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Abstract 

The aim of this thesis is to enlighten intrapreneurship as a subject and the 

implementations and effect it has on small and medium sized enterprises (SMEs) 

pushing towards organizational change in developing countries. Therefore the specific 

traits of SMEs in developing countries are examined and related to the promotion of 

intraprenuership. To gain deeper understanding and achieve the aim of the study a 

research question was created; How can Swedish SMEs foster intrapreneurship in order 

to create organizational change in developing countries? 

 

The theoretical framework in this thesis is divided into three main areas; organizational 

change, promotion of intrapreneurship and innovation. In this study a qualitative 

methodology with an abductive approach is used. The empirical data is collected 

through interviews of three companies; Norden Machinery AB, Bigso AB and Sara 

Woodcraft.  

 

In the analysis the empirical data is analyzed based on the theoretical framework which 

leads to the conclusion. This study show that first and foremost intrapreneurship does 

create organizational change and is an important part of survival for SMEs in 

developing countries and further that promotion of intrapreneurship demands certain 

factors to be successful. These factors are ways for organizations to create an 

environment where innovation and intrapreneurship grows. Furthermore we present 

what we argue the current theory lack and our contribution as well as managerial 

implementations which focus on the promotion of intrapreneurship and further research 

within the subject.  

 

 

 

Keywords: Intrapreneurship, organizational Change, innovation, SMEs, developing 

countries. 
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Abstrakt 

Syftet med denna avhandling är att upplysa intraprenörskap som ämne och genom detta 

implementera effekterna det har på små- och medelstora företag som strävar efter 

organisatoriska förändringar i utvecklingsländer. Därför har de specifika egenskaperna 

hos små- och medelstora företag aktiva i utvecklingsländer granskats och relaterats till 

främjandet av intraprenörskap. För att få en djupare förståelse och uppnå syftet med 

denna studie har en forskningsfråga formulerat: Hur kan svenska små och medelstora 

företag främja intraprenörskap för att skapa organisatoriska förändringar i 

utvecklingsländer? 

 

Den teoretiska referensramen i denna avhandling är indelad i tre huvudområden; 

organisatoriska förändringar, främjande av intraprenörskap och innovation. I denna 

studie användes en kvalitativ metod med en abduktiv ansats, och den empiriska datan 

samlades in genom intervjuer med tre företag; Norden Machinery AB, Bigso AB och 

Sara Woodcraft. 

 

I analysen kombineras den teoretiska referensram med den empiriska data som sedan 

leder till en slutsats. Denna studie visar i första hand att intraprenörskap skapar 

organisatoriska förändringar och är en viktig del av överlevandet för små och 

medelstora företag i utvecklingsländer vilket kräver vissa faktorer för att åstadkommas. 

Dessa faktorer finns för att skapa en miljö inom organisationer där innovation och 

intraprenörskap växer. Slutligen presenterar vi det teoretiska gap som vi anser finns 

inom forskningsämnet och ger förslag på hur den kan förbättras, praktiska 

rekommendationer fokuserade på att främja intraprenörskap mot organisatorisk 

förändring samt rekommendation till vidare forskning. 

 

 

 

Nyckelord: Intraprenörskap, organisatoriska förändringar, innovation, små- och 

medelstora företag, utvecklingsländer. 
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1  Introduction 
 
 

In the first section of this chapter a background of the subject is presented as a 
foundation for the thesis as well as an insight in why this specific area of research was 
selected by the authors. To ease understanding of the subject and its challenges a 
research question is conducted followed by the purpose of the thesis. For the sake of the 
reader´s perspective definitions and disposition are presented in this chapter. 

 
 
1.1 Background 
 

“In today’s competitive environment, an organization is only as good as its abilities to 
manage ideas” - Kevin C, Desouza (2011:20) 

 
We live in a competitive world, a world where competition among rivalries is a part of 

everyday life which in turn is posing new challenges for companies (Seshardi & 

Tripathy, 2006) both internally and externally (Christensen, 2010). The flow of 

information has never been so fast and the psychic distances between countries is 

becoming smaller and smaller each passing day. This in turn means that the demand for 

change, adaption and innovation is a necessity to gain and keep your competitiveness in 

the market (Christensen, 2010). Pinchot (1985) calls this the innovation age where the 

search for improvement is everyone’s responsibility. The term innovation does not 

according to Pinchot (1985) mean invention. Instead he means that these two words are 

similar in the sense that innovation is a two-step process where the first part of 

innovation is the thinking of the invention, the creative process and the second part is 

implementation of this invention. Hence to be able to implement a complete innovation 

process in a company you need entrepreneurial employees, since wherever innovation is 

found so are the innovative individuals (Pinchot, 1985; Pinchot & Pellman 1999). As 

described by Gjellerup (2000) the accelerating globalization has led to fierce business 

environments, which is not only forcing large scale enterprises (LSEs) but also small 

and medium-sized enterprises (SMEs) to internationalize to maintain competitive 

advantage which is confirmed by statistics from International Finance Corporation, IFC 

(2012). The fierce business environment demands constant improvement and 
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development of companies which is a part of organizational change (Gjellerup, 2000). 

Change at it most fundamental level is a consequence of time and where one thing 

becomes something else which is seen as the result of change (Ford and Ford, 1994). 

Looking closer at change within organizations it involves how organizations function, 

the members and people in the organization, who they are. Organizational can also be 

the distribution of resources (Huber, Sutcliffe, Mille & Glick, 1993). Combining the 

need for change and development leads into Porras and Robertson (1992) definition 

where the wanted consequence of change is development of individuals. 

 

Many multinational organizations make use of what is known as corporate 

entrepreneurship in order to differentiate and renew themselves and to develop 

individuals in the organization. Throughout the years the term corporate 

entrepreneurship has been widely spread all over the world. Covin, Kuratko and Morris 

(2011) define corporate entrepreneurship as entrepreneurial behavior that occurs in 

organizations. Zahra (1991) defines corporate entrepreneurship as activities aimed at 

creating new businesses in established companies. Corporate entrepreneurship shares 

traits with the term intrapreneurship and the two terms are frequently used as synonyms. 

Intrapreneurship lacks a consistent definition but is commonly referred to terms such as 

corporate entrepreneurship, (Guth and Ginsberg, 1990; Vesper, 1984; Parker, 2009) 

internal corporate entrepreneurship (Schollhammer, 1981, 1982; Jones & Butler 1992) 

and entrepreneurship that takes place within existing organizations (Antoncic & Hisrich, 

2001, 2003; Pinchot, 1985; Pinchot & Pellman, 1999). The authors of this thesis have 

chosen to use the later definition which in this thesis is referred to as intrapreneurship. 

Intrapreneurship has not been widely researched in small- and midsized organizations as 

the companies usually are entrepreneurial in its essence but it is important to see how 

SMEs enhance intrapreneurship due to the fact that the structure of the SME is different 

from the LSE (Carrier, 1994). SMEs are defined by the European Commission (2005) 

as enterprises with fewer than 250 persons and an annual turnover which does not 

exceed 50 million euro or a balance sheet total larger than 43 million euros. 

 

During this report the authors will not just be focusing on the intrapreneur, but also on 

the organizational environment where the intrapreneur operates. This is something 

Desouza (2011) believes is particularly important since he suggests that it is vital for the 



 

 

 

 
Eriksson,	  Hårte,	  Lundquist	  Coey	  	   	   	   	   	  3	  

  

intrapreneur to thrive in his/her environment so that the firms can capitalize on their 

most vital assets, its human energy and ideas. Pinchot (1985) further explains that 

another important issue that occurs within organizations is the fact that they tend to put 

everybody with the same experience and ideas together. The results of this is that people 

with the same characteristics all end up talking and working together (such as marketers 

talk and associate with other marketers) which is not the ideal way when promoting 

intrapreneurship within a corporation. The environment within an organization is vital 

for the intrapreneur as earlier stated, and this will in time lead to an advantage that the 

organization could gain from (Pinchot & Pellman, 1999). Easley and Longenecker 

(2006:19) continue to promote intrapreneurship as a “key component to organizational 

success, especially in organizations that operate in rapidly changing industries”. 

 

1.2  Problem discussion 
 

Intrapreneurship has its origin from corporate entrepreneurship which can be seen in 

research as early as the mid-1970s for example in Peterson and Berger’s (1971) research 

on the popular music industry. However it was not until the late 80s intrapreneurship 

became a separate research topic when the book; Intrapreneuring: Why you don’t have 

to leave the corporation to become an entrepreneur was published by Pinchot (1985). 

Intrapreneurship is today a fairly well studied area however the majority of research 

within the field is focused on large companies and their implementation of 

intrapreneurship. As described by Carrier (1994) there are many differences in the 

structures of large firms and SMEs. One must take into consideration the differences of 

SMEs and LSEs when analyzing intrapreneurship and they must be considered from 

“...different viewpoint in each case” (Carrier, 1994:59). This further clarifies the issue of 

the majority of today's research not being applicable on SMEs. 

Covin and Slevin´s (1989) indicate an advantage which entrepreneurial behaviour have 

on the performance of SMEs acting in hostile environments. Antoncic and Hisrich 

(2001) mention that intrapreneurship has been seen as beneficial and revitalizing to the 

performance of small and medium sized enterprises, this fact further shows the potential 

for SMEs focusing on the promotion of intrapreneurship. Although the current research 

on intrapreneurship in SMEs is limited the existing studies share a common trait, the 

conclusion that intrapreneurship has a great impact on SMEs as well as larger 
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companies. More emphasis is put on the subject as researchers argue that 

intrapreneurship can be seen as a beneficial key driver for the renewal or revitalizing of 

the performance for organizations (Seshardi & Tripathy 2006; Antoncic & Hisrich, 

2001). Furthermore Antoncic and Hisrich (2001) specifically consider this as an 

important activity to SMEs. Intrapreneurship is also easier to obtain within SMEs 

according to Carrier (1994) since she regards that the distance between the employees 

and the top managers in SMEs is much smaller compared with larger companies, which 

in turn makes communication easier between the different parties within an organization 

and enabling more intrapreneurial commitment. A concern may be that it is harder for 

the intrapreneurs within larger organizations to reach the top managers since they can be 

viewed by middle management as a threat, hence the ideas can be prevented from 

reaching upper management (Carrier, 1994). The importance of further studying SMEs 

becomes more obvious when looking at statistics regarding the internationalization of 

SMEs. According to IFC (2012) 90 percent of business worldwide is done by SMEs and 

they contain 50 percent of worldwide employment. Looking closer at European SMEs, 

according to European commission (2011) out of all SMEs in the European Union 45 

percent are active both beyond and within Europe and nine percent are only active 

beyond Europe, i.e. 54 percent of all European SMEs are active in foreign markets. 

Some SMEs are seeking opportunities in developing countries to search success. As 

more and more foreign direct investments (FDI) is being done in developing countries 

(World Bank, 2014) it shows that the beliefs in these countries is strong and leads to 

changes not only in the business environment but also in the political environment. 

Developing countries are interesting to us since even the smallest economic disruptions 

could cause challenges, such as people losing their jobs, which happen in countries 

where income differences are large (IMF, 2010) and at the same time perhaps there are 

also great opportunities for SMEs operating in such environments.  

The definition of developing countries within this thesis is in  accordance to the 

International Monetary Fund (IMF) (2014) were there definition of developing 

countries is based on three criteria’s: The level of income per capita (where an average 

number is calculated over a given amount of years), export diversification and the 

degree of integration into the global finance system. The problems discussed in relation 

to the lack of research, has lead us to the development of the purpose and research 

question presented in the next section.  
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1.3  Purpose 
 
The purpose of this thesis is to gain a deeper understanding of the effect 

intrapreneurship has in SMEs. We further aim to analyze how intrapreneurship can be 

fostered within Swedish SMEs in order to create organizational change in developing 

countries. This will be done through a qualitative study of the chosen Swedish SME. 

 

1.4  Research question 
 

How can Swedish SMEs foster intrapreneurship in order to create organizational 

change in developing countries? 
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1.5   Disposition  
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2  Methodology 
 
This chapter consists of an elaboration of the methodological approach to this thesis 
which is based on deductive approach in a qualitative method. We have based on the 
qualitative approach, collected primary data through interviews with informants from 
three companies. Secondary data is collected for background information. 

 
 

2.1  Research approaches 
 
According to Saunders, Lewis and Thornhill (2012) research can be done through three 

different approaches, the first way is the deductive approach, the second way is 

inductive approach and the third way is abductive approach. When using the deductive 

approach the research starts with theory, where the researchers seek to find the most 

appropriate theory from the academic literature. This approach has several 

characteristics that are important which Saunders et al. (2012) state, the first is the 

pursuit to find and explain the relationships that arise between concepts and variables. 

Another important characteristics is that the concepts used need to be operationalized, 

which enables facts to be measured. 

 

 The aim of this approach is to receive the confirmation that the theory is consistent 

with the analysis. When using the inductive approach the researchers starts by collecting 

data, e.g. through interviews, and continues with making sense of the interviews in the 

analysis (Saunders et al., 2012). The authors argue when using the inductive approach 

that it is more appropriate to investigate a small set of subject instead of a large number 

of subjects. The last approach is abduction, which means that the researcher moves back 

and forth from theory to data or the other way around. Saunders et al. (2012) says that 

this approach is more in accordance with how many companies actually work in day to 

day life. We intend to analyse companies in order to gain a greater understanding of the 

subject and the implementation and promotion of intrapreneurship for SMEs. Since we 
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will look at how SMEs actually work on promoting intrapreneurship the best fitted 

approach is an abductive one.  

