynamic Firm for Lantmännen 

Element SVM Argumentation 

Business 
environment 
effects on a 
company 

 1. Rapidly changing or stable environment  
Seen from surveys and interviewees, the company acts an environment 
that moves towards being rapidly changing. 

2. Be simple and experimental. Engage in more rapid continuous change.  
The company is sensing a need to become faster as an organization, 
and is said to adapt the operations after the markets demand. 

Top 
management’
s role 

 3. Compile, decide, and communicate objectives and priorities for the company 
The board of Lantmännen is establishing goals, choosing the 
orientation of the company and is leading the way of the company. 
Some of the board members are owners and farmers.  

4. Involved in innovation and product issues 
Top management are involved in work related to efficiency but are 
very positive to innovation. The CEO is for example personally 
involved in their entrepreneurship program. 
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Decentralize 
decision 
power and 
bottom-up 
flows of idea 
generation 

 Strategy-making process 
5. Continual process 

Long term strategy for until 2020, for business plans stretches over a 
three-year period. This does not seem to be correlating with having it 
as a continual process. 

6. Line managers owns it 
      No data on the subject was gathered in interviews. 
Structure 
7. Coordinate activities around opportunities, through decentralized business units. 

Business unit should be given availability to sense and seize what is relevant for 
them. 
The Greenhouse allows all employees from all business units to 
participate in the program to develop their ideas if they get accepted. 
R&D is also including people to innovative projects from different 
parts of the organization. This is a way to bring ideas from the whole 
company, which creates the ability correlating with literature that each 
business unit should sense and seize what is relevant for them. It is 
hard to conclude from the interviews if they work in small teams or to 
what extent they are decentralized but it was said that they move 
towards being quicker and less complicated. 

8. Usage of “Semi-structure” 
While having worked with establishing structure, some areas are 
decentralized and have larger freedom. How much guidelines and 
freedom that is given is hard to say from the interviews.  

Decision-making 
9. Decentralized decision-making. Carried out through experimentation, short 

deliberation and testing things with customers to gain rapid feedback. 
Seen from interviews, Lantmännen has a hierarchy but has 
decentralized decision making in some areas. However, the level of 
decentralization was not found. The company is testing things small, to 
understand if it works through their value chain. However, if they 
experimented simultaneously to get feedback was not found during the 
interviews. 
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Sense and 
shape 
opportunities 
and threats 

 10. Ability to be scanning, creating, learning and interpretive, to learn, gather new 
knowledge and information from inside and outside the company. 
Lantmännen correlate much with the literature by using the whole 
ecosystem they are part of. The owners are farmers who can be seen as 
the company’s suppliers in some business areas. Opportunities were 
earlier sensed after what could be produced by the farms. The 
marketing department is now instead sensing and shaping 
opportunities after the customer need. The company has a research 
foundation that invests in companies to get access to new technology 
and people. The company is closely working with researchers to 
commercialize their work. The Greenhouse is cultivating intrapreneurs 
today to pitch their ideas, which can be further developed through the 
program. This year, external entrepreneurs are allowed to bring their 
ideas, which create a possibility to bring opportunities from people not 
working for the company. Every division have R&D, they also have an 
R&D group unit involving a lot of people from different parts of the 
organization. 

Seize 
opportunities 

 11. Ability to capture value from opportunities through new products or services 
Lantmännen are using different solutions to capture value. Testing 
things small, they do not produce things in large scale before they 
actually have a way of working appropriately. Some new technologies 
are created in separate companies they are investing in. New ideas 
from the Greenhouse are handled in separate ways depending on what 
it is. Generally, they have individual processes and routines for seizing 
new opportunities since every idea is unique and require its own 
solution.  

12. Usage of “Sequenced steps” 
The company is testing things small to see if they work through their 
value chain.  

Transform 
organization 

 13. Ability to continually renew the organization by enhancing, combining and 
reconfiguring tangible and intangible assets 
With the change from efficiency to innovation in focus the 
establishment and use of the outcome from the Greenhouse as well as 
a more customer centric approach illustrates the company's ability to 
transform the organization. 

14. Above point, but stressing including external know-how 
This is done by sensing, shaping and seizing opportunities in their 
ecosystem, they also invest in new internal and external ideas as well as 
companies, which is transforming the organization's tangible and 
intangible assets. 
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Company’s 
ability to 
handle 
change 
through time 

 15. Ability to react, anticipate and lead change 
The marketing department is looking at trends of what they see today. 
They are actively working with researcher in developing new 
technologies, which they can use in the future. In between they have 
business developers and brand managers with a holistic view who 
understand what they can do with their value chain. This setting gives 
them the possibility to react, anticipate and lead change.  

16. Using “time-pacing”, rather than “event-pacing” 
No signs of using time pacing were find during the interviews. 

5.4.2 A People-Centric Approach 
The company has a strong vision and beliefs that permeates from the owners, employees and also 
applicants, which is creating a strong culture. With supportive leaders enabling a great workforce 
to work independently they have people-centric means in place. Lantmännen’s way of using 
people-centric approach is decomposed to Table 14 below. 
 
Table 14 Analysis of A People-Centric Approach for Lantmännen 

Element SVM Argumentation 

Vision  1. Vitalizing, attractive, realistic and credible picture of the future of a business 
“We lead the processing of farmland resources in an innovative and responsible way 
for tomorrow's agriculture.” - Vision of the company. Correlates with 
literature, a lot of emphasis on taking responsibility through the whole 
value chain as well as innovating. Their vision is seen in their 
communication, is valued by employees and is seen as important by 
applicants. 

Culture  2. High trust, openness and transparency 
Being owned by Swedish farmers is creating a unique culture at 
Lantmännen. Correlating with literature the company is very value 
driven, are communicating their values much and put a lot of emphasis 
on developing leaders and employees. They share responsibility and 
employees gets challenging goals.  

Information 
processes 

 3. Automated communication through IT 
While employees experience that they are fairly well off with their IT-
focus, it is also emphasized to be improvable, and in progress. 
Developing a mobile system indicators are that they are moving 
towards having even more automated processes for information and 
communication. 
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Leaders  4. Focus on people, coach and facilitate 
They work a lot with leadership and employee development and have 
performance and employee satisfaction reviews on all employees. 
Leadership at Lantmännen corresponds much with the literature. Being 
goal oriented they give the employees freedom under responsibility. 
They are expected to set challenging goals and communicate it well to 
its employees but should not tell employees how to conduct their work, 
rather discuss it if needed.  

5. Accepts uncertainty and risk, has courage to stop projects 
Correlates as the company has a project portfolio, which allows risk in 
certain areas, which is discussed under their work of ambidexterity. 

6. Are culture bearers 
Being value driven, emphasis is put on values and what good leadership 
is, which argues that they are culture bearers. Leaders are expected to 
develop a clear vision and strategy for their operations, delegate and do 
follow-ups. Recruit 50/50 internal respectively external leaders as to 
build a strong culture. 

People  7. Seen as the most important asset 
They see it as important to recruit, develop and maintain the best 
talent, which correlates with the literature.  

What People  8. Based on whom as well as on what they can. 
Skills are valued, but put a lot of emphasis on smartness and having the 
right values, aligning with literature. 

9. Personal traits: Entrepreneurial, adaptable, passionate, questioning the status quo 
and collaborative. Strengths: Business competence, creative and technical depth 
Smartness, internal drive, values and attitude is important which 
correlates with literature. Entrepreneurial spirit is not sought for, the 
other personal traits in literature was not brought up by interviews 
during discussion about what people they seek to have in the company. 

Attract 
People 

 10. Strong culture 
Have a strong internal culture with a vision attracting people. 

11. Innovative brand 
Have a strong brand in its field and the company is working much with 
employer branding. Is working close to university and talent networks 
to attract best talents. 

12. Great workforce 
Survey indicates that they are believed to have relatively great 
workforce. 
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Hiring 
People 

 13. Top management involvement 
No data on the subject was gathered in interviews. 

14. All employees are responsible for finding people 
No data on the subject was gathered in interviews. 

15. Large HR department 
How much effort they make finding employees and if it is only HR 
responsible or everyone in the company was not found during 
interviews. However, they make large investments in their trainee 
program through universities and talent networks. They spend a lot of 
time testing and interviewing people to find the appropriate ones for 
the program, which indicates that they not only want the best university 
talents but also invest resources to have the possibility to hire them. 

Motivation 
of employees 

 16. Intrinsic from challenging employees and providing freedom 
Motivation of employees correlates much with the literature. Much of 
the motivation of the employees comes from what the company stands 
for and its vision that indicates that the employees hold intrinsic 
motivation. Being goal oriented they set goals but give employees 
freedom under responsibility in their work. 

5.4.3 An Ambidextrous Organization 
The data gathered pointed towards Lantmännen being ambidextrous in their operations. 
Lantmännen has a history in procuring companies and executive leaders have expressed their 
interest in investing in more explorative initiatives. From the survey it can be seen that senior 
management agree on a high R&D focus, and especially on explorative and external innovation. 
 
Invested companies are to keep their managers, employees and ways of working with the addition 
of Lantmännen stimulating their business through putting up common milestones and 
challenging the daily operations. 
 
The Greenhouse is another internal initiative for increasing innovation and has currently 
produced several new opportunities. The emphasis on that there is no “one-size fits all” solution 
illustrates their belief in that different ideas need different development and managerial methods. 
In Table 15 below the analysis of Lantmännen’s ambidextrous work can be seen. 
 
Table 15 Analysis of An Ambidextrous Organization for Lantmännen 

Element SVM Argumentation 

Sequential 
ambidexterity 

 No data on the subject was gathered in interviews. 

Contextual 
ambidexterity 

 Through the Greenhouse employees are enabled to create and develop 
ideas outside of their normal work tasks, coinciding with literature. 

Structural ambidexterity 

Physically 
distinct units 

 Exploitative and explorative initiatives are sometimes separated in the 
organization as entirely independent businesses, leading to their ability to 
form their own cultures and ways of working. An example of this is from 
investments from the research foundation. 
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Ambidextrous 
manager 

 No data on the subject was gathered in interviews. 

Innovation 
manager 

 Coinciding with literature, exploitative and explorative companies that are 
procured/invested in are generally run independently by the existing 
management, while Lantmännen might have employees in the board and be 
part in putting together milestones etc. 

Overarching 
aspiration 

 The executive board emphasize and support investments in explorative 
affairs, in addition to their more core exploitative operations. R&D group’s 
role is to create a more innovative culture in the company. 

Targeted 
structural 
integration 

 When explorative operations come up with innovations, R&D group’s role 
is to commercialize outcome with the use of the company's operations and 
assets. No information was found further on the leveraging of capabilities 
in between units or organizations. 

Senior team 
incentives 

 No data on the subject was gathered in interviews. 

Strong senior 
team 
integration 

 While Lantmännen R&D employees are involved in some procured 
companies providing some alignment, the extent to which senior teams 
were integrated were not covered. 

Exploit unit  Exploitative innovation can take form in two ways. Either through larger 
investments or procurements which can be for obtaining market 
knowledge or complement a product segment. Being large investments, 
these are to be less risky and have a clear outcome. The other way of 
exploiting takes place in each respective department which are responsible 
for their own product development. 

Exploration 
unit 

 Having an R&D organization well engaged in exploratory innovation, these 
initiatives can come internally from the Greenhouse or externally through 
investments or procurements. These are often smaller investments with 
more risk but with high potential rewards. Being separated from the 
organization, if/when they develop technology they can integrate their 
findings are linked to departments which might be able to use them. 

5.4.4 An Open Organization That Networks with Its Surroundings  
Lantmännen is experienced to greatly network with its surroundings. Top leaders not only agree 
on that Lantmännen is good at collaborating with external parts, they also experience that they 
collaborate with a large variety of peers. These collaborations do not only originate from R&D, 
but also from the respective departments developing their products. Much collaboration are also 
funded from their research foundation, which can even be turned into investments or 
procurements of the funded companies/projects. The Greenhouse’s opening towards external 
entrepreneurs is further an initiative to open the organization towards its surroundings. To what 
extent they worked to get all employees to network with its surrounding was not explicitly 
covered in the data collection. See Table 16 to see whom they collaborate with and to what 
degree according to the survey answers.  
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Table 16 Analysis of An Open Organization That Networks with Its Surroundings for Lantmännen 

WHO to collaborate with 

Customers X 

Suppliers X 

Startups  X 

Competitors X 

Universities X 

Government Agencies X 

Others Consumers 

Collaborate to what degree: 8.0/10 

5.4.5 A Systems Approach 
The impression built on the interviews and as indicated in Table 17 below is that Lantmännen 
have a well-aligned systems perspective where all tendencies are towards having an “innovative” 
focus. Being in a market that is relatively rapidly changing, leaders were fairly agreed on that the 
company had shifted in focus towards innovation and were moving in that direction. Having 
previously worked on “establishing the affairs” by focusing on efficiency and establishing 
processes, there is now a larger emphasis on innovation, decentralizing and increasing speed in 
decision making. Investigating the survey responses, respondents are relatively well aligned in 
cultural and top leader aspects, especially for SVM parameters, which could be indicators for that 
the initiated shift in focus on the organizational level is consistent across the board.  
 
On the other hand, survey answers regarding organizational treats are not as aligned. One reason 
for the deviant answers might be that Lantmännen’s organization is built on vastly differentiated 
departments, ranging from offerings such as housing to energy to food. Being separate 
departments in separate industry sectors, the stability of their market environment might be 
drastically different, leading to different organizational needs. 
 
Table 17 Analysis of A Systems Approach for Lantmännen 

System component Lantmännen  Argumentation 

Vision Innovative focus They want to lead the processing of farmland 
resources in an innovative and responsible way for 
tomorrow's agriculture.  

Board & 
Management focus 

Innovative focus With a top management positive to innovation, survey 
answers agree on a large focus on SVM elements such 
as innovation, growth and an external view, while 
there is a large deviance in the view of traditional 
aspects. 
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Culture In between with a 
slight inclination 
towards 
innovative 

Their ownership, vision and values are much 
communicated and important for both employees and 
applicants. Focus on growth and long term 
profitability as owners wants to leave a strong 
company to the next generation. 

Daily managers Innovative focus Is experienced to coach and facilitate to a high degree 
rather than micromanage. 

Employees Innovative focus What the company stands for and its vision is the 
most important factor of why they want to work and 
contribute to Lantmännen. Leaders are responsible to 
set challenging goals and to grow employees for the 
whole company. 

Organization Coming from an 
efficiency focus 
they are 
innovation bound 

Coming from a large focus on efficiency they now 
work with and emphasize decentralization and 
innovation. Decentralized in some areas and having 
innovative efforts. 

Performance 
evaluation, 
promotion, 
recognition and 
rewards 

Innovative focus They have performance and employee satisfaction 
reviews, which are not only about achieving their 
goals. Working in a responsible way, their personal 
development, drive, values and openness to work are 
also valued. 

Systems for 
learning 

Innovative focus Providing freedom under responsibility and testing 
small before going big. 

Communication 
and brand 

Innovative focus With the slogan “from earth to table” Lantmännen is 
a conscious company with a focus on the 
environment. This impregnate all their business, 
which is something that potential employees is 
attracted to. 
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5.5 Empirics from Company A 
Under this chapter the aim is to provide an understanding for the context of the past, present and 
future state of Company A. 

