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Abstract 
The existing literature dealing with corporate growth in relation to lower level management 
is limited; instead the main focus in the past has been put on the top management perspec-
tive. Therefore, the aim of this thesis is to investigate and describe middle management in 
four growth companies. Middle management can be defined in many different ways, and 
the definition that has been applied in this thesis is; middle managers are working below the CEO 
and have a managing and/or leading position including responsibility for lower level managers and/or em-
ployees. 

From the theoretical section we have created a model that connects the theories about cor-
porate growth and middle management. Corporate growth includes growth strategies and 
growth influencers, whereas middle management discuss the managerial roles, leadership in 
connection to growth and modern leadership in connection to organizational structure, as 
well as communication, motivation, and organizational change.      

Regarding the method used to fulfil the purpose of our thesis, we decided to conduct a 
qualitative study with face-to-face semi-structured interviews with ten middle managers at 
four companies. Our scientific approach is thus interpretive and our research approach is 
abductive. The selected companies have experienced an increase in the number of employees and 
turnover per year during five to ten years. 

Finally, our findings resulted in a thorough description of the perceived growth strategies 
used at the respective companies resulting from the perceptions of the middle managers. In 
addition, we confirmed that most challenges in relation to growth that middle managers 
encountered are related to restructurings, changes in culture, uncertainty among employees, 
pressure to achieve profitable growth, as well as how to attract competent and highly edu-
cated employees. 

Moreover, in regards to the leadership styles practiced among middle managers, the mod-
ern features seemed to dominate at all the investigated companies, and these could in some 
cases also be connected to a loose, idea based organization. Lastly, we believe that the mid-
dle managers in our study have the possibility to influence growth either directly or indi-
rectly depending on their positions. Directly through participating in the executive group 
for example, and indirectly though motivating and engaging the lower level managers to be 
innovative and reach the set out growth goals of the organization.   
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1 Introduction 
The introductory part of this thesis will present the reader to the background of the field of organizational 
growth and middle management. Thereafter, the problem discussion will explain why the chosen topic is in-
teresting to study, as well as for whom it is relevant. The purpose will define which specific aspects that we 
will investigate.  

1.1 Background 
During the 20th century the largest growth occurred in the engineering sector, but more re-
cently industries dealing with Information and Communication technology, service as well 
as the tourism industry have grown (Cartwright, 2002).  In a study performed by Davidsson 
and Delmar (2000) growing businesses in Sweden are overrepresented by quite young, of-
ten larger companies belonging to a group of businesses within professional services as well 
as high-technological production. The study claims that young and small growth companies 
mainly grow organically, while older and larger firms almost without exception grow 
through acquisitions and often they even shrink organically. How much a company grows 
organically differs between industries; it is the highest in businesses dealing with profes-
sional services and the lowest within commerce (Davidsson & Delmar, 2000).  

According to Charan “growth is everyone’s business” (Charan, 2004, p. 20) as all members 
within an organization have the possibility to contribute to increased revenues, and without 
growth individual opportunities and future careers are limited. Fairholm (2001) emphasizes 
that managers in the middle are equally important as the CEO and Charan (2004) agrees 
that leaders within an organization are so much more than the CEO. All leaders must be 
truly committed to growth, and it should be clearly communicated in the everyday work. 
Furthermore, it is stated that the middle mangers are those with the ability to lead and get 
things done in the organization (Fairholm, 2001). Nonaka and Takeuchi (1995) argue that 
growth is a result of the middle manager’s role in relation to innovation and the creation of 
new knowledge.  

Drakenberg (1997) declares that the middle manager has moved from being the manage-
ment’s tool to the engine of the corporation, and according to Nonaka and Takeuchi 
(1995) the middle manager functions as an important link between top-management and 
employees. As a result, the middle manager encounters the challenge of being stuck be-
tween the bark and the wood and thus it is difficult for them to make everyone satisfied 
(Drakenberg, 1997). However, according to other studies this is not considered the most 
challenging aspect that the middle manager has to deal with, instead divided work, time 
constraints and difficulties to relax are considered more trying (Wenglén, 2005).  

A lot of recent research about the work of middle managers has focused on their right to 
exist in flattened organizations, and some have even been so dramatic and stated that the 
middle manager is dead (Wenglén, 2005). The consequences of flattening organizations can 
be seen from two perspectives, on one hand it has led to increased stress for the middle 
manager through frustrating work that do not include any greater possibilities of promo-
tion or compensation. On the other hand, it has reduced the negative feeling that middle 
managers are stuck in the middle and thus a higher degree of involvement, as well as strate-
gic focus has been accomplished (Wenglén, 2005).   
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Today the most important task of middle managers is being transformed from handling 
subordinates in hierarchies to the management of projects in flatter organizations 
(McCann, Hassard, & Morris, 2004). Although new organizational principles are in accor-
dance with these changes and has influenced many organizations, this flat structure has not 
yet reached domination. The bureaucratic features in organizations tend to persist despite 
the changes that have taken place.  

1.2 Problem discussion 
In relation to our problem the aspects of what the growth of companies involves as well as 
middle management will be discussed, in order to make clear and motivate the definitions 
that will be used in this thesis. We will begin by discussing, how corporate growth can be 
identified and measured followed by middle management, and lastly the specific problems 
within these fields will be presented.  

In regard to the discussion about the growth of companies, Cartwright (2002) argues that 
the growth attained in profit oriented companies can be measured in financial terms, such 
as revenue, profit, and return on investment (ROI). Furthermore, growth can be measured 
in terms of number of employees and customers, but an increase in staff or customers is 
not very useful unless the profits are likely to rise as well (Cartwright, 2002). Some compa-
nies even give up profit to increase their market share; however this approach requires long 
term oriented investors. In addition, Page and Tosh (2005) uses similar measurements such 
as employee count and annual revenue in order to define the growth of businesses.  

Davidsson and Delmar (2000) also use employee growth per year, and an additional meas-
ure for growth; the increase in turnover per year. In some cases the growth of businesses 
can include combinations of indicators of both quantitative and qualitative nature (Page & 
Tosh, 2005). With growth companies we refer to an increase in the number of employees and turn-
over per year during five to ten years. However, business cycles and the development within cer-
tain industries affect these measurements and therefore we try to achieve a broad picture of 
the growth history of the selected growth companies.  

The aspect of middle management can be difficult to grasp, since it is characterized dif-
ferently depending on the company being studied. Franzén (2004) argues that managers 
that are positioned between two levels of other managers are the ones that can be defined 
as middle managers, however in a broader context, project leaders and product managers 
can also be included. In addition to this, Frohman and Johnson (1993) define middle man-
agers as managers holding positions between first level supervisors and below the execu-
tives that have responsibilities company wide. 

Deriving from the definitions presented; middle managers are working below the CEO and have a 
managing and/or leading position including responsibility for lower level managers and/or employees. The 
middle managers, according to our definition, tend to be positioned rather high up in the 
organization, in contrast to for example the definition by Franzén. Furthermore, Frohman 
and Johnson’s definition is focusing on managers on lower levels in relation to our defini-
tion, since we also include middle managers that have company wide responsibilities in our 
study. The implications resulting from our definition will be further evolved in the discus-
sion section in the end of the thesis.  

The research conducted on middle managers has so far mainly been of normative character 
and thus has focused on the tasks performed and the different roles of middle managers. 
Therefore, the organizational context in which these middle managers operate has not been 
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taken into consideration. Instead leadership and management practices in growing compa-
nies are mostly seen from the angle of top management, for example Page and Tosh (2005) 
emphasize the aspect of top management in growth companies; however they highlight the 
significance of working with and through skilful management teams. Consequently, it could 
be motivating to focus on the middle management perspective. 

The middle managers are considered to be where the action is, as stated by Floyd and 
Wooldridge (2000), and therefore it would be interesting to observe how the middle man-
agers perceive the corporate growth strategies of the companies in which they operate. This 
can give an idea about to what extent the middle manager is involved in strategic decisions, 
as well as if they are able to contribute with own ideas and suggestions for further progress.  

When a company grows it is encountering changes that can be challenging to adapt to, ac-
cording to Nicholls-Nixon (2005), and further on the challenges connected to growth ne-
cessitate collective knowledge, skills, and leadership abilities of a team (Page & Tosh, 2005). 
This raises the question if middle managers are needed in order to manage these changes 
by contributing with their operative skills and know-how, as well as with their ability to 
lead. Furthermore, it could be discussed what types of challenges a company faces when it 
grows, and how these can be overcome.   

According to Müllern and Elofsson (2006) the leadership and organization affects each 
other, but in what ways it is difficult to determine, since the connections are unclear. 
Therefore more research is needed to gain a deeper understanding of how new ways of or-
ganizing are linked to new leadership ideals and leadership practices (Müllern & Elofsson, 
2006). As a result, the aspect of leadership in growth companies could possibly add some 
new insights to this field of study. This can give additional information about the leader-
ship abilities that are important on lower levels in growth companies (Page & Tosh, 2005).  

This study will provide a picture of middle management, including descriptions of their 
work, involvement, and contribution in relation to growth, in medium and large-sized 
growth companies. One goal is to contribute to the current literature by presenting the cur-
rent situation that middle managers have to deal with in growth companies. Furthermore, 
we hope to inspire further research specifically related to middle management in growth 
companies.  

1.3 Purpose 
The aim of this thesis is to investigate and describe middle management in four growth 
companies.  

1.4 Research questions 
1. How is the growth strategy perceived by the middle manager?  

2. Which challenges does the middle manager encounter as the company grows?  

3. Which leadership styles are present among middle managers in growth-companies?  

4. Can the middle manager facilitate growth and if so, in what ways? 
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2 Frame of reference 
The frame of reference will present the different theories and research, which relates to our chosen problem 
area. Firstly, we will begin by introducing the reader to the field of corporate growth, thereafter the internal 
growth influencers will be dealt with. Finally, the role of the middle manager, including leadership, motiva-
tion, communication, and organizational change will be discussed.   

2.1 Corporate growth 
“Growth is a natural function of both living things and organizations” (Cartwright, 2002, p. 1).  

According to de Geus (1997), organizations that have survived the average age of a corpo-
ration, which is less than 20 years, are defined as living companies. Furthermore, de Geus 
(1997) argues that many companies die young, as their practices and policies rely too much 
on the economic way of thinking. Managers seem to forget that the organization is indeed a 
community of human beings, which operates to stay alive. A statement that links the aspect 
of staying alive with growing is illustrated by the following quote; “If you’re not growing, you’re 
dying” (Old saying cited in Page & Tosh, 2005, p. 2).  

Canals (2000), on the other hand, argue that growth is not the key objective of companies; 
instead the objective is to create value. However, growth itself is not a guarantee for value 
creation and in some cases companies even need to focus on downsizing instead of growth 
in order to survive. Despite this Stalk, Pecaut, and Burnett (1996) state that many compa-
nies are in the search for growth. Furthermore, different periods present dissimilar growth 
patterns, but usually growing businesses have some prerequisites in common; they require 
sufficient resources, their process adds value and finally they meet their customer’s needs 
(Cartwright, 2002).  

According to Ahrens (1992) high growth in companies creates several positive effects. Dur-
ing expansion continuous change creates a learning environment, as the speediness and the 
feeling of success establish a climate where motivation is high. Success further leads to in-
creased self-confidence that facilitates the top management and the personnel to take risks. 
The speediness also increases openness in the company, and this makes it possible for co-
operation between individuals, which in turn results in new ideas and impulses. Automatic 
rationalization takes place due to the fact that there is normally no time to employ new 
staff in line with the increase in growth. All in all, this increases profitability further; this is 
the basis for even greater growth.   

On the other hand, “The awareness of change and the need for it is required for successful growth” 
(Page & Tosh, 2005, p.180). Nicholls-Nixon (2005) states that when a company is facing 
growth it is linked to changes in the organization’s activities and that these changes result in 
pressure and demands that can be challenging for the company to adapt to. As a result of 
the growth, companies face a more complex situation that requires changes in the systems, 
structures, and capabilities. As stated by Page and Tosh (2005) change has a great impact 
on the employees in a company and naturally many people have a resistance towards 
change. Therefore it is important that the management realizes the effect continual change 
has on the employees. Page and Tosh (2005) argues that companies must continually re-
consider everything from team interaction, planning and execution as well as culture, in or-
der to successfully find a route for change.  
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2.1.1 Growth Strategies and Typologies 
A lot of recent growth literature has centred on efficient ways of growing; however com-
panies follow different paths for growth (Canals, 2000). In addition, one way of growing 
might be good for a specific company in one industry, but can be bad for another com-
pany, even if operating in the same industry. Kim and Mauborgne (1997) claim that the dif-
ference between companies that are facing high growth and those that are not equally suc-
cessful lies in their fundamental assumptions about strategy. The strategies found in high-
growth companies do not follow the competitors or industry conditions; instead they focus 
on value innovation. Stalk et al. (1996) argues that initially, managers often rely on line ex-
tensions, acquisitions, or geographic expansions in order to grow and under the right cir-
cumstances these options make sense. Although, innovations that break basic compromises 
are more effective, in order to make businesses grow. To break compromise is said to offer 
an organizing standard in the search for growth.   

Burns (2005) states that in order for a company to achieve growth in general, it should try 
to develop its core competences and strengths, support its weaknesses, and develop a suit-
able marketing strategy. Furthermore, all of these concerns should be put in the context of 
the portfolio including the product/market offerings. According to Burns (2005) research 
states that the most profit generating strategy is to differentiate and thus try to develop a 
market niche. However, there are firms following other strategies, which also succeed and 
therefore this statement should not be overemphasized (Burns, 2005). De Geus (1997) ar-
gues that in the global community it is becoming more and more difficult to discover 
niches or conceal behind barriers. Therefore global competition can force companies to 
abandon their niches and expand into less familiar area or find other players invading their 
territory (de Geus, 1997).  

 

Figure 1- Ansoff´s product/market matrix (Burns, 2005) 

In order to understand companies’ chances for growth the product/market matrix can help 
analyse how growth can be attained (Burns, 2005). The product/market matrix (Ansoff, 
cited in Burns, 2005) uses a framework of existing versus new products on one axis, and existing 
versus new markets on the other axis, as illustrated in figure 1. Thereafter, the alternatives 
within the four quadrants can be explored, as well as the possibilities how they can be 
reached. Basically a company has four options to achieve growth; market penetration, 
product development, market development, or diversification. 

1. 

Market Penetration: 
Other options:         

consolidation or withdrawal 

2. 

Market Development 

4. 

Diversification:       
Variations: related or unre-
lated diversification 

3. 

Product/Service     
Development 

     Product or Service                                        
Existing   New 

        Existing 

 

Market 

 

               
New 
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Canals (2000) refer to a very similar model as the one presented by Ansoff. The matrix pre-
sented by Canals (2000) illustrates the growth options as a dual approach, the difference is 
that it refers to the business scope instead of the products or services, and determines the 
resources available to reach such growth instead of the market. Canals (2000) argues that 
the assessment of the various options should be made based on each specific case, and thus 
take into account the concerned company, its resources as well as capabilities and more-
over the external and internal context.  

2.1.2 Internal and External Growth  
Ahrens (1992) mentions two alternative ways for a company to grow, either externally or 
internally, however Cartwright (2002) further argues that organizations can grow by merg-
ers and acquisitions, by partnership and alliances, as well as organically. On the other hand, 
Davidsson and Delmar (2000) claim that when conducting a study it is usually very difficult 
to determine whether companies’ growth is organic or a result from acquisitions.   

An acquisition is a way to grow externally and it offers a short cut to increased volumes, 
but often it is also associated with problems of coordination (Ahrens, 1992). Ashkenas, 
DeMonaco, and Francis (1998) agree with this and argue that the acquisition integration 
should be seen as a process that needs to be carefully managed in order to achieve success.  
Davidsson and Delmar (2000) state that acquisitions refers to the situations were existing 
workplaces, including production and employment, are being transferred from one com-
pany to another. However, Ashkenas et al. (1998) explain that sometimes an acquisition 
adds value to a company by buying assets, but not by adding people. Another way to grow 
externally is by forming partnership and alliances, and Cartwright (2002) argues that or-
ganizations do this in order to achieve better results together with another organization 
than on its own.    

The other alternative is to grow internally by creating a strong market and product posi-
tion, which enables the business to grow by its own force without external acquisitions 
(Ahrens, 1992). Davidsson and Delmar (2000), as well as Cartwright (2002), refer to or-
ganic growth, and explain that organic growth is when a business expands internally by 
producing more and hiring additional staff in its existing businesses, or through establish-
ing new businesses, in the form of diversification. Stalk et al. (1996) argue that it is more 
powerful to focus on internal innovation and growth, compared to growing through ex-
pansions and acquisitions. 