Collection of the most relevant theories in accordance to our research question has been 

through an abductive approach. Which is similar to the deductive approach however our 

next step had to be based on empirical findings because of the limited amount of 

research within our subject this falls under the definition of an abductive approach 

which is a combination of inductive and deductive (Patel and Davidson, 2011). To first 

obtain and understand the theoretical framework was important since the research topic 

is relatively unexplored, this created a need to commute between theory and empirical 

data to further develop the theoretical framework. Through our informants we aimed to 

receive their view and opinion on how the company fosters intrapreneurship in order to 

create organizational change in developing countries. We have tried to define the 

relationships between the theoretical framework and the empirical findings in order to 

further confirm our purpose. We are aware of the danger in that the theoretical 

framework can influence the research which could lead to that no new evidence is found 

(Patel & Davidson, 2011). The risk of this happening to our research is relatively small 

as we research a rather non researched area of intrapreneurship in SMEs acting in 

developing countries. 

 

2.2   Method 
 
There are two different approaches that could be used when doing research according to 

Olsson and Sörensen (2011). The quantitative approach is objective and the researcher 

tends to have a distance to the informant and short or no interaction with the informant. 

The qualitative approach is subjective and the relationship between the researchers and 

the informant is long-lasting. The research design is flexible and the formulation of 

questions will deepen as the relationship continues. Furthermore, in qualitative research 

the researchers are present as they gather information directly by talking to people, 

interviews, and also by analyzing how they behave and act within their organization. 

Researchers do not tend to use questionnaires or use instruments established by other 

researchers using the qualitative research method. According to Patton, (2002) the 

qualitative research theme is to study organizations in real-world situations, which 

means that situation could appear naturally and noncontrolling, which leads to an 
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openness to changes in the process. Due to the definition of our research question the 

qualitative research method is appropriate as it is an approach to collect the data needed 

in a natural setting, where people and places are essential (Creswell, 2013). It is 

according to Andersen (1998) of much importance to consider the subject of research 

before choosing a methodological approach. As the thesis subject is intrapreneurship 

which has been expressed as complex by many authors Pinchot (1985), Carrie (1994), 

Antoncic and Hisrich (2001). We have acknowledged the complexity of the subject and 

aim to further create a deeper understanding of the subject. Which we consider is 

achieved through a qualitative approach with the purpose of clarifying the character of a 

subject as well as the meaning (Widerberg, 2002).  Bryman and Bell (2011) state that 

the qualitative method enables you to study why and how. This makes it possible for us 

to gain both extensive and intensive information about certain situations in the chosen 

companies. According to Bryman and Bell (2011) the qualitative research is interpretive 

and therefore the focus is on the researcher’s interpretation of reality which is created 

through cooperation between the researcher and his surroundings. Patel and Davidson 

(2011) points out that a qualitative method creates deeper knowledge than the 

quantitative research method which instead offers a more fragmented knowledge. This 

is also stated by Bryman and Bell (2011) who explains that the author is involved in 

interplay with individuals rather than being an observator separated from what he or she 

is examining in a qualitative study. 

 

2.2.1  Research design 
The design of our research can have three purposes, explanatory, descriptive or 

exploratory studies, and the purpose chosen is based on the research question  it can 

either be one of them or a combination (Saunders et al., 2012). Exploratory study is 

done when the researcher asks open questions to the informant in order to get 

knowledge and understanding about a specific topic and it is useful if the researchers 

are trying to understand a problem. The purpose of our research is to find out how 

Swedish SMEs foster intrapreneurship in order to create organizational change in 

developing countries, which leads into us using the exploratory approach as we will 

collect knowledge and insights about the companies from the informants interviewed. 

Saunders et al. (2012) says that one way of conducting exploratory research is to have 

individual interviews with informants in order to receive information which will support 



 

 

 

 
Eriksson,	  Hårte,	  Lundquist	  Coey	  	   	   	   	   	  10	  

 

your research. As our research will progress and develop under way, the exploratory 

research is of great advantage (Saunders et al., 2012) as we will conduct new data which 

forces us to adapt our research. The first part of our research was done by using 

exploratory studies as relevant theories were collected from academic literature. This 

approach was used in the second part as well were interviews with informants were held 

to gain insights about the companies. Our research will also have a descriptive research 

design as we will focus on how intrapreneurship is fostered in the specific companies 

chosen. The aim is to describe how they use it and how it reflects the organizational 

changes created within the organization. As Saunders et al. (2012) says this research 

design is built in order to receive correct information about different situations, persons 

and certain events within the organization.  

 

2.2.2  Data Collection 

As stated by Patel and Davidson (2011) a qualitative approach obtains a broad spectra 

and approaches towards research. This is further confirmed by Bryman and Bell (2011) 

who argues that qualitative research can be based on several factors such as 

observations from the researchers, interviews, or analysis of former research. As 

described by Blumberg et al. (2011) collected data can be divided into primary and 

secondary data where primary data consists of information gathered by the researcher 

and secondary data consists of information and/or data which have been collected by 

someone else in another purpose.  

When collecting data for the thesis we have used both primary and secondary data. The 

latter is according to Saunders et al. (2012) divided into three main subgroups: 

documentary, survey-based and multiple sources. The documentary data could be 

organizations databases and communications, reports, video recordings and newspapers. 

The survey-based data is academic and governments surveys or government censuses. 

The last subgroup is multiple sources which include journals and data collected in 

industry statistics and reports. We have also collected theories to our theoretical 

framework through books and scientific articles shown as literature search in this 

chapter. As researchers we have to consider that the theories and scientific articles used 

in this report is collected to fit a specific purpose that diverges from our research. 
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Another aspect is that the data quality could be of a low standard which has to be 

evaluated carefully to fit the purpose of the research question (Saunders et al., 2012). 

 

2.2.3  Primary Data 

The primary data consists of information and data which has not previously been 

collected that is collected by the authors themselves through observations and 

interviews. In this thesis the authors have chosen to collect data through qualitative 

interviews, which Bryman and Bell (2011) described as the most common method used 

for the purpose of gathering data in qualitative research. It is further acknowledged that 

the method is effective due to its flexibility. As the authors use interviews as the main 

source for primary data it is important that the interview methodology is carefully 

thought through. 

Qualitative interviews are described by Saunder et al. (2012) to be investigative in 

nature which have a tendency to lead onto subject which were not thought of from the 

beginning but nevertheless important for the research. Regarding the qualitative 

interviews, the purpose is to reveal and identify traits and conditions about the 

representative and the organization. The interviews held with representatives from the 

organizations are semi-structured which means that the questions have a low degree of 

structure as it lets the representative to answer the questions freely (Patel & Davidson, 

2011). This is also in line with what Kvale (2013) says that there are no rules or 

standard procedures when doing a research interview which leads to an openness 

between the interview researcher and the informant. Kvale (2013) continues to argue 

that there are seven stages of an interview inquiry, the first stage is thematizing, which 

means that the researcher has to describe the purpose of the research and what is 

supposed to be collected. The second stage is designing as it is important to plan the 

design of the interview before you do the actual interview. If you have a good design it 

will be easier to obtain the knowledge needed. The third stage is interviewing where the 

researcher conduct the actual interviews, which should be based on the interview guide. 

The fourth stage is transcribing, which means a transcription from oral speech to written 

text and the fifth stage is analyzing the interviews that has been done. The sixth stage is 

verifying, which means that the researchers has to assure the validity, reliability and 

generalizability of the interviews. The last stage is reporting, where the researchers 
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define their findings and results from the interviews (Kvale, 2013). Lantz (2013) argue 

that it is of importance to operationalize, which means that the researchers gives an 

instruction of how they are supposed to classify the different units which are essential to 

measure what you want to measure. 

 

As mentioned the authors of this thesis use semi-structured interviews since there are 

certain subjects which are intended to be dealt with however the freedom for the 

informants is important to cover all aspects. Using a semi-structured interview approach 

offers the responder a great liberty to answer freely but also offers the authors to use 

questions which connect to the answer given (Patel and Davidsson, 2011). Using a 

semi-structured approach when conducting interviews is beneficial when interviews are 

located in different places and in different companies. It is also beneficial when the 

researcher aim to detect and identify the issues relevant to understanding the situation 

(Blumberg et al., 2011). It is of much important to be through in the assortment of 

informants since this have an effect on the validity of the research (Bryman & Bell, 

2011). The informants chosen by the authors consist of top management and middle 

managers working within Swedish SMEs which have facilities in developing countries. 

They were chosen because of their insight in the organizations as well as their firsthand 

experience of organization change from management perspective. These firms are not 

from a specific industry or chosen because of certain traits, instead they are from 

different industries with the only common trait of being Swedish SMEs acting in 

developing countries this is intended to give as broad of a perspective as possible and 

not to delimitate the research towards too much of a specific area. The companies and 

informants are: 

 

 

Geromar AB - Sarah Woodcraft   

Is a Swedish furniture and interior design company established in 1992 with 

headquarters in Höör, Sweden and their own manufacturing (Sarah Woodcraft) facility 

in the Philippines. The manufacturing facility in the Philippines was established two 

(Source: 
Sarawoodcraft.com, 
2014) 
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years ago through an acquisition of an already existing factory where they provide 

hand-made products to customer’s demands. 

Alma Postadon - President at Sara Woodcraft production and sales facility in the 

Philippines. 

Alexander Hey - Vice president at Sara Woodcraft production and sales facility in the 

Philippines. 

 

Norden Machinery AB   

Norden Machinery AB is the world leading supplier of high-performance tube-filling 

systems located in Kalmar, Sweden. They are established around the world and have 

facilities in Asia, North America, South America, Europe and Africa, where they can 

provide sales and service as well as after-sales. 

Jörgen Johansson - Sales Manager in South Asia, Australia, Arab Peninsula and Africa 

at Norden Machinery AB. 

 

Bigso Box of Sweden   

Bigso Box of Sweden is a company which produces and sells office supplies to retailers 

and wholesalers. They are located in Nybro, Kalmar, but have production facilities in 

Mexico and Lithuania.  

Henric Adolfsson - Purchasing manager and owner of Bigso Box of Sweden. 

The interview with Alexander Hey was held through Skype, and due to the tight 

schedule the interview with Alma Postadon was done through email, as they were 

located in the Philippines and we did not have the possibility to meet them in person. 

The interview with Jörgen Johansson was held face-to-face in order to get a more 

personal contact with the informant and a more reliable interview. The interview with 

Henric Adolfsson was held through phone as he had a tight schedule and suggested it as 

most convenient. The interviews were recorded in order to collect as much data as 

(Source: Bigso.se, 2014) 

(Source: Nordenmachinery.com, 2014) 
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possible. The advantages of recording interviews are pointed out by many authors Patel 

and Davidson (2011), Bryman and Bell (2011) and Blumberg et al. (2011). 

 

2.2.4  Secondary Data 

As mentioned the collected data can be divided into two categories, primary and 

secondary (Blumberg et al., 2011). The secondary data can consist of information and 

data gathered in other purposes and by others. The data can be in the form of 

governmental reports, websites and company reports. 

Saunders et al. (2012) state that the purpose of academical research is to increase the 

collected knowledge of the public. In order to do so the authors must be aware of the 

existing research on the subject in question and declare the implementation which the 

new researches have on the subject. Saunders et al. (2012) further argue that it is 

important that the secondary data is revised and the validity of the sources is reviewed. 

The secondary data used by the authors in this thesis consists of published documents 

by companies and organizations. 

 

2.2.5   Literature search 

The books used have been assessed through the university library at the Linnaeus 

University in Kalmar. To further gain an understanding on the subject some theories are 

presented in the theoretical framework but not fully brought up in the analysis. These 

theories are mainly used to gain a fuller understanding. The search engines that have 

been used in order to find the most appropriate literature and scientific articles are 

Google and Google Scholar and the databases have been: Business Source Premier, 

EBSCOhost and SAGE Journals. 

 

2.2.6   Operationalization 
 In order to conduct as thorough research as possible and to be able to collect relevant 

empirical material there is a need to fully understand the current literature and 

theoretical framework. In order to make full use of the interviews it is important to 

define theoretical concepts so that they can be used in the interviews. Patel and 

Davidson (2011) describe this as a transformation of theoretical concepts to interview 
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questions. As researcher we intend to achieve a correlation between the theoretical 

framework and the empirical findings. To create an understanding of the subject for the 

informants we developed questions that were easily understood. For example since 

innovation is both a requirement and a consequence of and for intrapreneurship Pinchot 

(1985), we formulated the questions regarding intrapreneurship as innovation. This was 

done since intrapreneurship is a concept not known to the general public. Because 

concepts of organizational change and promotion and intrapreneurship are parts of this 

thesis there was a need to create an understanding of the subject which could be 

discussed by the informants. We choose to transform concepts of trust which is a vital 

part of change as freedom for the workforce; this made it possible for the informants to 

discuss the subject freely without being hindered by theoretical expressions. Based on 

the theory the authors of this thesis conducted a model which summarize the 

operationalization and describe the layout of the questionnaire. 

  

Model: 1 operationalization (own model) 
 

To fully answer the research question the study intend to apply the collected empirical 

material on the theoretical approach regarding intrapreneurship and organizational 

change in order to find and examine correlation that show the relevance of the study. 

The research question has been divided into two parts where one part is in the 

theoretical framework which aim to show the importance of intrapreneurship, 

organizational change and innovation. The second part is the empirical findings we have 

collected through interviews with informants from companies operating in developing 
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countries which will lead to an analysis from the theoretical framework together with 

the empirical findings. This will in the end lead to a conclusion which will answer the 

research question. 

 

2.3  Credibility 
 
2.3.1   Validity and Reliability 
Validity is according to Kvale (1989) applicable and necessary within qualitative 

research, the following statement in the concluding comments regarding differences in 

approach to validity in qualitative and quantitative research summarize his view in the 

matter: “My answer to whether qualitative and quantitative methods require different 

approaches to validity is a clear “no”” (Kvale, 1989:130). 