5.5.1 Survey results on Company A 
The answers from the survey have been visualized in Figure 6 and 7 below, taking into account 
the lowest, highest and average answer from the sample group. The survey results provide an 
overview of the interviewees perception of the organizational traits linked to traditional models 
and the SVM. As the respondents were asked to indicate trends, if they actively are working to 
move in any direction, this has been visualized with an arrow. 
 

 
Figure 6 Survey results for Company A part 1 
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Figure 7 Survey results for Company A part 2 

5.5.2 The Dynamic Firm 
Company A comes from a stable market environment with a low number of competitors, but it is 
becoming more dynamic. One interviewee sees it possible that a new entrant could come from a 
different industry and turn things upside down. The industry borders are starting to change with 
one of the most important factors being the digitalization, which is changing the way they need 
to operate. This is where the competition of the market is expected to be, in digital solutions 
combined with what can be seen as their core competence. The borders will also be changed 
from the technology development in other industries, as it makes the expectations from the 
customers’ increase. 
 
It is mentioned that Company A is moving from being an efficiency driven company to being 
more innovation driven. One interviewee adds that this include a change in focus from 
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profitability to growth. The results of the previous focus can be seen looking at the results of 
Company A in recent years, where they from having problem with profitability almost three or 
four-folded it to a more satisfying level. This did, on the other hand, reduce R&D spending and 
stop some projects. While it is currently changing and they are having more and more 
digitalization projects, it is experienced that the intense focus on profitability can be a problem 
for innovation and growth. In this transition, one challenge mentioned is how they spread this 
new way of working throughout the organization. This as you cannot keep one dedicated team 
working in a new way when the rest of the organization is still working in a traditional way, as the 
effects will be very limited. 
 
It is experienced that the company is rather hierarchic and bureaucratic with established decision 
powers, highly structured procedures and communication flows, but the hope is that the 
company is moving in the other direction. The experience is that they could become more 
unstructured than what they are today. Goals generally come top-down, but are something they 
recently have tried changing. Their products had earlier very long lifetimes, this is something they 
see decreasing a lot. This is a result by the customer wanting their technology more regularly 
updated. According to this, one of the interviewee’s mentions that it is a problem that the 
employees working with digitalization are kept in lower positions.  
 
The top management is not involved in innovation but supports it by allocating resources for it. 
Further, two interviewees highlight that top managers are not those who have been working with 
digital or agile methodologies, rather having experience from heavy machinery industry or 
working with financials which makes it hard to drive the development forward. In the industry 
but also internally they talk a lot about the agile approach, and many of the leaders support it. 
They have started trying to apply it in a couple of areas as they were not able to put the optimal 
requirements through their stage-gate model with large steering groups. This was a result from 
that they could not base decisions on anything, since projects had a lot of uncertainties and the 
future was hard to determine, which gave them a lot of unnecessary discussions and no results. 
Instead, they are trying to use the experimentation of working agile, being decentralized and 
trusting people to make the correct decision to get rapid learning cycles. However, the leaders are 
unused to this and are uncomfortable with the decentralized control. 
 
As mentioned earlier the company had problems with profitability a couple years ago, the 
management was changed and a program was created to push for profitability. Through weekly 
meetings they are now going through the top priority projects. Top management needs to 
develop clear plans, ambitions, targets and need to be fast in decision making as well as in follow 
ups. To get the drumbeat continuing every week, they get very fast decisions from having 
meetings very regularly on how these top projects are moving. The use of tight intervals forces 
everyone to work and make decisions with a speed they did not have before. The teams use quick 
KPI:s. If they are not within the budget, at the right time or at the right specifications, the traffic 
light turns red, which is seen as an indicator of help rather than a bad sign. The need for 
involving top management is therefore quite low. If a project turns red on their weekly meeting 
and the responsible team has a solution they can introduce their solution and move forward. 
Relocating money or people goes very fast as all other projects are automatically not prioritized 
when the top projects are behind the schedule and since they use weekly clearance the projects 
move very fast.  
 
“We hit the competitors quite by surprise because the speed was so fast they could not adapt, the great example was 

Product X we showed last week, it was quite a success.”  
- Interviewee at Company A 
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By starting to work according to this structure Company A began getting things done. One 
interviewee stressed that the company does not always do things right, but at least they get things 
done now. If an employee makes mistakes that are now fine as long as they admit it, learn from it 
and keep going. The company has stopped analyzing things and has instead sometimes started a 
couple of similar projects going parallel. As a result, if one track fails they do not have to start 
over again from the beginning. The culture changed a lot through the new work processes, which 
had to do with leadership but also the entire the mentality.  
 
“If we innovated something we were extremely shy about talking about it loudly in the markets. Now at least you 

are a little bit you know “going Dutch”, talking loudly, talking very proudly what we do”  
- Interviewee at Company A 

 
One interviewee mentioned that when earlier renewing their product portfolio, the time to 
market was 5 years. It took one employee over 1,5 years to visit 32 different countries to gather 
input, but came back with a very expensive solution that the customers were willing to pay very 
little for. Instead, the company is this year releasing 40 new products, which is possible as the 
speed of implementing things is very fast in the company today. Another interviewee says that 
the company is in some areas extremely efficient, but in some areas still very conservative in 
perfecting everything in disfavor of speed, which enables the competitors to be first out with 
concepts. As a result of releasing product late, the company is also affected by late feedback. 
When trying to perfect things, they have released products, which the customer actually did not 
ask for. 
 
The company is pretty good at adapting technology, especially after having created a separate 
dedicated unit with higher degree of freedom. But when it comes to adapting operations, it is 
another story according to one interviewee, as they have to change the entire organization. 
 

“So I was complaining to my boss that we are actually faster at developing technology than adjusting our 
organization to new challenges.” 

- Interviewee at Company A 
 
The interviewee think it is hard to say why it is going slow, and talks about if the reason is that it 
is not possible to be a neurotic leader with a vision that makes people want to follow that vision. 
Instead the company is ending up as a consensus organization, discussing in a long term “what 
if” in the management team. The focus is very much about incremental projects but the company 
has started to invest in more explorative innovation. Three years ago they created a separate 
research unit, which now have completed some high-risk innovations. One interviewee mentions 
the unit as the first result in that they are moving from being an efficiency driven company to a 
more innovation driven company. The company has the aim to get growth not only as a product 
supplier, but also as a service and solution provider in the future. However, one interviewee 
mentions that the CEO is representing the shareholders and makes an exemplifying comparison 
to Steve Jobs. While he was famous for involving himself in project teams, the CEO is not 
involved in the operations and product development, which gives the company a different 
governance model. The CEO sets the vision but leaves the execution to the business areas. Here 
is a quote from another interviewee regarding what role top management has in the business 
today: 
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“Driving the agenda of the company and that is growing, and beyond that keeping the organization running. I had 
a discussion with my boss two weeks ago, and he said the company runs itself right now. There is very little steering 
needed. So he is just picking the right topics to drive the agenda to grow. So he is not being involved in day-to-day 
stuff and I even dare to say that the level there under, the business lines, they are not too busy anymore I think in 

driving the business, it is running itself.”  
- Interviewee at Company A 

5.5.3 A People-Centric Approach 
While Company A’s vision does not include nor exclude innovation, it is expressed as rather 
important, and more important than people would think. The experience is that employees are 
proud and that the pride comes from the existence and the company vision. So as employees talk 
more about it they realize it and it becomes more important for them, so it is moving to the 
better, but slightly. 
 
Since the company came out with a new strategy last time, they have worked intensively with 
spreading its message about the strategy, what they want to achieve and how they want to work 
with new values they modified the past summer. One example of this work is that the company 
CEO has performed strategy dialogues with basically every employee of the company through 
workshops. In these workshops between 15-60 people have covered the subject through 
dialogue/discussion rather than a PowerPoint presentation. That might be the most intense 
effort so far according to one employee.  
 
Another employee believes that working with getting things done and allocating resources so 
people do what they are good at is a very important point of making employees proud and 
believing in themselves again. They are changing the culture, having adapted their values and had 
a more open storytelling dialogue. But rather than having a big culture change program it is 
experienced that the main contributor is by changing the mentality. The company wants their 
employees to be open, direct, fast and admitting that you are wrong if you are. 
 
With the new management team and the change in structure the decision speed has increased, 
but it is experienced to have decreased cross-functional collaboration capabilities. 
 
Leadership is high on the new agenda, and they wish that everyone working in Company A feel 
motivated and committed in a totally different way than just working for their salary. They want 
employees to have a larger reason for being there. Speaking about what is a good leader, 
transparency is named as a keyword, but also that the leadership is performance minded and that 
the style is a bit more coaching. It is mentioned that this is currently in a stage of transformation. 
 
With a new leadership program initiative, the company has created a leadership profile and is 
screening internal leaders through it. In this program they have created six different styles, and 
mapped what is driving their agenda best. By screening leaders, they can identify what leadership 
style they have by nature, what styles they should use more often as well as get help with using 
them. What is seen in the company today is that a more traditional leader profile is dominant. 
Having this leadership initiative in place with the will to change leadership to a more visionary 
coaching leadership style, they hope to create a more coaching leadership. 
 
One employee experience that Company A still has a large focus on efficiency and a little bit less 
on uniqueness. He is afraid that the company still lives a bit in the past glory when it was very 
innovative and that many employees still want to believe it, but adds that probably not too many 
people outside the company share this view. 
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He expressed that the extent of excellent people in the company were relatively low, motivating it 
with the results from an internal Myers-Briggs study. The result of this study had been that the 
company, if compared to the industry average, was much more on the traditional side. The 
explanation was that if you have a lot of traditional people who hire new people, they try to hire 
people who are like them. Another employee exemplified with a vitality curve, saying that 20% 
are your top people, 70% middle and that there are 10% every year you should fire. He 
emphasized the necessity of the 70%, saying that they are not wrong and that they are just doing 
a very good job. This ended up in him saying that they had really good people, with the exception 
of some weak spots. 
 
Speaking about the brand, Company A is mentioned as a relatively strong brand which the 
company has put a lot of effort strengthening and making clear in the last two years. It is also 
mentioned that internal actions with leadership questions is important regarding employer 
branding. Having employees that enjoy the company and their work, speaking well of the 
company, automatically strengthens the company’s brand. 
 
It is agreed on that Company A generally hire people with experience rather than graduates. One 
reason for this is that talent management processes are still fairly new. This means that there is no 
natural process for bringing in graduates and training them, resulting in the general hire being 
experienced. It is mentioned that this is to change as they have some development initiatives on 
the way, such as starting talent programs. Another employee mentions the reason for this more 
traditional way of recruiting that Company A as well as many other old school engineering 
companies employ, is that they look for employees to handle a certain process. Taking the 
example of recruiting a deal manager, being more of a process job, Company A is going to look 
for someone in the close geographical proximity with experience of the said task.  
 
When hiring employees, competency is important. One interviewee does though mention that 
the attitude is important and that recruits breathe, believe and work according to Company A’s 
values. Another mention is that new recruits are generally valued more for operational knowledge 
rather than entrepreneurial spirit. And while entrepreneurship is valued, the extent can be 
discussed, as an extreme entrepreneur might become someone who does everything their own 
way, who cannot fit into a team. But it is said that they are trying to form an environment where 
you as an employee are to feel that, “if this was my company, I would do like this.”, so that you 
really are engaged. 
 
The company has initiated assessments for most hires, and will hopefully do so for everyone in 
the near future. These assessments are not yet entirely structured and are usually based on the 
position, but generally include assessing numerical, verbal, personality, potential and motivation 
factors. It is said that they are getting better at looking at if people can get things done, something 
that was core in the recent profitability transformation. 
 
Company A is currently setting up a lot of different development programs as well as having 
started a large leadership initiative. Building on the new leadership initiative, what is really pushed 
is that everyone should understand where the company is headed, and how everyone can 
contribute on that journey. This includes understanding how individual targets and incentives are 
linked with the company’s target and the journey towards the vision. This is work in progress, as 
there are also going to be team-based incentives. Further they also stress leadership to work with 
feedback and keeping a dialogue. In the feedback process as much as possible is measured, and 
this process is done twice a year. Then it is up to each respective manager/team to see how they 
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work with it. One leader is used to working with it on a monthly basis, having one-to-one’s and 
discussing where they are, seeing it as a natural discussion. 
 
Employees are integrated in putting up their own goals, as they even are the ones entering them 
into the system. So starting off in “must win battles”, the manager and employee create the goals 
together. 
 
While they currently do not have particularly established job descriptions, they are working on 
creating them on a higher level. This means including why the role exists and what its most 
important areas of responsibility are, in contradiction to a traditional model of getting into small 
details. 
 
Speaking of knowledge management systems, one employee experience that they are relatively 
poor. Taking the example from a previous employer they always, whether it was a successful or 
unsuccessful project, wrote a report and left it in the database. So whenever they started a new 
project they could search and find what colleagues had previously done. Nothing like this is 
available in Company A. On the other hand, it is experienced that the social media systems are 
functioning very well. Big data analytics is an area where they previously have not done anything, 
but they are experienced to be progressing well with their digitalization projects. 

5.5.4 An Ambidextrous Organization 
While top management is not involved in innovation they provide basic support for R&D 
initiatives, basically meaning they do not cut their funding. During this year there has come a 
larger focus on innovation, as there previously had been a large focus on improving the 
profitability of the company. This change can be seen in that there now are more and more 
digitalization projects. R&D has also begun promoting their results as to showcase their 
importance. Looking into the R&D spending approximately half goes to operations and process 
improvements. Second comes explorative innovation, while external innovation accounts for the 
lowest share. It is though mentioned that the two latter ones hopefully will grow in the future. 
 
As the company has started to invest in innovation, the innovative focus is still much about 
incremental projects. In the last three years they have created a separate research unit with higher 
freedom, which has completed some nice projects. One example is the Product X, which can be 
described as disruptive product for the industry. This separate unit was created to be able to be 
ambidextrous. This means that a small number of the R&D employees would work not on 
product development, but on the development of new technology. In this work Company A has 
been able to run a three-year project in collaboration with universities. They have also initiated 
some internal business R&D projects and are thinking about creating a separate unit for this kind 
of projects. 
 
The separate unit is focused more towards exploratory innovation and works very external, 
collaborating with external partners. It is mentioned that they work with very high-risk projects 
and that if they end out well they could change the entire manufacturing industry. Hopefully they 
will move to even more high-risk areas. The unit is, from Company A’s side, small as they 
collaborate a lot with external parties. It is noted that some small teams are organized a bit more 
open, but that Company A in general has got a very traditional, hierarchical organizational tree in 
R&D. 
 
One issue that is currently raised is how to handle this kind of explorative innovation. One 
example is Product X. Coming from the technology development initiative it was a research 
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product that was developed rapidly, but there is still no decision of where it should be parked in 
the organization. The problem is raised that the traditional business line R&D organization is not 
really capable of taking over the product development, as they do not have any of the specific 
capabilities needed for further developing the product. The interviewee would like to see a new 
unit created for the Product X, as if it would be given to a unit without the capabilities and with 
other priorities, the project might be killed internally even though it was very appreciated 
externally. 