Reflections on chapter 2.1 

The concept of corporate growth can be seen as a prerequisite for staying alive and even if 
many companies die young, there is a chance of becoming a living company. Since growth 
is associated with several positive effects many companies are in the search for it. However, 
numerous challenges also occur in relation to growth, particularly in connection to the 
changes that are required. The product market matrix can be used as a tool to analyse how 
growth can be attained, and a company can achieve growth using; market penetration, 
product development, market development or diversification. Even if these alternatives can 
be viewed as the efficient way of growing, companies follow different paths for growth. 
Moreover, a company can grow both internally as well as externally. Organic growth, in-
volves that the company grows by its own force alternatively external growth can be 
achieved by acquiring other companies, or by establishing partnerships or alliances.  
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2.2 Internal Growth Influencers 
Canals (2000) have identified four internal factors that have an influence on a company’s 
growth as they are shaping the individual behaviour and the decision-making process. 
These factors are the organization’s structure and formal systems, purpose, corporate cul-
ture and values, and the role of the top management (Canals, 2000). Page and Tosh (2005) 
refer to some soft elements that have a great impact on the business, and primarily on the 
people within it, and mention corporate culture, ethics, as well as leadership. In addition to 
this, Page and Tosh (2005) further declare that the management of growth also involves 
elements such as planning, budgeting, and process development.   

2.2.1 Structure and formal systems 
“Structure and formal systems are the architecture of any organization” (Mintzberg, 1979, cited in Ca-
nals, 2000) and includes organizational design, control systems, and compensation systems. 
Canals (2000) stress the importance of a company’s structure and formal systems as it is the 
main factor that shapes the internal context. However, at the same time organizations need 
to be aware of the fact that the company structure and systems may have to change as the 
company grows (Cartwright, 2002).  

According to Canals (2000), the design of the organization deals with the division of re-
sponsibilities between different departments, as well as the internal coordination. In addi-
tion to this, Cartwright (2002) mentions that the design should take the needs of customers 
and processes into account.  

Control systems includes what is measured, how it is measured, and by whom that it is 
measured (Canals, 2000). Antonioni (1999) argues that supervisors need to be aware of the 
middle managers’ results more then once a year, and suggests that it should be done on 
monthly basis. However, Majaro (1992) and Klein (1990) (cited in Burns, 2005) argue that 
too much control can be seen as something negative, as it mainly emphasize efficiency and 
effectiveness, and thus do not encourage creativity that result in growth. De Geus (1997) 
agrees with this argument, and explains that organizations must give employees some free-
dom from control and directions in order to develop ideas. As a result of this, managers 
need to be more tolerant to risk-taking in order to experience growth.   

Canals (2000) refer to the compensation system as what is included in the salary and how 
it is calculated. Hornsby et al. (2000) argue that if employees are satisfied with the compen-
sation they will be more risk-taking and thus the company will be able to grow. Further on, 
Hornsby et al. (2000) state that an effective reward system should consider goals, individual 
responsibility, and result-based encouragement.  

Planning and Control 

Engel (1997) claims that without clear goals companies will not succeed with the planning, 
it is important to know where the organization is going. Moreover, growth is something 
that requires planning and control  and effective managers are needed to spot the prob-
lems, which can be related to growth and then deal with them (Cartwright, 2002). Some-
times it is better to turn down some business opportunities, which are being offered, even 
if they might lead to short term financial gains they can cause long term deterioration. 

According to Cartwright (2002) growth should be carefully regulated, since with too little 
growth an organization cannot be sustained and it goes bankrupt. In turn with too high 
growth the employees and resources can become overstretched and should thus be handled 
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by a larger organization, since internal resources are required to facilitate this rapid expan-
sion. However, in general a balance within the business ought to be maintained.   

Burns (2005) declares that growth is relative over time, as well as in terms of measurement 
and its temporal context and it is not easy to sustain growth over a long period of time. A 
lot of firms attempt to sustain growth, but most of them encounter difficulties along the 
way. One reason is that firms cannot control every variable that influence them, which is 
also argued by de Geus (1997) who states that companies increasingly operate in a world, 
which they cannot control. Furthermore, growth is often not continued, given that factors 
such as tiredness and complacency develop (Burns, 2005).  

Furthermore, managers and owners need the skill to observe the growth carefully, but also 
dare to interfere if required and have the ability to admit to the business rules (Cartwright, 
2002). There are many different ways to make a business grow and some of them are more 
risky than others. For an average operation, successful business growth is usually incre-
mental, which sometimes involves growing at a slower pace.  

2.2.2 Vision and purpose 
Every organization has a unique purpose, and Canals (2000) broadly defines a company’s 
purpose as “the essential reason why it exists and carries out its actions” (Canals, 2000, p. 63).  A 
purpose includes certain components that should help the members of an organization to 
be able to identify themselves with it, and inspire them to be committed and concern about 
the organization and its business activities. Antonioni (2000) further declares that in order 
to inspire the employees the organization’s purpose and goals should be clarified, and he 
suggests that a one-page performance plan with the vision should be created. In turn, the 
vision should provide the members of the organization with structure by explaining the set 
goals and their importance (Antonioni, 2000).    

Canals (2000) declare that the purpose has a direct effect on the organization’s growth 
since if the organization’s members can relate to the purpose they are able to recognize 
valuable growth opportunities. Cartwright (2002) argues that the same accounts for the 
company’s vision, the vision should be in line with the growth. In addition to this, Page 
and Tosh (2005) claim that the vision is where the company’s strategy comes from, a clear 
strategy makes it possible to take the actions required to achieve the vision. According to 
Fairholm (2001) inner leaders should emphasize a vision, which declares what the group 
currently is and what it is capable of becoming. The leaders should try to move the people 
in the organization from believing, and then to doing and lastly becoming, which is a very 
different role in comparison to planning, directing and controlling (Fairholm, 2001). 

2.2.3 Corporate culture and values 
Corporate culture is everywhere and influences everything, but still it is a concept difficult 
to grasp, however “It can make or break a growth company” (Page & Tosh, 2005, p. 116). Canals 
(2000) argue that the corporate culture and values are the implicit or explicit principles in 
an organization. These have a great impact on the organization’s members and their behav-
iour, and function as a guideline in most situations. Another definition of culture is “the way 
things are done around here” (Cartwright, 2002, p. 60), and argues that the company size de-
termines to what degree the culture is bureaucratic or not. Smaller companies are claimed 
to be more informal than large organizations. Fairholm (2001) argues that values as well as 
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culture, instead of systems or procedures, are most vital to the success of number two lead-
ers. Leadership is about creating common values that makes a group of people into a unity.  

Corporate culture and values can easily be connected to corporate growth, and Canals 
(2000) mentions the entrepreneurial spirit and the innovative capacity of organizations, as 
well as the existence of an encouraging environment as the two main aspects. The entre-
preneurial and innovative aspect deals with the role of positive challenges within the or-
ganization, which fosters people to grow professionally and thus contributes to valuable 
knowledge and innovative ideas within the company (Canals, 2000). In addition to this, 
Page and Tosh (2005) argue that the corporate culture has an impact on how the growth 
vision is formulated, and if the strategies can be implemented in an effective way. 

Furthermore, Canals (2000) mentions the existence of an organizational environment that 
encourages personal and professional development, and that have a great impact on the 
growth decisions within an organization. This environment facilitates the individual’s con-
tribution to the fulfilment of the organization’s goals as well as it makes the individual able 
to respond to challenges and be more risk-taking. Without taking risks and being innova-
tive, an organization might not be able to sustain long-term growth (Canals, 2000). As the 
company faces growth, Cartwright (2002) argues that the culture will change and in this 
situation it is important that information, about both what is happening and why, are 
communicated to employees.  

Page and Tosh (2005) also emphasize the great changes that growth companies go through 
and one aspect is the culture. Common cultural implications in a growth company is the 
view that the old culture was better and simpler, everybody knew each other, they were 
more like a family and it was a great culture. Even if it is easy to look back at an earlier cul-
ture and remember it fondly, the old days were probably not that great anyway Page and 
Tosh (2005) argues. Furthermore, it is important to understand cultural features that 
should be avoided, in order to establish a healthy culture (Page & Tosh). One example of 
an anti-growth culture is the mafia culture, which emphasize “There’s one boss and only one 
boss” (Page & Tosh, 2005, p.118). The organization is flat, everyone reports directly to the 
top-manager and no one decides anything without the approval from the top-manager. 

2.2.4  Top management 
The top managers in an organization has the ability to directly influence the formal sys-
tems, the purpose, and the corporate culture and values (Canals, 2000). Pérez López (1993, 
cited in Canals, 2000) argues that top managers must be able to solve problems, create 
long-term strategies, and perform leadership roles. However, Frohman (2000) argues that 
in today’s complex business environment top-down leadership is not enough, companies 
need middle leadership. He further states that middle leaders are not simply middle manag-
ers, middle leaders are the ones that change both the way things get done and what things 
that are done.  

Reflection on chapter 2.2 

The main concern of this chapter was to present some of the internal factors that can in-
fluence corporate growth, by shaping individual behaviours as well as the decision making 
process. These organizational factors mentioned are the structure and formal systems with 
the design, control and compensation systems, the vision and purpose, corporate culture 
and values as well as leadership and management, which will be evolved in the following 
section.  
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2.3 Middle Management 
“Because middle managers have their fingers on the pulse of operations, they can conceive, suggest, and set in 
motion new ideas that top managers may not have thought of” (Kanter, 2004, p.152). 

Kanter (2004) claims that people in the middle of the organization are the ones that will 
make or break the growth strategy of the organization. Even if the senior executives de-
velop a great strategy, it will not matter unless the people who communicate with custom-
ers, design products and manage operations, promote innovation in their own territories.  
Middle managers are the ones that have the ability to handle contacts and communicate 
upwards, downwards, and horizontal (Franzén, 2004), at the same time as he/she can in-
spire and motivate the employees (Antonioni, 2000).  

2.3.1 The roles of Middle Managers 
“Individual personality may affect how a role is performed, but not that it is performed” (Mintzberg, 
1973, p 54) 

Floyd and Woolridge (1992) (cited in Hornsby et al., 2002) argue that middle managers play 
a crucial role in organizations’ strategic processes, and Fairholm (2001) claims that middle 
manager are those in an organization that implement, organize, and influence day to day ac-
tivities.  In line with this, Engel (1997) explains that today’s middle managers use interactive 
teamwork in order to achieve the set goals and become successful in their business envi-
ronment.   

Mintzberg (1973) argues that middle managers are among those in an organization that per-
form certain managerial roles, and these roles include certain requirements that result in 
common work characteristics. According to a study reported by Kanter (2004) managers 
that foster innovative and growth oriented activities share some personal merits, such as 
persistence, thoroughness, persuasiveness, discretion, participative management style and 
comfort with change.  

Further on, Mintzberg (1973) argues that it is evident that ten managerial roles can be 
found in the work of managers, and he divides these roles into three groups; interpersonal 
roles, informational roles, and decisional roles (figure 2). The roles can be described individually, 
however there is a strong connection between them and they can be viewed as an inte-
grated whole. 

 

 

 

 

 

Figure 2 - The Manager’s Roles (Mintzberg, 1973) 

The interpersonal roles include the figurehead, the leader, and the liaison, and Wenglén 
(2005) mentions that the manager’s formal position makes him/her a figurehead with rep-
resentative characteristics. Further on, the role as leader involves delegation, influence, and 
motivation of employees, whereas the liaison role deals with networking and creation of re-
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lationships within the organization. Antonioni (2000) argues that leaders should show re-
spect and trust to their employees, and involve them in the decision-making that influence 
the group’s goals. Further on, Kanter (2004) states that middle managers work through 
networks in order to spot opportunities, build coalitions, and achieve change.  

Wenglén (2005) discusses Mintzberg’s informational roles, and mentions that the role as 
monitor involves continually search for information in order understand what is going on 
within the organization. The disseminator, on the other hand, spread the information 
within the organization and assures that the right person receive the right information. At 
the same time, the spokesman addresses the information to those outside the organization. 
Floyd and Woolridge (1992) argue that the central role of the middle manager makes it 
possible to integrate information from different levels, and implement the formal strategy 
and later on provide feedback on it. In addition to this, Antonioni (1999) claims that it is 
important that information is shared among the members in the organization, and the 
more it is done the more trust do the managers feel. 

The decisional roles is argued by Mintzberg to be the most crucial in the managers work 
(Wenglén, 2005), and these involve the entrepreneur, the disturbance handler, the resource 
allocator, and the negotiator. The entrepreneur is argued to take initiatives to and design 
the organization’s change process, whereas the disturbance handler needs to respond to 
and handle rising problems. Mintzberg (1973) claims that the resource allocator has to as-
sign his/her own time as well as distribute the work and authorize actions. In order to allo-
cate the resources the middle manager has to delegate the works tasks, and according to 
Antonioni (1999) is it a clear relationship between delegation of full decision-making au-
thority and empowerment. The less the requirements are on reporting back to the execu-
tives when the tasks are fulfilled the more empowered the middle managers feel. The last 
of Mintzberg’s ten roles is the negotiator, and here the manager represents the organization 
in negotiations with other organizations or individuals (Mintzberg, 1973).       

2.3.2 Leadership 
Burns (2005) declares that it is people who sustain as well as inhibit growth, not the charac-
ter of the service or product. People should be led and managed although they also, more 
importantly, need to be motivated to attain growth. Page and Tosh (2005) define leadership 
in a business environment as; “…the ability of senior management to provide an environment of mu-
tual trust that encourages employees to conduct the company’s business with high quality and to do so will-
ingly” (p.108). With senior management is meant the entire management team.  

When the company is facing growth, the responsible managers must learn to lead both per-
sonally and through other people (Page & Tosh, 2005). Further on, Antonioni (2000) ar-
gues that growing organizations need leaders that have goals and ideas that inspire the em-
ployees. This is facilitated by shared vision, calculated risk-taking, as well as having a high 
participation among employees in the decision-making process.  

According to Burns (2005) the two aspects of leadership and management are referring to 
separate concepts. Leadership is about establishing overall principles and is especially con-
nected to change. More specifically the leader sets directions, communicates, as well as mo-
tivates people.  Frohman (2000) further claims that leaders in the middle of the organiza-
tion have the ability to engage and influence people by their expertise and relationships, not 
their formal authority. Management, on the other hand, is dealing with the implementation 
of work and the organizational complexity inherent in various processes. The concept of 
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management is usually connected to the feature of authority and it often involves details 
and logic, as well as efficiency and effectiveness (Burns, 2005).  

Page and Tosh (2005) argue that the leadership in small organizations is often more per-
sonal and closer to the employees, as the leader is able to be involved in the day-to-day ac-
tivities. However, as the company grows and become bigger it is expected that things 
change; “Management practices change as the company grows; so do leadership practices in a similar way” 
(Page &Tosh, 2005, p.109).  

Unfortunately the managers in the middle are often overlooked when it comes to leader-
ship training if they are even offered any. Fairholm (2001) claims that the tools, which are 
suitable for the CEO are apt to be inappropriate for the middle manager. Even if middle 
managers might be the internal strength of an organization they need training that is 
adapted to their situation. In other words, they must learn to lead from within and this re-
quires an internal as well as personal shift in style from managing to leading.   

Modern leadership 

According to Drakenberg (1997) the large amount of management literature illustrates the 
constant need for discussing leadership. During the 1980´s the focus on top-management 
increased and aspects such as leadership-styles and success were dealt with, but uncertainty 
arose in the mid 1990´s since these success recipes began to be questioned. At the same 
time the information society was developing at the cost of the industrial society, and the 
rapid technological development put focus on knowledge, creativity and communication, 
which in turn resulted in high demands for change in businesses or organizations (Draken-
berg, 1997).  

Müllern and Elofsson (2006) discuss that one of the problems with traditional authoritative 
leadership is that the values in society have changed to encourage a more democratic lead-
ership ideal. As an effect from exercising democratic leadership the co-workers are allowed 
more space and can thus personally engage in the company’s successes and setbacks that 
also lead to increased motivation (Fairholm, 2001). Engel (1997) declares that the new 
manager must involve employees in the decision-making, build teams, delegate authority, 
and communicate effectively.  

Müllern and Elofsson (2006) argues that a more accepted management culture has been 
developed where the modern manager is supposed to behave in certain ways, some of the 
features involve being; independent, keen with employees, visionary, and at the same time 
goal oriented, democratic, and charismatic. Furthermore, Engel (1997) argues that the in-
creased competitive pressure that companies are facing have created new managers that ask 
questions, listen to employees, and instead of giving orders they facilitate and coach. 

In figure 3 the new leadership discussed by Müllern and Elofsson (2006) involves a shift 
from the lower left corner to the upper right corner. A manger thus needs to handle situa-
tions in increasingly loose organizations, which involves the opening up to the surrounding 
world. Simultaneously, the manager must to be able to manage the increased acceptance of 
an idea based organization, which is a value shift to focus more on ideas to motivate people 
to contribute to the organizations goals. The higher degree of loosely connected and idea 
based ways to organize has resulted in the charismatic leadership. 
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Figure 3- A model illustrating new ways to organize and the value displacement (Müllern & Elofsson, 2006) 

According to Fairholm (2001) the concept of traditional top-down leadership is dysfunc-
tional in today’s world with complex changes, since effective change is foremost dependant 
on the co-workers. Müllern and Elofsson (2006) argue that many leaders are facing a dual 
pressure of change. One aspect is that the role of leaders is under trial and that an authori-
tative way to lead is unaccepted, thus the image of leadership is in front of great changes. 
On the other hand the leadership situation is also shifting in connection to changes in or-
ganisational structures.  