He states however that validity should have different procedures in qualitative research 

then in quantitative research and explains that validity in qualitative research is 

achieved through control of the credibility and insurance of empirical evidence and the 

fact that there is a just interpretation of the data.  

 

Bryman and Bell (2011) further describe validity within qualitative research as the 

connection between the researchers’ observations and the theoretical ideas developed by 

him. Lecompte and Goetz (1982) further discuss reliability and validity in qualitative 

research where they discuss validity and reliability in the form of internal and external. 

The external validity regards whether or not the result of the researchers analysis are 

applicable in different social settings it is also mentioned that the main issue with 

qualitative research being that researchers use a limited amount of interviews which 

present a problem with the external validity. The authors of this thesis have collected 

data from several companies from different industries in order to strengthen the validity 

and thereby provide a more accurate result which can be applicable in other 

environments and by other researchers. Internal validity is discussed as the 

correspondence between observation and the resulted ideas developed. Or as put by 

Lecompte and Goetz (1989:32), “Internal validity refers to the extent to which scientific 

observations and measurements are authentic representations of some reality”. They 

also state that the validity is dealt with in the extent in which the result of the thesis can 

be applied on other situations. The authors of this thesis have the intention to strengthen 

the validity through finding research which validates similar research and moreover the 
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informants are from different position within organization and therefore offer several 

perspectives on the problem. 

 

To further ensure validation the authors of this thesis have used the triangulation 

method which is a method used by the authors to establish validity by analyzing the 

research question from multiple perspectives (Patton, 2002). The advantages of 

triangulation is further described as “increasing confidence in research data, creating 

innovative ways of understanding a phenomenon, revealing unique findings, 

challenging or integrating theories, and providing a clearer understanding of the 

problem” (Thurmond, 2001:254). There are four types of triangulation described by 

Denzin and Lincoln (2011): 

1. Data triangulation 

2. Investigator triangulation 

3. Theory/perspective triangulation 

4. Methodological triangulation 

 
The authors of this thesis have made sure to use investigator triangulation by always 

making sure at least that at least two persons are making the observations and then 

conducted interpretations in order to compare the result to make sure the presented 

material is accurate. As described by Denzin and Lincoln (2011:562) “A fourth kind of 

triangulation involves using different theoretical perspectives to look at the same data”. 

This is done in the thesis by using theories which cover different fields and 

perspectives. Denzin and Lincoln (2011) describe the disadvantages of triangulation 

being time consuming however we as authors find it to be necessary to achieve strong 

credibility. 

 

Internal reliability is discussed by Lecompte and Goetz (1982:41) where it is mentioned 

as: “Problems of internal reliability in ethnographic studies raise the question of 

whether, within a single study, multiple observers will agree”. The reliability is a 

according to Zikmund, Babin, Carr and Griffin (2010) a measurement of consistency, 

i.e. if the same approach that is used in this thesis were used again then a strong 

reliability ensures that the results would be the same and not dependent on random 

occurrences. In order to strengthen the reliability of this thesis the authors have taken 



 

 

 

 
Eriksson,	  Hårte,	  Lundquist	  Coey	  	   	   	   	   	  18	  

 

the four threats presented by Saunders et al. (2012) in consideration during the 

gathering of material. The threats presented are either mistakes or partiality from the 

informants which means that the informants might give different answer dependent of 

outside factors or perhaps that the organization can see advantages in answering in 

certain ways. There is also a threat of mistakes and partiality and mistakes from the 

authors, which can appear if interviews are done by different authors who might lead to 

questions being asked in different ways and therefore answered differently by the 

informants (Saunders et al., 2012). Reliability is as previously mentioned discussed in 

the form of internal and external by Lecompte and Goetz (1982:32). “External 

reliability addresses the issue of whether independent researchers would discover the 

same phenomena or generate the same constructs in the same or similar settings. 

Internal reliability refers to the degree to which other researchers, given a set of 

previously generated constructs, would match them with data in the same way as did the 

original researcher”.  

 

Internal reliability relates to the data triangulation in the sense that it mentions the 

cohesiveness of the authors as a potential issue where the observers can disagree on 

what they see and hear. Whilst the external reliability regards whether or not the study 

can be reused. Lecompte and Goetz (1982) further clarify that this is hard to achieve in 

qualitative research since it requires a careful selection of informants. Moreover it is 

suggested by Lecompte and Goetz (1982) that in order to decrease the threats posed 

towards the reliability of the thesis by informant bias. It is necessary to include a proper 

description of the informants. 
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3  Theoretical Framework 
 
In the following chapter the theoretical framework which this thesis is based on is 
presented. The theoretical framework is finally summarized and presented in a 
conceptual model. 

 
 
3.1  Introduction 
Research relating to intrapreneurship lacks a unanimous definition and current research 

is commonly limited to larger corporations. In this chapter the theories which has 

created the authors understanding of the subject is presented, this research also makes 

for the theoretical framework of this thesis. The idea behind the theoretical framework 

for this study has been to combine theories about intrapreneurship with theories about 

organizational change. First theories relating to Corporate entrepreneurship is presented 

which explains the origin of the intrapreneur. Further theories relating to organizational 

change and capabilities are presented. 

 

3.2  Intrapreneurship 
As intrapreneurship lacks a consistent definition and is commonly referred to terms 

such as corporate entrepreneurship, (Guth and Ginsberg, 1990; Vesper, 1984; Parker, 

2009) internal corporate entrepreneurship (Schollhammer, 1981,1982; Jones & Butler 

1992) and entrepreneurship that takes place within existing organizations (Antoncic & 

Hisrich, 2001, 2003; Pinchot, 1985; Pinchot & Pellman, 1999). The authors have chosen 

to use the later definition which in this thesis is referred to as intrapreneurship. 

Christensen (2010) explains that intrapreneurship is a part of corporate entrepreneurship 

however intrapreneurship is the only segment which is fully carried out within the firm. 

This definition correlates with the definition coined by Pinchot (1985) who can be seen 

as one of the founder of the term intrapreneurship and Seshadri and Tripathy (2006) 

definition where they explain that intrapreneurship is a process conducted by 

entrepreneurs within organizations, such as individuals or groups operating with an 

entrepreneurial mindset. In other words intrapreneurship is empowered by groups or 

individuals who are willing to take risks and act for the sake of the organization's 

growth and improvement (Easley & Longenecker, 2006). Seshadri and Tripathy (2006) 
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further describe that intrapreneurship enables the individual employees of an 

organization to follow their passion; this in turn will allow the organization to 

potentially gain new ideas, ventures and new ways of conducting business from the 

individuals which will potentially lead to increased organizational growth. 

 

3.3 Promotion of intrapreneurship 
 
Castrogiovanni, Urbano and Loras (2011) examine the relation between Human 

Resource Management (HRM) and corporate entrepreneurship within SMEs. They 

argue that the creation of personal relationship and open communication within the 

organization between owners, managers and employees as well as between only 

employees can help to understand entrepreneurial behaviors within SMEs. These 

activities are argued to be important for promoting corporate entrepreneurship but also 

important for the creation of an environment which further stimulates entrepreneurial 

behaviour through other resource management practices. Castrogiovanni et al. (2011) 

conclude four propositions which they argue to promote corporate entrepreneurship 

within SMEs. They prove through cases that corporate entrepreneurship in small firms 

is effectively stimulated through an increase of internal communication it is summarized 

in their first proposition: “P1. The open channels of communication between owner-

managers and employees the greater chance for developing CE in small firms” 

(Castrogiovanni et al., 2011:39). It is also stated that the observations made indicated 

that personal interactions between employees and owner and/or managers concerning 

problems, project and so on are more frequent in small firms with a higher corporate 

entrepreneurship. It is further argued that besides the open communications another 

important feature within small firms which develop corporate entrepreneurship is trust 

and confidence. Castrogiovanni et al., (2011) state that trust is to be seen as one of the 

most important motivators within firms since it is motivating people inside the 

corporation to have the courage to take risk without fears. It is mentioned that corporate 

entrepreneurship is a consequence of people taking risks (Castrogiovanni et al., 2011). 

The trust and confidence factor is summarized in the second proposition: “P2. The 

greater perception that management trusts employees the greater chance for developing 

CE in small firms” (Castrogiovanni et al., 2011:41). The next proposition which is 

stated to be an important stimulator for developing entrepreneurial behavior is reward 
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and compensation systems Castrogiovanni et al. (2011) also further acknowledge that 

previous studies have pointed out reward and compensation to be of much importance 

for the promotion of corporate entrepreneurship. The reward and compensation systems 

are presented in the third proposition: “P3. The greater perception that management 

compensates the entrepreneurial behaviors the greater chance for developing CE in 

small firms” (Castrogiovanni et al., 2011:42). 

 

The fourth proposition regards formation and training as a factor stimulating the 

corporate entrepreneurship. It is argued that formation and training is more effective 

when employees have a perspective of themselves as intrapreneurs (Castrogiovanni et 

al., 2011). The fourth proposition is as follows: “P4. The greater formation and training 

levels of employees the greater chance for developing CE in small firms” 

(Castrogiovanni et al., 2011:42). The researcher’s states that the four propositions 

suggested are factors which help to explain the dynamics of entrepreneurial behaviour 

within small firms. It is further argued that an open communication is not only 

important for promoting corporate entrepreneurial activities but also in order to build a 

work environment which is able to contribute with management practices that stimulate 

entrepreneurial behavior. Moreover it is argued that the personal relationships which are 

emphasized by Castrogiovanni et al. (2011) have been proven to be particularly 

important for the small firms and especially usefully in the lack of presence from more 

formal structures and control mechanisms which tend to exist within the context of the 

big companies. This suggests that relationships within SMEs could be even as important 

for the innovation and competitiveness of the small firms as other management 

strategies and consequently for promoting CE in SMEs. 

 

3.3.1   Intrapreneurship process 
 
To briefly describe how intrapreneurship can work within an organization Desouza 

(2011) has created a circular map of the process. The aim is to reveal how the 

information artifacts from the intrapreneurial individuals are removed from their minds 

into more concrete measures such as business plans and new innovative products. The 

five stages that are included in this process are; generating and mobilizing ideas, 

advocating for and screening ideas, experimenting with ideas, commercializing ideas 

and diffusing and implementing ideas. 
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(Source: based on Desouza, 2011:44) 
The first step in the process the so called generation and mobilization stage can be seen 

as the start of a funnel which in turn gets tighter and tighter throughout each stage in 

this process. This first stage is the generation of ideas in the minds of the individual 

within the organization, after this there will be further processing and evaluation of 

these ideas to then choose the best option to opportunity and mobilize the organizations 

resources to support it. The main focus however is that these ideas should have the 

organizations customers in focus, since this is what will gain the most opportunity for 

the organization. The second step in the process is the advocacy and screening of the 

ideas and can be seen as a two-step stage where first step is as the name implies where 

the organization supports and advocates the new ideas that are generated. The second 

step is screening and evaluating the idea further. The important thing in this stage is that 

this step is done efficiently when it comes to time and costs so that no energy or 

resources are used insufficiently within the organization in this process and also more 

focus on the end customer of the idea is researched further to continually build the ideas 

business concept. The screening process can therefore be seen as the place where ideas 

are kept or disregarded by the organization, however this does not mean that all the 

ideas at this stage are scrapped, instead it could be just that the organization at this stage 

in time does not have the resources to fulfill and develop the idea at this time. Therefore 

there are still opportunities for the individual themselves to continue with their ideas by 

themselves without full support of the organization which in turn could be resubmitted 

in the future. (Interestingly this step is also known as the “Valley of death” since many 

ideas do not make it past this stage). 
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The next step is the experimentation stage where the idea is no longer the individual but 

the organizations, however this does not mean that the individual is still not part of the 

idea, it just means that he now has the support of the whole organization and must 

thereby follow its standards. This stage is for the improvement and development, such 

as the testing of prototypes of the ideas. These testing are usually done by a wide variety 

of the organization employees, since this is considered a more cost effective and more 

useful way to gather feedback. 

 

 The outcome from the experimentation stage leads the process to the 

commercialization stage. During this stage the need for an external view of the idea is 

needed so that the organization is able to price, promote and package the idea in an 

effective way, so here it is common for the individual creator of the idea to take a step 

back from the process and let the organization create a new team who will take care of 

the commercialization of the idea and help it to the market. During this stage the 

organization must also find the value in the intrapreneurial process (culture) that has led 

them this far. This is because the organization needs to recover the value of the multiple 

of ideas that did not make it to the final stages in the commercialization process. This is 

to help the organization improve its intrapreneurial culture. As soon as the 

commercialization strategy is in place the next and final step of the process begins, 

which is the diffusion and implementation of the idea. In other words this is the 

spreading of the idea to the customers who in turn are able utilize and adopt the idea to 

the maximum of its ability. The diffusion of the idea is usually associated with the 

marketing of the idea, which these days is the use of communication modes such as 

social networking the implementation can be seen as the organizations ability to provide 

support such as preparing for unforeseen events that might take place during the launch 

of the idea to the final customer. After that the final stage is complete the process is 

renewed once again, thus creating the circular motion. 

 

Intrapreneurship is therefore the creation (or in other terms innovation) of new ideas by 

individual employees who possess entrepreneurial “talents” within an organization to 

foster growth and prosperity for the organization. This correlates with what Pinchot and 

Pellman (1999) describe when they portray intrapreneurship as climate for processes 

where innovation can occur and improve an organizations internal and / or external 
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positioning. This is further clarified by Seshadri and Tipha (2006:19) who state that 

“Intrapreneurial innovation serves as the main growth engine for the company”. 