5.5.5 An Open Organization That Networks with Its Surroundings 
The company come from more than tripling their operating profit and has sustained it in the last 
couple of years. Company A is focusing on profitable growth, and the focus is now more on 
growth than profitability. One interviewee says that as they now have money to spend and being 
on a growth track again, by now having these doors open and knowing that they are allowed to 
spend money to grow, it makes things much easier when seeking opportunities. 
 

“If you give somebody the ambition, vision or target to start growing, you will come up with ideas and if the 
collaborators notice this, they are willing to share ideas with you.”   

- Interviewee at Company A 
 
It is not yet a very structured process, but the company is trying to and emphasize that they can 
learn a lot in discovering opportunities. One interviewee believes in having a culture where 
people seek for opportunities and mentions the importance of being transparent with asking for 
collaborations with suppliers, customers and with your employees to create an ecosystem. 
Further, the leader believes that their weakest spot in gathering ideas is customer insights. The 
company is still a very product-oriented company, which they want to change to be customer-
oriented. 
 
“Marketing are making brochures of the product we made instead of gathering the input from customers of how to 

make the new product”  
- Interviewee at Company A 

 
It is mentioned that collaborations with customers are extremely important in order to 
understand what their organization and reality look like, and to understand their needs. Though it 
is also mentioned that they are relatively amateurish in this aspect. It is mentioned that the 
customer collaboration is on a questionnaire level, rendering into a list of wishes. And when they 
have this list of wishes they do not really know how important or well served the various aspects 
are. It is said that if they better could handle this, they might be better at identifying aspects that 
are important and are poorly served by everyone in the market. As it looks today the company 
just treat everything the same and come up with complicated and expensive products, as to please 
everyone. One interviewee does mention that they do some customer insight projects to 
understand the customer experience, but adds that customer insights are a weakness. 
 
One example of collaboration comes from when Company A funded a research project together 
with universities, which has produced both studies and a prototype-product. One university 
project had an interesting outcome, which led to Company A contacting another company in an 
aligning business to see if they wanted to collaborate. This has evolved into a larger collaboration 
between Company A, the second company and the university. 
 
Traditionally the company has been a very vertically integrated company, starting off with a sheet 
of metal, producing all components and then assembling the final product. As it is now, they are 
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instead fully outsourced and do only work with assembly. Therefore, the collaboration with 
suppliers is incredibly important from an efficiency and quality perspective. This especially 
changed two years ago when they for the first time asked their supplier to be involved in the 
product development. Earlier, Company A had always done everything by themselves then sent 
all the drawings to their suppliers and asked for a quotation. Now they approached the suppliers 
with more or less what they wanted to make and asked them if they could delegate some 
production engineers to help them meet their targets. This as they know the manufacturing 
process much better than Company A’s engineers do. One example of an outcome of the 
increased collaboration is that the manufacturing company could suggest a material that is both 
lighter and cheaper, while being as strong as the previous material. 
 
This transition to being fully outsourced has been a challenge, as employees still experienced that 
Company A should be experts in manufacturing, even without any in-house manufacturing. This 
led to that they had to stand up in front of the organization and emphasize that the employees 
could not be experts in manufacturing of components and needed to accept the idea of that it 
will be someone else. Even if they do not sit in the factory or organization, they should treat the 
external suppliers as part of their R&D organization. After running successful pilot projects, it 
kind of became an eye opener for the rest of the organization, which has led to an increase in 
external collaborations. 
 
It is mentioned that one of the company’s greatest successes in the last years came from the great 
help of external partners, and did not come from a traditional, internal “let’s do everything in-
house”-practice. This was exemplified by the Product X innovation that came from the 
collaboration between Company A, a second company and a university.  

5.6 Analysis Company A 
Under this subchapter an analysis is conducted between the gathered empirics from Company A 
and the concretizations of the five management principles in order to understand if the present 
state is coherent with the SVM or not, as well as if they are moving towards the model or not. 

5.6.1 The Dynamic Firm 
By working with using semi-structures in their organization as well as the establishment of a 
separate unit handing more explorative products the company has increased its capabilities when 
it comes to seizing opportunities. They seem to have lower abilities to sense and shape 
opportunities. They have created the ability to anticipate and lead change from using time pacing 
as a guideline in their semi-structures. From their semi-structures, it is also easy to transform the 
organization to keep up the pace of top 10 priorities. With hierarchies and bureaucracy still in 
place the company has been seen breaking down some, but still have a long way to go in 
transforming the organization. To get deeper insight, see Table 18. 
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Table 18 Analysis of The Dynamic Firm for Company A 

Element SVM Argumentation 

Business 
environment 
effects on a 
company 

 1. Rapidly changing or stable environment 
Company comes from a stable environment, with low number of 
competitors. Speed of development of new technologies, the new 
opportunities from digitalization as well as changing customer 
demands is forcing the company to act in an industry moving towards 
being more dynamic. However, interviewees do not believe it will be a 
rapidly changing environment. The analysis made from the interviews 
is that the future of the industry is hard to predict. 

2. Be simple and experimental. Engage in more rapid continuous change. 
They try in some areas, but find it hard to be experimental since 
leaders are not used to it. However, we believe that this approach of 
having a mix in the company by having stable processes in some areas, 
and be more experimental in others where there is lower clarity about 
the future is favorable in their business environment. 

Top 
management’s 
role 

 3. Compile, decide, and communicate objectives and priorities for the company 
Top management was changed and the new one needed to increase the 
company’s profitability. The company is now running itself, and they 
are adding things to the agenda in order to have a profitable growth. 
This can be seen to correlate with literature. 

4. Involved in innovation and product issues 
They do not seem to be involved in innovation work and product 
issues, which do not correspond with the literature. 

Decentralize 
decision 
power and 
bottom-up 
flows of idea 
generation 

 Strategy-making process 
5. Continual process 

Interviews did not cover this. 
6. Line managers owns it 

Interviews did not cover this. 
Structure 
7. Coordinate activities around opportunities, through decentralized business units. 

Business unit should be given availability to sense and seize what is relevant for 
them. 
Activities are structured after prioritized projects, which helps relocate 
people to keep time schedules. It is up to the teams to every week 
clarify if they are on track or if they need support. Activities seem to be 
decentralized which correlate with literature. 

8. Usage of “Semi-structure” 
As mentioned above, the structure seems to be around keeping cost, 
time and specifications at the top 10 prioritized projects. This structure 
has by interviewees been described to be speeding up the development 
much from before and seems to work for relocating money and people 
with ease to needed projects. This indicates that they are reaching the 
use of semi-structures. The company has a gate model established for 
decision-making.  
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Decision-making 
9. Decentralized decision-making. Carried out through experimentation, short 

deliberation and testing things with customers to gain rapid feedback. 
Are trying to decentralize decision-making and work more agile in 
some areas, but the leaders are getting uncomfortable by having a 
lower degree of control, since they are used to having stage-gate 
meetings. However, they cannot base decisions when the future is 
unforeseeable through this process, so they are trying to get rapid 
learning cycles through experimenting. This is an indicator that they 
are moving towards working with decentralized decision-making in 
some areas, which is a result of how the organization’s environment is 
moving. 

Sense and 
shape 
opportunities 
and threats 

 10. Ability to be scanning, creating, learning and interpretive, to learn, gather new 
knowledge and information from inside and outside the company. 
Interviewees mentioned that top leaders have financial background 
and/or experience from mechanical industry. This can negatively affect 
their ability to sense and shape new opportunities outside their core 
areas as they mentions that the digitalization is starting to largely affect 
the company. Employees in this area is kept in low position, which 
interviewees has mention is a problem for the company. Interviewees 
have noted that the marketing department is still making catalogues of 
products they have made instead of gathering material on what the 
company should do next, which also lower this ability. Seen from the 
survey there is a large deviation in Company A’s usage of external 
collaboration, however the average is quite low. R&D focus is largely 
on operations and process improvement. These indicate affects lower 
ability to sense and shape. 

Seize 
opportunities 

 11. Ability to capture value from opportunities through new products or services 
Company A is developing products in a pace that the competitors were 
surprised by, which indicates that they in relation to their business 
environment are fast in seizing opportunities. The new separated unit 
has proven to have the ability to seize opportunities by the example of 
developing the more disruptive Product X. However, not knowing 
where to move the responsibility of these products afterwards can 
lower the ability to seize these opportunities, which should be 
considered in their ability in transforming their organization. 

12. Usage of “Sequenced steps” 
The company is working with trying to experiment in a couple of areas 
in order to explore which path they should take. They are not used to 
this process, which might decrease speed and outcome of the work. 
However, this indicates that they are moving towards using sequenced 
steps in chosen areas. 
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Transform 
organization 

 13. Ability to continually renew the organization by enhancing, combining and 
reconfiguring tangible and intangible assets 
The use of semi-structures has as earlier described helped the company 
developed strong ability to transform the organization to seize the top 
10 projects. The company needs to get competences to higher 
hierarchical levels in new areas, which has shown to be important for 
the future in order to sense, shape and seize opportunities outside their 
core. One interviewee mentioned that a lot of new, completely 
different competence is needed compared from what they know today. 
No identification was made during interviews that they actually were 
working on this or not. One interviewee has mentioned that adapting 
operations goes slower than improving technology. This indicates that 
the company needs to become better at transforming the organization 
in order to have the capability of leveraging new technologies. The 
company has transformed its organization to have a separate unit 
working with explorative innovation, which has been proven to be 
successful in product development. One problem with this new unit is 
that they do not know where to place new products in the organization 
afterwards. Company A needs to come up with the necessary 
transformation to fully have the ability to seize new opportunities like 
this. 

14. Above point, but stressing including external know-how 
Seen from the survey, as described earlier there is a large deviation in 
Company A’s usage of external collaboration, however the average is 
quite low which they can improve on using, especially now when they 
have described that they need competence which they do not have in-
house today. 

Company’s 
ability to 
handle change 
through time 

 15. Ability to react, anticipate and lead change 
Their new process by prioritizing top projects can be argued to help 
the company to react and anticipate to change. We argue that the 
Product X developed by the separated unit is a result showing that the 
company can lead change in a way we believe that they could not do 
before.  

16. Using “time-pacing”, rather than “event-pacing” 
One guideline in their semi-structure for their top 10 projects is 
transitional time pacing. This helps employees to plan ahead and 
synchronize their activities, as they relocate resources if a top priority 
project turns yellow/red each week. If so, other projects are 
automatically deprioritized. As a result, this might be why competitors 
were surprised by their speed in launching new products. However, 
this was not explicitly discussed during interviews and is therefore 
difficult to determine if they use it or not with purpose for setting the 
pace of the industry. 

5.6.2 A People-Centric Approach 
The general impression is that Company A historically have been a traditional process-focused 
manufacturing company that in recent years have begun trying to change their organizational 
traits. This is illustrated through both strategic and leadership programs as well as recruitment 
and feedback initiatives, but while several initiatives are in progress the survey and interview 
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results indicate that they still have some way to go in their transitional journey if they want to 
become people-centric, see Table 19. 
 
Table 19 Analysis of A People-Centric Approach for Company A 

Element SVM Argumentation 

Vision  1. Vitalizing, attractive, realistic, and credible picture of the future of a business 
Company A’s vision is experienced as a relatively realistic and credible 
picture of the future business. It is experienced that people have not 
emphasized it as much in the past, but that there is a change in 
progress. 

Culture  2. High trust, openness and transparency 
Do not have a big culture change program, but they are changing the 
mentality in leaders and employees. This by being open, direct, fast and 
admitting that you are wrong if you are. Everyone does on the other 
hand not confirm this, and as survey answers covering these areas are 
relatively low or have large deviations, the progress is debatable. 

Information 
Processes 

 3. Automated communication through IT 
Have good social media systems, but both knowledge management 
systems and big data analytics are subpar areas in the company. Survey 
results do though indicate that the company is seemingly improving in 
all areas. 

Leaders  4. Focus on people, coach and facilitate 
With a new leadership agenda, evaluating and helping leaders 
understand and improve their leadership style, improvements are on 
their way. Transparency, visionary, performance minded and a coaching 
management style are keywords for a good leader in Company A. This 
is also a fairly new implementation, but on the move from a more 
managing and lead style, as illustrated by the survey answers. 

5. Accepts uncertainty and risk, has courage to stop projects 
Are not used to decrease control and have risk. While trying to change 
it in some areas some leaders get uncomfortable by it. This indicates 
that they are trying to establish this mindset in some parts of the 
organization. 

6. Are culture bearers 
Leadership is important to make employees feel motivated and 
committed in a totally different way than just working for their salary. 
They want employees to have a larger reason for being in the company. 
This can be seen as that top management sees it as leaders’ 
responsibility to create a culture enabling this. It is high on the agenda, 
but how far they have succeeded to work here we cannot conclude. 

People  7. Seen as the most important asset 
Seen from the survey, it has not been much focus on recruitment and 
participants also rank the degree of excellent people in the company as 
relatively low. This indicates that it has not at least earlier been seen as 
the most important asset, which affects the organization today. 
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What People  8. Based on whom as well as on what they can. 
New hires are mainly recruited on what they can, thereafter the 
mentality in that recruits breathe, believe and work according to 
Company A’s values. This does not correlate with literature. 

9. Personal traits: Entrepreneurial, adaptable, passionate, questioning the status quo 
and collaborative. Strengths: Business competence, creative and technical depth 
Smartness and entrepreneurial spirit is less valued. One explanation is 
that they want to employees to handle a certain process, where 
experienced is valued. This does not correlate with literature. 

Attract 
People 

 10. Strong culture 
The general impression from the interviews is that the company has 
not emphasized working with developing a strong culture in the 
company. Our analysis does therefore not correlate with literature. 

11. Innovative brand 
Having put effort in strengthening the brand in the last years, one 
important aspect for employer branding is that employees enjoy their 
work. This as if employees speak well of their company, it automatically 
helps the company’s brand. This correlates somewhat with literature by 
using its brand for attracting people. 

12. Great workforce 
Interviews indicate that they have a mix of great people, people who 
does a good job but not more, and a part that does not do a good job. 
This indicates that it can be hard to use the workforce for attracting 
people. 

Hiring 
People 

 13. Top management involvement 
To what degree top management was involved was not found. 
However, it was mentioned that a problem in the company is that they 
are trying to recruit people who are like themselves, instead as it says in 
literature, better them themselves. 

14. All employees are responsible for finding people 
It is not mentioned explicitly that all employees are responsible for 
finding people, but emphasized that working to get a satisfied 
workforce (which they do) tend to tempt people to the company. 

15. Large HR department 
Was not found during interviews. 

Motivation 
of employees 

 16. Intrinsic from challenging employees and providing freedom 
As previously covered leadership is high on the agenda where they 
want a transition to increase the freedom to employees. They want 
people to be working for the company for other reasons than money. 
This indicates that this currently not entirely in place but they are 
moving towards implementing intrinsic motivation. 