2.3.3 Motivation  
“Motivated people not only do things right: they also do the right thing, and do it willingly” (Engel, 1997, 
p. 26). Cartwright (2002) argues that the drive for growth depends on the motivation 
among the people. The more people are informed, the more likely they are to work to-
gether to overcome difficulties.  Antonioni (1999) argues that people put more effort into 
their works tasks if they feel that their motivational needs are satisfied. This is supported by 
Engel (1997) who claims that motivated people are able to achieve more than what is ex-
pected from them as well as maximize their abilities. The major motivational factor is re-
spect, followed by mutual trust and caring (Antonioni, 1999).  

Franzén (2004) argues that a motivating work environment is the key factor for motivated 
employees. Further on, he stresses the importance of looking at the employees as individu-
als - what needs do they have and what motivates each of them. In addition to this, An-
tonioni (2000) declares that in order to motivate employees, they need to get credit and be 
encouraged when accomplishing goals. In contrast Fairholm (2001) argues that inspiration 
instead of motivation distinguish inner relationships between leaders and followers. Inspi-
ration is based on collective or sharable ideas or principles in comparison to motivation, 
which primarily is a result from social or financial rewards. Since middle leaders are not in 
charge of all the resources, as the CEO, they must rely on their values, character, ideals and 
vision to inspire people to follow them.  
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However, Franzén (2005) declares that managers that are not motivated themselves will 
have difficulties in motivating others, at the same time Page and Tosh (2005) state that 
since middle managers are closer to the employees they have a greater influence on the 
staff base than executives seem to have. According to Antonioni (1999) managers feel mo-
tivated and empowered if the participation in goals settings is high, at the same time as they 
want more respect from executives, they want them to listen to their ideas and concerns, 
and implement suggestions. Franzén (2005) adds challenges, responsibility, participation, 
and independence as motivating factors for managers. On the other hand, Antonioni 
(1999) argues that full decision-making authority might have a negative effect on the moti-
vational feeling, as middle managers often feel that the tasks have been dumped on them. 
Therefore the decisions should be made mutually, and as a result the managers fell trusted 
and respected, as well as they learned and grew in their roles.  

2.3.4 Communication 
Charan (2004) discusses the important role of internal communication in order to develop 
and foster a company’s growth. If a company is able to share important and current infor-
mation among its members, it will result in a more open business climate, which in turn 
will result in better communication. This is supported by Engel (1997), who claims that 
managers should share needed information with the employees in order to motivate them, 
and he states that the same information should be given to all employees.      

“Ultimately all growth depends on people…” (Cartwright, 2002, p. 105), and in particular these 
people are either customers or employees. According to Cartwright (2002) it is important 
to keep the employees in mind during the dynamism of growth, since they might not un-
derstand what is going on. Consequently, a two-way communication should be used in or-
der for people to understand what is occurring, how the growth will affect them, and to get 
acceptance of ongoing and future changes (Isaksen & Todd, 2006; Cartwright, 2002). Cart-
wright (2002) also highlights the effectiveness of the communication as a vital factor for 
organizations when managing growth. 

In large organizations with hierarchical levels the role of middle managers functions as an 
important link in the communication (Franzén, 2004). As the trend has gone towards more 
decentralized and flatter organizations, the role of the middle manager has changed to-
wards a more central role in the organization that includes an important network of con-
tacts in all directions, both internal and external. According to Mintzberg (1973) managers 
in an organization have three major groups that constitute their communication relation-
ships; superior managers, outsiders, and subordinates, and the primary role of the middle 
managers is to act as a link between these people.  Further on, Franzén (2005) argues that 
in order to succeed in managing these contacts in a proper manner, the role of the middle 
manager need to be characterized by communication, adaptation, compromising, inde-
pendency, a driving force and integrity (Franzén, 2004).  

Antonioni (2000) refers to coaching as the partnership between middle managers and the 
individual employee, and argues that it focuses on optimizing the employee’s potential by 
giving constructive feedback. Engel (1997) supports this and argues that the manager’s abil-
ity to give this feedback has a great impact on the success of both the managers and the 
employees. In addition to this, Antonioni (2000) further argues that coaching works best 
when it occurs on a daily basis, not only a few times a year, and that brief conversations 
have a higher impact then deep discussions.  
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2.3.5 Organizational Change 
Cartwright (2002) argues that as companies are growing, they are facing changes in the or-
ganizational design, corporate culture, as well as in the organizational structure. Machiavelli 
declares that: “There is nothing more difficult to handle, more doubtful of success and more dangerous to 
carry through than initiating change” (cited in Burns, 2005, p. 148). Consequently, Isaksen and 
Tidd (2006) stress the importance of two-way communication during times of change in 
order to get people to understand and accept ongoing and future changes.  

Managing change in an organization that is successful and growing is less demanding than 
in a downsizing organization, since change conveys concrete results and thus rewards eve-
ryone (Burns, 2005). Isaksen and Tidd (2006) claim that the largest hinders to successful 
changes is the lack of sufficient management and clear directions, and the role of the man-
ager is argued to be the most important factor in the implementation of change. Further, 
Antonioni (2000) claims that organizations need strong leaders that are comfortable taking 
decisions in uncertain situations and when there is a lack of information. 

According to Milsta (1994), organizational changes result in more focus on the middle 
manager and their increased degree of authority. However, organizations often require 
more responsibility from the middle manager than the authority allows. At the same time, 
Antonioni (1999) argues that it is vital to involve the middle managers in the planning of 
strategies and organizational change, not just letting them implement the changes. If the 
middle managers are not directly involved in the strategy formulation their uncertainty 
about the company goals, and thus the planned changes, becomes high (Antonioni, 2000).   

People often perceive change as something negative, and associate it with chaos and uncer-
tainty (Isaksen & Tidd, 2006). Herzig and Jimmieson (2006) refer to Bordia et al.’s (2004) 
argument that uncertainty is experienced by employees when the company is facing 
growth. Further on, Brasher (2001) define uncertainty as ambiguity about the outcomes in 
unpredictable situations and when the information is limited. Franzén (2005) argues that 
managers are the people in an organization that have the important responsibility to de-
crease the insecurity among employees when an organization is facing changes and restruc-
turing.  

In addition, Schaafsma (1997) claims that middle managers have to be aware of the em-
ployees’ individual concerns in order to facilitate changes and overcome resistance. Page 
and Tosh (2005) further argue that it is important that the leadership maintains clear and 
strong even as the company grows and faces changes. Thus, managers must be able to 
manage their stress, and explains that some stress is always present and low levels of stress 
can increase the performance (Engel, 1997). Managers and supervisors should be able to 
completely comprehend what is expected from them, as well as try to insure that the em-
ployees believe in what the managers do (Page & Tosh, 2005). 

Reflection on chapter 2.3 

People are very important for a company’s corporate growth, since they can facilitate as 
well as hinder the growth from being achieved. Middle managers perform interpersonal, in-
formational and decisional roles, in relation to this the middle mangers needs to lead others 
to attain the set out goals. Recent leadership theory suggests that in loosely structured and 
idea based organizations a charismatic leadership style is to be expected, whereas the more 
authoritative leadership would be expected in interest based and integrated organizations. 
The middle manager also plays an important part by motivating others, communicating as 
well as being involved in change activities related to growth.  
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2.4 Theoretical propositions 
Based on the theoretical framework we have established propositions, which have laid the 
basis for our interview questions, presented in appendix 1 and 3. From the literature review 
we acknowledge the aspect of corporate growth and strategy as presenting the foundation 
for achieving growth and thus illustrating the context in which the researched middle man-
agers are operating. There is no success recipe to follow in order to attain growth; however 
tools such as the product/market matrix can be useful when trying to determine what the 
growth alternatives are and also to see where the respective companies are currently situ-
ated. The internal influencers on growth are expected to be, the structure and formal sys-
tems, the vision and purpose and the culture. Finally, another significant factor for growth 
is the people, thus including middle managers with their respective roles and leadership 
styles.  

Furthermore, the concept of middle management involves several roles and behaviours, 
but they can be seen as initiating new ideas that can lead to growth. Also, by motivating the 
employees and communicating with them middle managers can lead the organization to-
wards the set goals. The theories suggests that a more charismatic leadership style could be 
expected since we are looking at growth companies that could be regarded as being more 
entrepreneurial and thus more idea based and less integrated than traditional companies. In 
relation to growth we expect the middle managers to encounter challenges in the form of 
related organizational changes. These changes can affect the structure, the management and 
leadership practices, the culture as well as other internal factors. In association to these 
changes, uncertainty can arise and in turn lead to further challenges and therefore it is im-
portant that these are being properly handled by middle managers. Also from theory we get 
the impression that many of the concepts relating to management and leadership are inter-
twined and the connections thus overlap as can be illustrated in our working model (figure 
4). 

Figure 4 - Our working model – presenting the connection between the theories 
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3 Method 
In the method section, we aim to present the scientific and research approach, which we plan to follow. The 
following chapter will also motivate why we have chosen a qualitative study, how the selection of respondents 
have been made, and why we have chosen to collect our data through face-to-face interviews. Lastly, we will 
discuss issues dealing with analysis and interpretation, as well critical reflections of the trustworthiness of our 
study. 

3.1 Scientific approach  
Patel and Davidson (2003) declare that the many viewpoints and traditions within the phi-
losophy of science results in different working ideals at diverse research levels. Therefore 
we aim to clarify what scientific knowledge is in our view. This means to explain which 
knowledge that should be found, what function the researcher has and how to conduct re-
search (Patel & Davidson, 2003). In this section we will argue for which of the two main 
research traditions that we will move towards in our study. According to Patel and David-
son (2003) these traditions are positivism as opposed to hermeneutics, and the approaches 
hold both similarities and differences. Currently however, several research traditions tend 
to exist in parallel. However, since our research questions are of a more interpretative char-
acter our scientific view is more related to the hermeneutic approach, which we will now 
present briefly.  

Hermeneutics, Patel and Davidson (2003) states, could be viewed as the exact opposite of 
positivism. Hermeneutics can be defined as how to learn about interpretation, but it could 
also mean to; interpret, translate, clarify, say, explain, and proclaim e.g. (Barbosa da Silva & 
Andersson, 1993). The concept originates from the name Hermes, which was a god within 
the Greek mythology who worked as a messenger (Patel & Davidson, 2003). According to 
Norén (1995) hermeneutics is founded on the belief that there are many ways of under-
standing reality, instead of the positivistic standpoint that the truth is out there and needs 
to be discovered by humans.   

 

Figure 5- The hermeneutic loop – the original version (Alvesson & Sköldberg, 1994). 

Another main theme is that the purpose of one part can only be understood if put in con-
nection to the whole (Alvesson & Sköldberg, 1994). Therefore we are faced with a circle; 
the so called hermeneutical loop shown in figure 5. In the loop the separate components 
can only be understood from the unity and in turn the unity only from its components. 
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Johnson and Duberly (2003) look at the hermeneutic circle from another angle, and declare 
that we always connect with the world through our socialized pre-understandings and 
therefore are trapped inside a hermeneutic circle.  

We do not believe that it is possible to strictly follow either of the approaches; but our 
standpoint tends more towards the hermeneutic or interpretive view. We think that there 
are different truths depending on who is the interpreter, not only one measurable truth as 
the positivists argue. Also, we are convinced that the researcher is coloured by earlier ex-
perience and beliefs and therefore each situation is unique. Our research design will follow 
the hermeneutical loop in certain aspects, since the middle managers who work in a 
growth-company can only be understood in the proper context, which is in a growing envi-
ronment. Therefore, we have studied the middle manager as a leader as opposed to the 
specific concepts associated with a growth-company separately, but also both aspects at the 
same time to achieve unity as well.  

Barbosa da Silva and Andersson (1993) declare that in general hermeneutics studies the 
rules and systems of interpretation, texts and symbols as well as human experiences, behav-
iours and actions. Consequently, modern hermeneutics argue that human actions can be in-
terpreted in the same way as language and texts (Patel & Davidson, 2003). In line with this, 
we are studying the experience, behaviour and actions of the middle managers in a specific 
context. Therefore we aimed at interpreting these characteristics from the perspective of 
the middle manager himself/herself. However, since we have performed interviews and 
also recorded and transcribed these findings, in the end these interpretations will be based 
on a written text. Furthermore, during a face-to-face interview you will also have the ad-
vantage of observing and interacting with the respondent, which we argue leads to an in-
creased understanding of the collected information.  

3.2 Research approach 
When relating theory with empirical findings the researcher has three alternative work pro-
cedures and those are induction, deduction and abduction (Patel & Davidson, 2003). 
Sekaran (2003) declares that in scientific investigations both the deductive and the induc-
tive approaches are applied and they facilitate the understanding, explanation and/or pre-
diction about various business phenomena.  

We decided to apply a work procedure that is similar to the abductive approach and ac-
cording to Patel and Davidson (2003) it could be said to be a combination of induction and 
deduction. Furthermore, it is argued that when describing a specific area a theoretical and 
methodological pluralism is being encouraged and usually the inductive or abductive ap-
proaches are being used. This argument strengthens our choice, since we are interested in 
describing middle management within a specific context and thus chose a pluralistic ap-
proach. Next, the three alternative approaches will be explained briefly and we will present 
what they have in common or not with our research. Hence our choice will be strength-
ened and described in more detail.  

Patel and Davidson (2003) state that a researcher applying an inductive work procedure 
acts as a discoverer, since the research object is being studied without the support from 
prior theory. Consequently, new theories can be formulated based directly on the collected 
information. Holloway (1997) declares that the inductive approach involve observing indi-
vidual cases or incidents and then locate generalities that connect them to each other. One 
definition of induction is: “…an instance of reasoning from a part to the whole, from one to many, 
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from particular to general, from singular to universal” (Treece & Treece cited in Barbosa da Silva & 
Andersson, 1993, p. 68). The weakness with this approach is the difficulty to know how to 
relate to the theory, because it is based on empirical findings which are connected to a spe-
cific context (Patel & Davidson, 2003). Furthermore, the inductive researcher will evidently 
have own ideas and conceptions that will colour the produced theories. However, accord-
ing to Alvesson and Sköldberg (1994) the main limitation is that the underlying structure or 
situation is not included, but instead only the external connections.  

We based our research questions on prior research and our goal is not to make generaliza-
tions for a larger group. Instead we want to study middle managers in a group of compa-
nies in a particular and detailed context. Although existing research was not fully in line 
with our context and therefore we faced some concerns regarding how to relate to theory. 
Thus we are not fully applying an inductive approach even if some features are similar. 

Researchers that use the deductive approach acts more as demonstrators and the work is 
characterized by using existing theories to draw conclusions about individual occurrences. 
Patel and Davidson (2003) further declare that hypotheses are derived from existing theory 
that is tested on the individual cases. Often this work procedure is called hypothetic-
deductive. In short the deductive approach is initiated with a general theory and subse-
quently a conclusion is inferred (Holloway, 1997). Deduction can be defined as: “It goes from 
general to particular, from the whole to a part, from many to one” (Treece & Treece, cited in Barbosa 
da Silva & Andersson, 1993, p. 68). Patel and Davidson (2003) claim that the objectivity in 
a deductive study is high, since the starting point lies in already available theory and thus 
the researcher’s subjective conceptions interfere less in the process. However, a risk is that 
the used theories will affect the research, so that new interesting findings will not be dis-
covered. Another weakness is that it does not really explain anything; instead it avoids ex-
planation by using authoritative statements (Alvesson & Sköldberg, 1994).  

As already mentioned we came up with research questions based on prior research in line 
with the deductive approach, however we did not formulate any hypothesis that we wanted 
to test, instead we used research questions to guide our research. Also, we have tried to use 
a partly open procedure for collecting information in order to leave room for new findings. 
Since we are conducting face to face interviews it is easier to be open-minded and take in 
new information that we had not read about in the literature. Furthermore, we are inter-
ested in explaining and hence use interpretation and discussion as our main tools. 

As mentioned before abduction is the third way to connect theory with empirical findings 
and as stated before it could be said to be a combination of induction and deduction (Patel 
& Davidson, 2003), however abduction also adds new elements (Alvesson & Sköldberg, 
1994). Abduction involves the formulation of a hypothetical pattern based on an individual 
occurrence, which can explain the incidence (Patel & Davidson, 2003). The first step is 
more inductive while the second is more deductive, since the theory/hypothesis is tested 
on new occurrences. Thereafter, the original theory/hypothesis usually is expanded and 
developed. The positive aspect with the abductive procedure is that it allows the researcher 
to work more freely, in comparison to the strictly inductive or deductive approach (Patel & 
Davidson, 2003). However, the risk is that the researcher is coloured by experiences and 
earlier research and as a result no research starts off unbiased.  

For our research approach it is not possible to determine specific parts of the abductive 
procedure that are inductive or deductive. Instead we try to pick the best work route in or-
der to answer our research questions, and we believe that is very important to be able to 
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work freely. We are aware that there are biases affecting a study and therefore we will dis-
cuss the issue of trustworthiness later in this chapter.  