 

3.4  Innovation 
 
The term “innovation” has its origin from the Latin word innovare, which basically 

means “to make something new” in other words can be seen as the process of turning 

opportunities to advantages and being able to exploit them (Tidd & Bessant, 2009). 

Innovation can also be seen as an organization's core renewal process that is associated 

with growth and survival, however the challenges for organizations is finding ways to 

be able to manage the innovation process (Tidd & Bessant, 2009). This is also 

something that is promoted by Pinchot and Pellman (1999) who describe innovation as 

a necessity, since organizations need innovation to be able to keep up with its 

competitors in the market and also to find and take advantage of unoccupied spaces. 

This is also in line what Kustoff (2008) presents that the core of organizational 

innovation is thereby the need for change, whether it is its product, services or process 

to gain organizational advantages. This can though be done by the encouragement of 

innovative culture within the organization whereby the employees within the 

organization start to think creatively and independently, (which implies that the 

employees start thinking independently about the challenges that arise within the 

organization) organizational promotion of cross functional teams and the support for 

risk taking employees by the organization. In other words the employee should be 

encouraged to “think outside the box” and do more than what his job description says 

(Kustoff, 2008). Hamel (2006) describes organizational innovation as “management 

innovation” where he portrays that most organizations today have a formal productivity 

of product innovation such as R&D department, when they instead should be focusing 

on innovating the organization instead. The author further states that to create a long-

lasting organizational advantage there are at least one or more conditions that need to be 

meet such as that; “the innovation is based on a novel principle that challenges 

management orthodoxy” (Hamel, 2006:74). 

  

To describe this process Hamel (2006:74) chooses an example; harnessing employee 

intellect at Toyota. This example is about how the Americans due to lack of 
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organizational innovation took vast amount of time in narrowing the gap in the 

automobile sector compared with the Japanese automobile manufacture Toyota. The 

simple fact is that Toyota choose to include its employees in the manufacturing process, 

so in turn the employees became problem solvers and innovators, so they were in fact 

given the opportunity to solve the problems that occurred as they came along and could 

thus prevent further problems even before they arose. Contrary to this the Americans 

choose a different route by excluding their workers and instead relied on hired experts 

to improve and innovate the process, which in turn did not give them the ability to 

harness their employees abilities to its full potential. This simple example shows how 

Toyota managed to gain significant advantages over their rivalries in the west by 

embracing the employee’s ability to make their own judgments and contributing their 

own intelligence in the manufacturing process. 

  

To get a better understand of how innovation can work, Tidd and Bessant (2009) have 

developed a simple framework to help explore the innovation process and how it can be 

managed and improved within organizations by increasing their readiness. This is 

because they see innovation as a core process of activities that evolves and repeats over 

time. The framework they have constructed consists of four parts; (1) Searching, (2) 

Selecting, (3) Implementing and (4) Capturing Value. 

 

 
(Source: Based on Tidd & Bessant 2009:55) 
 

The first part is searching; this is where the organization scans and searches the internal 

and external environments of the organization looking for new potential opportunities or 

threats such as increasing competition or changing requirements. The second step is the 

selecting, where the company will try to decide what leads they would like to pursue 

and why. This is a crucial part of the process since this part is associated with the most 

risk, since it is vital that the choice reflects the overall strategy of the organization so 

that in turn it improves the overall business performance. The third step is the 
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implementation, where Tidd and Bessant (2009:54) describe this step as “translating 

the potential in the trigger idea into something new and launching it in an internal or 

external market”. In other words taking the product/service or process change the 

organization has developed and turning it into reality. This task is however quite a 

difficult process since  it usually requires more than just one single big event and at the 

same time there are factors such as uncertainty that the organization needs to take under 

consideration when implementing the innovation to the internal/external market. The 

final part of the framework is the capturing of the innovation. This is where the 

organization captures the core value of the creation and benefits from it, such as market 

shares or cost reduction advantages within the organization. However the idea is also 

that this process will return in cycles, so if the innovation has failed the organization can 

take advantage of this in terms of what they have learnt such as their knowledge and 

experience and implement this during the next innovation attempt, thereby minimizing 

future drawbacks that may occur. 

 

When it comes to the size of the organization Tidd and Bessant (2009 :) describe that 

there are some significant differences in advantages in the innovations process that the 

different organizations have. It is though important for the organizations in order to 

succeed and to be able to innovate in an effective way that they play to their strengths. 

Tidd and Bessant (2009) further go on and say that SMEs typically poses some 

significant advantages over larger organizations, however contrary to this they also have 

some disadvantages. The advantages however in SMEs are; their ability to make rapid 

decisions, flexibility, entrepreneurial spirit that exists within the organization and their 

good knowledge in building network linkages both internally and externally. Opposite 

to this the weakness of the SMEs can be seen as the lack of long term structures, 

strategies (directions), experience and of course the lack of resources such as financial 

and personnel resources. 

 

Innovation is consequently necessary for organizations to be able to grow and compete 

in the market since it can help in finding new opportunities or open spaces (both internal 

and external) to gain competitive advantage over rivalries. However according to 

Pinchot and Pellman (1999:1) they see that “coming up with good ideas is generally not 

the bottleneck in the process of innovation. The real challenge is turning those ideas 
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into profitable realities - a job that requires employees to behave like entrepreneurs”. 

This means in other words that to be able to gain the advantage of innovation you need 

individuals with enthusiasm and visions to create these innovations for the organization, 

and who better than someone with an intrapreneurial talent such as an intrapreneur. 

 

3.5   Intrapreneur 
 
“Dreamers who do” - Those who take hands-on responsibility for creating innovation 

of any kind within an organization. The intrapreneur may be the creator or inventor but 

is always the dreamer who figures out how to turn an idea into a profitable reality” 

(Pinchot, 1985: ix). 

 

As mentioned above the resemblance between intrapreneurship and entrepreneurship 

are quite close related, the same principles follow between the intrapreneur and an 

entrepreneur where they both share the same enthusiasm and drive (Desouza, 2011:34) 

We can see this since Pinchot (1985: ix) describes that the entrepreneur is “someone 

who fills the role of an intrapreneur outside the organization” (Pinchot, 1985; Pinchot 

& Pellman, 1999). This is further supported by Parker (2009:19) who also says that 

“entrepreneurship involves developing a new venture outside an existing organization”. 

Another clear difference that can be seen is that the entrepreneurs innovate for 

themselves whilst the intrapreneurs are the ones that turn ideas into reality within an 

organization where they instead innovate on the behalf of the organization (Pinchot & 

Pellman, 1999; Carrier, 1996; Christensen, 2010; Desouza, 2011). Intrapreneurs can 

also be seen as “the gap between the managers and the inventors” (Pinchot, 1985:32). 

Intrapreneurs also have an advantage compared to the entrepreneurs in the case of that 

they have backing of the organization they work for. This means that the organization 

can provide valuable resources and significant advantages to the intrapreneurs such as; 

marketing, technology, financial resources, reliable networks and of course an existing 

client base (Desouza, 2011). A good final distinction between the two concepts is made 

by Teltumbde (2006:131) where he states that “intrapreneurship is said to be more 

important than entrepreneurship. Because while entrepreneurship creates 

organizations, it is intrapreneurship that drives them to glory”. 
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According to Pinchot and Pellman (1999) it is not necessarily the intrapreneur 

themselves that have to come up or create the “idea”, instead the focus of the 

intrapreneur is to get the job done, which means “rolling up their sleeves” and helping 

others with their ideas or recruiting the right people to be able to achieve this. The 

intrapreneur can do this by forming a core group or creating an intrapreneurial team 

which is selected by the intrapreneur himself, which in turn stays together during the 

project from beginning to end of the commercialization (Pinchot & Pellman, 1999). 

This is why according to Pinchot (1985) the intrapreneurs need to be leaders and have 

the ability to make rapid decisions without significant knowledge or help from above. 

Further on Desouza (2011) says that the intrapreneurs can be seen as troublemakers and 

stubborn, though it is hard for them to give up on their ideas, intrapreneurs are also 

constantly questioning the status quo, but on the other hand they are seen to be 

extremely resourceful and care deeply about the organization. 

 

When it comes to who possess these skills Pinchot (1985) says that it is not just a 

special group of people who can become intrapreneurs, in fact anyone can possess the 

capabilities to becoming an intrapreneur, it is just the right state of mind that is needed 

combined with desire and opportunity seeking. This is also something that is supported 

by Desouza (2011) where he states that every employee in the organization regardless 

of their hierarchical position or level of control within the organization can become an 

intrapreneur. Desouza (2011) further explains that the motivation for the intrapreneurs 

is usually not focused on bonuses or rewards; instead it is their passion and loyalty for 

the organizational growth that drives them to innovation. However according to 

Seshadri and Tripathy (2006) the path of becoming an intrapreneur is not a common 

choice though this path demands a lot more from the individual than a normal employee 

would have to undertake. The same goes for organizations, since they do not always 

welcome intrapreneurs because most organizations seek stability, which sadly is not a 

trait of an intrapreneur (Teltumbde, 2006). The motivation of the intrapreneurs on the 

other hand can also be dependent on what environment they are located in. Antoncic 

and Hisrich (2001) mean that intrapreneurs are more likely to thrive in an organization 

where there is a demand for new products and services or where there are new 

technological opportunities to be found. On the other hand the motivation for the 
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intrapreneurs will decrease if the organizational environment is resistant to change and 

where there is competitive rivalry. 

 

3.5.1   Intrapreneurial working environment 
 
To deeper explain the differences of how 

the intrapreneur sees their working 

environment contrary to those who have 

not developed this skill Pinchot (1985) 

has developed a figure that shows the 

predominance of vision or action that 

most occupations require. This figure 

shows that the workers are often told 

what to do and that their vision is not 

valued. Higher up in the figure we can 

see the line  
(Source: Pinchot, 1985:44) 

  

Managers (executives), since their task is to manage the tasks (the execution of the 

plans within the organization) and at the same time imagine the means to do this. At the 

top of the grid we can see the intrapreneur; this is because intrapreneurs will have to 

have the combination of thinkers, doers, planners and workers to be able to achieve 

their dreams. This is why a hands-on involvement is so important for the intrapreneur to 

have since that is how they establish a feeling for the business and until they can 

accomplish their vision they will not be appreciated. 

 

3.6   Organizational change 
 
In order to understand the impact intrapreneurship can have on organizational change 

the authors have looked further into models for understanding organizational change. 

Such as the research by Van de Ven and Poole (1995) who reviewed 200,000 titles and 

read 200 articles in order to conduct a broader understanding of development and 

change in organizations. The 20 theories of development and change which were 

discovered, were then clustered into: “four basic theories that may serve as building 
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blocks for explaining processes of change in organizations: life cycle, teleology, 

dialectics, and evolution” (Van de Ven & Poole, 1995:510). 

Out of these four schools of thought Van de Ven and Poole (1995) conducted a 

framework of 16 possible explanations of organizational change and development. 

Life-Cycle Theory - The life cycle theory suggests that organizations are like living 

organisms i.e. the organization may go through phases of change but still maintain its 

core identity. Van de Ven and Poole (1995) further explained that the life cycle theory 

has its origin in the common references to the life cycle of organizations, products and 

ventures. The examples given are startup births, adolescent growth, maturity, and 

decline or death. 

 

Teleological Theory - The second school of thought described by Van de Ven and Poole 

(1995) is the teleological theory which is based on goal setting as the cause. Example of 

the teleological school could be mission’s statements, new visions as well as setting 

new goals. As Burke (2011:162) explained “Organizations change as goals and 

purposes change. The process is ongoing and iterative; in other words, an organization 

is never static or in permanent equilibrium”. This mainly involves organizations which 

are like-minded and behave as a single collective entity. It is further stated that the 

teleological school of thought can creativity because the individual or group, has the 

freedom to enact whatever goals it likes. 

 

Dialectical Theory - The third school which Van de Ven and Poole (1995) found to be 

recurring in the research was the dialectical theory which has the basic assumption 

about changing organizations described by Burke (2011) as change in organization 

being a consequence of different points of views colliding. Change is dependent on the 

power balance between opposites, change occurs when the opposing values, forces or 

events increase enough in power to approach and engage in the status quo (Van de Ven 

& Poole, 1995). 
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Evolutionary Theory - Van de Ven and Poole (1995:518) describes the fourth process 

school of thought for organization change, the evolutionary theory as “a more 

restrictive sense to focus on cumulative changes in structural forms of populations of 

organizational entities across communities, industries, or society at large”.  

 

Weick and Quinn (1999) discuss the phrase episodic change, which means 

organizational changes that are incoherent, rare and deliberate. The general believes are 

that these changes often occur when organizations tend to slide away from their 

balanced conditions. The major forces that create this change could be internal such as 

change in the most important personnel and external such as technology change which 

leads to adaptation. According to the authors the change is forced from a failure of the 

organization which needs to change their structure to a more changing environment. 

The perspective in these changes is global, or macro and the meaning of the change are 

short-run adaptation. The most suitable organizations that could handle episodic change 

are capable of sustained adaptation. The changes that are made within these types of 

organizations are often made by intention in order to motivate and reach a certain goal 

(Weick & Quinn, 1999). The authors further discuss the phrase continuous change 

which refers to organizational changes that are in progress, increasing and developing 

and with the main believes that if a small change is done at the same time, it could grow 

and have an impact on the whole organization. The changes within the organization are 

an ongoing modification to develop the processes and social practice. The organization 

itself is often unstable and extremely aware of reactions and the emphasis of these 

changes is for long-run adaptation with focus on the micro level, or local (Weick & 

Quinn, 1999). 