5.6.3 An Ambidextrous Organization 
Company A is still early in both their innovative focus, and their expressed ambidextrous 
ambition. This is identified in that there seem to be not too much structure in place for 
organizing, separating and handling exploitative respectively explorative efforts. An example of 
the lack of structure is the development of the Product X, which can be seen as an external 
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success. Internally though there is the dilemma of who should be the product owner and 
continue develops it, as there currently are no internal capabilities of handling such a product.  
 
While the innovative focus is still much on incremental projects, there have been some successful 
explorative initiatives coming out of their separate technology research unit. And while it seems 
as they have some interesting projects in the pipeline the perception is that Company A’s R&D 
efforts are still a bit too hierarchical, and that ambidextrous efforts are currently not as developed 
as interviewees think that they could be. Company A’s ambidextrous efforts can be seen further 
analyzed in Table 20 below. 
 
Table 20 Analysis of An Ambidextrous Organization for Company A 

Element SVM Argumentation 

Sequential 
ambidexterity 

 No data on the subject was gathered in interviews. 

Contextual 
ambidexterity 

 No data on the subject was gathered in interviews. 

Structural Ambidexterity 

Physically 
distinct units 

 Company A has created a separate unit focusing on technology 
development, as opposite to their traditional R&D organization focusing 
on product development. 

Ambidextrous 
manager 

 The R&D manager is responsible for both explorative and exploitative 
initiatives. 

Innovation 
manager 

 No data on the subject was gathered in interviews. 

Overarching 
aspiration 

 No data on the subject was gathered in interviews. 

Targeted 
structural 
integration 

 No data on the subject was gathered in interviews. 

Senior team 
incentives 

 No data on the subject was gathered in interviews. 

Strong senior 
team 
integration 

 No data on the subject was gathered in interviews. 

Exploit unit  The traditional R&D unit is more focused towards product 
development, but there was no information on how its internal structure 
was. 

Exploration 
unit 

 The explorative unit as implemented a few years ago is focused on 
technology development. Is discussed to initiate a new R&D project 
directed towards business innovations. The current explorative unit is 
small but there was no information on how its internal structure was. 
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5.6.4 An Open Organization That Networks with Its Surroundings 
The survey answers agree on that Company A is collaborating with external parties to a relatively 
low degree. The seemingly most successful collaborations are with universities and suppliers, 
something that has started in the last two to three years. Customer collaborations are done, but 
are agreed on that they need to improve in. There were also no data obtained on collaborations 
outside of the R&D organization. 
 
While having relatively recently begun working with external collaborations, Company A seems 
to have a long way to go in developing these relations. Some successful pilot projects have been 
conducted, such as the successful supplier collaborations. But these successes are something that 
needs to be communicated to the organization and further developed, as their external 
collaborations of today does not seem to represent the standard that interviewees wish for. See 
Table 21 to see whom interviewees say they collaborate with. 
 
Table 21 Analysis of An Open Organization That Networks with Its Surroundings for Company A 

WHO to collaborate with 

Customers X 

Suppliers X 

Startups   

Competitors  

Universities X 

Government Agencies X 

Others Consultants 

Collaborate to what degree: 5.3/10 

5.6.5 A Systems Approach 
Acting in a relatively slow market, Company A comes from a large focus on profitability and 
efficiency. The impression is that they have been in a phase of “fixing their business” and 
reached operational efficiency, and is now in the transition of focusing on innovation and 
growth. This can be strengthened by the survey answers where several SVM factors come from 
low numbers but are trending positively, while many “traditional” factors are on a slight decrease 
from higher values. 
 
What is experienced is that there is a misalignment among the interviewees’ opinions of where 
the company is, both in their current state, their transition and how it is actually progressing. 
Several survey factors, both “traditional” and SVM, have large deviations between min and max, 
with the largest being speed in decision making, ranging from one to nine. This kind of 
misalignment in the top leadership neglect the notion of a successful systems approach as all 
components of the system should be coordinated and aligned with the current state and direction 
of the firm. 
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The interviews fueled the misalignment impression, where one interviewee's opinion was that the 
change work lacked proper initiative and that the company might lack culture bearers in the 
leadership that can transmit this ambition further down in the organization. 
 
The general notion and idea of transitioning from a profitability/efficiency focus towards 
growth/innovation seem to support a systems approach. But seeing as the respondents 
experience of Company A’s transition is that some areas are more respectively less focused, 
emphasized and aligned, there is limited support for that Company A cover a holistic systems 
approach in its organization and its change, see Table 22. 
 
Table 22 Analysis of A Systems Approach for Company A 

System component Company A Argumentation 

Vision In between. Somewhere in between, slightly more directed to 
efficiency. Cannot disclose vision because of company 
is confidential. 

Board & 
Management focus 

Efficiency 
today, moving 
towards 
innovation. 

While the holding company CEO has expressed a 
focus on innovation and growth, the impression is that 
this has not diffused throughout the whole 
organization which indicates that more initiatives is 
needed. Our impression is that the still having 
efficiency focus today which moves towards an 
innovative focus. 

Culture In between Coming from a strong efficiency focus, the company 
is working with increasing transparency and openness 
as well as experimentation in some parts of the 
organization.  

Daily managers Efficiency 
today, moving 
towards 
innovation. 

New leadership initiatives and a will to change, but our 
impression is that they have some work to be done to 
reach innovation focus. 

Employees Efficiency 
focus 

Survey results indicate that the whole workforce is not 
entirely excellent and that more focus could be put on 
employees and new hires. Have begun implementing 
new recruitment initiative. Our impression is that they 
have an efficiency focus today. 

Organization Moving closer 
to innovation 
focus. 

Coming from a profitability focus they are now in a 
transition towards opening up the organization and 
working more agile when the future is more uncertain. 
In their core areas, they seem to have reached an 
innovation focus from establishing new way of 
prioritizing projects. 
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Performance 
evaluation, 
promotion, 
recognition and 
rewards 

Not enough 
data to 
determine. 

Have implemented new feedback cycles, strongly 
involving employees in creating own goals in relation 
to holistic company goals. We cannot clearly conclude 
which focus they have from data. 

Systems for 
learning 

Innovative 
focus 

Work with increasing speed, risk and employee 
responsibilities. Wants to allow people to do mistakes, 
as long as they admit it and learn from it. This 
indicates that they have or are moving towards an 
innovation focus. 

Communication 
and brand 

Innovative 
focus 

Work with improving employer brand, and do 
experience that they have a fairly good brand. Have 
showed from for example Product x that they can 
bring attractive new products and improvements to 
the market. Moving towards even stronger innovation 
focus. 
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5.7 Empirics from Trelleborg 
Under this chapter the aim is to provide an understanding for the context of the past, present and 
future state of Trelleborg. 

5.7.1 Survey 
The answers from the survey have been visualized in Figure 8 and 9 below, taking into account 
the lowest, highest and average answer from the sample group. The survey results provide an 
overview of the interviewees perception of the organizational traits linked to traditional models 
and the SVM. As the respondents were asked to indicate trends, if they actively are working to 
move in any direction, this has been visualized with an arrow.  
 

 
Figure 8 Survey results for Trelleborg part 1 
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Figure 9 Survey results for Trelleborg part 2 

5.7.2 The Dynamic Firm 
Trelleborg comes from a stable environment, which is seen increasing in speed. The company has 
been efficiency focused by creating the correct organizational structure and reaching a good 
profitability level, until some years ago when they changed to a growth focus. The CEO is 
gathering the top hundred executives every year and the central message the last two years has 
been “gear up for growth”, in terms of profitable growth one interviewee stress. The company is 
working on improving the organic growth, and is therefore working on improving both sales and 
innovation. This means that the managers at Trelleborg need to shift focus from control on cost 
and increasing efficiency, towards being able to sell more and broaden their offerings. 
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The interviewees experience it important to be faster as an organization, but having the industry 
in mind as being slower than some others, it is about being faster than the competition. The 
increasing speed mainly comes from the globalization as they have the ambition to have a 
trustworthy presence in all geographies. Further, this means that they need to be as fast to act in 
all regions. They also need to improve the speed because of new technology as well as the 
digitalization. 
 
The strategy is a yearly process at Trelleborg where they update it for the coming three years. The 
company does not have any functional organization. Instead, they have several business areas, 
which are run separately and are acting supremely. The negative part one interviewee mentioned 
was that they get negative synergies in that they cannot reach optimal efficiency, since they for 
example need two chiefs of production instead of one, that two salesmen can visit the same 
customer with different products etc. This is something the company accepts by using their 
model as they instead get other advantages. Their model gives increased cross-collaboration as 
well as larger ownership, decision-making mandate and entrepreneurial spirit to the employees, 
which creates faster operations and decision-making in general. Trelleborg generally want to see 
quick decisions with some of them turning out being wrong, rather than being slow and having 
low numbers of wrongly made decisions. Historically, one interviewee says if you compare with 
other industrial companies, this model has proven to be more profitable. After the group CEO, 
there are five business areas divided into 34 business units, which contains 155 product areas in 
total. The major objectives are guided from the headquarters (HQ), but the daily operations have 
a greater decentralized responsibility as even the 155 business units has full responsibilities. 
 

“If you compare with other industrial companies, which is the arena where I have my primary experience, we 
generate much better general managers than most others when defining our organization on clear objectives and 

generous delegated responsibilities without any matrix organization. It facilitates quick decision making close to the 
action and a learning organization. You could express it as they are becoming CEO’s for their global businesses at 

an early stage within Trelleborg and working on all aspects of a business.”  
- Interviewee at Trelleborg 

 
In the business areas, the group has placed staff functions containing business development and 
business intelligence as resources. They believe that it is better that these functions are placed in 
each respective business area instead of in their HQ, since they are then closer to the market. HQ 
has a coordinating function, to catalyze information from each business area so they can act more 
stringently. Through templates the business areas information gets structured by reporting in a 
uniformed way, which is giving the possibility to consolidate the information upwards to HQ. 
The staff function is also responsible to act as a coordinating role. One initiative to handle the 
negative synergies of not having a functional model is to have excellence programs, which aims at 
improving each business area in purchasing, manufacturing, sales and working capital. These are 
helping people to communicate, package their offer and spread knowledge and experience. 
Through the excellence program they have developed tools so that for example sales in the 
different functions have the same tools to work with, but how to use them is up to each 
respective unit. Each business area is assigned KPI:s, which they are responsible to define 
activities for to improve and reach the targets. 
 
Some of the business areas are extremely capital-intensive from having large costs and factories, 
which make operational efficiency key for them. In others they have less manufacturing and are 
more project based. In these they see that it is more important to be innovative, drive projects 
and sales in a good way. In some cases, you have to allocate resources and work in an agile way to 
play and iterate until you get a good solution. Regarding high-risk taking, one interviewee 
mentioned that when they are selling projects they often span a large number of years, therefore 



 91 

it becomes almost impossible to take high risk. Because of new technology and the digitalization, 
they have begun changing their business models, product content, tools as well as marketing and 
sales. For example, regarding business models, they are now offering products as a service, which 
has been made possible by adopting new technology. They have begun being a solution provider 
in several areas, instead of only selling products towards a specification. One interviewee 
mentions that this brings up the risk but also the value, which is why they seek to balance where 
they should choose to provide what. Further, these changes have also made it possible to sell 
more expensive and qualitative products to their customers, by changing their mindset towards 
having life-cycle costs and targeting different customers with appropriate products. One 
interviewee says that all these changes are going pretty fast. 
 

“With regards to the digitalization within our businesses, we still find us crawling, but we feel that most of our 
competitors have not yet started crawling at all, they are still working solely with their “old” business models and 
products. So we are already far ahead of them, even if we see that there are more or less endless opportunities to 

make it even better and create substantial values for our customers, as well as ourselves. However, you have to be 
careful, like “Okay we are better than they are at the moment, but there are huge possibilities to do even more and 
we have to do it before our competitors are moving”. The first mover advantage in digitalization is obvious and we 

need to get into that position” 
- Interviewee at Trelleborg 

 
15 years ago the collaboration between the business areas was very low, but HQ has worked to 
improve it. Increasing the collaboration has helped synchronize the company and strengthen its 
offer and position on the market. They still have more to do from HQ in its coordinating role to 
integrate the business areas for maximizing the potential. Each business area president sits in the 
board of Trelleborg and they are also responsible for how each respective area should be 
managed. The area presidents do also have operational group management meetings where the 
presidents meet and discuss cross-business subjects in order to improve the organization as well 
as spread and develop knowledge. The company is extremely diversified which affects each 
subsidiary to drive business in different ways. Some business areas have only the need to work 
with incremental innovation while others do custom solutions for its customers. From having 
more traditional businesses as well as more project-based businesses they are protected from a 
risk perspective, since they have businesses with faster and slower cycles.  

5.7.3 A People-Centric Approach 
The company has fifty HR managers spread out in the world. In order to be aligned they have 
developed a HR strategy covering the most important areas and challenges as to cope with the 
changing world and how it affects HR. One of the challenges affecting the company is that their 
products are not visible. Trelleborg rather make it possible for other companies in different 
industries to be able to develop their products with the help of Trelleborg’s engineered polymer 
solutions. The challenge which they have worked on is making their products visible by 
communicating what their solutions makes possible, that they are connecting people and have an 
impact on the society. The company would not attract young graduate students such as the 
generation Y otherwise, without building stories around what they actually make possible. 
 
It is important for the company to have employees that know the strategy, where they are going 
and that they are supporting it. In order to make that possible they have identified four areas 
where they want HR to be present; create an inspiring workplace, have people engage, HR must 
accelerate the results of the company and lastly to develop talents. In order to do so, one 
interviewee says that HR must understand the impact of the digital revolution on HR. This 
means that it affects the way they recruit people, communicate externally and also the way they 
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are creating an environment where they can retain people. Last year, they put an effort to develop 
the website in order to be more attractive. The company has also adopted social to its HR 
strategy.  
 
The company vision is expressed to be important, especially on higher levels. It is mentioned 
though that when you average out a manufacturing company, it is going to be lower as a lot of 
the blue-collar workers not might have the same connection to the vision and values. 
 
Culture is also seen as important at Trelleborg, being a strong engineering company with a lot of 
passion for what they do. They are working on becoming a more unique company. One challenge 
is to connect their five business areas and make them work cross-functionally, since they have 
their focus in their respective segments, with different technical solutions and products. The 
excellence programs that they run has helped to improve building a common company culture. 
These are building awareness, internal networks and standardizing the work through the same 
toolboxes in all subsidiaries, which has created best practices and common knowledge of what is 
important. E-learning is another initiative to build a strong culture. 
 
“The culture is connecting what you cannot see…[so] it does not matter how nice a strategy can be, but if you are 

not able to impact, to change the culture or to align the company culture with the strategy you will fail.” 
- Interviewee at Trelleborg 

 
They spread what is happening in the company through internal magazines. This means that even 
if you are working in a factory in Trelleborg, you get the chance to see how the material you 
manufactured was used for building a rocket. This increases the understanding for the employee 
how the material and components get used in the end, which strengthens the company culture 
according to one interviewee. 
 
The leaders are encouraged to be as transparent and share as much as possible with results, 
developments and more, while they of course have some areas where secrecy is needed. It is 
mentioned that it is a difficult question, as no matter how much you share the employees want 
more, while it is tough to identify what they actually want. 
 