3.3 Qualitative study 
The aim of our study is to receive information about middle management in growth-
companies, and in order to be able to fulfil this purpose a qualitative study was chosen. We 
believe that this was the most appropriate method for finding answers to our research 
questions. 

According to Kvale (1997) the qualitative and quantitative approaches are tools used for 
analysis, but the specific usage is dependent on the focus of the study and the research 
questions used. Patel and Davidson (2003) argue that the qualitative approach focuses on 
“soft” data such as qualitative interviews and interpretative analysis. The qualitative re-
search focuses more on descriptions and subjective experiences than on statistics (Notter & 
Hott, 1996).  

Kvale (1997) declare that the aim of doing a qualitative study is to receive a balanced pic-
ture of the different aspects of the respondent’s conception of the world. The study is 
based on words, not on numbers and figures. The advantage of a qualitative interview ap-
proach is the openness and freedom of the interview standard (Kvale, 1997). According to 
Ryen (2004) quantitative data is easier to interpret as the result is measured in figures, and 
the research is made on a large number of observations. However, qualitative is measured 
in words and the research is made on few observations, and this result in an ability to ob-
tain information linked to attitudes and perceptions.   

A qualitative study is most suitable for our study, since it makes it possible for us to get a 
deeper understanding of the area of middle management and corporate growth, and as the 
respondents are able to give explanatory answers. Furthermore, our research questions are 
of an interpretive character, as they focus on the perceptions of the middle manager. Thus 
softer data in the form of interviews are needed in order to be able to answer them. It is 
not possible to measure the viewpoint of middle managers in figures; therefore the quanti-
tative approach is not at all suitable. In order to receive a more balanced picture we also 
decided to conduct two-three interviews with middle managers at each company. 

3.4 Collection of information 
The purpose of the information collection is to obtain as much relevant information as 
possible in order to be able to answer the research questions. The collection of information 
includes both primary and secondary data, respondents have to be selected, and interviews 
have to be conducted.   

3.4.1 Primary and secondary data 
In order to be able to fulfil the purpose of the thesis information have to be collected. 
Sekaran (2003) divides the needed information into three broad groups; background in-
formation of the company, managerial philosophy, policies, and structural aspects, as well 
as perceptions, attitudes, and behavioural responses of members of the organization. The 
information concerning the company and its policies and procedures can be gathered 
through existing resources, and is labelled as secondary data. Clarified, secondary data is in-
formation that already exists and must not be collected by the researcher (Sekaran, 2003).  



 

 21 

Sekaran (2003) exemplifies secondary data with statistical reports, government publications, 
published as well as unpublished organizational information, previous studies, library re-
sources, and information from the Internet.  

In order to gather secondary data that was needed to fulfil our purpose we obtained infor-
mation from sources such as literature within the field of middle management and corpo-
rate growth. Furthermore, information has been attained from the Internet, databases such 
as Affärsdata, Google Scholar, and Emerald, scientific articles within the subject area, as 
well as previous studies. The information about the companies being interviewed was col-
lected before the interviews were conducted and is also considered as secondary data. The 
data collected included the background information about the company, the vision, the his-
tory, the structure, ownership as well as financial data. For some of the included companies 
the data was more difficult to find, perhaps depending on the family-ownership structure. 
However, for those companies listed on the stock exchange the collection of information 
was easier to perform.  

Perceptions, attitudes, and values of a company and its employees are almost impossible to 
gather through secondary material, instead the researcher needs to talk and observe indi-
viduals or group of individuals in organizations. Lekvall and Wahlbin (2001) describe this 
type of information as primary, and Sekaran (2003) mentions observations of events, peo-
ple, objectives and questionnaires to individuals as ways to gather primary information.  All 
methods have advantages and disadvantages, and to receive useful data it is important that 
the researcher choose the method most suitable to the problem and purpose of the study.  

Since the secondary data was not specifically collected for our study we also chose to ob-
tain primary information through individual face-to-face interviews with middle managers, 
so we had the possibility to talk directly to and observe the respondents. Sekaran (2003) ar-
gues that questionnaires can be more efficient to use as less time, cost, and energy is 
needed. However, face-to-face interviews are more suitable to fulfil our purpose, since de-
tailed information is required. Moreover, interviews allowed us to be flexible when asking 
the questions to the respondents and obtain more useful information than a questionnaire 
would.    

3.4.2 Selection of respondents 
Our purpose is to investigate and describe middle management in four growth companies, 
and when selecting the respondents for our study we realized that it would be most suitable 
to include medium or large-sized companies, since in order to find middle managers in a 
company it needs to have a certain size. A medium-sized organization is defined as an or-
ganization that employs between 50 and 249 employees, and has a yearly turnover and/or a 
yearly total of assets between 7 and 43 million Euro. A large-sized organization is defined 
as an organization that employs more than 249 employees, and has a yearly turnover 
and/or a yearly total of assets that exceeds 43 million Euro (EU-upplysningen, 2007).   
 
Based on our definition of growth companies presented in the problem discussion, and 
with the EU-definition of medium and large-sized companies in mind, we decided to in-
clude four companies in our study; Fagerhult, Scandinavian Photo, Hogia Business Software, as 
well as Isaberg Rapid (table 1). One of the four companies, Isaberg Rapid, did not fulfil our 
growth criteria since the company has experienced stagnating growth and turnover, during 
the last five years (Setting the standards, 2007). However, in the end of 2006 Rapid was ac-
quired by the investment company Segulah and now the company is restructured in order 
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to facilitate growth in the future (Isaberg Rapid, 2007), thus it can be regarded as a growth-
company in our study.  

Table 1 Showing the chosen companies included in our study and company specific information 

The Fagerhult group has light as its common feature; the company was founded in 1945 
and thus has many years of experience within the lighting industry (Fagerhult, 2007). The 
group consists of four different lines of business; professional, retail, outdoor and domestic 
lighting. Professional focuses on interior lighting to offices, hospitals, schools, and industry. 
Retail offers systems, products, lighting sources as well as service to retail chains and Out-
door supplies outdoor and lighting exteriors to parks, parking areas and buildings. Lastly, 
domestic lighting is offered to hotels, public building and conference centres. Sales compa-
nies are present all over Europe, in Russia, and China. The production facilities are situated 
at several locations in Sweden, as well as in England and China. The group’s turnover ex-
ceeded 2000 MSEK in 2006 and the Fagerhult group is listed on the Stockholm Stock ex-
change.  

The next company is Scandinavian Photo, which is active within three lines of businesses; 
sales of photo products, Digital Audio Video (DAV) Partner, and Voxon.se (Scandinavian 
Photo, 2007). Scandinavian Photo began with distance trade through mail orders of photo 
related products in 1982, and today they are the largest supplier within their field in Scandi-
navia. The company operates through e-trade, mail orders, as well as with show rooms in 
Bankeryd, where the head office is situated, in Mölndahl, and in Stockholm. DAV Partner 
is an independent company that works with purchases and larger tenders and the products 
focus on sound, video and display and partly with photo. Voxon.se is an Internet shop with 
the business idea to deal with e-Home products under the motto “only products we want for 
ourselves” and this includes everything from MP3-players to Plasmas and LCD TV’s gath-

Company   AB Fagerhult  Scandinavian Photo 
AB 

Hogia AB (Hogia 
Business Software) 

Isaberg 
Rapid AB 

Founded in 1945 1982 1980 (October 1st 
2006) 

1936 

Line of Business  Lighting; profes-
sional, retail, out-
door and domes-
tic 

Photo equipment, 
DAV Partners and 
voxon.se 

Software applications 
and professional ser-
vices 

Stapling 
products 

Size Large company Medium sized  Large company Large com-
pany 

Employees 
(2006) 

1640  55  400 (2005) 1109 (2007, 
feb) 

Turnover 
(MSEK) 

2162 (2006) 300 (06/07) 275,5 (2005) 900 (2006) 

Head Office Habo Bankeryd  

 

Stenungsund Hestra 

Ownership 
structure 

Listed on the 
stock market 

Skandia investment, 
and the Family Ståhl 

Family owned Owned by  

Segulah  

Group  Yes Yes Yes Yes 
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ered in a complete Internet shop (Scandinavian Photo’s homepage). Scandinavian Photo is 
owned by the Ståhl family.  

Hogia Business Software (Hogia BS) is one out of around 20 wholly-owned subsidiaries 
belonging to the Hogia group. In Sweden, Norway and Finland about 400 people are em-
ployed at the Hogia group and it is one of the largest software companies in Sweden 
(Hogia, 2007). Hogia AB is the parent company founded in 1980, and the group is com-
pletely self financed by the Hogsved family (Näringslivet i Stenungsund, 2007). Hogia BS 
was founded the 1st of October 2006, through a merge between Hogia Salary and Hogia 
Business. Consequently no financial data is available, and therefore we have decided to in-
clude the financial figures of Hogia AB in Table 1. Each of Hogia’s different subsidiaries 
work within a well defined business area, and every subsidiary is “complete”, which in-
volves having the full responsibility for everything from development to sales and cus-
tomer service within the business area (Hogia, 2007). 

Isaberg Rapid’s is producing stapling products, and the main lines of business are Office, 
Tools and OEM (Office Equip Machinery) with focus on supplying stapling products, hole 
punches and hot melt products. The head office is situated in Hestra, where parts of the 
production are situated as well as the quality control among other things. Isaberg Rapid has 
expanded with sales offices all over the world, but mainly in Europe and with production 
facilities in France and China. The Rapid brand is equivalent with high quality, satisfied cus-
tomers and since the company was founded already in 1936 the experience and product 
know-how being offered is extensive. The company was acquired by Segulah in 2006, a 
Nordic private equity investor that owns and develops middle sized companies. Their busi-
ness idea is to actively develop the businesses by providing competence, resources as well 
as capital (Isaberg Rapid, 2007).  

Carson, Gilmore, Perry, and Gronhaug (2001) argue that there is no best number of com-
panies to include in a qualitative study, since the result depends on the quality of the infor-
mation received and how it can be used in the study. This is supported by Kvale (1997) 
who argue that the required number of interviews is dependent on the aim of the report, 
and what the researcher want to know.  Further on, Kvale (1997) discusses that if the 
number of respondents is too small the study will not be able to make statistical generaliza-
tions or test hypothesis among different groups of people. On the other hand, if the num-
ber is too large it is hard to make a detailed interpretation of the interview. At each com-
pany we decided to have between two and three respondent middle managers, since we be-
lieve that it is important to have more than one source of information about the work of 
the middle manager in each growth company.  In line with the size of our study we argue 
that performing ten interviews at four growth companies is a reasonable number.  

3.4.3 Interviews  
Interviews are one of the most common methods for collecting primary data, according to 
Riley et al. (2000), and compared to surveys it is a useful method to obtain a large amount 
of data when the time is limited (Marshall & Rossman, 1999).  Interviews can be conducted 
in different ways, and Sekaran (2003) mentions face-to-face interviews, telephone inter-
views, computer-assisted interviews, and interviews through the electronic media. At the 
same time he claims that the interviews can be either structured or unstructured. However, 
it can be difficult to conduct a purely structured or unstructured interview, and most com-
monly a combination of these two is used. According to Lundahl and Skärvad (1999) this 
combination is labelled semi-structured interviews, and here pre-determined questions are 
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used as a base for the interviews, but additional questions are asked to give clarification and 
a deeper understanding of the answers.  

As briefly mentioned before, we conducted ten face-to-face interviews with middle manag-
ers in four growth companies. These were semi-structured and thus allowed us to use pre-
determined questions as the base for the interviews, but also be able to ask further ques-
tions in order to get further explanations of the respondents’ answers. Sekaran (2003) ar-
gues that face-to-face interviews have the advantage of making it possible for the re-
searcher to adapt, repeat, and clarify the questions, in order to make the most out of the re-
spondent’s answers. At the same time, face-to-face interviews are limited by geographical 
distances, money, and the fact that respondents might feel uncomfortable during the inter-
view.  

Our study was financially supported by a research program at Jönköping International 
Business School, with focus on the middle manager’s new and changed roles and identity, 
and consequently we were not restricted to stay in Jönköping for our interviews. This af-
fected our study positively, since we could have a wider range of growth companies to 
choose from. However, when considering the time available and the fact that we aimed at 
conducting face-to- face interviews for our study, we eventually chose to stay within a 
range of 200 km from the Jönköping region.  

Further on, Holme and Solvang (1997) argue that it is important that the interviewee is 
flexible and able to make changes in the structure of the interview in order to obtain useful 
information. However, too much flexibility and changes can be a disadvantage since it 
might result in information that is difficult to compare and analyze. In order to avoid this 
risk Holme and Solvang (1997) stress the importance of creating a situation similar to a 
normal conversation where the interviewed person feels comfortable, and where it is pos-
sible to build trust between the interviewer and respondent. During the interviews, we and 
the respondent were the only ones present, and the interviews were conducted in a closed 
room at the respective companies. In order to be able to analyse the information received 
from the interviews we decided to tape-record all ten interviews, and thereafter listen at the 
tapes carefully and transcribe the interviews. Before we started the tape-recorder during the 
interviews we asked the respondent for permission to do so, thus we ensured that it would 
not cause a tense reaction.  

The frame of reference was the starting point for our interview guide, included in appendix 
1 and 3, which presents the main theories in relation to our research questions. Since our 
interview material was used mainly to guide the interview, we also had the possibility to 
adapt to what was said by the respondents and thus we also collected data about topics 
which was not included beforehand. In that way we also had the opportunity to gain 
knowledge about reality without predetermined knowledge from theory. Sometimes this led 
to the fact that new more appropriate theories had to be added to the frame of reference 
after the interview had been conducted.  

According to Sekaran (2003) the next step after the interviews are conducted should be to 
structure the obtained information in a clear way, for example using tables to present the 
main points. A clear structure makes it possible to define visible patterns in the organiza-
tion.    
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3.5 Analysis and interpretation 
According to Christensen et al. (2001) the characteristics of a qualitative analysis is that it 
focuses on the overall picture and the research context, rather than parts or specific words. 
Instead the interest lays in the meanings and significance of the words, in short the words 
is put in relation to a specific context. In addition to this, Mason (2002) claims that a quali-
tative analysis should be made of arguments and discussions, instead of straightforward an-
swers. Hague, Hague and Morgan (2004) argue that the data in qualitative analysis is more 
subtle and complex, even through the samples are smaller than in quantitative analysis.  

Another feature of the qualitative analysis is that it is a process, where the collection and 
analysis of data takes place simultaneously (Christensen et al., 2001). However, in the be-
ginning the collection of data overweighs, but more and more the analytic work will take 
over and lead the work. This is due to the fact that the investigator is the analytic instru-
ment, and thus the actual analytic work starts when having the first interview, even if the 
investigators are aware of it or not. Silverman (2000) adds that it is important to start ana-
lyzing the data early in the process, and argues that preferable it should be done from day 
one in order to avoid time-consuming catch ups. Furthermore, Hague et al. (2004) men-
tions that the analysis of qualitative data depends on the style of interpretation practiced by 
the researchers. Thus this is an area where the ones who conducted the fieldwork should 
be involved in everything concerning interpretation, analysis, as well as presentation, oth-
erwise useful information might be lost (Hague et al., 2004).  

We agree that the analysis starts right away and that it is a process important for the study. 
Even though our empirical material is based on the interview transcripts the information 
was too extensive and was needed to be shortened. Thus we summarized the empirical 
findings in two steps to achieve an overall picture. Firstly each interview was comprised 
and then the interviews at each company was compared and merged so that contrasts and 
similarities between the middle managers perceptions could be viewed. Since we have cho-
sen what to include in the summaries, already a brief analysis has been made in terms of 
which aspects to include and which theories that fits with the findings.  

 

Figure 6- The qualitative analytic process (Christensen et al., 2001) 

Figure 6 presents the analytic process in a qualitative study according to Christensen et al. 
(2001). Firstly, you break down the data trough reduction, and this can be done through 
coding, where you search for keywords or key sentences that describes and explains the 

Reduction 

Visualization Structuring 

Collection of 
qualitative 

data 
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content. Thereafter you structure the data by connecting the keywords and relating them to 
each other, thus creating patterns. Lastly the visualization involves the transformation of 
the reduced text and patterns into short summaries or illustrations in the form of figures or 
matrices. 

In order to facilitate the analysis, Carson et al. (2001) suggest that the collected data should 
be labelled, edited, and organized, since when organizing the data an overview of the find-
ings can easily be achieved. Furthermore, Hague et al. (2004) argue that it is common to list 
and compare full responses, since otherwise to much detail can be lost. The qualitative re-
searchers will have to read the transcripts thoroughly and make notes on the most relevant 
aspects, which indicate the complexity of performing qualitative research on more than 
about 30 interviews.  