 

3.7  Dynamic capabilities 
 
Teece, Pisano and Shuen (1997) attempt to distinguish dimensions of firm-specific 

capabilities, which can be the source of advantage and how a combination of a firm's 

competences and resources can be developed and sustained. They refer this as dynamic 

capabilities where an organization looks at its internal and external competences in 

order to manage changing environments. Teece et al. (1997) says that the companies 

that have been most successful in the global market have been working with rapid and 
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flexible product innovation, linked to the capabilities that the management possess in 

order to effectively coordinate and reorganize the internal and external competences. 

The authors further discuss that the approach has two key aspects, “dynamic” is referred 

to as how capable an organization is in renewing their competences so that they are in 

accordance with the changing business environments. Certain responses to innovation 

are necessary as the technology always develops and the need for adaptation arises. The 

term “capabilities” refers to the role that the strategic management has when it comes to 

integrating and configure internal and external skills within the company. This is done 

in order to meet the essentials of a changing environment (Teece et al., 1997). 

 

According to Teece (2007) there are different set of dynamic capabilities that a 

company face; sensing (and shaping) opportunities and threats, seizing opportunities, 

managing threats and reconfiguration, and orchestration skills and competitive 

advantage. There are two factors for companies to detect opportunities and threats, the 

first one is that entrepreneurs can access existing information which leads to an 

opportunity and take advantage of it. The second is that companies come across new 

information and new technology which gives them an opportunity. Teece (2007) argue 

that in order for companies to see the opportunities they need to search and explore 

through different markets and technologies. It is not only the ability to invest in research 

in order to make steps in technology but also to understand the demand from different 

markets and responses from suppliers and competitors. The author says that a company 

can open up more opportunities just by engaging in research and development (R&D) 

and learning about the customer’s needs. Seizing opportunities appears once an 

opportunity is detected and a company has to start the process to develop products or 

services, these processes is almost always in demand of investments in R&D (Teece, 

2007). There are of relevance for a company to be ahead of its competitors which could 

force them to get the timing right and strategize around investments decisions.  He 

further argue that companies do have to consider when, where and how much to invest, 

but also create a business model which defines its commercialization strategy and the 

priorities of the investments. 

 

 Teece (2007) also discuss managing threats and reconfiguration, as the company sees 

the opportunity and seizing it there will be a possibility for profitable growth which 
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forces the company to be more involved in the process and increase resources and 

assets. In order to be successful when the company grows there is a need for sustainable 

profitable growth and according to the author you have to have the ability to recombine 

and reconfigure assets and organizational structure. At this stage reconfiguration could 

be necessary as companies has to stay on the right path and if needed try to evade from 

an unfavorable path. The last set is orchestration skills and competitive advantage, 

which refers to the extent a company develops and the nature and amount of intangible 

assets it will create. Teece et al. (1997) discuss three organizational and managerial 

processes that are the core of dynamic capabilities; coordination/integration, learning 

and reconfiguration. By orchestration the author means that the combination of the three 

above processes with the earlier mentioned sense, seize and manage threat could emerge 

into a process that companies could benefit from. As management of a company there is 

a need to explore and find the most appropriate strategic function such as value-

enhancing combinations due to the fact that most of a company's most valuable assets 

are knowledge related which leads to a coordination and integration that only can be 

done within the company (Teece, 2007). 

 

Wang and Ahmed (2007) take this further by discussing three main factors of dynamic 

capabilities; adaptive capability, absorptive capability and innovative capability. The 

adaptive capability is defined as “a firms ability to identify and capitalize on emerging 

market opportunities” (Wang & Ahmed, 2007:37). This capability has its base from 

adaptation and is seen as a strategic level which leads to an underlying flexibility of the 

company´s resources and the flexibility in utilizing these resources. In order for a 

company to develop and survive there is a need to adapt to the environmental changes 

and coordinate the external demand with the internal resources (Wang & Ahmed, 2007), 

which indicate that companies with a high level of adaptive capability have dynamic 

capabilities (Teece et al., 1997). The absorptive capability is defined by Cohen and 

Levinthal (1990:128) as “the ability of a firm to recognize the value of a new, external 

information, assimilate it, and apply it to commercial ends...” Wang and Ahmed (2007) 

argue that companies that have high levels of absorptive capabilities have easier to 

integrate external information and better ability of learning from partners. This then 

leads to an ability to transform the information and the learnings from partners into 

knowledge that the company can take advantage of. The last factor is innovative 
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capability which (Wang & Ahmed, 2007:38) refers to as “a firm´s ability to develop 

new products and/or markets, through aligning strategic innovative orientation with 

innovative behaviours and processes”. These innovations can have different 

combinations such as, developing a new product for a new market, identifying new 

sources of supply and also finding new organizational forms, which all lead to some 

kind of organizational change that the company has to process. 

 

3.8  Theoretical summary 
 
The theoretical part begins with Intrapreneurship where we see that the process of 

intrapreneurship is to get the individual employees in the organization to start acting 

like intrapreneurs, which basically means that the employees themselves could start the 

process of generating new innovations, such as ideas and opportunities that both exist 

inside and outside of the organization. This is done to benefit the growth and 

sustainability of the firm. Castrogiovanni et al. (2011) mention that personal 

relationships and open communication within the organization help to understand 

entrepreneurial behaviors within SMEs which also leads to promotion of 

intrapreneurship. The trick however to a successful innovation process is to create an 

innovative culture within the organization (Ezine, 2008), which is the same type of 

culture Desouza (2011) was emphasizing in the intrapreneurship process. Where the key 

factor to success in the long run is to have an innovative culture and innovative 

employees to develop and sustain this culture within the organization. To be able to 

achieve this, the organization must implement activities that promote this, such as cross 

border team building, encourage the employees to take risk and in other words act like 

an intrapreneur.  

 

We then proceed to organizational change so the reader gets an insight in how 

organizations have to adapt their processes in order to be competitive and also how 

unforeseen events can trigger change. As these changes occur it is of relevance to reflect 

in how to take advantages of the resources that a company possesses. This is done by 

looking at dynamic capabilities, which we see as part of the organizational change in the 

model below, as companies have to renew their competences according to the changing 

business environment. Teece et al. (1997) argue that a company has to have a rapid and 
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flexible product innovation in order to be successful on the global market and this is 

done through taking advantage of the competences within. The theoretical summary is 

illustrated through the model below which is further explained in the next section. It is 

created in order to propose a greater awareness and understanding how all these 

processes are connected. 

 
 

 
 

 
Model 1.1 Theoretical Framework (own model) 

 

The model describes that organizational change emerges due to innovation, which in 

turn is the effect of active intrapreneurship. The theory explains that the innovative 

environment which is created in SMEs leads to the promotion of intrapreneurship. 

Organizational change can therefore be a consequence of this promotion if commenced 

properly. This in turn generates further innovation and creates a circular flow of sorts 

within the SMEs as shown in the model.  
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4  Empirical data 
 
In the following chapter the empirical data which have been collected through interview 

will be presented. The presentation will be divided into three parts namely background, 

organizational change and promotion of intrapreneurship. 

 
 

4.1  Geromar AB - Sara Woodcraft  
 

Geromar AB - Sara Woodcraft is a Swedish family-owned furniture and interior design 

company established in 1992 with headquarters in Höör, Sweden and their own 

manufacturing (Sarah Woodcraft) facility in the Philippines. The manufacturing facility 

in the Philippines was established two years ago through an acquisition of an already 

existing factory with compulsory personnel where they provide hand-made products to 

the customers’ demands. The persons that we interviewed at Geromar AB - Sara 

Woodcraft was Alexander Hey and Alma Postadon. Hey is the Vice President of Sarah 

Woodcraft in the Philippines and takes care of the economy, administrative work and 

comes with solutions to problems that occur within the organization. Postadon is the 

President of Sara Woodcraft and have overall responsibility for the business. The 

hierarchy in the organization is divided into four levels and the first level is the board of 

directors which contains of Alma Postadon President, Human Resource Director, Chief 

Financial Officer, Marketing Director and our informant Alexander Hey, Vice 

President. The second level is the operative board of directors which has the basic 

decision power as they stand for the vision and guidelines for the organization (Hey, 

2014). The third level is the department directors which actively work with the 

operating core (fourth level) in order to keep and develop hand-made furniture with 

high quality. The choice of establishing the manufacturing facility in the Philippines 

was due to that the local knowledge within woodwork and furniture and the in-house 

knowledge in the Philippines furniture industry from the President of Sara Woodcraft, 

Alma Postadon (Hey, 2014). 
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4.1.1  Promotion of intrapreneurship 
 

According to Hey an intrapreneur is someone who comes with a lot of ideas and aim 

forwards in order to keep the organizations vision and mission. When it comes to 

intrapreneurial thinking such as creativity and innovation Hey and Postadon sees this as 

a very important part of the industry, especially because this industry is very affected by 

design and trends. They also believe this to be important because a lot of Sara 

Woodcrafts customers come to them without a clear image of the final product, so it is 

their job to help the customers to reach their goals when it comes to the appearance and 

design of the product. Hey also mentions that being creative is more than the creation of 

new designs for the furniture, there are hundreds of small problems that occur every day 

that needs the attention of creative solutions. One good reason for this is that everything 

they produce is special and unique; where Hey explains that a simple example of this is 

when the problem of getting a seven-meter dining table through a very small door 

arises. 

 

When it comes to the employees Hey mentions that they do promote creativity, since 

this is part of the job, however it differs in what type of creativity the different 

employees should focus on. When it comes to the manufacturing employees, their 

creative thinking is more focused on how to get the job done as fast as possible. This 

could be for instance when they are making a set of four chairs, instead of making one 

chair individually they instead make four identical parts for each chair at the same time, 

to then later assemble all four chairs together simultaneously. This increases the 

productivity since they are more focused on one part of the chairs and have the right 

tools at hand instead of walking back and forth to get new material and tools. When it 

comes to increasing efficiency by for example buying new tools or machines on the 

other hand this is something Hey says needs to be approved by upper management 

especially if they are expensive.  

 

When it comes to the creativity of the product itself, such as making it look better or 

increasing the stability and agility of the product Sara Woodcraft have a special product 

and development team who do this full time by building prototypes. Usually this team 

does not need permission to change the product when it comes to things such as the 
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products stability, however when it comes to more major design changes, it need to be 

approved by the customer who has ordered the product according to Hey. 

An example of intrapreneurship and the promotion of it was given by Hey during the 

interview. He explained that since many companies are within the same industry in the 

Philippines there was a need to differentiate the company. They worked through a 

project group to make full use of the knowledge obtained by the workers. This project 

lead to the creation of a liquid which made it possible for them to work with a certain 

kind of veneer which otherwise would crack under pressure. This method is yet to be 

discovered by competitors which according to Hey might have to do with the fact that 

the larger companies seldom make use of internal knowledge. Postadon also gives 

examples of innovation within the organization such as when they expanded their 

dehumidifier room to accommodate their solid wood materials, the finished and 

unfinished items to maintain or to get the right moisture of the wood.  

 

Hey further acknowledged the fact that they actively worked with a reward strategy to 

promote innovation. It was based on the effort done by workers which had a direct 

impact on their salary. He explained this by telling us that the employees had a standard 

salary and special salary. The standard salary is approximately 327 pesos per day, which 

is given to the average employee who for example only does his job and nothing 

further. However if an employee is performing more than the standard requirement i.e. 

providing ideas that can be of use for the company, they provide this employee with a 

higher wage of approximately 350 pesos a day. Postadon further clarify this by 

explaining that they promote intrapreneurship by motivating their employees with 

incentives if they manage to deliver the product on time. The basis of this is that the 

employee is as mentioned before more efficient and creative when e.g. finding ways to 

use his time better when working, being on time at work and giving that little bit extra 

for the organization through entrepreneurial ideas. When it comes to giving the 

employees special resources, such as time to think about new ways to increase 

productivity Sara Woodcraft have not taken this under consideration. This is mainly 

because they have a tight schedule and the employees need to focus on the job at hand, 

it is instead the product development groups whose task and responsibility is to make 

the production of the products more efficient. 
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According to Hey intrapreneurship is also visible when they have team-building, three 

to four times a year. The employees have the possibility to tell the directors that they 

could do a better or faster job if they have the right machine or perhaps a different kind 

of glue to assemble the products with. He continues to say that in order to make the 

employees more involved in the organization they let every department of the company 

know about the economical part of the company. It can be seen as a security for the 

employee to know that they will keep their jobs and that the company is doing well. 

 

4.1.2 Organizational change 
 

Sara Woodcraft has gone through some organizational change since establishing in the 

Philippines according to Hey. He mentions the promotion of working through projects 

as well as the constant use of risk analysis and consequential thinking. This was 

important in order to fully develop the effectiveness of the company. According to Hey 

it is also important to follow a strict plan in order to maintain a controlled environment 

since changing too much could lead to confusion and ineffectiveness. Postadon 

mentioned that there have been some changes in the organization in order to get a 

higher quality of their products. This was according to her implemented by the two 

Swedish employees Alexander Hey (Vice President) and the Marketing Director, such 

as reducing status differences, utilizing self-managed teams, training employees and 

sharing information. This was acknowledged as they understand the value of their 

employees which in turn leads to more profitable workers (Postadon). During the semi-

structured interview the size of the company was brought up and discussed which lead 

us to the explanation by Hey (2014-05-15) that Sara Woodcraft “continuously focused 

on being a small company in order to remain flexible towards customers”. This was a 

goal established by the board which was continuously worked towards. There were 

further changes made which was done in order to promote the productiveness of the 

workers such as explained by the informant it is common that the general public in the 

Philippines works from Monday to and including Saturday. This was changed by the 

board in order to further promote the productiveness and wellbeing of the workers. 