At Trelleborg, leaders need to have a clear vision of the future and be able to communicate it 
effectively. They should have integrity, the ability to choose the right people, make these engaged, 
understand the real potential of them and develop their business. Further, people skills come 
before competence as the employees must have a trust in who the person is. In order to test this 
when recruiting leaders, they are testing communication style, social skills, how independent a 
person is, if this person can manage conflicts and if the person is an extrovert or introvert. They 
gather this information and see if that personal profile is fitting the professional profile they have 
in mind. 
 
They believe it is important to have a clear idea of what responsibilities employees have, but that 
job descriptions not should be too detailed as the nature of the jobs are changing so quickly. 
They have built a common approach towards recruitment. The company is often focusing on 
hiring applicants with specialist skills, but they also need to be good communicators in order to 
create value.  
 
One dilemma that has been discussed internally is recruiting an entire body of excellent people, as 
it will render a higher employee turnover. As it takes a while to adjust to working in a 
manufacturing company employees will not be able to create value right away. This mean that if 
you hire too good people for lower positions and promise a development potential, if you cannot 
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offer it, you will lose that experience. So it is a balancing act, you want excellent people that can 
help move the organization, but if you move the organization you also create an increased need 
for back-office and other functions where you need other personalities. This is exemplified with 
IT-companies such as Google where they have a high employee turnover. Having entered more 
stable environments, these companies have now also created a need for stable performers. It is 
extremely tough to challenge all your employees and might be easy in a small startup that is 
growing quickly, but as your operations are stabilizing it gets tougher. 
 
From being a decentralized organization and not run by a very strong central function, they 
believe that entrepreneurial spirit is a complimentary skill as employees also must be able to make 
decisions. Generally, they prefer quicker decisions and slightly more errors than slow decisions 
and less errors. Employees get freedom with responsibility and even employees in an early stage 
get the responsibility to make decisions that set the direction of the business. The decision-
making is decentralized to a low level and also geographically spread out in the organization. 
Entrepreneurial spirit and smartness is seen as important as they see that their business 
environment is changing faster and that their focus on innovation today is much bigger.  
 
“We prefer to standardize common processes like for instance the recruitment, but for driving the business locally we 

say: We give you the tool, for instance of how to be an effective salesperson, but we do not tell you what kind of 
customers you need to approach.” 

- Interviewee at Trelleborg 
 
They try to use workshops to connect and educate internally. This can for example be used to 
communicate toolboxes for use within certain functions. The workshops are developed and run 
by internal resources. One example is that they currently hold workshops for looking into 
digitalization, and these are done across the 34 business units. This helps the top management 
push certain initiatives, and examples of previous workshop areas are manufacturing and 
purchasing. 
 
One interviewee believes that the empowerment of local management is something that 
differentiates Trelleborg to other multinational companies. Being performance driven, they 
expect and measure each person to bring results to the business. From designing the organization 
and decentralizing it in this way, they also see that it is possible to be fast in decision-making. 
They are today not using any soft KPI:s. Further, they have found through an engagement survey 
that they are in need of improving in certain areas to drive higher engagement. Leaders of teams 
have been given a scorecard of their employees’ engagement levels and are expected to improve it 
by getting the team together, analyzing and improving it. This will thereafter be measured in 
some years again to measure it over time. 
 
The company has a yearly talent management review. They look at who are the high potentials 
and what kind of individual development plans they have. If there is no space for growth in that 
particular team for an employee, the person can be offered other jobs as it is important for the 
company that people grow internally, no matter where. It is mentioned that this sometimes is 
tough as they are a global company and that it is experienced that less people are open and 
flexible enough for international careers, meaning that fewer people will take the possibility when 
it arrives. 
 
The talent management review covers almost all employees and includes documented individual 
evaluation dialogues. It is a very structured and continuous process where managers give annual 
feedback and create action points together with the employees. These are almost entirely soft 
targets, while more “hard” targets are created in an annual objective process. These hard targets 
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are separated as they stand as basis for a large variable part of employee salaries. Soft targets are 
tougher to base a salary on, as the decision making process become much more subjective.  
 
In addition to these mutual goals and improvement targets they perform an engagement survey 
every 12-18 months. This helps them to see how the entire organization is moving, providing 
averages of the employees answers regarding their job, manager, company etc., for all units. This 
is a continuous process that is important since their organizational model require good managers 
and that managers and employees thrive in the various levels. 
 
They have developed an intranet with the intent to increase the sharing of knowledge. Everyone 
has a profile showing for example what he or she is an expert in. They have created several 
communities, or exchange points, where employees can share experiences. These can for example 
cover manufacturing, purchasing or similar areas. In this way employees with the same challenges 
can find and help each other, even if they are geographically spread out. It is experienced that 
they are used more and more. One example could be if you are to redo the layout of your 
manufacturing plant. You have certain tools for doing it, but then you could also find someone 
who previously has used the tools to change their plant to discuss and learn about their process, 
mistakes and tips. It is not something that is forced, but they educate employees on how to use it 
through seminars and workshops so that everyone is aware of its potential and features. By 
meeting other employees involved through seminars, it later on becomes easier to make the call 
or post the question in the community. Working with big-data analytics is expressed as tough but 
something that is worked on improving. 

5.7.4 An Ambidextrous Organization 
While it is noted that the divisions might work differently with innovation because of their 
separate needs, it is mentioned that the company generally does not have any separate innovative 
units, except for in single functions. One example is in the production of the rubber material, 
where they have some who work entirely with innovation while some work entirely with 
increasing the efficiency of the current operations. 

5.7.5 An Open Organization That Networks with Its Surroundings  
The company is looking to find segments where they can be top three, and if they do not succeed 
in doing so they do not continue working in that segment. One interviewee believes that in order 
to succeed in a niche they need to collaborate with others. They do not have a central R&D unit, 
but each business area has its own. Innovation ideas come from both marketing departments as 
well as R&D. Because of the decentralized organizational structure, they also try to stimulate 
internal networking by having gatherings with employees in their respective fields. 
 
It is mentioned that almost all their products are developed for single products, in that way they 
collaborate a lot with customers. The marketing departments are working close to the customers, 
which gives them the possibility to understand their needs. The overall commercial side of the 
organization has close collaborations with R&D and the product development departments in 
each respective business area in order to brief them.  
 
They are working closely with a customer to develop a new material, which can handle EU’s new 
train standards regarding fire security. For this example, they work closely with suppliers to 
succeed. As it is the suppliers who create the material for their products, they have continuous 
development programs together. 
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The start-ups coming up in the industry is often environmentally focused. They are not working 
with them because of the cost, but keep an eye on them in order to understand when they can 
use their technology or products efficiently. 
 
R&D and the product development are further working with external institutes, collaborators and 
universities in order to develop products to satisfy their customers. In general, these 
collaborations mostly cover the usage of special testing facilities, as many universities have 
specialist facilities in narrow areas. Collaboration with universities is something they believe they 
can become better at, as it is minimal compared to their collaboration with customers and 
suppliers. Another mention of collaborators are standardization institutes or certification bodies, 
for when you specify certain constraints or properties of products.  
 
The company is highly acquisitive and has competence to do successful acquisitions both from 
HQ and in each respective subsidiary. Generally, procurements can be done in aligning business 
areas for so called “bolt-on acquisitions”. Historically this has been their way to grow, while the 
organic growth has been more challenging. They have acquired companies to grow their market 
share, get access to IPs, new technologies, machines and factories as well as to get innovative 
capabilities. In most cases they keep these companies separate as they see it as important to keep 
their unique capabilities. In order to maximize the return of their business, way of thinking and 
innovation capabilities they invest more capital in these firms. 

5.8 Analysis Trelleborg 
Under this subchapter an analysis is conducted between the gathered empirics from Trelleborg 
and the concretizations of the five management principles in order to understand if the present 
state is coherent with the SVM or not, as well as if they are moving towards the model or not. 

5.8.1 The Dynamic Firm 
Operating in a stable business environment Trelleborg’s highly decentralized organization with 
PnL responsibilities throughout the entire organization enables the company to sense and shape 
opportunities, and quickly adapt their operations to seize these. Leading their industry with their 
digitalization work they can be seen to anticipate and lead change. Further illustrated in Table 23 
is Trelleborg’s work as a dynamic firm. 
 
Table 23 Analysis of The Dynamic Firm for Trelleborg 

Element  SVM Argumentation 

Business 
environment 
effects on a 
company 

 1. Rapidly changing or stable environment 
Seen from the survey, Trelleborg comes from a stable environment, 
which moves toward having more volatility. 

2. Be simple and experimental. Engage in more rapid continuous change. 
During interviews we found that since the company is diversified, 
they have both shorter and longer product cycles within the firm. 
This forces the company to compete in markets with different levels 
of changeability. The company has described them to have varying 
processes, from being experimental to having more stable processes, 
which correlates with literature. 
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Top 
management’s 
role 

 3. Compile, decide, and communicate objectives and priorities for the company 
Top management in Trelleborg has a coordinating role and is 
providing the larger objectives for the organization.  

4. Involved in innovation and product issues 
They do not seem to be involved in daily work regarding innovation 
and product issues, from having a very decentralized and 
geographically spread out organization.  

Decentralize 
decision 
power and 
bottom-up 
flows of idea 
generation 

 Strategy-making process 
5. Continual process 

The strategy is a yearly process at Trelleborg, where they update it for 
the three coming years, which do not correlate with being a continual 
process. 

6. Line managers owns it 
How much the strategy-making process is decentralized is not 
obtained from the interviews. 

Structure 
7. Coordinate activities around opportunities, through decentralized business units. 

Business unit should be given availability to sense and seize what is relevant for 
them. 
HQ provides the larger objectives and catalyzes information as well 
as knowledge from templates filled in by business units. These are 
given KPI:s to build activities around in order to reach them. The 
company is very decentralized, all units down to their 155 product 
areas in each business area has full PnL responsibilities. Being locally 
decentralized brings each business area’s and unit’s decision-making 
closer to the markets and products. This correlate with literature, 
firstly because all the way down, they have full responsibility. HQ’s 
coordinating role also correlates with literature, since each unit’s 
employees have responsibility to drive the business from what is 
relevant for them. 

8. Usage of “Semi-structure” 
The experience is that the largely decentralized organization with 
large responsibilities for individuals in combination with PnL 
responsibilities provides the combination of chaos and order 
described as semi structures, but interviews further down in 
hierarchies would be needed to confirm this. 

Decision-making 
9. Decentralized decision-making. Carried out through experimentation, short 

deliberation and testing things with customers to gain rapid feedback 
Even employees in early stages of their career are expected to make 
decisions, which can affect the business direction. This correlates 
with literature, by decentralizing to business units who are working 
with specific projects and customers.  
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Sense and 
shape 
opportunities 
and threats 

 10. Ability to be scanning, creating, learning and interpretive, to learn, gather new 
knowledge and information from inside and outside the company. 
Being decentralized and giving each unit high responsibility the 
company can strengthen their ability to be scanning, creating, learning 
and interpretive, to learn from outside the company. Through 
establishing best practices, they share knowledge through the whole 
organization. They collaborate with customers and suppliers to a large 
degree, which is strengthening this ability. By being geographically 
spread out the company has a good ability to be scanning, searching 
and exploring new markets, which is coherent to the literature. 

Seize 
opportunities 

 11. Ability to capture value from opportunities through new products or services 
Correlating with literature they have with a digitalization focus 
adopted new business models, product content, tools as well as 
marketing and sales of new digital solutions to their products. If they 
get the timing right is difficult to say from interviews, but they have 
however by this example shown the ability to early capture value 
from new products and services in their industry. 

12. Usage of “Sequenced steps” 
No identification of sequenced steps was found during interviews. 

Transform 
organization 

 13. Ability to continually renew the organization by enhancing, combining and 
reconfiguring tangible and intangible assets 
While no direct data were captured on this area, the experience was 
that the organizations decentralization helps the company be quicker 
in transforming, which partly is supported by the adaptability score 
on the survey. 

14. Above point, but stressing including external know-how 
As above mentioned little data was captured. Having good relations 
with both customers and suppliers can help the company reconfigure 
and change focus. 

Company’s 
ability to 
handle change 
through time 

 15. Ability to react, anticipate and lead change 
By their adoption of digital tools before other companies, changing 
business models, product content etc., we argue that they have the 
ability to anticipate and lead change in their industry. They are 
carefully choosing when to be a solution provider or selling products 
on specification in order to maximize value against risk, which is 
showing that they have the ability to choose where what 
opportunities should be adopted. Being top three in each segment 
they act in, there were no examples of reacting from the interviews.  

16. Using “time-pacing”, rather than “event-pacing” 
No data on if they were using time-pacing and/or event-pacing were 
indicated during interviews. 

5.8.2 A People-Centric Approach 
By putting emphasis on building the culture, recruiting and retaining talents, the company has 
initiatives under way for emphasizing their people-centric focus. Giving the impression of being a 
people-centric organization, Trelleborg’s highly decentralized organization empowers the 
employees and provides them with an environment where they can thrive and grow if they take 
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their chances. While survey answers have relatively large deviations, tendencies from interviews 
are towards a people-centric organization with bottom-up freedom, which was confirmed in the 
analysis. Table 24 further elaborates on Trelleborg as a people centric organization. 
 
Table 24 Analysis of A People-Centric Approach for Trelleborg 

Element SVM Argumentation 

Vision  1. Vitalizing, attractive, realistic and credible picture of the future of a business 
“To be the customer's first choice in our selected market segments, creating value 
through high-performance solutions.” - Vision of Trelleborg 
A vision to satisfy customers in selected segments by creating high-
performance solutions does not correlate with literature since it does 
not say much about the future of the business, rather why their 
customer should choose them as supplier.  

Culture  2. High trust, openness and transparency 
The company is working on creating a common culture and 
encourages leaders to be transparent. It correlates with literature in the 
sense that their decentralized decision-making is supported with a 
belief of that people will make the best decisions, and they have also 
established IT-systems where employees can help each other make 
good decisions. 

Information 
Processes 

 3. Automated communication through IT 
While the experience is that they could be better and that they are 
improving, they do have IT-systems for enhanced communication 
across department boundaries in the organization to help each other, 
something that correlates with literature. 

Leaders  4. Focus on people, coach and facilitate 
Leaders need to have a clear vision of the future and be able to 
communicate it effectively. Being results oriented employees have 
freedom to fulfill how they perform their work, which correlates with 
literature.  

5. Accepts uncertainty and risk, has courage to stop projects 
Leaders provide employees with flexibility under responsibility and 
rather see quicker decisions with more errors than slow decisions with 
few errors, which is one indicator of risk acceptance. However, it is not 
possible from the study to say how they handle risk. 

6. Are culture bearers 
No data was collected on this area. 

People  7. Seen as the most important asset 
Trelleborg is seen to have great people and put a large emphasis on 
how to attract and recruit people, which correlate with the literature 
through several examples. Excellent people is seen as important for the 
organization but it is also emphasized that you need to balance your 
workforce for less requiring tasks. 
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What People  8. Based on whom as well as on what they can. 
This correlates with literature regarding that they put a large emphasis 
on personal skills before competence in leadership positions. However, 
they still look at recruiting specialists firstly with the demand that they 
should be good communicators. 