The overall aim of the qualitative analysis is to reveal underlying patterns of the data by dis-
covering the determining variables, which explains the contents and variations Christensen 
et al. (2001) declares. Starrin and Svensson (1994) stress the importance of an accurate 
documentation of the interviews, as it might be necessary to go back and investigate the 
material further. Hague et al. (2004) declare that, when interviews have been tape-recorded 
it is common practice in qualitative research to transcribe them into written text and there-
after perform the analysis with this material. Moreover, tape recording is a very efficient 
way to capture what was said during the interviews, but it involves a lot of additional work 
afterwards (Hague et al., 2004). Since we believe that documentation is vital in a study to 
avoid misunderstanding and misinterpretations, we transcribed the recorded information 
into text after the interviews had taken place. This material was then the underlying basis 
for our analysis.  

The main findings from each interview were divided into areas of interest to our study. 
When this was done we began to structure the analysis, taking the research questions into 
account and both company specific aspects as well as overall similarities and differences be-
tween the interviewed middle managers. The focus was to achieve a broader picture, in or-
der to be able to answer our research questions sufficiently, but also to pick up interesting 
aspects that were discovered by reading through the transcripts and summaries a couple of 
times.  

We decided to begin the analysis with the corporate growth and strategy part, which in-
cludes related issues such as vision, culture, and structure. Thereafter, challenges in connec-
tion to growth was analysed, and here the challenges are put in relation with organizational 
change as well as work related changes. In the following section of the analysis, the leader-
ship and middle management features found in the different companies were analysed. The 
middle management part where analysed in connection to motivation, communication, and 
change. Finally, an attempt to answer the last research question regarding if the middle 
manager can facilitate growth and if so, in what ways, was the base for the last section of 
the analysis, middle management and growth.  

3.6 Trustworthiness 
When evaluating qualitative studies validity is a relevant concept to discuss and it is defined 
as to what extent you have measured what you aimed to measure (Christensen, Andersson, 
Carlsson and Haglund, 2001; Lekwall & Wallbin, 2001). Validity deals with trustworthiness 
(internal validity), how well the investigation and results align with “reality”, as well as the 
degree of generalisation (external validity). In contrast Johnson and Duberly (2003) declare 
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that validity might be an unsuitable word to apply in a research context, since it reflects an 
acceptance of the positivistic research rigidity. Therefore Kincheloe and McLaren (cited in 
Johnson & Duberly, 2003) declares that a more appropriate term to use in research is 
trustworthiness.  

In interpretive approaches knowledge is attached to the subject and therefore the discus-
sion about trustworthiness in one way or the other needs to be related to the subject 
(Norén, 1995). There are two main ways for the interpretive researcher to achieve trustwor-
thiness, either by point richness or by achieving closeness. The criteria of point richness is 
however not as central when trying to describe participants interpretations. Therefore in 
order to achieve closeness Norén (1995) states mainly three arguments, which creates re-
search that builds on participants as subjects trustworthy; the systematic of the procedure, 
the production and reproduction of the social reality and thirdly participant feedback. 

Christensen et al. (2001) confirms that the trustworthiness in a qualitative analysis is de-
termined in regards to how systematic and open the researcher has been during the re-
search process. This means that you have showed engagement by using various collection 
methods, different kinds of data and has reached a theoretical saturation, by collecting the 
necessary data in order to point out underlying structures and processes.  

We developed a work procedure in order to achieve closeness to our participants. It was 
initiated when we contacted the respondents the first time, either through e-mail or over 
the phone. The information given was basically the same in all the e-mails and also the in-
formation given over the phone was very similar for all participants. Secondly we sent the 
preliminary questionnaire to the participants a couple of days in advance together with a 
confirmatory e-mail stating the date and the time for the scheduled interview. Therefore, 
we had been in contact with each respondent at least two times before the actual interview 
took place. During the interview both of us asked the questions, however we divided them 
between us depending on the topics. Also everything said was recorded and later tran-
scribed into text.  

The production and reproduction of the social reality, deals with how well the researcher 
has described the individual participants experience from a certain phenomenon and how 
close the researcher has come to understand the participants way to construct or experi-
ence reality (Norén, 1995). Due to the fact that we conducted face-to-face interviews that 
were semi structured we had the possibility to adapt the questions during the interview and 
also by meeting in person we tried as much as possible to connect with our respondents 
and make them develop their thoughts and experiences from their point of view of “real-
ity”. We realized that the fact that some of the participants in our study had not worked for 
5-10 years at the companies as we had requested in the e-mails, and this could have af-
fected the trustworthiness of our study negatively.  

The participants can take part in and evaluate at least some parts of the constructions of 
knowledge, which increases the trustworthiness of the study since mistakes and misinter-
pretations can be corrected (Norén, 1995). During the interview we informed the respon-
dents that they were allowed anonymity, meaning that the empirical material would not be 
able to connect to them personally, if they desired it. Furthermore, we informed the par-
ticipants that we would send them the summary from their interviews afterwards so that 
they could clarify any misunderstanding or tell us to remove sensitive information. Thus 
the empirical material presented has been approved by all respondents.  
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When making generalisations based on a qualitative study, they are more of an analytical 
nature and thus these results are no absolute truths, but instead provide the current overall 
picture of a certain phenomenon (Christensen et al., 2001). Certain aspects such as the 
completeness and richness of information are important determinants of the external valid-
ity and decide to what extent the results can be transferred. Since we conducted 2-3 inter-
views at each company we tried to achieve a more balanced picture, however this is still a 
very small number so the analytic generalisations may be limited to the interviewed respon-
dents. If more interviews had been conduced many more perceptions would have been 
available to us. However we are only interested in getting an idea of the researched prob-
lem at 4 unique growth companies, but we believe that our results may be used as a starting 
point for other studies in the same area.  
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4 Empirical findings 
As mentioned in the method chapter, 10 face-to-face interviews with middle managers in four different 
growth companies have been conducted. In this section we will present a summary of the main findings from 
each interview, and this will be done company-wise.  

4.1 Interviews at Fagerhult 

 

Respondent F1, the Chief Information Officer, CIO, at Fagerhult is responsible for the IT 
department of the Fagerhult group world wide, but his focus is more on business and or-
ganizational development than IT. F1 has been working at Fagerhult for 1.5 years, before 
that he worked as a consultant and was part of the development of a new IT-strategy for 
Fagerhult when the new board was appointed in 2004. In connection to this, he was of-
fered a job as the CIO of the group, and today he is managing 14 employees.  

Respondent F2, the Quality and Environmental Manager, is involved in managing the qual-
ity department, which is a controlling department with six employees. F2 has worked at his 
present position for seven years, before that he work at another company within the 
Fagerhult group for some years. His main responsibilities are the management of the com-
pany’s quality systems, the set of regulations, certificates as well as managing the customer 
claims division and the environmental affairs.  

4.1.1 Corporate Growth 
In general Fagerhult operates in a rapid-growth industry with a high potential to grow fur-
ther according to F1. In addition, F2 adds that Fagerhult is among the largest players in 
Sweden with almost 100 % market coverage of power and lighting companies. Further, he 
states that one aim is to expand within outdoor lighting division by increasing the customer 
basis through acquisitions. 

In 2004 a new executive group introduced a strategy with the aim of achieving rapid 
growth and globalisation, and the goal is to double the turnover from 2004 to 2008, F1 and 
F2 declares. Furthermore, F2 states that in addition they should triple the profit and double 
the shareholder value during the same period of time. Both managers believe that this goal 
is attainable and so far the company is keeping the set growth pace. Furthermore, the con-
stant ambition of Fagerhult is to grow both in terms of volume as well as profitability, F1 
states. F2 argues that the growth ambition is communicated throughout the company and 
has been like a mantra within the organization. 

According to both respondents, Fagerhult grows both internally as well as through acquisi-
tions, and F2 adds that the relationship is 50/50, about 20 % growth in total. F1 mentions 
that about one to two acquisitions are made each year in order to expand and make money, 
which is an increase compared to the time before the new executive group. Both respon-
dents confirm that Fagerhult has an ambition to grow internationally, and F2 declares that 
the strategy is to buy sales companies to create contact and networks abroad.  

At Fagerhult’s head office in Habo two interviews with middle managers were per-
formed. Below a summary from the interviews will be presented and the middle manag-
ers will be referred to as F1 and F2.  
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The written vision of Fagerhult, F2 states, focuses on the products and that the company 
should supply the market with energy effective lighting amateurs, and be in the lead in 
terms of product development. In addition, F1 mentions the goal to become among the 
three to five biggest actors within their industry and leading in the Nordic countries. How-
ever, F1 also mentions competitive strengths such as effectiveness, design, customer orien-
tation, and product development.  

F1 states that at Fagerhult “There is risk taking, but it is fairly healthy”. In the executive group 
there is a good mix between risk taking people and those who slow down. However, F2 
claims that currently the risk taking is relatively high in comparison to before 2004. Neither 
F1 nor F2 is aware if Fagerhult has denied any business opportunities, but F1 states that his 
feeling tells him that probably they have. F2 says that he has heard of arrangements that 
have not been settled, since the deals have been too expensive.  

In terms of control at Fagerhult, F1 argues that the world is too complex to control it; 
therefore it is only possible to rule in terms of a vision and goal concerning size and busi-
ness ratios. In general the strategic, tactic, and operative control is being well performed. 
F1 declares: “It is probably pretty typical for a niggling company in the area of Småland, to have a good 
outlook on the situation”. F2 adds that Fagerhult measures the growth to check if the set out 
growth pace is being followed.  

Regarding the corporate culture at the head office in Habo some of the key features men-
tioned by F1 are informality, loyalty and entrepreneurship. Furthermore, F1 states that the 
entrepreneurial aspect could enhance growth, while the family characteristic could inhibit it. 
F2 further argues that the old culture in Habo is very deep-seated and therefore difficult to 
transform and change, which could hold back growth. Although F2 claims that the new 
company culture, set by the executive team is more growth oriented, since it is open and 
encourage decision making and initiatives at lower levels in the organization, yet this new 
culture still needs to mature.   

4.1.2 Middle management & Leadership 
Middle manager F1 claims that he exercises a coaching kind of leadership, he believes in 
participation, responsibility, clear goals, communication, sensitivity, and motivation. F1 
adds “…you must work with peoples´ willingness and attitudes that affect their behaviours, in order to 
reach results rather than anything else“. F2 mentions important features of a leader/manager as 
openness, information, the ability to listen, but also being able to make decisions. His lead-
ership style might be perceived by some people as brusque, since he gives definite answers 
after having listened to others opinions.  

Regarding the work procedures used at Fagerhult, F1 mentions that both project and team 
based procedures are being used and that each delivery is a result of team effort. In con-
trast to this F2 states that the work at his department is not characterized by teamwork or 
projects, instead the employees are working individually, but help each other on a regular 
basis.  

The expectations of F1 in his position are that he should lead and ensure that the IT-
activities are supporting the business in order to reach the set out goals. He further claims 
that he has been involved in setting these expectations. On the other hand, F2 states that 
his role is typical to most managers, and the expectations are nothing extraordinary. Simply 
put, F2 is supposed to manage the six technicians at his department. Furthermore, he ar-
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gues that the growth has increased the demands on his position; however this is not seen as 
a problem.  

The fact that something is always happening at Fagerhult is more motivating for F2 than 
the work itself. At the same time he believes that he is able to motivate his employees 
through value adding work activities, but internal goal would maybe motivate his employ-
ees even further. F1 also tries to motivate his staff to enjoy the work every day.  

Within set economic limits F1´s freedom of action is quite large and his employees are al-
lowed freedom under the condition that they achieve the goals of their function or of the 
IT-department. F2 also feels that within his responsibility area he has a great freedom of 
action, but when dealing with strategic issue he consults his supervisors. The employees of 
F2 are not tightly controlled when performing their world, it is only in the end when deci-
sions are being approved that the control is made.  

F1 believes that his influence on his managers is fairly great and he enjoys communicating 
and using rhetoric’s when he speaks. Even if F1 has a lot of ideas he believes that Fagerhult 
is very receptive towards his suggestions. F2, on the other hand, has a very open dialogue 
with his supervisors, despite differences in leadership styles and disagreements they listen 
to what F2´s has to say, thus he feels involved in the decisions that are taken. He remarks 
though that he is implementing the growth strategy, he is not among those that comes with 
ideas and are planning it.  

According to F1, he has a positive influence on his employees. Even if he has a predeter-
mined idea about something, he often discusses it with the group in order to involve them 
and share available information. Moreover, F1 delegates a lot, perhaps to much sometimes. 
Furthermore, F1 believes that his impact on his employees is great and he tries to involve 
them in the departments’ decision making. Although, sometimes the involvement might be 
lacking, despite the fact that many decisions are being delegated to the employees. 

F1 is very satisfied with his competence development as a leader and he enjoys learning 
new things. He also gets the possibility to take part in further education and is currently do-
ing so. F2 claims that his personal development is currently more connected to his new in-
volvement in developing the IT-system, than to his present managerial position. He also 
confirms that it is up to himself to take initiatives for supplementary trainings. The em-
ployees also have the possibility to take the initiative for further training according to F1, 
which is something he strongly encourages them to do, but which is difficult to achieve. In 
contrast, F2 claims that he and his employees are a bit weak at initiating training, but there 
is a possibility for his employees to get training from suppliers on an ongoing basis.  

The IT- department communicates with the help from the intranet, which is frequently 
used according to F1. Additional forums exist, but F1 thinks that the communication could 
be improved at Fagerhult. In turn, F2 communicates with his employees on an ongoing ba-
sis, which is every managers responsibility he points out and the information he receives is 
shared and distributed. Furthermore, F2 states that twice a year the CEO has meetings with 
the group executive board in between various forums at the different levels exist.  

4.1.3 Challenges  
When discussing the effects of growth, F1 mentions IT with the technical integration in 
order to communicate globally, as well as the cultural issues related to entering new mar-
kets. Furthermore, F1 states that Fagerhult´s role is becoming less significant, which is a 
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mental change for the employees. In addition, the structures have been affected by loosen-
ing up and changing. F2 declares that quite many changes have taken place as an effect of 
the new executive group, and one aspect is the higher rate of growth and internationaliza-
tion which among other things has led to a new culture.  

In order to facilitate growth, F1 states that the organizational structure has been changed 
and it has become more complex (see figure 7), one example is the IT related integration 
projects. Furthermore, leadership training for employees and trainee programs are now be-
ing offered and F1 sees a clear link between growth and change, for example during an ac-
quisition process the introduction of a new working language can be experienced as a great 
change. After having grown it is important to realize its effects and make use of the related 
synergies. F2 adds that the management of organizational activities has been transferred 
from the top to lower level managers and thus lower level managers has more freedom of 
action. 

 

Figure 7- Fagerhults complex organizational structure according to F1 

When it comes to work related changes resulting from growth, F1 states that he was hired 
as a result of the growth in order to carry out the related changes and implement the new 
IT strategy. He states that new power positions has arisen as well as altered working condi-
tions. F2 mentions ongoing changes in his position and the work tasks, one visible change 
is that F2 is going to be involved in the development of the new IT system together with 
F1 among others. 

The uncertainty in connection to growth is handled well at Fagerhult F1 states, when peo-
ple ask questions he communicates that they need to accept and work with this uncertainty. 
He claims that he likes it that way and also his employees are positive towards the uncer-
tainty. F2, on the other hand, claims that people feel anxious about their roles and how 
they will change as the company grows, as well as if they are going to lose their jobs or 
have to move. In contrast to F1, F2 thinks the information within Fagerhult is vague and 
that questions are being left unanswered.  
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F1 as well as F2 argue that one challenge associated to growth is the need to recruit edu-
cated people with specific competences within different areas, in order to be able to grow 
more from within. Another challenge mentioned by F1 is that there is resistance towards 
change inherent in all human beings. Furthermore, F1 states that when growing: ”An entre-
preneurial company such as ours must keep its identity and simultaneously adapt enough to be successful...” 
which is another challenge. F2, on the other hand, discusses that it is a challenge for the 
lower level managers to adapt to their new role and take more decisions themselves. Both 
respondents mention the culture as being a challenge for growth. F1 says “Those that come 
from the outside and in here they feel like strangers… this cannot remain as strong in the future. It must 
open up”, the family culture could be damaging for the growth. F2 further adds that the new 
culture needs to mature, however it will and should take time. Furthermore F2 argues that 
the main challenge is to change the demand pattern among customers, that is to buy new 
armatures to save energy and improve the working environment and not only when the ex-
isting ones are becoming old.    

4.2 Interviews at Scandinavian Photo 

Respondent S1 is the IT manager at Scandinavian Photo, and is responsible for the e-trade, 
hardware, and foremost the software of the company. At the IT-department S1 is manag-
ing four persons working fulltime, as well as some part time workers. He has been IT man-
ager more or less since he started to work at the company in 2000, but his role was not 
fully outspoken until 2002. S1 feels that he can draw on earlier managing experience, as 
well as working as a computer consultant in his current job. 

The middle manager S2 has worked at the company for eight years. His first position was 
in the telesales department, after a year he was offered a position in the shop, which led to 
the position as shop manager, and later on S2 became local manager and purchase respon-
sible. Today S2 is managing around twenty employees, with the help of three middle man-
agers below him.  