Whenever something out of the ordinary might happen such as a lower demand of 

products, they do not rehire their project-based personal, contrary to this if the demand 

of their products increases rapidly and they are at overcapacity they outsource their 
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projects to other organizations and subcontractors in order to help them fulfill the 

increased demand. When they do this they usually have their own personal visit the 

subcontracted partner in form of quality control, so that they get the same quality of 

goods as they would have if they did it themselves. 

 

4.2  Norden Machinery AB 
 

Norden Machinery AB is the world leading supplier of high-performance tube-filling 

systems. Their vision is to have the best tube-filling machines and to be the technical 

system leader in the world. They have facilities or agents in Asia, South America, North 

America, Africa and Europe. The manufacturing process is located in Kalmar, Sweden 

with over 70 years of experience. Norden Machinery have direct sales in Sweden, 

Denmark and Norway, subsidiaries in USA, China, France, United Kingdom, Germany 

and India. To fully make their customers satisfied they provide pre-sales advice, 

through production and supply of system, to after-sales customer care. We held an 

interview with Jörgen Johansson who is the Area Sales Manager of South Asia, 

Australia, Arab Peninsula and Africa. Norden Machinery has a management group 

which contains of the President, Sales Director, Technical Director, Purchase Director, 

Human Resource Management Director and the Chief Financial Officer. Johansson 

describe the organization as flat where communication is allowed to flow freely. Norden 

Machinery is part of Coesia Group which is a larger organization that they have to adapt 

to. This adaptation is often in form of collaboration where Coesia´s employees are 

responsible for many companies including Norden Machinery. According to Johansson 

(2014) the organization is basically divided into two groups, after-sales which have the 

responsibility for sales of spare-parts, upgrades, service and installation. The other 

group is sales of new tube-filling machines and these two areas are prioritized at equal 

level within the organization. These are also the groups which are active in developing 

countries whilst production remains in Sweden. 
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4.2.1 Promotion of intrapreneurship 
 

Johansson spoke of promotion of innovation and intrapreneurship with high standards. 

Meaning that there was a common understanding of the demanded for quality. He 

further mentioned that generally Norden Machinery was conceived as a being a rigid 

organization due to the high demands they had. Within the organization there were no 

monetary rewards however Johansson argued that the common appreciation at the 

workplace was enough to motivate the employees. He spoke more of the importance of 

innovation during the transition from agent to sales office. The largest adaptation is to 

hire employees that are from the region which the most of Norden Machinery 

subsidiaries do. He continues to say that the more the interaction with agents, customers 

or Coesia representative within developing countries it drives the level of innovation. 

An example of this is that when manufacturing products that are very complex for 

developing countries you have to be innovative and come up with solutions to make 

these systems manageable despite the lack of knowledge. The need for the organization 

to be innovative was stressed by Johansson, it is an important part of their organization 

since there long term goal is to constantly be on in the frontline of development. 

  

According to Johansson Norden Machinery are conservative in their way of thinking 

when it comes to intrapreneurship, despite that the organization consist of research and 

development groups, engineers and manufacturing. The important trait is to find the 

right person within the organization that has the knowledge and experience to carry out 

the specific task. Johansson continues to discuss that conservatism could be positive for 

a company due to that it will screen away the most extreme creativity which does not 

lead to anything in the long-run and only the ideas that are worth working on will be left 

which makes it more serious. Financial rewards in order to create a creative 

organization does not exist within Norden Machinery however Johansson argued that 

acknowledgement had the same effect in their organization. He further believes that the 

size of the organization is beneficial; it is neither too large nor small for the 

communication to flow freely and for innovation to flow with it.  If and when ideas are 

presented the organization work in project groups to assess and implement the ideas. 

The groups are flexible in the sense that it is not always the same person who is the 

project leader. The groups are conducted depending on the task and the knowledge 
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required. A salesman could be project leader of a technical innovation so there are no 

rules regarding a specific area of the organization. Johansson says that risk-taking in a 

sense is positive as it can lead to great innovation however risk need to be limited as it 

can also lead to failure. If an idea where to be denied or lead to negative consequences 

the organization are forgiving according to Johansson. At Norden Machinery there are 

routine meetings with the employees in the factory. But more informal meeting at sales 

level due to that managers spends a lot of time out of the office. Johansson (2014-05-

19) stated “intrapreneurship is not encouraged in the organization” but there is an 

acknowledgement for employees that they are of value for the project group and 

organization. Norden Machinery is a technology company and has the goals to be the 

best within our industry which require us to be innovative with new ideas, products and 

the approach to markets. When it comes to this approach  he further argue that changes 

have been done, a couple of years ago Norden Machinery was considered an 

engineering company with black and white prospectus with a lot of number explaining 

the meaning of the system. Nowadays products are seen as a new marketing concept 

with overall solution to the customers. This approach was promoted by management 

after a new approach was suggested by the Sales teams. Johansson claims that this has 

been positive for the organization and that there have not been any drawbacks to the 

new approach yet. Johansson argues that they have people within the organization with 

characteristics where quality is promoted. This is a consequence of the demands for 

quality control function in the organization. He then says that it is of importance to feel 

like you are a part of the organization to be able to perform at your best.  

 

4.2.2 Organizational change 
 

In 2008 Norden Machinery became a part of Coesia Group and Johansson mention that 

this have had an effect on the flexibility of the organization. The freedom of movement 

they had as a smaller organization has decreased as they have to adapt to other areas of 

interest in Coesia group. Johansson says that the location of a subsidiary is often placed 

where you have a larger market and profitability. In order to stand out in the industry 

the organization have focused a lot of their time creating high quality products which 

consequently also leads to a higher price. 
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The establishment of subsidiaries in developing countries has been part of the 

organizations strategy since the 1950s and today they have built up extensive market 

knowledge in those countries. Today Norden Machinery is focusing on countries 

located in Africa. This is because Norden Machinery has to be present in those countries 

before they emerge into larger economies with demand for technical manufacturing 

systems. Johansson further explains that one way of doing this is to take make us of an 

agent that has the knowledge needed about the industry and the market potential in the 

country. This in turn will give them the benefit of getting the right connections to 

people and businesses operating in the industry which will lead to an easier access to 

customers when they decide to enter with their own subsidiary. He further discusses 

China and India where they are established right now and where Norden Machinery has 

a very unique product that there is a demand for. Johansson continues to say that 

companies could of course invest in machines that are ten times cheaper than Norden 

Machinery´s products but they do not have the same elements of repeatability, quality, 

machine down-time and support which are more valued these days. A third aspect of 

this is that there are a lot of companies in developing countries that innovate and 

produce pharmaceutical products and want to export these products back to Europe 

which forces them to use machines that fulfil a certain level of sterilize, technical level, 

flexibility and quality that only can be provided by companies like Norden Machinery 

(Johansson).  

 

He mentioned that Norden Machinery have had some challenges in the establishment of 

their new own affiliates in developing countries. The issue is mainly to attract the right 

employees and to be able to establish the right relationships with customers. The 

relationships are according to Johansson especially important in developing countries. 

Johansson further discusses that customers from different parts of the world have 

different requests and level of knowledge which have caused the organization to change 

their approach to sales.  In developing countries the lack of knowledge means that the 

organization must adapt their products and systems, service and support is important to 

adapt.  
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4.3  Bigso AB 
 

Bigso Box of Sweden is a company founded in 1963 which produces and sells office 

supplies to retailers and wholesalers. Their main products are storage solutions for the 

homes and offices. Their headquarters are located in Nybro, Sweden and they have 

production facilities in Mexico and Lithuania. The empirical material is gathered with a 

focus on the facility in Mexico which has approximately 100 of the 600 employees. The 

employees consist of management, plant management and factory workers all of which 

are of Mexican origin. The informant that we interviewed was Henric Adolfsson, he is 

the purchasing manager and part-owner of Bigso AB. 

Adolfsson discussed that their main reason to moving into Mexico is demand due to the 

fact that USA is their largest market. Further of course the financial benefits were one 

reason but not the main reason. When mentioning the negative sides of having the 

facility in a developing country he mentioned that the infrastructure and sometimes the 

bureaucracy gave challenges for the organization. 

 

4.3.1 Promotion of intrapreneurship 
 

 To motivate your employees Adolfsson believes that the company must show the 

employees that they are valued. Adolfsson says that they take care of their employees 

like a family, where they serve them food two times a day, pick them up and drive them 

to and from work every day and they also employ an in-house doctor. Bigso AB is 

trying to make the organization into an attractive workplace for their employees, a 

workplace where they take good care of them. Adolfsson emphasis that the food is a big 

contributor to this. This is because before the change the employees did not like the 

food that was served which is a contributing factor for workers to leave the company, 

but however now there has been significant changes to this and the food is much more 

suitable for them. This is something they have learnt through time.  

  

When establishing changes Adolfsson believes that there is a need for an innovative and 

creative way of thinking, where the organization has to do everything in its power to do 

this in an effective way as possible. Adolfsson continues by saying that they have done 
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this by creating a sort of “culture” within the organization where they try to give the 

employees more freedom, but at the same time this also means that they have more 

responsibility that comes with this freedom. This “culture” within the organization is 

also according to Adolfsson to promote product and organizational development, this is 

an important aspect of their business since they are in a design and trend oriented 

industry. When it comes to Bigso ABs production/design strategies, there ideas come 

from special groups within the organization and of course also from their customers, 

since there needs to be a combination of them both in order for both parties to get what 

they want. Adolfsson means that they have organized project groups and product 

development groups that work both internally and externally with customers since it is 

very important to have their insight as well as to be able to achieve the best possible 

product. 

  

Talking about the freedom of the Mexican production employees Adolfsson says that 

they when it comes to new products, they continuously work with improvements and 

also when it comes to the production of the products they have ways for the employees 

to leave suggestions. This is done through suggestions boxes where the employees can 

leave suggestions in how they believe they should increase the production. Apart from 

these suggestion boxes we asked Adolfsson if they have planned meetings where the 

employees within the organization can give suggestions to product development or to 

increase production, where he replied that they do have these meeting in different levels 

in the hierarchy chain, depending on what type of suggestion that is given. When it 

comes to the products they produce this is something they work continuously with, 

trying to get them better, even though most of the ideas come from their facility in 

Nybro. However when it comes to compensating these employees who do leave good 

suggestions Adolfsson says that of course they will compensate them for these, where 

he means that if an employee comes with a suggestion that helps the organization they 

will compensate the employee accordingly. Depending on how successful this new idea 

proves to be the employee will get a bonus that matches. He emphasized that this 

happens a lot and that there are always employees giving suggestions in how to increase 

productivity. This is because according to Adolfsson there are routines for this process, 

when suggestions are received they are given to a special group who then analyze this 

suggestion and then they in turn decide on a proper compensation depending on the 
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impact the suggestion has for the organization as mentioned earlier. Adolfsson further 

says that resources are continuously allocated to promote innovation within the 

organization. Another source for motivation according to Adolfsson is the career 

options for the employees within the organization, where he mentions that the company 

focuses a lot on in-house recruitment of employees. 

 

The process of creative thinking within the organization is according to Adolfsson a 

type of culture that has always existed within the organization, but it has however 

grown a lot in recent years in special types of activities. For instance when it comes to 

the machines and how to make the products it has changed for the better. But Adolfsson 

emphasis that it is not always easy, and states that there is always room for 

improvement. We further ask Adolfsson if he sees any negative side of having creative 

and innovative employees within an organization where Adolfsson replies by telling us 

that he does not see any downsides to this, since he states that “... you have to 

constantly make sure that creativity thrives and is encouraged within the organization, 

since without this you will have problems” (Adolfsson, 2014-05-21). Adolfsson further 

describes that the communication within the company can flow freely since they have a 

flat organization which makes this easier, especially for the employees because they 

always know who they should turn to if they have an opinion about something. 

  

Adolfsson believes that intrapreneurship is a very good process to have within an 

organization, because within organizations there is always a type of entrepreneurial way 

of thinking. He continues to emphasize that this is something all organizations should 

strive to achieve and implement, since having an employee with an intrapreneurial 

mindset can lead to organizational advantages, where all they have to do is to look 

deeper inside of their organization to find this advantage. However Adolfsson describes 

this is not something every organization has and this can in turn lead to problems for 

those organizations who do not try to implement this creative way of working. 

Furthermore Adolfsson describe that to improve this even more within his organization 

they could try to implement more of the intrapreneurial thinking to the factories, 

however he believes that this could also lead to negative aspects as well since he states 

that organizations must have some type of control over the process for it to be effective. 
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4.3.2 Organizational Change 

Since the entry into Mexico, Adolfsson explains that they realized that there was a need 

for local knowledge in a bigger sense than they expected. This eventually lead to the 

hiring of solely personal with a local  background and today the entire management and 

workforce consists of employees with Mexican origin. This is one example of the 

changes which have been necessary to increase effectiveness within the organization. 

Adolfsson explains and express that whenever they have realized that changes are 

needed the changes are strategically planned with management and implemented with 

the help of the workforce. The organizational changes which the organization has gone 

through in Mexico have been easier to perform compared to similar changes at other 

locations. Adolfsson claims that this is due to the fact that employees tend to have a 

stronger relationship to the organization. He further explains that the employees in 

developing countries are more focused on how they can help the organization rather 

than what the organization can do for them. Adolfsson argues however that there is an 

ongoing process of learning which changes that are beneficial for the employees as well 

as for the organization. 

 One of the main changes they have gone through is to change the organization into a 

structure where communication between management and workforce is benefitted. 