9. Personal traits: Entrepreneurial, adaptable, passionate, questioning the status quo 
and collaborative. Strengths: Business competence, creative and technical depth 
Entrepreneurial spirit is seen as a complementary skill, and the other 
personal traits are not brought up during interviewees, which can be 
seen, as they do not prioritize it. 

Attract 
People 

 10. Strong culture 
There were no indicators for how the company’s culture was worked 
on or part in attracting people. 

11. Innovative brand 
Trelleborg’s work on HR correlates much with the literature. They 
have in the last years done a lot to embrace the digitalization of HR. 
Social is used in recruitment, they have improved their digital presence 
in order to attract people, especially the generation Y. With this, they 
have also changed how they communicate what they do, in order to 
make products visible and showcase the company’s role in society. 

12. Great workforce 
It is experienced that they have a great workforce. 

Hiring 
People 

 13. Top management involvement 
No data on the subject was gathered in interviews. 

14. All employees are responsible for finding people 
No data on the subject was gathered in interviews. 

15. Large HR department 
No data on the subject was gathered in interviews. 

Motivation 
of employees 

 16. Intrinsic from challenging employees and providing freedom 
Employees are provided with a lot of mandate and decision-making 
powers empowering intrinsic motivational factors, something that 
correlate with literature. At the same time they have a large variable 
portion of their salaries based on performance. 

5.8.3 An Ambidextrous Organization 
While seemingly ambidextrous in the rubber production, the notion was that a separation of 
explorative and exploitative was unusual which notes the lack of initiatives to be ambidextrous. 
There were no indications of a contextual or sequential setup in the innovative units from our 
interviews. 

5.8.4 An Open Organization that Networks with Its Surroundings 
Trelleborg collaborate a lot with customers and suppliers, as they are close to and important to 
their core operations. It is mentioned that the company is highly acquisitive and with bolt-on 
acquisitions they are able to acquire knowledge and a presence in new business areas. This 
coincides with the result of the surveys showing that Trelleborg to a fair extent do collaborate 
with external parties. To what extent they worked to get all employees to network with its 
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surrounding was not explicitly covered in the data collection, however one interviewee believes 
that they can use knowledge outside the company better. The impression is that Trelleborg has 
focused and well-functioning collaborations with customers and suppliers in their core areas, but 
they could improve their collaborations with for example universities and potentially other 
companies. Table 25 showcases Trelleborg’s status as an open organization. 
 
Table 25 Analysis of An Open Organization That Networks with Its Surroundings for Trelleborg 

WHO to collaborate with 

Customers X 

Suppliers X 

Startups   

Competitors  

Universities X 

Government Agencies  

Others  

Collaborate to what degree: 6.7/10 

5.8.5 A Systems Approach 
Coming from an efficiency focus to gearing up for growth, the highly decentralized organization 
where the individual obtains a high degree of responsibility and decision power seem aligned and 
fit for the challenge. Being a manufacturing company it is emphasized that they need an 
operational core, but emphasis is put on increasing innovative efforts which is supported by the 
decentralized organization and people centric ambition, something that is further showcased in 
Table 26 below. 
 
Table 26 Analysis of A Systems Approach for Trelleborg 

System component Trelleborg  Argumentation 

Vision Efficiency focus Targeting market leadership. 

Board & Management 
focus 

Innovation 
focus 

Have moved from being focused on efficiency to 
growth focus. This means that they today have an 
innovative focus but still stress efficiency in some 
business areas being more capital intensive. 

Culture Innovation 
focus 

Creating a common culture and encourage leaders to 
be transparent.  Experimental in some subsidiaries, 
and more cost and control focused in others. This is 
a result of interviewing the holding company. Each 
subsidiary has different contexts and ways of 
working. 
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Daily managers Innovation 
focus 

Empowering employees with decision-making and 
how to reach targets is decentralized to the teams. 

Employees Innovation 
focus 

Leaders should have a clear vision and communicate 
it effectively to team members. The company is seen 
to have great people and also works with clear 
performance goals. Low degree of standardization of 
works. This indicates an innovation focus in 
literature.  

Organization Not enough 
data to 
determine 

An analysis made is that it differs between business 
areas. It is hard to say where the overall focus lies as 
not enough data was captured to say that they had 
semi structures.  

Performance 
evaluation, 
promotion, 
recognition and 
rewards 

In between with 
hints towards 
innovation 
focus 

Do have a large variable salary based on hard 
metrics, while annual talent management reviews 
only focus on soft targets. These are developed 
individually between employee and manager and are 
followed up subsequently. 

Systems for learning Innovation 
focus 

It is said that they rather see quick decisions with a 
slightly higher degree of error than slow decisions 
and less errors. 

Communication and 
brand 

Innovation 
focus 

Focusing of communicating what their high 
performance products enable, which is carried out in 
order to make their product and contribution to 
society visible.  
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7 Discussion 
This chapter presents a discussion of the fulfillment of the research scope, main findings, the SVM’s as a model 
including its strengths and weaknesses. Further an overall discussion regarding the method, sustainability and 
ethics of and surrounding the findings and its implications is presented. 

7.1 Discussion of fulfillment of research purpose 
We argue that the study’s research purpose is fulfilled from our study of four companies in 
different industries. We found that certain parts of the SVM are already present in multinational 
Swedish companies that were founded during the industrial era. The study also showcases 
indications that companies are working with strengthening and establishing the principles. In 
chapter 7.3.3, we further provide our expression of how the management principles of the SVM 
could be embraced if an organization stands for a need of a major organizational change as a 
result from having a business environment with increased velocity. 

7.2 Discussion of Main Findings 
While a general trend towards adopting SVM aspects were identified, another trend was that 
companies in transition generally came from profitability and efficiency focuses. While the 
change approaches and initiatives vary, from Telia’s holistic view to Trelleborg gearing up for 
growth, it can be discussed if their shifts are based on internal or external parameters. Is it that 
after reaching an efficient core, large companies of this parity shift towards a more innovation 
and growth perspective, with a shift in internal requirements as a result? If this is why they chose 
to change, is this a cyclical behavior that could be identified from internal historical audits? Or is 
it that this behavior is a reaction to the increasingly changing environment that the companies 
exist in, advanced by digitalization and globalization factors? If so, the findings in this study 
might not be limited to the respective industries nor specific environments that the investigated 
companies exist in. 
 
We believe that it is a mix of both. To remain competitive in a rapidly changing environment the 
old processes and structures have proven not enough. All case companies mentioned that they 
have sensed a need to become faster as an organization. Telia said that it is impossible to work as 
they did before. Company A said that their internal processes for decisions did not work for their 
explorative products, as the future was too uncertain. As mentioned in literature we have seen 
from Birkinshaw and Ridderstråle (2015) that you need to adapt a management model depending 
on the environment your company exists in. Models as TQM, which is more efficiency and 
process focused, might therefore not be as suitable when market conditions are uncertain, as the 
model does not provide the organization with the same flexibility.  
 
Three of our case companies mentioned that they needed to create a structure and way of 
working for reaching desired profitability levels. This is strengthening the fact that managers in 
companies need to be cost and efficiency focused in order to be profitable, especially when they 
are capital intensive. However, if a company is in a high-velocity environment the SVM does not 
exclude being both efficiency and innovation focused. In the exploitative business, you are able 
to focus on efficiency. Using ambidexterity enables companies to create stronger dynamic 
capabilities by the use of explorative units. This dual-ability has been applied to three out of four 
case companies in our study. This allows them to have both an exploitive and explorative focus at 
the same time. This argues that companies can work on increasing profitability by exploiting their 
core business, but simultaneously be exploring in order to sense, shape and seize opportunities 
and threats, which can be difficult in a bureaucratic and process oriented company.  
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7.3 Discussion of The Silicon Valley Model 
In this sub-chapter we discuss the strengths and weaknesses of SVM, its suitability outside of 
Silicon Valley as well as how it can be used as a major organizational change model.  

7.3.1 Strengths and weaknesses of the SVM  
The SVM has its strength being a composed model that aims at creating a united philosophy and 
holistic way of thinking by the users of the model. It is summarizing the normative and holistic 
elements in the management field of innovation and makes it accessible to the uninitiated. 
Further, it could be seen as strength is in the creation of the model as Steiber and Alänge’s (2016) 
empirics were comparable with the management principles that have been previously created by 
different groups of researchers. Researchers have studied these individual concepts for decades 
but not as composed to a model before to have the purpose of strengthen the dynamic 
capabilities of the firm. 
 
The model has its weaknesses in that it is highly abstract, complex and not described on a 
detailed level. This makes the model dependent on how it gets perceived by the user to high 
degree and as it is difficult to package it demands tacit knowledge. The book “The Silicon Valley 
Model” had, when writing this thesis, zero citations on Google Scholar. Seen from the life cycle of 
management practices in literature it can be argued that SVM is in the first phase as a model, 
since it has not been validated by research yet, something that typically is done through decades 
in scientific journals. While many researchers have studied the different concepts of the SVM 
individually, this study is the first one we are aware of that is increasing the empirical data on the 
model that combine these. Being in the initial phase as a model, we do not know yet if it as a 
model that will survive or not in the future. Our empirical data indicates a trend in our case 
companies. The model can be of use in aligning employees and creating a united philosophy in a 
company when moving from being efficiency to an innovation driven company. Telia are the 
clearest example for strengthening this argument from our research.  

7.3.2 SVM suitability outside of Silicon Valley 
Being sprung from adhocracy and with a centric focus on enabling dynamic capabilities, the 
model is to be beneficial in more rapidly changing business environments. One general 
discussion point is the suitability of the SVM outside of Silicon Valley. Being a model sprung 
from relatively young companies foremost operating in IT-centric industries, the generalizability 
of the model to a broader set of industries can be questioned. However, we have in our study 
found strong indications that large multinational companies founded in the industrial era in 
Sweden, from four different industries, are moving towards using management principles of the 
SVM. How many elements of each principle as well as to what extent differs, but we see it as an 
indicative trend. It might be depending on the specific need and capabilities of why organization 
is adopting elements from the SVM, which might be required for them to further be competitive 
in the environment they exist in. 
 
Mega trends has been felt by our case companies, as for example the world is turning more 
VUCA, the impact of the digitalization and that the increasing speed of technology development 
affects the competitive climates and shorten life cycles. This spur the internal need for change in 
several companies, to not only keep their core operations excellent but also to be quicker to 
transform for new opportunities. For example, Telia and Company A has explicitly stated that the 
previously way of working in the explorative parts of their organization does not work, as a result 
of how the environment has changed. Therefore, they have for example chosen to use SVM 
elements as to decentralize and use experimentation in parts of their organization to overcome 
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the challenge that the future is uncertain. An interesting point is that this also applies to Company 
A, who is working in a more stable business environment but also get forced to use elements of 
the SVM as a result from for example the digitalization.  
 
The working population is turning more globalized and younger generations have grown up with 
other mentalities where the demand to feel empowered is more evident. Telia stressed that the 
frames of every industry is blurring, since customers have the same level of expectation on 
services and products disregarding industry. This is stretching the demand of what is required by 
a company to satisfy employees’, new recruits’ and customers’ expectations, something that 
increases the need for innovation and an attractive image of the company. These are examples of 
reasons mentioned for why the case companies have chosen to adopt parts of what Steiber and 
Alänge (2016) labeled as the SVM, such as ambidexterity and a people-centric approach. We 
believe that adopting suitable elements of the management practices labeled as SVM helps 
companies improves their dynamic capabilities in order to be quicker at transforming their 
organization.  
 
We believe that the challenge for companies that applies the model in the future can be the same 
as Westphal et al. (1997) saw in their study on implementation of TQM. The adaptors needs to 
understand which elements that suits their unique capabilities and needs to gain benefit from 
using the model and not implement parts of it as normative patterns as a result of isomorphic 
pressure. To overcome this challenge companies can learn from other organizations that have 
treated similar issues. They should also get help and learn from professionals with experience 
from these challenges, when understanding which elements that is suitable to implement. 

7.3.3 SVM as a major organizational change model  
After seeing the results of this study, we believe that the concepts included in what Steiber and 
Alänge (2016) label as the SVM can be a major organizational change model for helping 
companies to conduct change. This is strengthened by the fact that our case companies’ 
transformation can be linked to the aspects of the model. Telia’s transformation is the most 
linkable to the SVM. We believe “organizational leadership” in terms of enabling dynamic 
capabilities is important for those who want to sustain market leadership in rapidly changing 
environments. We have seen that the participating companies’ varying business environments are 
speeding up. Companies should see this as a sign for aligning the organization to appropriately 
adapt to its future business environment. We propose companies to do so before they get forced 
to change, as this study has indicated that it is time consuming and need proper alignment. By 
being faster than the competition, companies can use their changing business environment as a 
competitive advantage.  
 
We saw in this study that a huge challenge for larger companies is that internal structures, 
company culture, employees and leadership are not equipped for the change from being process, 
efficiency and profitability focused towards being people, growth and innovation focused. As the 
model provides a superficial view into vast managerial concepts, the concept of SVM as a change 
model could be argued to align with Brown and Duguid’s (1991) and Engwall’s (2005) views of 
models as facades and means to stimulate change for creating a new joint reality. SVM’s 
presentation of the fundamental aspects of the five literary concepts can help stimulate managers 
and employees to adopt ideas into their daily operations. 
 
Managers and consultants can use the model to view the company from different perspectives 
(e.g. the individual principles) in order to find improvements for strengthening dynamic 
capabilities, which has been argued to be a way to create a sustainable competitive advantage. By 
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doing so, companies’ organizations can be analyzed holistically. As the model is described on a 
high level we tried to overcome this challenge by concretizing the management principles to 
some extent, in order to decrease the complexity. This gave us a base for gathering and analyzing 
data on the present state and challenges, as well as which direction the organization is moving 
towards. 
 
After conducting this study we believe that change needs to start from looking at the 
organization from a top-down approach. This in order to catch top management’s beliefs and 
vision about the present and future state of the organization and business environment, 
combined with the challenges for transforming their organization. This creates an initial holistic 
picture of the organization and its challenges, which later can be used to identify which elements 
under each respective management principle that needs to be implemented of improved. The 
effects of implementing initiative might be measureable through for example data on employee 
satisfaction or if time-paced metrics is applied to the company before, during and after the 
organization's transformation. This would need further research. However, we believe that SVM 
in this way can be used as a tool, a set of different points of views to understand a company, to 
find areas for improvement in order to gain stronger dynamic capabilities. We believe that the 
SVM can be used as a change tool where: 
 
● The dynamic firm, is the organization’s ability as well as a set of tools for sensing, shaping 

and seizing opportunities and transforming the organization accordingly. This ability is 
further strengthened by the other management principles. 

● The people-centric approach is the principle we see as the most time demanding principle to 
change. This is because it is complex and might require the organizational form, structure 
and culture to change. Further, it might require new kinds of leaders and employees, in 
their ways of working but also in having different mindsets. To overcome that this might 
take time the following principles can help companies be explorative during and after the 
transformation. 