4.2.1 Corporate Growth 
The industry where Scandinavian Photo is operating in is, according to S2, characterized by 
a tough environment, with a growing number of actors and increased influences from the 
Internet. Further on, S1 explains that the transfer from analogue to digital cameras led to 
an enormous increase in the photo/camera industry in Sweden, and Scandinavian Photo 
are among the 3-4 actors that have increased the most during the last years. About 16% of 
all digital system cameras that are sold in Sweden are sold via Scandinavian Photo. 

Scandinavian Photo is working in a niche within the consumer electronics, and the com-
pany is focusing on products that are photo and picture related. S2 argues that without 
their specific focus Scandinavian Photo could be one among many others. Further, he ar-
gues that their specific knowledge within the photo-field gives them a competitive advan-
tage. Within the Scandinavian Photo group there are two additional business areas except 
from the sales of photo products, DAV Partner and Voxon.se (Scandinavian Photo, 2007). 

At Scandinavian Photo’s head office in Bankeryd two interviews with middle managers 
were performed. Below a summary from the interviews will be presented and the middle 
managers will be referred to as S1 and S2.  
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According to S1, voxon.se is run by the IT-department and it is a pure internet site, thus no 
show rooms are present and he states that “It is our little extra baby”. 

In terms of the number of employees, Scandinavian Photo has grown from 20 to 50 during 
the eight years that S2 has been working at the company. The growth has mainly been or-
ganic; one exception is an acquisition of an existing store in Mölndal, Gothenburg, in 
2002/2003 that was reshaped into the business concept of Scandinavian Photo, according 
to S1. S2 claims that this acquisition was the start of the growth that the company experi-
ences today, however he adds that it is always difficult to acquire a company, it is better to 
build from the ground. 

According to S2 Scandinavian Photo has a short-term growth plan, and until recently the 
company has used monthly budgets instead of an annual budget due to the changeable en-
vironment they are operating in. At the same time, S1 states that the company wants to 
grow, but do not have an outspoken growth plan. S2 further explains that Scandinavian 
Photo aims to set up more shops in Sweden, and wish that the store he works in will em-
ploy a few more salespeople. Both respondents states that there is an ambition to grow in 
the international market, but today the ambition is limited to the Scandinavian countries. 
At the same time, S1 states that they are working on offering their services in languages ad-
ditional to Swedish.  

A clear vision at Scandinavian Photo is not outspoken, however S1 argues that the com-
pany has a goal to expand and continue to grow in the future. When discussing the com-
pany’s vision, S2 explains that Scandinavian Photo has a written vision/business idea that is 
formulated together with the employees. It consists of quality- and working environment 
policies, and involves an ambition to fulfil customer demands and find product solutions, 
as well as create a pleasant working environment with good leadership and sensitivity. One 
aim is to be the best workplace in the region, and S2 argues that this result in a willingness 
among employees to make changes to the better.    
 
Scandinavian Photo takes risk with caution, and S2 claims that even if they do take risks 
they are not gambling. According to S1, declares that even during the IT-boom Scandina-
vian Photo was making a profit and has safe and sound worked their way up. S2 states that 
it happens that Scandinavian Photo denies business opportunities, but you should not be 
too careful, either you decide to be in or out. S1 is also aware that opportunities arise quite 
often, but as mentioned only one has been pursued so far. Both respondents confirm that 
the growth is controlled; S1 states that it is done in terms of figures and some goals of what 
they want to achieve within the next year. S2 however, state that it is about being thought-
ful in the growth activities and to carefully consider actions, additionally since working in a 
fast paced environment, changes are moderate and well discussed.  

The greatest internal factor for growth is, according to S2 and S1, the interest among the 
employees to do a good job and be part of the organization. At the same time S2 claims 
that the company is aware of the external competition, and the need to adapt to the market. 
 
Scandinavian Photo is a flat organization both according to S1 and S2, and S2 add that 
people is able to share their opinions and work towards the same goal.  ”Even if we are talk-
ing about the local manager, the warehouse manager, and the CEO everyone is the same age and it is not 
possible to look up to or down on anyone” (S2).  At the same time, both respondents states that 
the company culture at Scandinavian Photo is influenced by the fact that it is a family-
owned company, and S2 mentions greater responsibility-taking among all employees as a 
positive effect of the ownership structure, whereas S1 explains that the expression freedom 
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under responsibility is a key aspect of the culture as well as informality. In addition to this, 
the culture is argued by both S1 and S2 to contribute to the growth of the company.  

4.2.2 Middle Management & Leadership 
When looking at the leaderships styles, S2 argues that he is personal and clear in his leader-
ship style, and believes that it is the only way to get the employees follows him. However, 
S2 is aware of the fact that people might feel uncomfortable with his leadership style, but 
argues that when finally people realize that it results in something valuable they are able to 
motivate themselves. On the other hand, S1 argues that he does not follow the traditional 
leadership style, instead he lets his employees work very independently; ”As long as I see that 
it is working well I am very satisfied, so I am more like an umbrella, which sort of binds everything to-
gether, to work as a team is a goal I have had”.  

F1 further states that within the IT-department the work is very project driven, and one 
example is the development of a new web-page for Scandinavian Photo, which is a project 
running during a certain period of time. S2 however, states that there are no individual pro-
jects or teamwork within the daily work at Scandinavian Photo; however the employees be-
long to the team of their division. Even if the employees are part of a team it is the individ-
ual performance that counts.        

S2 argues that he finds his role as middle manager as challenging and motivating, and adds 
the facts that Scandinavian Photo is an open work place and in the near future will be the 
best workplace in Jönköping, Mölndal, and Stockholm as motivating. In addition to this, S2 
claims that the fact that the company is prosperous makes it attractive and enjoyable. S1 ar-
gues that the positive aspects with working at the IT-department are the freedom and the 
creativity involved, and S1 feels motivated by the fact that others put trust in him and that 
he feels personally responsible. Also S2 declares that he has the trust to act on his own, and 
explains that he is managing the location in Bankeryd as if it was his own company. Thus 
he has a great freedom of action, and he states that the CEO often delegates tasks to him 
without follow ups. At the same time, S1 believes and hopes that he is able to motivate his 
staff, the same accounts for S2 who argues that his clear objectives facilitate the motivation.  
 
There exist control of the employees at Scandinavian Photo, however S1 argues that the 
degree of control varies within the company, it is more concrete for sales people, while for 
the IT-department the control is more in the shape of larger mutual goals in the group that 
they work towards.  
 
The personal development that S1 and S2 experience in their present positions varies a bit, 
S1 explains that “Right now I feel that I am standing still…” but express a wish to take the next 
step and develop his competence if there was time for it. Whereas S2 have a feeling on 
moving on “…it is all about how you succeed in the everyday work, how you succeed with the accom-
plishments that are set for the day”.   
 
The expectations on S1 are not troublesome at all, he knows his responsibility, but also he 
feels a great deal of freedom in his role. Consequently, he feels safe in his position. Also S2 
perceives the expectations on his role as reasonable, and believes that it is an advantage that 
he has been working at different positions within the company. Further on, S2 argues that 
he creates his own expectations, and that these are often higher than the ones others have 
on him. 
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Both S1 and S2 are members of the executive team and claim that they are involved in the 
decision making at Scandinavian Photo, and that their ideas are supported and sometimes 
implemented by higher management. S2 argues that his impact on higher management has 
increased during the years, and he believes that it is a result of his advancement within the 
company. In turn, S2 argues that the impact he has on his employees is significant, as his 
expectations are clear. S2 further believes that his employees have a trust in him as they of-
ten want to talk in confidence, and he states that he listens to them when they share rea-
sonable proposals.     
 
It is argued by S1 that small crises arise every day at the IT-department, and it is a stressful 
situation to work in. In order to cope with this, S1 tries to keep himself as calm as possible, 
and then search for defaults together with his team, at the same time as he tries to prioritize 
and then focus on one question at a time. When S2 is facing time pressure he has the ability 
not being stressed, but when it happens he argues that he can benefit from delegating the 
tasks both upwards and downwards in the organization. S2 explains that when he delegates 
downwards and the outcome is positive it makes it easier for him to delegate next time as 
well.  
 
The middle managers at Scandinavian Photo is responsible for the communication with 
their employees, and S1 states that he often communicates with his staff very spontaneous, 
otherwise there are morning meetings or information is sent by e-mail or over the intranet. 
S2 declares that his employees get the chance to express their opinions during regular meet-
ings, and through daily communication. In addition, S2 states that during personal meetings 
with the employees once a year he gets the possibility to clarify what he expects from them, 
and what goals that should be fulfilled. Further on, S2 argues that it is important to be in-
formative and share the available information so everyone knows what is going on within 
the company.  S2 argues that the vision is well-communicated to the employees, and since 
they have been part of formulating it S2 believes that it is inspiring and brings up the rules 
that make them best on what they are doing.       

The way of working at Scandinavian Photo is dependent upon the different departments, 
S2 claims that there are neither individual projects nor teamwork within the daily work, 
whereas S1 declares that the work procedures are often project oriented, one example is the 
new web page that is under construction. 

4.2.3 Challenges 
In order to enjoy working at Scandinavian Photo, S2 argues that people should not be 
afraid of changes, as the company faces ongoing changes and works in a fast-paced envi-
ronment. In addition S1 states that the changes resulting from growth are constant and de-
clares; “Of course the company is affected, suddenly you are no longer 10 persons and a small company 
where you are friends and know everyone, and instead suddenly the company is at least middle-sized, which 
means that you no longer keep track of all the employees”.  

S2 explains that the way to work has changed as the company has grown, at the same time 
as the customer focus has increased. In addition to this, S2 has experienced changes in his 
work in connection to the release of a new software program. The program has made it 
possible to work more efficient, and thus the time can be spent on other things.  Further-
more S1 declares “From an IT-perspective it has been an exciting journey in any case, were we actually 
had to redo everything from scratch in order to adapt the business”. 
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According to S2 Scandinavian Photo do not create the growth; the company grows by pro-
viding attractive products through the Internet and their catalogue. The acquisition of the 
shop located in Gothenburg was a way to grow further, however S2 claims that it is always 
difficult when acquiring a company with a different culture and routines, and in the Goth-
enburg case it was a real clash as they had to adjust to the way Scandinavian Photo worked. 

One challenge connected to growth, as mentioned by S1, is communication between the 
personnel. New better ways of communicating are needed since at the moment this is very 
difficult, S1 argues. Another problem that arises, according to S1, is that you need to offer 
services in other currencies and languages.  At the same time, S2 argues that the main chal-
lenge for Scandinavian Photo is not to grow too fast, a rapid grow has often a negative ef-
fect on customer relations. However, S2 argues that Scandinavian Photo has coped with 
this very well, and has succeeded in being customer oriented.  

Regarding uncertainty in connection to growth, S1 has not encountered any particular 
problems, except perhaps when information tends to reach out the back way it could be 
viewed as negative.  However, he feels that his employees turn to him if they have any 
problems or questions to a very high extent. If employees feel uncertain about issues con-
cerning the company S2 believes that they talk about it with him, or directly with the CEO. 
He states that it is the ability to listen, and give correct answers instead of fast answers that 
shows that they care about the employees.     

4.3 Interviews at Hogia Business Software  

Middle manager H1 is the Sales and Marketing manager at Hogia Business Software (Hogia 
BS), were 45 persons work in total. He is in charge of the sales towards new customers and 
furthermore he is the marketing manager, which involves the development of the commu-
nication platform. H1 is in charge of 6 employees, as well as 2-3 persons that work on a 
consultant basis with the marketing and web. H1 has been working within the Hogia group 
for two years, and when Hogia BS was established in October 2006 he started to work 
there.  

Respondent H2 is also Sales Manager at Hogia BS, however she is responsible for the exist-
ing customer base. H2 is managing ten employees, and her main tasks involve the overall 
responsibility for results as well as to run the business towards the set goals. H2 has been 
working at Hogia since 1999, thus 8 years. In the past, H2 has been working at both Hogia 
Salary and Hogia Business, which was merged into Hogia BS in 2006.    

The last respondent, H3 is working as Customer Support Manager at Hogia BS. She is re-
sponsible for the support department, where customers get support when facing problems 
with their systems, as well as where the customer relationships are maintained. H3 started 
to work at Hogia in 2001, thus 6 years ago and has just as H1 and H2 been working at dif-
ferent companies within the Hogia group, all with leading positions. Toady H3 has three 
group managers below herself, and in total she is responsible for 25 employees.  

At Hogia Business Software’s head office in Stenungsund three interviews with middle 
managers were performed. Below a summary from the interviews will be presented and 
the middle managers will be referred to as H1, H2, and H3.   
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4.3.1 Corporate growth 
In general, the growth in the industry where Hogia BS is operating in is quite scarce ac-
cording to H3. All respondents mention that Hogia BS experiences mainly organic growth, 
H1 adds that this is because they are operating in a mature market. However, acquisitions 
are sometimes used as a way to grow by the Hogia group, which is affirmed by all respon-
dents. H2 and H3 argue that partnerships are an important source for growing externally, 
but H3 argues that it is difficult to grow through partners, since two organizations need a 
common goal.  

The main goal of Hogia BS is to grow, all respondents confirm. H1 adds that there is a plan 
for the next three years and that each year they should grow by 8-10 %, which is included 
in the budget. Furthermore, the goal is profitable growth meaning balanced growth and 
balanced profitability, H1 and H3 state. However, H3 claims that the growth goal is around 
6% and that Hogia BS needs to deliver money, because there are other companies in the 
group that focus more on growth.  

Regarding the vision, H1 states that Hogia BS has two different visions, one written for the 
company including a three year plan and a business idea. The other one is aimed towards 
customers and involves that Hogia BS should be perceived as the most helpful company 
on the market. H2 and H3 declare that the vision is to be present now and in the future, to 
help companies develop/ facilitate their administration. The fact that Hogia is family 
owned and has been around for 27 years is a unique aspect, H2 argues. Then she adds that 
growth is definitely a part of the vision “…you are not satisfied, you always want more”. All re-
spondents confirm that the vision is well communicated to the employees and that they are 
committed to it. 

There are no current plans to expand internationally at Hogia BS, H1 and H3 state, how-
ever H3 explains that such ambitions exist within the Hogia group. In contrast, H2 is not 
aware of a formulated growth ambition but she believes that Hogia BS wants to grow fur-
ther into the Nordic countries and then expand into Europe. Currently, companies that 
work with Business Software are present on a small scale in Norway and Finland, H1 and 
H3 claim. Although H1 says that there are ongoing discussions whether Hogia BS should 
stay in Sweden or expand abroad.  

In terms of risk, H1 believes that they are taking risks, but it differs between areas. In addi-
tion, H2 argues that Hogia is partly risk taking, but the thorough control makes it possible 
to quickly know if something is going in the wrong direction. In contrast, H3 believes that 
the risk taking at Hogia BS is small, but argues that at other units within the Hogia group it 
is more acceptable to take risks. Neither H2 nor H3 is aware if Hogia BS has denied any 
business opportunities, but H1 claims that they have done so, because they have a profit-
ability goal to live up to. H2 also thinks that there have been offers around, which were not 
interesting.  

H1 states that when it comes to control, the reporting and analysing within the Hogia 
group is unbeatable. They report monthly to the group, all respondents argue, and H1 adds 
that they control both in terms of growth, profitability, turnover and the number of cus-
tomers, which is pretty specific for Hogia. “We follow this Slavic…” H1 states, and every 
twelve months analysis are carried out were they look at growth versus profitability; the 
pace is currently 13 % which is good. H2 and H3 add that if something is differing from 
the budget adjustments are made, in the form of prognoses. Moreover, H3 argues that the 
budget is a very strong management tool.  
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The culture does not differ within the Hogia group H1 claims, but he believes that Hogia 
in general is different from other companies. The organization is flat, thus suited for 
growth and changes and both the companies and the people are willing to change. H1 
thinks that it is ambivalent that the 15 companies are so extremely controlled but at the 
same time they should grow, which is not possible if you have perfect control. He state 
“…all companies has it inherent, that you want to give freedom, but in the end it is all about money”. Re-
spondent H2 states that “…we breathe that this is a company with great future prospects, we have a 
personnel with an immense confidence in what we are doing”. The family ownership structure incurs 
safety among employees and that they are happy and satisfied at work is reflected in the 
working climate, additionally the building is fabulous with a great view.  

H2 also confirms that the organization is flat; everyone should dare to take decisions since 
the tolerance towards failure is high. H3 argues that the organization gives people a lot of 
responsibility in order to develop, but simultaneously there is control. According to H3, 
there is no general Hogia culture; instead the culture is set by the respective company man-
agers. She further claims that at Hogia BS the culture is very cordial, equality exists and the 
working climate is open. All of the respondents argue that the culture is contributing to 
growth, and H3 declares that the reason is that responsibility is being pressed down in the 
organization, which increases the personal commitment. In addition, H2 believes that the 
culture encourages involvement;  ”Together we are strong”. 