Today the organization has established ways of promoting innovation within the 

organization, this has also been increased since the organization realized that there were 

benefits in developing these processes. Adolfsson added that production facilities have 

over the years been further and further pushed towards being managed as individual 

organizations. The organizational activities and changes was according to Adolfsson 

often promoted through strategic goals over time like the process which the 

organization went through trying to become more attractive to its employees, they used 

ideas from the workforce which were promoted and worked with through project groups 

who eventually managed to establish ways of decreasing the staff turnover which was a 

problem before. Adolfsson strongly agreed to the statement that the promotion of 

innovation had great impact on such changes. He concluded his agreement with the 

words “In change, every stone needs to be turned” and that “It is important to have 

people within the organization who are willing to do good things and at the same time 

find it fun and challenging” Adolfsson (2014-05-21) 
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5  Analysis 
 

In this chapter the data which have been gained through empirical findings is presented 

and connected to the theoretical framework. The similarities which have been found are 

presented as well as the differences which have been detected during the study. 

 
  
5.1   Intrapreneurship and Innovation 
 
Innovation according to Tidd and Bessant (2009) and Pinchot (1985) is a crucial aspect 

of an organizations ability to withstand competitiveness, and can be seen as a core 

renewal process for the organization. Innovation has been used to discuss 

intrapreneurship with the informants because innovation is both a requirement and a 

consequence of and for intrapreneurship Pinchot (1985). In terms of  intrapreneurial and 

innovative thinking within the organizations, all informants expressed their opinions 

similar, that this was a necessity for them to be able to survive and continue to grow 

within their specific industry. This is especially important within the design industry 

such as where Bigso AB and Sara Woodcraft operate, since these industries are very 

trend oriented and there is always a need to be creative. 

To get a deeper understanding of how these possible intrapreneurial individuals within 

the organizations see their working environments we have used Pinchot´s (1985) 

Intrapreneurship Grid model. This model shows that the intrapreneurs are people within 

the organization who are doers, thinkers and planners, they take action by getting their 

hands dirty and follow their visions in order to achieve their dreams, were they need 

hands on involvement within the organization to be able to achieve this status. But the 

real importance here is that the worker within the organization who in turn have not yet 

developed this skill of being an intrapreneur are told that their visions do not count and 

are not valued by the organization. So if the organizations in turn do not value the 

workers visions, all they will receive is employees doing their regular job and not an 

intrapreneur who takes actions and follow his visions. In other words the workers need 
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to be encouraged and promoted by the organization to achieve this status of becoming 

an intrapreneurial individual.  

The empirical findings show that even though the organizations do not have people who 

they would define as intrapreneurs the actions of employees and the consequences of 

their actions clearly show that they would fall within the definition used in this thesis.  

 

As described by Adolfsson there is an active promotion of innovation since this leads to 

growth. This correlates to how Seshardi and Tripathy (2006) describe intrapreneurship 

as the main growth engine for innovation where these individuals in turn possess 

enthusiasm and visions for the organization. Further confirmed by the other informants 

is the fact that innovation is one of the key stepping stones of their organizations. Being 

valued by the organization is according to us a key point in the step from an employee, 

to an employee with intrapreneurial behaviour.  

 

5.2   Promotion of intrapreneurship 
 
As mentioned Seshadri and Tipha (2006) describe the intrapreneurial innovation as the 

main reason for growth within the company. All of the informants further 

acknowledged the fact that innovation has been a major component in their success and 

is actively promoted. As we focus on the promotion of intrapreneurship, we choose to 

follow the theory provided by Castrogiovanni et al. (2011) which was empirically 

investigated during the interview. The authors conclude five propositions which they 

argue to promote intrapreneurship within SMEs. These propositions are suggested to be 

important for promoting intrapreneurship as well for an environment within the 

organization that stimulates intrapreneurship. Looking at proposition one, two, three and 

four we found that there was connections between what Castrogiovanni et al. (2011) 

argued to be beneficial and what the empirical data showed. 

 

In proposition one, it is argued that open channels of communication offer a greater 

chance for development of intrapreneurship. Within the definition of open 

communication Castrogiovanni et al. (2011) included personal interaction within the 

workforce regarding problems, project etc. as there are more common in SMEs with a 

high intrapreneurship. This correlates to how the informants defined their ways of 
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communicating within the company. For example Adolfsson mentioned the use of 

suggestion boxes and actively putting effort into maintaining the flat structure of the 

organization. Although Hey and Johansson had other approaches towards an open 

communication it was still satisfactory to the definition given by Castrogiovanni et al. 

(2011). Both Hey and Johansson argued that an important factor to maintain the level of 

communication was to keep the organization at a limited size to hinder the 

communication to become too complex. We argue that this is of much importance, 

perhaps not the actual size but the active work towards maintaining communication 

close and the organization flat. In proposition two it is mentioned that intrapreneurship 

is a consequence of people taking risks therefore it is essential that there is a bond of 

trust between the employees and top management. We argue that SMEs need to 

motivate people inside the organization to have the courage to take risk without fear 

which is an important factor when it comes to intrapreneurship since trust is crucial for 

the employee’s sense of freedom.  

 

The interview with Bigso AB further proved the importance of this proposition as 

Adolfsson describe the development of trust amongst the employees which they have 

worked hard to establish since their entry to Mexico. This has led to a decrease in staff 

turnover as well as an increase of innovative suggestions from the employees. When it 

comes to Sara Woodcraft, Hey mentioned that within their organization trust is also a 

crucial aspect of everyday life, since within their industry a lot of their work involves 

building and assembling the products on site, the employees need to show that they can 

handle responsibility. When asking Johansson from Norden Machinery about trust and 

freedom we understood that there were no outspoken promotions of freedom however 

he did mentioned that it exist a relationship of trust between management and 

workforce, but it does not enhance the chance of developing intrapreneurship since the 

trust was more focused on expectations then freedom. He also argued that it took a 

relatively long time for a new employee to learn the new procedures required to handle 

their work tasks which we relate to trust, since if you do not fully have the competence 

to handle your job assignments it will be hard to gain your supervisors trust. Since trust 

was discussed during the interviews in the terms of freedom and trust as a combination 

we understood that these are closely related and both parts of the promotion of 

intrapreneurship. 
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Proposition three describes how individuals are more motivated to think intrapreneurial 

thoughts by recognizing the organizations incentives to reward them for taking these 

steps. This is shown strongly by both Bigso AB and Sara Woodcraft as they both 

compensate their employees financially when they see that an employee exceeds his job 

description by acting intrapreneurial. Norden Machinery on the other hand rely more on 

personal acknowledgments to the individual employees, since they see this to be more 

of a motivating factor for their employees than economical compensation. We state that 

the financial rewards are to be preferred within SMEs, this is based on that the 

organization who provides financial rewards mentioned that they are actively sought by 

employees which created a hunger for innovation. We also argue that it is important to 

standardize theses financial compensation and make sure that the regulations are clear.  

 

The last fourth proposition regards the training and formation of the individual 

employees within the organization, where it proposes that the more training the 

employees receive by the organization the more effective they will be at becoming 

intrapreneurial. When looking at Sara Woodcraft we see that they do have extensive 

training, at least three to four times a year where they have team-building exercises. 

These exercises are for promoting the use of communication between the different parts 

within the organization, so that the employees are able to build trust between the 

different departments which in turn will allow them to more extensively communicate 

with top management. Another factor with Sara Woodcraft which we argue to be part of 

preposition four is that they tend to share the organizations financial statements with the 

different departments within the organization, to give them perspective of how the 

company is doing. This in turn should lead to increased stability and involvement by the 

employees since they have a better understanding of how the outlook for the company 

looks like. Johansson mentioned training as being one of the most important building 

blocks in their organization. Norden Machinery focuses on recruiting employees with 

extensive experience and further he explained that the organization implement long 

training processes as well as continuous training. We argue that importance of training 

could be further emphasized and that it should be used as a tool to develop 

intrapreneurship within SMEs. As we can see most propositions made by 

Castrogiovanni et al. (2011) are fulfilled by the different organizations, which imply 
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that these organizations do see the importance of having a workforce with an 

intrapreneurial talent so that they can harness this talent and create an innovative 

organization. As mentioned earlier intrapreneurship flourishes in an innovative 

environment (Pinchot, 1985). 

  

The intrapreneurial process in these organizations is analyzed by applying Desouza's 

(2011) intrapreneurial process model. The model shows how organizations can harness 

the intrapreneurial talents their employees possess and how they can extract these 

innovations and bring them to the table. The most vital stages however in this process 

according to us is the generation of the ideas at the individual employee level, the 

screening of the ideas by management and the fact that this should be considered as a 

circular process that repeats itself continuously within the organization. We believe 

these steps to be most vital since these are the most crucial steps when trying to harness 

the individual's ability to become intrapreneurial and at the same time how the 

organization can learn how to become more intrapreneurial efficient in the screening 

processes and thereby advocating repetition of the process.  

 

This process is described by Adolfsson where he points out that Bigso AB encourages 

their employees to be innovative and creative, thereby giving them the ability to leave 

suggestions for organizational improvement in a suggestion box at the factory which is 

than later taken to upper management for screening (whereby if they are good 

suggestion the employee will be compensated accordingly) and the idea will further be 

worked with through projects. As reported by Hey, Sara Woodcraft also have the same 

principle since they also encourage their workers to be innovative and creative. This is 

especially important since they work a lot with design and unique products. This means 

that the product development team has to constantly help the customers to find the right 

design that they want and are happy with and at the same time solve the different 

problems that go with it. When it comes to these type of issues the screening process is 

mostly done by the customers and sometimes in extreme cases by upper management so 

that the solutions correlates with everybody’s intentions and expectations. When it 

comes to the factory workers on the other hand their innovative thinking is more 

focused on the job at hand and improving the productivity of the products they produce. 

Here however it is more up to each individual to apply these innovative solutions (since 
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the more progress they do themselves, the higher pay check they receive), unless the 

solution is an expensive one such as buying a new machine, then it would have to go 

through upper management to get approval. Johansson describes that Norden Machinery 

is an organization that focuses on innovation. We state however that Norden Machinery 

has less focus on innovation then the other organizations analyzed. Norden Machinery´s 

focus lies in a more conservative way of thinking, where the emphasis is the hiring of 

the right people for the right tasks. This is because they see this way of thinking as more 

beneficial since this eliminates the extreme creative ideas turning up and whilst the 

more realistic ideas worth pursuing remain. However since Norden Machinery are a part 

of Coesia group they have to take this under consideration when following new larger 

opportunities, which implies that their screening process is made at a higher level, 

outside of the control of the upper management within Norden Machinery and the 

consequences of this makes it a difficult process to handle. This is a problem expressed 

by Johansson who mentioned that a consequence of becoming part of Coesia group has 

been a lack of freedom.  

 

5.3    Organizational innovation 
 

Desouza's (2011) intrapreneurial process can also be assimilated to Tidd and Bessants 

(2009) framework of how innovation is managed and used within an organization. Since 

in Desouza's (2011) circular model as mentioned above the two first steps are known as 

the generation and screening of the idea whereby Tidd and Bessant (2009) calls these as 

the searching and selecting of an innovation in their framework. The two concepts are 

alike since they both focus on finding ways for the organization to harness creativity 

and innovation. Desouza's model is however more focused on the intrapreneurial 

individual's ability to conduct this process with the organizational help, whilst Tidd and 

Bessant´s (2009) framework has more emphasis on the organizations ability to 

implement innovative thinking and how to create organizational value of this process 

that should continue to return in cycles such as Desouza's (2011) model does as well. To 

further understand the benefits of an organization with innovative behavior we have 

also focused at research done by Hamel (2006) and Kustoff (2008) where they 

emphasized that the aim of every organization should be put on creating an innovative 
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organization (a form of innovative culture within the organization) and thereby creating 

an organizational competitive advantage that allows for growth and prosperity.  

 

The three companies which have been used to gather the primary data for this thesis all 

claim that they try to keep their organizations and employees active in the innovative 

thinking process and making creativity part of everyday life. When it comes to these 

processes to act in circular motions we can see that this is a possibility since the way 

they have these values of innovation regarded so high there is always going to be a 

chance that this leads to a continuous loop for all the employees to try and create such 

innovation that in turn should be beneficial for the organizations. Sometimes however 

they do not always succeed with this circular motion all the way around, since 

innovations can fail, but the important factor as we can see is that they do try and follow 

such procedures within the organizations to establish this type of organizational 

behaviour. And when it comes to the risk of acting and being creative for example, Hey 

tells us that Sara Woodcraft work with well-developed procedures to minimize the risk 

that acting this way might bring by following strict plans and so also minimizing 

potential confusion and ineffectiveness that may arise as a consequence of this. Norden 

Machinery on the other hand have the view of the risk-taking perspective as being 

lucrative since it can generate new innovations, but at the same time they are also aware 

of the downside of this, which is acknowledged by Johansson where he describes that 

they do forgive failure and see it in fact as a learning procedure for the employee and 

the organization. Moreover Adolfsson at Bigso AB describes this risk as the same way 

as Johansson sees it where he states that it is important for the organization to thrive in 

creativity so there can be no real downsides with this. He further mentions that in fact 

the real problem would be if there was no creativity at all within the organization.  

  

5.4  Organizational change 
 
Van de Ven and Poole (1995) discuss the four schools of thought regarding 

organizational change. Amongst the four, the second school of thought is the 

teleological theory which is based on goal setting as the cause. Example of the 

teleological school could be mission’s statements, new visions as well as setting new 

goals. As Burke (2011:162) explained “Organizations change as goals and purposes 
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change. The process is ongoing and iterative; in other words, an organization is never 

static or in permanent equilibrium”. This is a trait which has been confirmed by all of 

the informants they indicated a common way to work through change is by defining 

strategic goals for the future and work from them with supporting activities. These goals 

were commonly stated by management within the firms however according to all of the 

informants the strategic decision often had its origin from the workforce. According to 

Van de Ven and Poole (1995) teleology development of an organizational entity aims 

for a goal, including a recurring formulation, implementation and evaluation of goals. 