● An Ambidextrous organization should be used as a long-term strategy in order to reach 
operational excellence simultaneously as the organization is explorative. Creating a 
structurally ambidextrous organization can in an initial transformation be a “quick fix” 
when the organization lack having explorative capabilities. This gives the organization the 
ability to create separate units that can and should have a different culture, strategic 
attention, employees and leadership. This in order to be able to innovate and seek growth 
while the company as a whole is moving from being process, efficiency and profitability 
focused to people, innovation and growth focused. We believe that it also can help 
stimulate the major organizational change if explorative teams succeed in finding 
innovations and growth opportunities. One interviewee at Lantmännen said that people 
find innovation fun, which is why we believe companies can use contextual ambidexterity 
as a culture and people changer that further can stimulate the company’s dynamic 
capabilities and increase the speed of the transformation. 

● An open organization that networks with its surroundings is strengthening a company's dynamic 
capabilities by the use external know-how. Managers should increase the use of the 
ecosystem it is part of. In a rapidly changing environment the ecosystem needs the 
organization’s continuous attention. During the organizational transformation, moving 
from being process, efficiency and profitability focused towards people, innovation and 
growth focused, collaborations should be sought to help the organization to a larger 
extent be able to sense, shape and seize opportunities and threats. We believe that one 
explorative unit can handle this responsibility while the company is under transformation, 
which at a later stage can be enhanced by the whole organization when a people-centric 
approach is in place. 
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● A systems approach, is the view that helps management provide direction and take a holistic 
approach on the organization. Managers cannot neglect that changes in the organization 
affects the whole system, therefore it is important during a major organizational change 
to have a holistic vision and goal for it. 

7.4 Discussion of methods used 
In this sub-chapter the method used is discussed, including its weaknesses and strengths. 

7.4.1 The management principles of the SVM 
The SVM was put in a managerial context, compared to TQM and then built up by a literature 
study to concretize up the elements of the management principles. Since the five principles are 
complex and broad, the aim was to operationalize them. The principles are vast and not 
concretely defined, as well as for the limited duration of the master thesis over approximately 20 
weeks. This resulted in that the principles were found tough to concretely operationalize as to be 
measured in numbers. We were able to decompose the management principles to an extent that 
we could structure and analyze in order to answer the research question. As the decompositions 
not became quantified they were referred to as concretizations as opposed to operationalizations.  
The separation of empirics and analysis helps provide the context of the empirics with the past, 
future and present state of the company. This was seen as a strength for understanding in which 
direction the organization was moving compared with the SVM, together with its opportunities 
and challenges.  

7.4.2 Data collection 
By interviewing employees in C-level positions we were able to obtain an impression of the 
current state and initiatives that describe where they are moving as an organization. As the 
management model includes a systems perspective, meaning that all areas should align towards 
the strategic intent, an insight into top management priorities was essential. Covering leaders with 
insight in strategy and organizational development, R&D and HR helped provide a holistic 
impression. If employees lower in the hierarchies had been interviewed the directional and 
holistic view would be lost. It could on the other hand in combination with the C-level 
interviewees have provided a deeper understanding of the companies’ entirety, that the initiatives 
and views of top management were shared throughout the company. It could also have deepened 
the insights under respective management principle. Interviewing employees in lower hierarchies 
as well would though mean a greatly increased scope, as a large variety of business units would 
have to be covered in order to be able to reach deeper on all SVM principles.  
 
We did not inform participants about the concepts of the SVM before the interviews in an 
attempt to get unbiased data. The semi-structured interviews made open discussions possible and 
did together with the survey gather both qualitative and quantitative data on the present and 
future state of the company, as well as the challenges of transforming accordingly. The low 
number of survey answers could be argued to give no statistical significance. However, this was 
not our aim. They provided a major and holistic understanding from the wide range of C-levels 
that should be able to show indications of some significance. Also, three to four C-titled 
individuals represent a large part of an organization's top management.  
 
An area that can be argued to be weaker in the methodology was that the analysis was based of 
the subjective opinions gathered from interviews. This can be illustrated for example by our use 
of their individual judgment or perception of how rapidly changing industries they have or how 
organic respectively bureaucratic they are as an organization. This does not give us the possibility 
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to compare the results from each company, but we believe they provide indicators for industry 
dynamics and an overview of their individual perception of the need to change in relation to their 
industry. This statement is further strengthened by the qualitative data, which is our primary 
source for our conclusion. This means that we cannot conclude to what degree the case 
companies are dynamic compared to each other, rather to their respective industry. This was why 
we chose to handle the empirics, analysis and conclusion company by company. 

7.4.3 Measuring management principles and its elements 
The analysis was kept as distinct as possible and linked to the concretizations and the empirics, 
this helped funnel the study to its conclusion and fulfillment of the purpose. What we did to 
overcome the challenges with that the concretizing of the management principles could not be 
quantified was to develop a way of classifying the elements and the principles. The four-color 
classification was developed in alignment to our sub-questions and method of catching different 
time-horizons. This made it possible for us to illustrate all management practices’ elements and 
their potential existence in the firms. 
 
By using this method, a weakness was that we neglected that an element might not exist or even 
be needed in a company. This was a decision based on the limited time and access to the 
companies. In order to fully understand if an element or principle was not needed or wanted, 
other questions would have to be posed. With respect to the already large scope of the study, this 
was deemed not possible. This was why we used the color black consistently, as our aim was to 
understand if the management principles existed, rather than the actual need or not.  
 
What followed was an overall analysis over all elements on a management principle to determine 
which color it was suited for. An overview of the elements’ colors was taken, sometimes they 
were coherent, making the conclusion easy to determine. When not, we needed to look at 
different elements and determine which color that was most suitable. By considering all elements, 
their arguments and their respective color, an overall analysis was conducted to decide the color 
for the covered principle. As this was more challenging, we conducted our analysis several times 
to understand that our method got the same results.  

7.5 Discussion of sustainability 
It is important to address the sustainability aspect in order to evaluate the results after having 
investigated a challenge or issue. The economic, environmental and social impacts of this study 
are presented in this sub-chapter. 
 
The large mega trends as digitalization, increasing speed of development of technology, 
globalization and so forth are forcing companies to rethink the way they conduct business and 
develop their organization to last the upcoming decades. Our interviews in more “traditional 
companies” are showing that they are on a journey to meet these new demands.  
 
From an economic perspective, product cycles are faster and we see startups competing with 
traditional large corporations as well as competitors entering industries that is blurring out the 
frames of industries. Having an organization that is adaptive with focus internally as well as 
externally is important to sense and seize threats and opportunities to update, add and refine 
companies’ business models, the way they reach customers and so on. Companies using quality 
management models in a rapidly changing environment can be challenged to not have the speed 
to transform their organization to the changing market conditions. This is because companies 
who are standing still will lose their competitive advantage if they do not have the organizational 
capabilities to engage in environments with higher velocity. Being large companies force them to 
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focus on efficiency but also innovation to secure sustainable economic growth. The SVM model 
can as earlier described be used as a change model in order to find improvement areas to 
understand in what areas a company can strengthen their dynamic capabilities. 
 
On an environmental side, the increasing transparency in society is challenging companies in a 
more traditional setting. The SVM, is much based on transparency, speed, being adaptive, 
innovative and focused on people. In a more flexible organization, having a culture to catalyze 
and seize ideas internally and externally can lead to innovation, data and business models that 
influence a better usage of resources, and thereby a lower environmental footprint.  
 
Socially, companies are much more exposed to customers as they have much more information 
but also options to choose what kinds of services they want to use. Therefore, companies are 
increasingly forced to be customer focused and actually deliver what they want. This forces 
traditional companies to rethink how they act, since the speed of technology development also is 
going faster. Process-centric organizations need to be quicker and more adaptive in order to 
satisfy the customers. Employees, especially younger generations are born in a different kind of 
society than when the traditional companies were founded. The general level of education is 
increasing in society, the wish for self-actualization is large, and employees are to a less extent 
working just for their salary. The companies therefore needs to rethink how they see their 
employees in order to be attractive and attract the best people in the company. The Silicon Valley 
companies are people-centric and are making sure that the people they hire suit the company 
both regarding competence and personality. Further, the flexibility and freedom given to 
employees does not only improve the climate at work and make people stimulated, but also 
improves a company's ability to innovate. The applicability for quality management models is 
decreasing from a social perspective and there is an increased need for empowering the 
employees among companies.  

7.6 Discussion of ethics 
The areas of academic dishonesty and scientific misconduct cover a wide array of areas 
considered as guidelines when performing this study. When writing the report, the aspects of 
plagiarism and fabrication have been strongly considered. By having strict, a consistent guideline 
for usage of citations and references factors as plagiarism and fabrication of literary material has 
been negated. As a majority of the paper is based on empirical data gathered from interviews it 
was made clear to interviewees that this data, in the form of interview recordings, had to be 
shareable with the supervisors of the study. This has neglected the possibility of fabrication of 
empirics, as this data can be cross-examined with the empirics presented in this paper. The 
interviewees volunteered to participate in this study, were informed about the purpose of it and 
the material was only used accordingly. 
 
Another important ethical aspect in this study was the responsibility towards the case companies. 
Before each interview the level of confidentiality were established. Interviewees were to be 
anonymous, as they might share personal opinions and internal initiatives. Respecting the agreed 
level of confidentiality and privacy were of utmost importance. This was made sure by strictly 
following guidelines discussed with companies and handling the gathered data with care. By 
combining empirical data throughout the empiric’s chapter it is even tougher to distinguish the 
respective interviewees.  
 
When interviewees asked for which other companies that participated in the study, we did not 
disclose them, rather from which industries they acted in respect of confidentiality but also to 
make sure that we did not have competitors to them. At a later stage, all companies except one 
agreed to not be confidential in our research and are therefore disclosed in this paper in order to 
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strengthen the validity and reliability. Company A choose not to disclose their name, which we 
respect by not disclosing their name in this report, neither mentioning it to others during or after 
this study. 
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8 Conclusions 
In this chapter the final conclusions for the main research question and each sub-questions are presented. 

8.1 Conclusions regarding RQ 
RQ: What management principles from the Silicon Valley Model can be identified in large multinational Swedish 
companies? 
 
We see in our research that two of the four case companies, Telia Company and Lantmännen, 
have implemented or have clear initiatives that indicate that they are moving towards 
implementing the management principles of the SVM. They were also the two companies where 
the interviewees indicated that they are acting in or are moving towards acting in rapidly changing 
environments, which is where we see in literature from Birkinshaw and Ridderstråle (2015) that 
adhocracy and therefore SVM can be argued to be favorably applied.  
 
In Table 27 it is visualized if we have concluded that the company is working with the 
management principles, if they can improve in them as well as if they are not using them 
categorized as below:  
● Green shows that they have the management principle in place without major 

improvement areas detected.  
● Yellow indicates if initiatives to have the principle are in place and if improvements are in 

progress.  
● Orange is that challenges have been detected in the management principle and more 

initiatives would need to be in place. 
● Black shows that data did not enable analysis on the management principle. 

 
Table 27 The adoption of the SVM principles. 

Management principle Telia Lantmännen Company A Trelleborg 

The Dynamic Firm     

A People-Centric Approach     

An Ambidextrous Organization     

An Organization that Networks 
with its Surrounding 

    

A Systems Approach     

 
Partly being a measure of an environment’s velocity of change compared to a company’s ability 
to handle it, it can be argued that all companies have “The Dynamic Firm” but that the extent to 
which the companies have the ability differs vastly. One can argue that Lantmännen has strong 
dynamic capabilities in place from their way of using the combination of a people-centric 
approach and contextual ambidexterity. Telia has strong initiatives moving towards improving 
their capabilities by implementing the four other management principles as well as removing 
decision-making forums and reducing hierarchies. Company A has low degrees of sensing and 
shaping opportunities and threats from not being people-centric and having a limited networking 
with its surroundings. On the other hand, through the usage of time-pacing they have proved to 
be able to seize opportunities in their core. The challenge is for them to further transform their 
organization to faster be able to take care of the outcomes from the use of ambidexterity, to fully 
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seize opportunities such as the Product X. Trelleborg has through their strongly decentralized 
organizational model and from being people-centric succeeded to create strong dynamic 
capabilities. 
 
Two out of four companies are seen to have “A People-Centric Approach” in place, Telia has strong, 
clear initiatives across the entire spectra while Company A could be seen benefiting from 
improving the initiatives. Our impression is that they have some initiatives in place but could 
improve the focus on their people. 
 
Three out of four companies have created an “Ambidextrous Organization” in order to be exploring 
while simultaneously exploiting their core business. However, Telia and Company A has 
indicated that they are working with improving on it. Trelleborg is such a decentralized company 
that we could not understand from the interviews if they use contextual or sequential 
ambidexterity. It is therefore hard to conclude if it is used or if implementing it would strengthen 
their capabilities. 
 
All companies are “An Open Organization That Networks with Its Surroundings”, but to what degree 
differs. We did not cover if the companies explicitly encouraged all employees to network 
externally. However, Company A and Trelleborg believe that they can become much better at 
collaborating with external parties. 
 
Three out of four companies can be argued to have “A Systems Approach” in their companies. 
Telia has used it in their transformation since they are in a major shift in their organization, while 
Lantmännen and Trelleborg has companywide coherent systems approaches towards their daily 
operations. It has been found that Company A might encounter challenges through not having a 
systems approach in place. This is as they operate in a stable environment in transition towards 
becoming more dynamic as well as that they are sensing that the digital transformation will affect 
their industry largely. 

8.2 Conclusions regarding SQ1 
SQ1: How are large multinational Swedish companies founded in the industrial era applying the management 
principles of the Silicon Valley model?  
 
Seeing as three of the four case companies are moving towards or have implementations of SVM 
principles, the common feature among the case companies is that they come from a previous 
efficiency and cost focus but are moving towards an innovation and growth focus. They focused 
on their operational core, creating an organization with processes and governance for reaching a 
desirable profit level before they moved towards being focused on growth and innovation. What 
we understood from our interviews, Telia experience that they have to change the way they 
operate in order to remain competitive in the future. This is also a result from being in a rapidly 
changing environment when they started the journey, while Company A and Trelleborg still 
operate in relatively stable environments, which moves towards changing faster. 

 
The magnitude of implementation of the model’s principles differed. We can see that this is 
based on the current organizational state of the case companies as well as their respective 
ambition or need to change. A challenge moving from being efficiency driven towards an 
innovation driven company with increased dynamic capabilities, which was found in Telia and 
Company A, is that the previous lack of being people-centric makes the transformation take time. 
This is because being an innovation driven company requires a different kind of people and 
culture, which Telia and Company A have a challenge with changing. Shifting leadership, 
management style and employees work mentality has been shown to require a lot of efforts if not 
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in place. We did not see this challenge at Lantmännen in their transformation from being 
efficiency to innovation focused. This is because they had the people-centric approach in place 
before the transformation. This also applies to Trelleborg, who already worked according to the 
SVM in many areas before they shifted focus towards innovation and growth.  
 