4.3.2 Middle management and leadership 
H1 claims that he exercises a democratic leadership, but since he is in charge of one sales 
organization and one market unit there are differences between them. Even if H1 is the re-
sponsible manager which takes decisions, he discuss with his sales personnel and listens to 
them. In terms of advertising, he works together with his employees. H2 mentions that she 
is straight, clear and enthusiastic; coaching towards the sellers to keep them in a good 
mood so they are motivated every day. Further on, H2 explains that from earlier work ex-
periences she is used to work with an entrepreneurial spirit, and argues that this spirit is 
useful within Hogia as well. H3 states that she has different periods, when present she is 
very active, but when not present it could be perceived as a rupture. To reach the goals, she 
delegates responsibility, so her personnel know what to do. She trusts in people, but she 
controls by “walking around”. The responsibility increases motivation and participation.  

H1 claims that there are expectations from above in terms of result and turnover, and as a 
leader he is expected to lead with the values that are stated within the company. H2 argues 
that her responsibility towards her manager is clear, which she accepts and aims to achieve. 
She behaves towards the employees as she expects her manager to behave towards her, and 
the feedback she gets from employees is great. According to H3 she is expected to reach 
the budget and have good arguments if she performs better or worse. Further on, H3 states 
that the goal is to increase the number of customers each year.  

H1 motivates the sales people through clear goals, as well as support and reward systems. 
For the advertisement people he tries to assign them varying work tasks and give the right 
job to the person with the right competence. H2 also feels she can motivate her staff, while 
she thinks they have achieved the set out goals ever since Hogia BS was established seven 
months ago. H2 is motivated in her work and enjoys what she is doing. Respondent H3 
both feels motivated and that she motivates others to a great extent, but she thinks that you 
can always do better. However, when she encounters difficulty she has certain tricks to 
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solve them. She splits responsibility between people to make the goals attainable and at the 
same time involve everyone, thus she motivates by finding solutions.  

Regarding the work procedures used at Hogia BS, H1 states that the work is completely in-
dividual for sellers and within advertising there is also a lot of individual work. When larger 
projects are initiated project groups are formed, and it usually take months to finish. H2 ar-
gues that her employees perform “both individual work, where everyone performs their goals, simul-
taneously as I try to achieve a unity that succeeds together”. In addition, team and project groups 
outside the sales department are present, where both sales and support is involved. H3 
mentions that she has three small and self-driven groups that work towards a common 
goal, and every group has a manager that is operatively responsible. In some of the groups 
there are project work involved, but mostly group work and a lot of current work tasks of 
seasonal character. 

Concerning the freedom of action, H1 declares that his is on a medium level, since it can 
be influenced by the executive group at Hogia. H2 believes that her freedom is great, but 
when she feels uncertain she asks her boss for advice and he usually helps her to find out 
what she wants to do, by asking questions. H3 states that her freedom lies within the 
budget. 

When it comes to idea generation, H1 perceives that his influence concerning further 
growth is very great. He also feels that his opinion is taken seriously within the company, 
even if they are listening on his ideas they are not always interested in them; “... that is the di-
lemma of the middle manager sometimes…I know this market, I know what is going on in this case…”, 
the reason might be that there are plans he do not know about. H2 argues that in the ex-
ecutive group she has the ability to bring in her ideas for discussion; in this forum she re-
ceives input from the other members, which can be more objective. H2 enjoys feeling in-
volved in the whole company and not just in her own area. Moreover, H3 declare that 
there is no limit to her ideas and she has a lot of them, but the question is if the ideas get 
any attention from others.  

All respondents are part of the executive group at Hogia BS, and in addition all managers 
argue that their influence is great or quite big. H1 states that the majority decides and the 
company manager always make the final decision. The discussions are often lively, but after 
a decision is taken all support it. H1 involves his employees in the decision-making by lis-
tening and discussing with them. H2 is allowed to express her opinion, although it is not 
always possible for her manager to influence the next level. In turn, H2 influence her em-
ployees, they listen to her and she involves them to a certain extent in decisions. H3 experi-
ence that “the executive group is a forum for strategic decisions, we have much space, everyone is listened 
at”. An important part is that she also forward her group managers’ opinions. For H3 to 
carry out a change is an ongoing process, which is difficult, “To be a leader is about influencing 
others to change their behaviours”. H3 talks, follows up and lastly measures the change to see if 
anything has happened.  

When working with people you always develop and it is fun, H1 argues. Since he has con-
tact both with employees and with the market trough partnerships his work tasks vary. 
Currently, the executive group has a consultant that helps the group to widen their compe-
tences. H2 claims that every day she learns something new in her position. H3 encounters 
constant challenges since she manages 25 employees, as well as there are 6000 customers 
that can effect every day at work. She states that in order to be able to handle all customers 
the employees firstly act within their boarders, but then it is important to prioritize. All re-
spondents have the possibility to take part in competence development. However H1 and 
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H2 state that it is up to each person to initiate it, and H2 needs to take time to do so. H3 
clarifies that she has the possibility within the budget.  

The employees of all three managers are allowed competence development within their ar-
eas and money is set aside for this in the budget H1 adds. H2´s sales personnel take part in 
trainings almost every week, since knowledge, education and competence needs to be up-
dated constantly. The sales people must know everything about products and the education 
is both internal as well as external, but pure sales trainings should be arranged more often 
H2 argues. H3 declares that during the personal development conversations once a year, a 
lot of these issues are discussed. For example if the employee needs to develop new com-
petences or to solve misunderstandings regarding expectations. However H3 points out 
that this should be a positive experience.  

The communication takes place through the intranet, e-mail, weekly meetings and company 
meetings every other week, H1 states. He further argues that they operate in open land-
scapes and thus the communication is very open. H3 also confirm that the communication 
is oral or through e-mails, however often things needs to be repeated both ways. There are 
meetings every two weeks with the whole company and collectively information is being 
spread.  

4.3.3 Challenges 
When discussing the effects from growth, H1 argue that it is a difficult balance not to grow 
unless they are profitable at the same time. H2 claim that the growth incurs a great security 
at work, what you create is going to be useful in the longer run and this creates a positive 
spirit. However, H3 states: “it always exist a stress; it is a hunting that must be done”. Further-
more, the stress is to earn money in a mature market, therefore they work a lot with goal 
pictures. There is no permission for not growing, but at the same time to make business 
software is no rocket science, anyone with some programming skills can do it. Thus H3 
thinks: “…it is a though goal to constantly achieve growth, you can never lean back and say that now it is 
calm”. 

One change in relation to growth was the industry concentrations three years ago, in 2004; 
since they adapted their products to specific industries this was a niche strategy, H1 state. 
The personnel also had to adapt to the changes and more people with competences were 
recruited, 50 persons in 2005.  H1 adds that Hogia BS needs to work a lot with products 
development, charge higher prices, and find ways to tie the customers closer to them. A lot 
is being done to facilitate growth, H2 claims that the small scale, flexible units are also 
beneficial in order to grow. She also mentions the focus on industries, today they are more 
small scale, even if business software is quite big since it is a core business. H3 argues that 
the merge between Hogia Salary and Hogia Business was performed to facilitate growth. In 
addition they have started to focus on partnerships, as also mentioned by H2, since cus-
tomers want complete solutions. Thus they share their customer basis with other compa-
nies to access their customers.  

H1 declares that people working at Hogia are used to changes and to start working at other 
companies within the group. One person that has been working at Hogia for 10 years 
might have worked at 6-7 companies within the group, which results in an openness to-
wards change. When Hogia BS was established the sales personnel became responsible for 
a wider scope of products and the customer contact was increased. H2 explains that from 
the beginning, it was not a positive thing to move from one company to another since she 
did not choose it herself. However, after a short while it was a positive thing and she 
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learned a lot. She thinks that everyone needs some job rotation, and thus new ideas a born.  
H3 faced changed working tasks when Hogia BS was founded, she was given more respon-
sibility and did not work operatively any more, instead people performed work for her and 
the group she was responsible had increased from 7 to 25 people.  

H1 claims that the employees are used to move between companies, but sometimes it is a 
factor for uncertainty. He thinks that Hogia handles these issues well, however if starting to 
work at Hogia you should be aware of the constant changes and has a willing to participate 
in them. H2 argues that there was a lot of uncertainty in connection with all the changes. 
Firing people and moving them around to reach the goals of the business makes the em-
ployees feel insecure. H2 states that she did feel bad at times herself. H3 mentioned the un-
certainty in connection to the merge, of course in a restructuring some will be less satisfied 
with the new situation. Before the merger some employees were released, so when she en-
tered most of the uncertainty was gone.  

Regarding the challenges associated with growth, H1 argues that there are many players 
operating on the same market as them and a lot is happening. The question under discus-
sion is if the growth can stay purely organic or not, even if that is the current goal. Profit-
able growth is thus a huge challenge in mature market, he adds. The risk is that Hogia BS 
needs to be quick in terms of product development but also need the power to fight, so 
this is a dilemma. Also what external parties are doing such as competitors, suppliers and 
the government can affect Hogia BS, since they are dependant on laws and rules. H2 can-
not identify any real challenges, but she states that partnerships are vital, they will not man-
age by themselves in the future; instead they need to ally themselves with others. However, 
H3 mentions that they need to find new ways of distributing the products in a mature mar-
ket, to find new customers and retain the old ones. This is a big challenge for Hogia BS.  

4.4 Interviews at Isaberg Rapid  

The first respondent, I1, has been working at Isaberg Rapid (Rapid) for eight years and is 
Production Technology Manager. His main responsibilities involve development of the 
production technology, product treatment, and a control division, and today I3 is managing 
26 employees.  

Middle manager I2 is the Purchasing Manager at Rapid, and the position involves managing 
and maintaining relationships and entering agreements with suppliers. I2 has been working 
within the company for 28 years, during the years he has had different positions, but has 
been at the purchasing department the last 20 years. Today the purchasing department in 
Sweden occupies three persons, so I2 is managing two employees, at the same time as they 
are part of a global group with their colleagues in France.    

Respondent I3 is salary administrator, and is responsible for the salary department at 
Rapid. In addition to this, he is responsible for the salary agreements and thus involved in 
wage negotiations for both white-collar workers and those under collective agreement. Fur-
ther on, he supports managers in interpreting agreements, and is responsible for insurances. 
I3 has two employees that are responsible for the daily work at the salary department, one 

At Isaberg Rapid’s head office in Hestra, interviews with three middle managers were 
conducted. Below a summary from the three interviews will be presented and the middle 
managers will be referred to as I1, I2, and I3.  
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is working with the white-collar salaries and the other is responsible for the employees that 
are under the collective agreement. He has been working at his present position since 1990, 
but he has been working at Rapid for 37 years, since 1970.  

4.4.1 Corporate Growth 
Rapid was acquired by Segulah, an investment company in 2006, and I2 states that Segulah 
is active in the goal setting, but prioritize profitability in front of growth, however it should 
grow. I3 explains that Segulah has a 4-7 years perspective within which they have the goal 
to either sell Rapid or list it on the stock exchange, which is their business idea.  

According to I3 the general difference between the business environment today and in the 
1990’s is that earlier companies sold their products through wholesalers, but today compa-
nies uses large chains.  I2 argues that Rapid has had a stable percentage market share on the 
global market, when looking over a longer period of time. At the same time I2 explains that 
the company’s home market is Europe and here Rapid has grown a lot during the last five 
to ten years. However, it is a mature market and they have their market share, thus it is not 
easy to grow, I2 states. 

All three respondents claim that Rapid grows mainly through acquisitions, and I1 states 
that the organic growth has not been adequate. In addition, I2 explains “It is the acquisitions 
that have laid the foundation for the organic growth, otherwise it would not have been to the same extent”. 
At the same time I1 claims that Rapid expand at the Chinese market through partnership 
with other companies, and I2 argues that partnerships with large pan European companies 
are used to achieve growth in the European market.   

Rapid is present on the international market, and I1 states that the company has a strong 
position in Europe but a small market share in the US. However, all respondents are men-
tioning the large growth potential in the US market, but states that today the company has 
only one sales person there. I2 claims that Rapid has to create contacts with the big chains 
in order to succeed, and I3 stress that they must continue to work hard, in order to be able 
to gain some market shares. Further on, I3 argues that Rapid want to develop and increase 
the sales in Eastern Europe, and I2 adds Russia, India, and China as high potential coun-
tries.   

When discussing the company’s growth goals, I1 explains that Rapid had a 2 to 1 vision 
that stated that the company should double its turnover by 2001, however this has not 
been achieved. But, according to I1, today the company has stated a new goal to grow to 2 
billion SEK in about 6-8 years. In addition, I2 states that Rapid does not have a growth 
goal, but the company has an outspoken goal for profitability. Further on, I3 explains that 
the company’s plan is to increase the turnover to 1 billion SEK in the near future, at the 
same time as a restructuring of the organization should be done. He further believes that an 
acquisition will be made next year or so, in order to become larger.   

I3 explains that Rapid’s business idea is to “develop, manufacture, market, and sell the products”, 
thus be involved in the whole process. When further discussing Rapid’s vision, I1 declares 
that the present vision does not include the previous 2 to 1 vision, and it does not mention 
anything about growth. Even if the growth is not stated on the paper, I1 claims that it is 
outspoken within the company. Both I2 and I3 explain that the company’s vision is ex-
pressed at all meetings, however I2 argues that it is not that clear, it is not something that 
you can identify with. In addition, I3 claims that people might have more important things 
in mind than the vision, and I2 argues that as most employees can not distinguish between 
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goal and vision, and therefore the content is not that important for them. However, I2 
stress that the content is important for the company’s strategies, a vision and a goal is what 
builds the strategies, but I2 is not able to see the connection between the vision of today 
and the company’s strategy.  

None of the three respondents regard Rapid as a risk-taking company. I1 argues that the 
strategy has been to make reliable acquisitions trough buying market shares or follow some 
manufacturing companies. I2 states that “we prefer to have an extra look, we are not in a rush”, 
and I3 have the feeling that the company has been standing still the last years. In addition, 
I2 argues that middle managers at Rapid are not that good at making decisions and take 
risks; they have too much trust in higher management and have a need for always ask for 
their opinions. He argues that this is devastating; it does not drive the company forward. 
Furthermore, I1 explains that Rapid has denied partnership and cooperation at some points 
in time.  

In terms of control, I2 states that Rapid control the growth and profitability through their 
sales- and market organizations that follow the profitability on the product level as well as 
the total profitability every month. Further on, I2 argues that the company controls its 
growth, and the CEO informs all employees quarterly. In addition to this, I3 claims that 
Rapid should achieve quarterly results in line with the set growth goals. I2 states that Rapid 
control the supplier relationships and delivery, and mentions that control is about achieve a 
result and follow the rules.  

The main internal factor that has an impact on growth is, according to I2, excellent service 
“…service is number one; it is about delivering on time”. I2 also stress the importance of being in-
novative and attract the customers with new concepts.   

Rapid has an open culture, according to I1, where the CEO’s door always is open, and 
anyone have the possibility to talk to him. I1 further argues that Rapid’s history as a family-
owned company has had a great influence on the company culture. According to I2, the 
former CEO wanted to coin a Rapid-spirit but it is not clear what this stands for, everyone 
has their own definition. Further on, I2 argues that there is a loyalty within the company, 
and this is what drives the company forward. This is supported by I3 that also brings up 
the loyalty among employees, he claims that the company has been a secure work place for 
him. Further on, I3 argues that this loyalty is contributing to the growth in many ways, as 
people stand up for the company. Both I2 and I3 declare that there is a very high trust in 
higher management and that the middle managers has a need to always ask for their opin-
ions, I3 also says that this is devastating and does not drive the company forward. I2 states 
that “It is great if we can take the decisions lower down in the organization, take a chance and make an 
attempt that drives the company forward. It is characterized by an immense confidence for the executive 
group”. 

4.4.2 Middle Management & Leadership 
The middle managers at Rapid have according to I3, undergone analysis in order to define 
if they are driven, supportive, administrative, or inspiring in their management/leadership 
style. I3 himself is very straight forward; he has a driven style and tries to always be clear 
and honest. I1 explains that he is a goal oriented person, and argues that he is not delegat-
ing enough to his employees, he wants control. I2 argues that he is more a leader than a 
manager,” I like to make decisions at the same time as the team goes forward”.  Further on, I1 argues 
that it is important to listen, and analyze what employees actually say and what they mean, 
“Listening is not that it goes into one ear and then it falls out, but that you listen at what they are saying”.  
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As mentioned before, I1 argues that he is result-oriented and gets motivated when he 
achieves a good result and when people take notice of it and appreciate the work. In addi-
tion he feels motivated by the investments Rapid put on their managers through capacitat-
ing programs. I2 argues that he likes to have an influence, and to be part of achieving the 
set goals is motivating. I3’s driven personality makes him result oriented, and this is some-
thing that motivates him in his position. In addition to this, I3 explains that at his position 
at the personnel department is it motivating to help people, and get good feedback from 
others.  

In turn, I1 believes that he motivates his employees, he claims that he tries to listen but it is 
not possible to take everything into consideration. I1 further believes that people get moti-
vated when he take notice of their results, and argues that it is important that they know 
what he expects from them. I3, on the other hand, believes that he is very straight forward 
in his style and that this sometimes might upset people more than motivate them.  