We are able to see this very formula used within Norden Machinery, Bigso AB and Sara 

Woodcraft. This indicates a connection between the goal setting approach and the use in 

organizational change and the use of intrapreneurs. Van den Ven and Poole (1994) state 

that teleology offers a way of changing while making having resources enough to be 

creative because of the freedom of the individual or group to act at any point. 

  

Teece et al. (1997) distinguish several dimensions of firm-specific capabilities, such as 

the source of advantage and how combinations of an organizations competences and 

resources can be sustained and developed. They further say that organizations that are 

successful in the global market have the ability to work with rapid and flexible product 

innovation. As Hey and Postadon mentioned Sara Woodcraft work together with their 

customers as they sometimes let them come up with ideas on how they want their 

furniture to look like. This is also connected to what Hey said about the changing 

business environment in the Philippines. If the demand for their products would 

decrease they would not rehire their project-based personal and contrary if the demand 

increases they outsource their projects to other subcontractors. This outsource is 

controlled by their own personal visiting the subcontractor in order to get the same 

quality of the product as if they would produce it in their factory. This means that 

employees are guaranteed work and hence they can trust the organization. This has been 

beneficial for them and they have been very successful in innovating new product from 

customers’ needs and wants. Furthermore the innovation process of Sara Woodcraft´s 

liquid that prevent a certain kind of veneer from cracking under pressure. This 

innovation emerged from information that the workers had and a project group was 

established to test and produce the certain liquid. This correlates with what Teece et al. 
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(2007) argue that organizations have to seize opportunities when they arise and start the 

process to develop the product.  

We argue that the established procedures to deal with intrapreneur’s suggestions and 

innovations strongly help the promotion of intrapreneurship. When it comes to Norden 

Machinery, Johansson said that the biggest change for them is to renew their 

competences within the organization as they start up facilities in developing countries 

with employees from the region. This is to have the knowledge about the area in the 

organization and to have the best suited workforce at the right office. This is also seen 

as a challenge for Norden Machinery as it is of great importance to build up 

relationships with customers in the country in order to sell (Johansson). As Norden 

Machinery works as a group with Coesia Group, one clear connection to the theory is 

the orchestration skills and competitive advantage. They need to have a strategic 

function such as value-enhancing combinations as they have their knowledge and assets 

within the company. Adolfsson mention that one of the major changes that have been 

done in Bigso AB is to become flatter, which means that the communication between 

management and workforce have been easier. We state that this has a connection to 

what Teece et al. (1997) discuss to what role the strategic management has when 

integrating and configure internal and external skills within the company. 

 

If the organization is flatter, thus the communication flows better between management 

and workforce which leads to an organization that has the ability to follow the changing 

business environment and take advantage of the competences within. Another 

interesting theoretical similarity found from the empirical findings is that Bigso AB 

made changes in their organization when it comes to the origin of the workers at the 

production site in Mexico. According to Adolfsson they decided to change their entire 

management and workforce to solely workers with Mexican origin, which increased the 

effectiveness within the organization. This is related to what Weick and Quinn (1999) 

discuss as episodic change within the organization such as modifications in important 

personnel which often is a result of failure from the organizations side. We state that 

this is connected to what Hey said about the change of Alma Postadon from General 

Manager to President of Sara Woodcraft, due to an ongoing problem that caused the 

board of director to take actions. For Bigso AB Adolfsson further argue that these 

organizational changes in Mexico have been easier to perform compared to similar 
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changes at other locations. He state that this is due to that the employees tend to have a 

strong relationship to the organization. Which we connect to organizational changes that 

are made by intention in order to motivate and reach a certain goal (Weick & Quinn, 

1999). 

 

6  Conclusion 
 

 Here the result of the study is presented to answer the research question and purpose 
as well as to present the authors thoughts on the subject. This is followed by our 
managerial implications and suggestions for future research. 

 
 
As more and more SMEs internationalize to developing countries and the need for 

SMEs to harness the potential of their personnel is becoming a stepping stone to 

success. As put by Covin and Slevin´s (1989) entrepreneurial behaviour creates 

advantages for SMEs acting in hostile environments. Our study has hence been based 

on the following research question; How can Swedish SMEs foster intrapreneurship in 

order to create organizational change in developing countries? 

 
6.1  Answering the research question  
 
The analysis focuses on four propositions by Castrogiovanni et al. (2011) and our 

conclusion structured in line with these propositions. As the study focuses on 

developing countries and the promotion of intrapreneurship by SMEs in these countries, 

we state that the propositions need to be adapted to these circumstances. Our 

contribution makes the revised propositions not only applicable to the general SME but 

to those who are active in developing countries and how these can create organizational 

change. We further add a fifth proposition which we argue is necessary to fully answer 

the research question.  

 We state that SMEs in developing countries who aim to promote intrapreneurship in 

order to create organizational change needs to focus on the five propositions presented 

below;  
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1. Open channels of communication between owner to managers, employees to 

managers, owner to employees, offers new perspectives, combined with the efforts 

towards keeping communication simple will lead to the development of 

intrapreneurship in small and medium sized enterprises. 

For the communication within an organization to flow freely between management and 

employees we state that an organization with a flatter structure is favorable as all 

personnel will feel like they belong to a team, this is particularly important in 

developing countries where language and culture barriers can be an issue. Open 

communication leads to that the employees can share different perspectives to 

organization improvement and the possibility to conduct a dialogue in a transparent and 

efficient manner. We argue that this would lead to an organizational structure where 

marketers does not only talk to marketers, but talk and discuss with e.g. production 

workers. 

2. The greater perception that the employees are valued by the organization combined 

with trust and freedom will lead to intrapreneurial behaviour and the acceptance of 

change.  

We emphasize that it is important that employees are given freedom and trust by the 

organization so that they will feel a sense of appreciation. This will in turn lead to that 

they will perform more than their obligations imply since they will feel more involved 

in the organization and therefore strive for organizational growth and prosperity. The 

trust is also reflected back at the organization hence employees will follow the 

organization through organizational changes. We see that when it comes to the 

developing countries, trust and confidence with management is essential since there are 

cultural factors that need to be met.  

3. Standardization for financial compensation of intrapreneurial behaviour leads to 

greater chance to foster intrapreneurship. 

We also state that there is a need for compensation for intrapreneurial behaviour since 

this gives the perception of being valued by the organization. The fact that the 

intrapreneur is worth the organizations time and resources gives further motivation. It is 

also a way of confirming the appreciation of such behaviour within the organization. 

Another interesting factor is that since income differences in developing countries are 
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large we state that these monetary compensations can be a contributing factor for 

increased intrapreneurial thinking within the organizations that are located in 

developing countries.  

4. The greater formation and industry knowledge the employees possess the greater 

chance for intrapreneurial behaviour and the ability to see where and why change is 

necessary.  

As knowledge is an important part of development and change in organizations we state 

that shared and thought knowledge promotes intrapreneurship and organizational 

change. Information that is being shared and thought by the organization to the 

employees also leads to a greater insight of the potential impact of innovations and 

intrapreneurial behaviour.  

5. The greater standardization of evaluation procedures the greater chance of 

discovering intrapreneurial opportunities.  

We argue that there are connection between the two models created by Desouza (2011) 

and Tidd and Bessant (2009) where the emphasis of the models is the harnessing of the 

individual and organizational ability to sustain creativity and innovation. This in turn 

leads us to the conclusion that it is of vital importance to have established ways of 

dealing with the innovation generated through intrapreneurs. Where we see that this is 

preferably done through routine procedures such as; project groups or similar processes. 

We argue that this is important since it offers a way for the organization to quickly 

locate and use the ideas which can be used for change as well as to disregard those who 

are not of value, thereby keeping organizational control which we define necessary in 

order to have an effective organization.  

To summarize we state that to foster intrapreneurship that leads to change, there needs 

to be a synergy between the organizations ability to motivate intrapreneurial behaviour 

to the individual employees and the ability to harness their creativity and innovation to 

succeed in creating organizational change. The theory enlightens the need to strengthen 

the communication, trust, reward, training and formation factors in the organization for 

promoting intrapreneurship. The empirical study proves that although these factors are 

important the issue is more complex when applied on SMEs in developing countries this 

lead to the conduction of the five revised propositions revealed in this conclusion.  
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6.1.1  Limitations  
 
The size of one of the companies used in this study is of slightly larger size then the 

definition of SMEs used, however we focused on an independent production facility of 

the organization which is seen as a separate company in this thesis.  

 

We are aware that there are some limitations to our study concerning the lack of 

resources such as only three organizations where used in the gathering of the empirical 

data and that all three where in the manufacturing industry.  The same goes for the 

informants who all hold key positions in each of the organizations we have used for this 

thesis. This might have led to bias statements by the informants. Due to the distances 

and other factor we were not able to perform all interviews in person but instead we 

solved this through other means of communications, such as phone and Skype. This 

could have had an effect on the empirical data.  

 

6.1.2  Managerial implications  

 
Intrapreneurship and innovation have an effect on the success of generating change in 

SMEs in developing countries hence the following recommendations to companies are 

of importance. The organization should establish a plan of promoting intrapreneurship 

and innovation since they are both the fuel and the consequence of each other.  The 

plans should be based on the propositions recommended in this thesis which we argue 

will lead to a higher rate of intrapreneurship and change. Organizations may not use all 

of the propositions when promoting intrapreneurship. Although single propositions do 

offer a certain amount of promotion by themselves, we recommend organizations to 

make use of all five propositions suggested as this will lead to a quicker and more 

controlled promotion of intrapreneurship that creates change. Also valuable innovation 

will have a greater chance of being discovered.  

 

As most SMEs come from an entrepreneurial background we recommend the 

organizations to make use of the entrepreneurial environment which often exists within 

these organizations and further develop this towards intrapreneurship by following our 

propositions.  
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7  Suggestions for further research 
 
 
During the duration of this thesis we have gained interesting insights on suggestions 

which we argue are interesting for future research.  

  

In our conclusion we have revised five propositions that we believe work in SMES, 

further research could be conducted to see if these propositions could be changed 

further when it comes to LSEs 

We also acknowledge the fact that there is a need to further research intrapreneurship in 

SMEs  

 

As the propositions suggested in this study are an important part of promoting 

intrapreneurship it would be interesting to use them in a comparative study of LSEs and 

SMEs. We would also find it interesting to se further research on intrapreneurship as an 

internal resource it would be a refreshing approach to research this process from a 

perspective of competitive advantage. 

 

Further since these proposition aims to give the organization the tools to promote 

intrapreneurship it would be interesting to research these proposition from the 

intrapreneur’s perspective i.e the from the perspective of the individual. This could also 

lead into research on the reasons why intrapreneurs choose to stay within the 

organization. 

 

We would also appreciate a development of this study on how the change affects 

intrapreneurship could bring answers to the relation between change and 

intrapreneurship.  
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9 Appendix  
 
  
1. Allmänt 
● Kan du presentera dig själv? 
● Kan du ge en kortfattad beskrivning av er organisation? 
● Kan du beskriva konkurrensen inom er bransch? 

 
2. Developing country 
● Hur kommer det säg att ni har verksamhet i ett utvecklingsland? 
● Anser ni att ni genom att ha en mindre organisation har en fördel/nackdel 

gentemot större organisationer inom samma bransch? 
 
3. Organizational change 
 
● Har er organisation genomgått en förändring efter etablering på en marknad i 

utvecklingslandet? 
● Har ni blivit tvungna till organisatorisk förändring pga. förändringar i 

affärsmiljön i landet? 
 
4. Intraprenörskap 
Definition: intraprenörskap är en process som utförs av entreprenörer inom 
organisationen såsom individer eller grupper med entreprenörsanda. 
 
● Vad innebär kreativitet och nytänkande för dig? 

 
● Har ni utrymme för kreativitet inom företaget? 
● Vad anser ni om intraprenörskap inom företagande, är det nödvändigt? 
● Uppmuntras intraprenörskapstänkande hos er? 
● Har ni några resurser avsatta till intraprenörskapstänkade hos de anställda?  
● Hur ser du på innovation? (hur skulle du beskriva en innovation) 
● Främjas innovation i ert företag? 
● Kan du beskriva huruvida innovation och organisatorisk förändring har någon 

koppling inom er organisation? 
● Hur fungerar kommunikationen i företaget mellan de anställda och ledningen? 
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1. General 
● Can you give us a brief presentation of yourself? 
● Can you describe your organization? 
● Do you have any competitors within the same industry? 

 
2. Developing countries 
● Why did you choose to have a part of your organization in a developing 

country? 
● Do you as a smaller organization see yourself having any 

advantages/disadvantages to larger organizations within the same industry? 
 
3. Organizational change 
 
● Has your organization been through any changes due to the fact that you have 

expanded to a developing country? 
● Have you been forced to organizational changes due to changes within the 

business environment in the country? 
 
4. Intrapreneurship 
Definition: intrapreneurship is a process performed by entrepreneurs within the 
organization such as individuals or groups with an entrepreneurial spirit. 
 
● What does creativity and innovation mean to you? 
● Do you have room for creativity within the organization? 
● What do you think of intrapreneurship within an organization, is it a necessity? 
● Is intrapreneurial thinking encouraged in the organization? 
● Does the organization have any resources dedicated to intrapreneurial thinking 

of the employees? 
● How would you describe innovation? 
● Is innovation fostered within the organization? 
● Can describe any relation between innovation and organization change in the 

organization? 
● How is the communication between employees and management within the 

organization? 
 