Telia have established initiatives in several areas to improve their dynamic capabilities. They have 
a massive initiative towards the people-centric approach in order to increase the employee motivation 
and accelerate the transformation of the company as well as to be customer focused and sensing 
and shaping what is relevant for them. Regarding having the dynamic firm, they have increased 
flexibility and risk taking in the explorative part of the business. They have started to work with 
structural ambidexterity, in order to sense, shape and seize opportunities and threats, simultaneously 
as they want to exploit in their core business. These units help the companies to anticipate and 
lead change. They have worked on decentralizing decision-making, which they have seen increase 
the speed of the company. However, they still have some problems with handling ideas that not 
clearly fall into a certain part of their organization. They have also indicated that they are in need 
to shift competence and that this takes time, which shows a lower ability to transform the 
organization, something that affects their dynamic capabilities negatively. They work with 
startups, suppliers, universities, customers and government agencies as well as making 
acquisitions in order to acquire knowledge and innovation that shows that they are an organization 
that networks with its surroundings. From our analysis on a systems approach, we can see that they have 
considered all elements while handling the transformation of the company. 
 
Lantmännen has a strong culture and motivated employees that want to contribute to the firm to 
larger extents than others when they conduct benchmarks, which is a result of being people-centric. 
They have created an innovation program that are creating contextual ambidexterity, which also 
top management are involved in. This shows that top management does not only support, but are 
actively involved in work related to innovation. They have seen 18 successful projects come out 
from the program since the start 2014, which also has increased employees’ possibilities to 
contribute with their own ideas. This is gathering and leveraging what all employees have sensed, 
which can later be seized by the company if the idea goes through the innovation program. 
However, they do not look for entrepreneurial spirit when they recruit people, doing so could 
increase the outcome of their program. They have in some areas decentralized decision making, 
but to what degree was not found during our research. They use the whole ecosystem they are 
part of which indicates that they are an organization that networks with its surrounding. Building on 
their use of their ecosystem they have invested in and acquired companies that they keep running 
separately, which shows that they are using structural ambidexterity in order to use the competence 
and innovation coming from these companies. They do also acquire companies in order to grow 
by reaching new markets. What we see is they are coherent from the view of systems approach. 
Through our analysis we make the conclusion that they have succeeded to create a dynamic firm to 
a high degree. 
 
Since Company A is not yet in a rapidly changing environment, Birkinshaw and Ridderstråle 
(2015) suggest that adhocracy and SVM is not suitable for the company. However, we see that 
the company is in a shift moving towards having a more dynamic environment because of the 
digitalization and technology development going faster. Further this has been felt internally in 
Company A’s operations by that the processes and structure has limited the company in 
innovation. They lost their leadership position and had low profitability some years ago. After 
increasing profit margins by improving the speed internally, the company is now since a couple 
of years ago on a growth track. This can be argued to be done through strengthening themselves 
as a dynamic firm in their core areas through the use of time-pacing and semi-structures in their top 
priority projects. They have started trying to decentralize and use an agile approach in some parts 
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of their organization as their processes have been proved to not work in certain areas where there 
is a lower clarity of the future. New leadership initiatives are in place to make them coach more, 
increase transparency and empower the individuals. But all leaders are not used to and feel 
uncomfortable with decentralizing decision power. We see this as a result from being a process-
centric, bureaucratic and hierarchical organization, rather than a flat organization that is people-
centric. The company has established structural ambidexterity, which could be an act of enabling 
work on more explorative innovation in their otherwise process-centric organization. This has 
proved to be a success in for example the development of Product X. R&D collaborates with 
universities, government agencies, suppliers and customers but have a way to go to increase the 
degree of how much they are an open organization that networks with its surroundings. This could 
further improve their ability to sense and shape, which is key to being a dynamic firm. From 
analyzing the company from a systems approach, we see a misalignment in that the company is 
focusing on growth, since all areas are not aligned in the transition. The culture, managers and 
employees are not “equipped” yet in order to be decentralized, experiment into the future nor 
have the capabilities to work with the IT and digital world the organization is moving towards.  
 
Trelleborg comes from a stable environment, which moves toward having more volatility. It can 
be argued whether the SVM is the most favorable to their business environment or not. They 
have implemented several elements of the management principles. They are the most 
decentralized of the case companies, geographically spread and people-centric. This is creating their 
ability of being a dynamic firm, since this gives them strong ability to sense, shape and seize 
opportunities. They have stressed the strength of their organizational model, because of the 
globalization and since they are focusing on growth. They are people-centric in how they work with 
leadership, culture and employees. On the other hand, they do not have a vision that is vitalizing 
or attractive for its organization to be innovative, rather one about guarding their position at the 
market. It was not found that they had a particularly ambidextrous mindset in order to exploit and 
explore simultaneously, it was also experienced that they expect growth to come much from 
increased sales. It is mentioned that the business areas innovation work differ, how could not be 
understood from the interviews, which we believe is because they are so decentralized. 
Interviewees had top managerial roles, and we experienced these not being involved in 
innovation work. Trelleborg work with customers and suppliers to develop products. They 
believed that they can use external knowledge better. This indicates that they might be using the 
principle an open organization that networks with its surroundings when needed, and not as a wide 
spanning philosophy in order to understand their environment and be developing new products. 
Being such a widely spread and decentralized business, it is hard to conclude from the research 
how well they were using a systems approach to their business. 

8.3 Conclusions regarding SQ2 
SQ2: Are the large multinational Swedish companies, founded during the industrial era, moving towards 
implementing the Silicon Valley model? 
 
We can from our study see that Lantmännen is closest to working accordingly to the SVM, one 
reason is that they started with their change work earliest. Further, the impression is that they 
were people-centric before their transition from having efficiency focus to innovation focus. They 
had the top management, leadership, culture, vision and employees to create initiatives that can 
be argued to create stronger dynamic capabilities. In their work with contextual ambidexterity, they are 
this year allowing external entrepreneurs to participate in their innovation program. This is in 
return, further increasing their work as an open organization that networks with its surroundings as well 
as using entrepreneurs differential access to information and knowledge, which from the 
concretizations are seen as strengthening the company's dynamic capabilities. 
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Telia, that has been argued to be forced to change, has through our analysis been seen taking a 
systems approach in their transformation and has implemented initiatives holistically that shows that 
they are moving towards using all principles of SVM. The larger challenges identified through our 
study, is to understand how they will use their structural ambidexterity, in order to successfully be 
exploiting and exploring the future. They have taken a holistic approach over the company to 
change the culture and employees in order to become people-centric. However, a challenge is that 
there is a need of competency as well as culture shift. Our impression is that this can take time, 
and it is something we see as important to handle in order to be able to sense, shape, seize 
opportunities and threats that are relevant for them. Our impression is that the ambidexterity can 
be used as help in order to strengthen this weaker spot during the transformation. 
 
Company A has not been indicated to be transforming as fast as Telia, and they are also not fully 
moving towards using all management principles of the SVM. While experiencing that the 
environment is becoming quicker, it might be as they are not forced to change by the 
environment yet. It can be discussed whether an organization should be waiting to be forced to 
change or if they should adapt the organization gradually in order to be able to lead change. 
While some change initiatives are in place, the change does not cover a systems approach and 
interviewees have indicated that they do not have employees and leaders in correct roles that can 
handle the digital transformation of the company, which is seen as a large challenge for the 
company in order lead the change. Their bureaucratic model, with low risk-taking and 
experimentation, has proven not to be working in areas where there is low clarity. They are trying 
to work agile in these areas, but are not used to working accordingly. We see a need to further 
work with the people-centric approach in order to be anticipating and leading change in their 
industry. Further, they have expressed that they have succeed with projects in the structural 
ambidexterity, but has indicated that they need further work in transforming the organization, in 
order to fully seize the outcome of their explorative unit. 
 
It is hard to conclude from our study if Trelleborg moves further towards the SVM or not. Seen 
from the survey trend results, they are. This might come from already being decentralized, not 
having a functional organization but rather being organic and having a large number of 
independent business unit that work coherently with SVM. What is mentioned is that they need 
to shift the mindset of managers from being focused on cost and efficiency towards driving sales 
and broaden their offering. Part of their changes comes from that they are innovating and 
changing their business models, which is helped by applying new technology to their products. 
This digitalization focus is something their organization seems to handle well and that they have 
stated to be leading in their industry.  
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9 Future Research 
In this chapter a discussion as well as suggestion of potential future research areas based on the SVM and this 
study is presented. 
 
Being a new model, we find several points as interesting for future research related to the SVM: 
● A similar study could also be conducted to help provide clarity as of whether the 

principles of the model are collectively exhaustive towards fulfilling its ultimate purpose 
or if there are other aspects or principles that could be included as well. 

● An study on how the SVM gets perceived by users who wants to implement it and how 
the model can be of use for different kinds of companies would further concretize what 
use SVM gives an organization as a model and what elements that is fundamental to use 
of it to get positive affects. 

● If the use of the SVM will spread to organization, it would be important to understand if 
the model follows the same pattern as TQM. That those who implement the model as a 
result of isomorphic pressure do not get benefits from the use of it, while those who 
implement it to their unique need and capabilities gets further strengthened dynamic 
capabilities.  

● The implementation of and effects of implementing the SVM has not been measured in 
numbers. By measuring before, during and after change implementations in case 
companies, enabling quantified results could help visualize and showcase the actual 
outcome of implementing the model. This would need a larger access and longer time 
frame to develop a suitable method as well as gathering this data. One idea for how a 
quantifiable result could be measured is ability to time pacing such as “number of 
products released each year”, “average time from concept to launch” or “time to entering 
new markets”. The results would be interesting, primarily in rapidly changing business 
environments and in business environments that has an increasingly changing business 
environment. 

● Seeming as there is a tendency among the investigated Swedish companies to adopt 
aspects of the SVM, additional studies over time on the case companies could help 
concretize what results the implementation of SVM aspects can yield in large Swedish 
multinational companies founded during the industrial era. 

● As a systems perspective can cover horizontal as well as vertical integration, to obtain a 
larger depth in the understanding of companies transition towards SVM and their 
employees’ individual experiences, further studies could be carried out where employees 
in several hierarchical layers are interviewed. 

● To further understand the dispersion and adoption of SVM, not only additional 
companies in similar case settings could be studied, but also large companies operating in 
other geographical or business environments to see if the trend is found somewhere else. 
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Appendix 1: Interview sheets 
Below are the four survey sheets that were used during the interviews. We stress that these were used 
as guides, as we were using semi-structural interviews. 
 
Interviewee: Insight in overall business 
____________________________________________________________________________________ 
  

PART A 
Have you experienced that it has become more important to be faster as an organization? 
(in decision making, fast in reacting, fast in being proactive rather being first to market) 

What do you do for being faster? 
Have you made any initiative to turn out being faster? 
Have you seen any results from these initiatives? 

  
Do you think it has become more important to have a fluid/changeable business model and 
operational model? 

How often do you experience that you need to change your business model today? 
Is it every year, second or even more frequently? 
What have you done to be more adaptable? 
Are you good at sensing and seizing opportunities and threats? 
How good are you in transforming these into business opportunities? 

  

PART B 
  
What would you say that top management’s role is in the company? 
  
How important is the company culture from a top management perspective? 

Why is it important? 
Do you work much in developing the culture? If so, what initiatives do you have? 

  
How is top management involved in innovation? 

Are you trying to accelerate your innovative capabilities? How are you doing it? 
  

PART C 
Do you focus your organization on innovation or efficiency (X)? 
If you focus on X, how do you coordinate the use of both the activities? 

How is the work organized? Are there different units or does the same employees do both more 
explorative innovations and optimize processes? 
Do you work much with disruptive innovation and how does that work look like? 
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Interviewee: Insight in strategy 
____________________________________________________________________________________ 
  

PART A 
Have you experienced that it has become more important to be faster as an organization? 
(in decision making, fast in reacting, fast in being proactive rather being first to market) 

What do you do for being faster? 
Have you made any initiative to turn out being faster? 
Have you seen any results from these initiatives? 

  
Do you think it has become more important to have a fluid/changeable business model and 
operational model? 

How often do you experience that you need to change your business model today? 
Is it every year, second or even more frequently? 
What have you done to be more adaptable? 
Are you good at sensing and seizing opportunities and threats? 
How good are you in transforming these into business opportunities? 

  

PART B 
What would you say that top management’s role is in the company? 
  
How important is the company culture from a top management perspective? 

Why is it important? 
Do you work much in developing the culture? If so, what initiatives do you have? 

  
How is top management involved in innovation? 

Are you trying to accelerate your innovative capabilities? How are you doing it? 
  

PART C 
Can you give examples on who you collaborate with regarding innovation? 

Why do you collaborate? 
How does that work look like? 
Who handles the collaboration? 
Do you think you can become better at collaboration? Why? 
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Interviewee: Insight in human resources 
____________________________________________________________________________________ 
  

PART B 
How important is the company culture from a top management perspective? 

Why is it important? 
Do you work much in developing the culture? If so, what initiatives do you have? 

  
Why do people want to work for your company? 
  
How do you attract talents? 

What’s your view on attracting and retaining great employees? 
  
How do you currently view/work with your employees and recruitment? 

Have you changed the way you work with your employees and the way you recruit? 
  
How important is it that new employees can display some form of entrepreneurship? 

Do you test it in any way? 
Do you look for people doing anything entrepreneurial, such as founding a company, running an 
organization, project or such? 

  
How do you work with employee development short- and long-term? 

How long do employees stay in a role? 
Do you encourage them to change jobs vertically, horizontally and/or externally? 

  
  

PART C 
How do you work in and coordinate projects? What role does the manager have? 
  
What characteristics should a leader have in your company? 

How is employees led in your organization? 
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Interviewee: Insight in research & development 
____________________________________________________________________________________ 
  

PART A 
Have you experienced that it has become more important to be faster as an organization? 
(in decision making, fast in reacting, fast in being proactive rather being first to market) 

What do you do for being faster? 
Have you made any initiative to turn out being faster? 
Have you seen any results from these initiatives? 

  
Do you think it has become more important to have a fluid/changeable business model and 
operational model? 

How often do you experience that you need to change your business model today? 
Is it every year, second or even more frequently? 
What have you done to be more adaptable? 
Are you good at sensing and seizing opportunities and threats? 
How good are you in transforming these into business opportunities?   

PART B 
How important is the company culture from a top management perspective? 

Why is it important? 
Do you work much in developing the culture? If so, what initiatives do you have? 
Do you have any initiatives to encourage innovation in your culture? 

  
Is top management involved in innovation? How? 

Are you trying to accelerate your innovative capabilities? How are you doing it? 
  
What characteristics should a leader have in your company? 

How is employees led in your organization? 
  
  

PART C 
Do you focus your organization on innovation or efficiency (X)? 
If you focus on X, how do you coordinate the use of both the activities? 

How is the work organized? Are there different units or does the same employees do both more 
explorative innovations and optimize processes? 
Do you work much with disruptive innovation and how does that work look like? 

  
Do you work with any “high-risk projects”, any disruptive innovations? 

How do you coordinate that work? 
  
Can you give examples on who you collaborate with regarding innovation? 

Why do you collaborate? 
How does that work look like? 
Who handles the collaboration? 
Do you think you can become better at collaboration? Why? How? 
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Appendix 2: Survey form 
This appendix is showing the survey handed to the interviewees. The interviewee answered the 
survey part by part, followed by open question related to it as well as on their answers in 
between. 
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