All of the respondents argue that they are involved in, at least, some parts of the decision-
making within Rapid, in addition they feel that they have an impact on higher management. 
I1 explains that “it is the climate in the company, so to speak”. At the same time the respondents 
argue that their employees have an impact on the decision making as well. I2 explains that 
his employees are more involved in the decision-making than before, and he argues that it 
is a result from being responsible for only 2 persons now compared to 40 before. He tries 
to share information and get everyone the feeling that they are part of the team. In addi-
tion, I3 argues that he has an open dialogue with his employees and that they are told to 
give their points of view.  

I1 argues that he is able to bring in own ideas and point of views, and higher managers of-
ten listen and sometimes implement the ideas. The same accounts for I2 that argues that he 
has no limits on how to come with ideas, and he feels that the managers listen to him even 
if the not always do as he want. I3 claims that his driven personality often result in that he 
shares what comes to his mind, however he admits that this does not mean that they feel 
comfortable and implement his suggestions. Under the set financial limits, I1 argues that he 
has a large freedom of action and the same accounts for both I2 and I3. I2 explains that he 
has been part of the development of the rules and decision procedures, and I3 claims 
higher management have a trust in him and do not control what he is working on. Further 
on, both I2 and I3 argue that they delegate to their employees. At the same time I1 argues 
that Rapid has control over the employees, however it is difficult to measure indirect ser-
vices within other processes.  

The expectations on I1’s role is reasonable, according to I1 himself, but he argues that they 
increase all the time. He believes that the reason for this is when showing excellent results 
people expect more from you. I2 knows what expects from him, he expects to take actions, 
and lead his organization in the right direction. He believes that the expectations are rea-
sonable, especially since the company aims to succeed and then he needs to be ready. I3 
believes that his employees expect that he will support and help them when needed.  

The company has lately invested in capacitating for their managers, and as a result of this 
I1 argues that he develops further in his position, he claims that “It is interesting to get to know 
oneself”. I2 give the same view as I1, he develops further in his position, and also I3 feels 
that he develops in his position and always learn something new, however he argues that at 
his age he do not have the same need for development. I3 explains that his employees par-
ticipate in different courses that are needed for their positions, whereas I2 argues that a lot 
is dependent upon the individual and what he/she suggests in terms of training and educa-
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tion. Further on, I1 explains that he discuss what training that is needed for the employees 
when having personal meetings with them once a year.  

In addition to the meetings once a year, I1 has daily meetings with his employees in order 
to discuss the last 24 hours production and the problems that have arisen. I1 tries to com-
municate available information about changes in the organization to his employees; how-
ever he claims that generally Rapid is weak in their communication. I2, on the other hand, 
argues that the information about the company’s growth is well communicated within the 
company, and additional information is available for middle managers to share among their 
employees. I2 explains that all employees get the same information and that it is available 
to everyone and the same accounts for the employees in France. I2 further argues that he 
has a daily communication with his employees, and other departments within the company, 
it is an open communication within the company. This is supported by I3, who also claims 
that he has daily communication with his employees, and that his door is always open.  

According to I1, there is a lot of group work since the production is linearly structured, and 
this is called constant improvements, “…and then we have the projects, which jumps in here and 
there and drops people from the right to the left”. I2 explains that he work as a team with his two 
closet employees in the operative work, at the same time they are part of different projects, 
for example that work with development. I3 states that one person is in charge of the 
white-collar salaries and the other for the collective agreements; if the work is unevenly dis-
tributed they help each other out, since they should be able to cover for each other. How-
ever each person is responsible for their department.  

4.4.3 Challenges 
I1 declares that as the company grows, he has become more involved in new parts of the 
organization’s operations, as the ones in China and France. The same accounts for I3, who 
claims that his work involves more international contact today and the problems are related 
to international questions to a larger extent. Both I1 and I2 argue that the international ex-
pansion result in new markets that demand different products, both in terms of standards 
and design, both of the products and the packaging. I2 explains, “It is the packaging that we are 
selling, you should buy the product after looking at the packaging, not since you have a need for the prod-
uct”. In addition to this, o I2 argues that he gets involved in the development, and argues 
that this is interesting and stimulating. In general, I2 believes that employees observe the 
growth from increased production and workload. I2 claims that has experienced changes in 
his work role, today it is less administrative work and more strategic and long-term think-
ing, and the purchasing department is a key within the organizations profitability. The most 
obvious change that I2 experiences is that he can control his own time, he can spend hid 
time on purchasing not just meetings. 

Furthermore, I2 explains that changes always involve some dual feeling, and he argues that 
it takes some time to adapt to the changes mentally, but he has decided that it will turn out 
well,” I have decided that it is fun, otherwise it will never be fun”. I2 claims that the growth has been 
positive for the employees, as it results in safety for them and as the growth makes it possi-
ble to keep the jobs and develop. In addition, I2 states that it is enjoyable to work with 
growth if the employees feel that they want challenging tasks and a high work load, the 
challenge here is to motivate those that fear the growth, and only regard it as problematic. 
Another challenge, according to I2, is to get employees takes decisions on their own, the 
higher management at Rapid encourages it but it takes time for it to work.  
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All three respondents explain that Rapid made an organizational restructuring a couple of 
years ago in order to foster the growth, and I2 mentions that the restructuring put focus on 
the different lines of business. However, the restructuring did not result in the expected 
growth so recently it was decided to go back to the traditional organization. According to 
I3 the organizational restructuring is done in order to decrease the costs and in turn be able 
to achieve the goals. Thus, I2 argues that changes occur all the time in the organizational 
structure, and regards it as positive. I1 claims that when Rapid was acquired by Segulah in 
the end of 2006, higher pressure and demands were put on Rapid and the employees. 
“Right now it is a lot of fluctuations here”. As a result of being acquired, I1 argues that Rapid has 
to undergo many changes, but he believes that it is needed. “It will demand quite much from us 
for about five years, it will be tough, but I believe that it will strengthen us”.  I2 gives the impression 
that even if it is a bit challenging to undergo structural changes, he feels motivated and the 
other choice involves staying the same for the coming 20 years and that is not attractive at 
all.  

Further on, I2 claims that it is quite tough to growth, as the company has to spend re-
sources on investments and personnel. He argues that the biggest challenge for the com-
pany is to get everything work as a whole, and mentions that it is the people that are the 
real challenge as the organization is dependent on them. In addition to this, I3 mentions 
that one challenge for Rapid connected to growth is the ability to attract competent and 
qualified personnel to the small town of Hestra.   

I2 claims that people feel uncertainty, even if he believes that the company provides suffi-
cient information. People are in a constant need for information, even if people know eve-
rything they want to know more in order to understand what is going on. I2 explains that 
when he experience uncertainty among his employees during periods of changes he just tell 
them that this is the way it is, but he share the available information with them. However, 
he argues that it takes time for the changes to be accepted, and explains that the employees 
rather discuss the uncertainty with each other than with the manager. I3 explains that em-
ployees often come to him when feeling insecure; they know that I3 will give them honest 
and clear answers, and in turn I3 argues that it is inspiring to help people.   

Two years ago Rapid was about to be acquired by their main competitor, which resulted in 
some insecurity according to I3. However, the present owner Segulah has an outspoken 
goal to develop the company which decreases the uncertainty in the short-run. I1 has not 
experienced any uncertainty among his employees during the process when Rapid was ac-
quired by Segulah, it was known for a long time that Rapid was for sale. However, when 
the company closed down a factory in Östra Frölunda people became a bit anxious. I1 be-
lieves that employees in Sweden might feel a bit worried about the expansion in China as it 
might result in lower production in Sweden in the long run. According to I2, the recently 
decided organizational restructuring will have a great impact on the organization and its 
employees. He argues that people, both internal and external, will be anxious about what is 
going to happen. If customers get worried it is a risk that the company loose them on the 
way, before the restructuring is finished. However, I2 claims that the future organization 
will create growth and profitability, but during the change process the internal environment 
will be a bit shaky, and it will imply great changes, thus“…the customers do not change their be-
haviour over one night, with high quality service and delivery on time they will be satisfied”.  
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5 Analysis 
The first topic of the analysis is Corporate Growth and strategy, and secondly the challenges will be pre-
sented. Thereafter the leadership aspect of middle management and additional managerial roles will be dealt 
with. Finally the concept of middle management in relation to growth will be discussed.  

5.1 Corporate Growth and Strategy  
In this part we aim to answer the first research question, dealing with how the middle man-
agers at the respective companies perceive the growth strategies. Under each heading the 
companies are treated separately, however at the end of each section a comparison between 
the companies are made. The reason why we separate the companies is due to the fact that 
we regard them as unique and different from each other. Furthermore the aim is to de-
scribe how the middle managers perceive the growth in the company in which they oper-
ate.  

5.1.1 General growth 
Fagerhult is indeed a growing company and according to the interviewed middle managers 
there is still a lot of potential to grow. Thus Fagerhult is in the search for growth as many 
other companies, if referring to Stalk et al. (1996). According to de Geus (1997) Fagerhult 
can be defined as a living company, while it has survived more than 20 years, in fact it was 
founded already in 1945. In terms of growth the company has experienced an increase in 
turnover over ten years, from 937 MSEK in 1997 to 2162 MSEK in 2006 (Fagerhult, 
2007), which is more than a 100 % increase. In terms of employees Fagerhult employed 
922 people in 1997 and in 2006 the number was 1640.  

Scandinavian Photo is also in the search for growth (Stalk et al., 1996), and can be re-
garded as a living company (de Geus, 1997) since it was founded in 1982. At that time, it 
began with mail orders and in 1995 the e-trade was initiated (Scandinavian Photo, 2007). 
As a result from the transfer to analogue cameras, mentioned by S1, Scandinavian Photo 
has increased a great deal during recent years. However, S2 states that the industry is quite 
though, with increased competition and influences from the Internet. During the last eight 
years, according to S2, the company has grown from having 20 to about 50 employees. 
Moreover, regarding the turnover S1 states that “…we have gone somewhere from, when I started, 
70-80 million up to 300 millions today…”, so from 2000 until 2006 the turnover increased 
more than fourfold.  

The Hogia group operates in small scale through its subsidiaries and Hogia BS is one 
subsidiary that was founded the 1st of October in 2006, through the merger between two 
Hogia subsidiaries; Hogia Salary and Hogia Business, as confirmed by all respondents. Ac-
cording to H1, 45 employees are currently working at Hogia BS. Due to the fact that the 
former companies belonged to the core businesses of the Hogia group, as stated by H2, 
Hogia BS can be regarded as a living company (de Geus, 1997). In 2006 the turnover of the 
group increased by 16% and positive results has been noted 16 years in a row (Hogia, 
2007). According to H3, Hogia BS is operating in an industry where the growth is quite 
scarce, but despite this fact all respondents confirm that Hogia BS experiences growth. 
Thus Hogia BS is in the search for growth (Stalk et al., 1996).  

In line with the other companies, Rapid can be defined as a living company (de Geus, 
1997), since it has been around since 1936 and is thus the oldest company being studied. 
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Regarding the general industry conditions, I3 states that the greatest difference between to-
day’s business environment compared to the 90ies, is that before you sold through whole-
salers and now you use large chains. I2 declares that the global market share of Rapid has 
remained stable over a longer period and in August 2006 it was between 12-15 % (setting 
the standards, 2007). Thus the market is mature and Europe is considered as Rapid’s home 
market. In 1998 the turnover was 574 MSEK and in 2006 it was 900 MSEK (setting the 
standards, 2007), thus in a longer perspective the company has grown in terms of turnover, 
but between 2002 and 2006 the increase in turnover stagnated. Moreover, the employees 
decreased from 1333 in 2001 to 1109 in February 2007, whereof about 400 are employed in 
Sweden. In the end of 2006 Rapid was acquired by the investment company Segulah and is 
now in the search for growth (Isaberg Rapid, 2007).  

Summing up, all four companies are considered to be living companies and in the search 
for growth. Fagerhult regards that they have a great potential to grow further, while the 
other companies regard their respective industries as being quite though, with a lot of 
competition.  Both Rapid and Hogia BS mention that the industries where they operate are 
mature and consider it as challenge to grow further. In terms of the increase in turnover 
and number of employees, all companies except from Rapid has experienced growth in 
both measures over the last years.  

5.1.2 Internal and external growth 
The growth of Fagerhult is both internal as well as external, with 1-2 acquisitions per year. 
Middle manager F2 mentions that the growth rate is about 20 % in total and that the mix 
between organic and external growth is equal. Both respondents refer to the fact that there 
is a good balance between external and internal growth. This is opposing the study by 
Delmar and Davidsson (2000), which claims that older and larger corporations grow mainly 
through acquisitions and often even shrink organically.  

S1 claims that at Scandinavian Photo the growth has mostly been organic; one exception 
was the acquisition in 2002/2003 of an existing store in Mölndal, Gothenburg, which was 
reshaped into the business concept of Scandinavian Photo. In turn S2 states that the acqui-
sition was the beginning of the growth that the company is experiencing today. Acquisi-
tions are a way to grow externally and leads to increased volumes, but is often associated 
with problems (Ahrens, 1992), and consequently Ashkenas et al. (1998) emphasize that the 
integration process must be carefully managed. S2 confirms that it is always difficult to ac-
quire a company with different routines and a different culture, even if the acquisition in 
Gothenburg was successful, it is better to build from the ground. For an average corpora-
tion, successful growth is usually incremental even if it might involve growing more slowly 
(Cartwright, 2002). 

The growth at Hogia BS is mainly organic and H1 further argues that this is due to the 
fact that they are operating in a mature market. Occasionally though, acquisitions are also 
used in order to grow, H1, H2 and H3 declares. Furthermore, H2 and H3 argues that part-
nerships is an important source for external growth as also argued by Cartwright (2002), 
who states that partnerships is a way to achieve better results. Hogia BS can be viewed as a 
small scale company on its own, but not really young. Thus only partly Davidsson and 
Delmar (2000) are right when they argue that young and small companies mainly grow or-
ganically, since Hogia BS could be considered small, but not young.  

All three respondents at Rapid declare that the growth is mainly a result from acquisitions 
and I1 even argues that the organic growth has not been adequate. This is in line with 
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Delmar and Davidsson´s (2000) study that older and larger companies almost without ex-
ception grow through acquisitions and often they even shrink organically. Furthermore, the 
acquisitions have also been the base for the organic growth I2 claims. In addition, I1 and I2 
confirm that Rapid also use partnerships as a way to expand internationally, and Cartwright 
(2002) declares that partnerships is a way to grow externally and to achieve better results 
together with another organization than on your own.  

In regards to the growth at the respective companies, Fagerhult is the only company having 
a balance between the internal and external growth. Scandinavian Photo and Hogia BS 
grow mainly internally, but occasionally they use acquisitions to grow externally. Rapid 
primarily grows externally through acquisitions or with the help of partnerships, which are 
also an important source for growth at Hogia BS.  

5.1.3 The strategy 
The strategy introduced by Fagerhult´s executive group in 2004 is focusing on rapid 
growth and globalization. A more specific financial goal is to have doubled the turnover of 
2004 in 2008, tripled the profit and doubled the share holder value (F2). In terms of An-
soff´s product and market matrix (Burns, 2005), Fagerhult would be positioned in the mar-
ket development quadrant, since there is an ambition to grow further internationally into 
for example China. One strategy mentioned by F2, is that Fagerhult will buy sales compa-
nies to create contacts and networks abroad. Furthermore, F2 argues that Fagerhult wants 
to be leading in terms of product development and F1 also mentions product development 
as an important aspect. Thus Fagerhult is operating simultaneously in the second and third 
quadrant.  

According to S2, the strategy of Scandinavian Photo is to operate in a niche within con-
sumer electronics with focus on products that are photo and picture related, and according 
to Burns (2005) differentiation is the most profit generating strategy. Additionally, both re-
spondents declare that Scandinavian Photo wants to grow internationally, but currently the 
ambition is limited to the Scandinavian countries. S1 also mention that they are working on 
offering their services in other languages expect from Sweden. Thus, when relating to the 
Ansoff´s matrix Scandinavian Photo is positioned in the market development quadrant.  

 

Figure 8 – Showing the respective companies strategic positions in the product/market matrix 
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Regarding the current strategy exercised within the Hogia group; “Each of the subsidiaries fo-
cuses on supplying software, systems and related services for either a certain application (e.g. accounting or 
payroll) or for a certain line of business (e.g. ferry services, public transport, auditing or real estate)” 
(Hogia, 2007). This means that Hogia at large focuses both on specific products, as well as 
specific branches of business. At Hogia BS they offer specific products in the form of 
software applications, which is no rocket science according to H3, since anyone with some 
programming skills can do it. However they offer complete solutions, which might place 
them somewhere between the first and third quadrant in the Ansoff matrix (cited in Burns, 
2005). Thus their main way to achieve growth is through market penetration and/or prod-
uct/service development, since no current plans to expand into new markets or interna-
tionally is outspoken according to H1 and H3. Only H2 is discussing the fact that interna-
tional ambitions might exist, however she also confirms that in any case these intentions 
are not formulated.  

Concerning the growth strategy at Rapid, the company is already present on the interna-
tional market with a strong position in Europe according to I1 and I2, however all respon-
dents confirm that there is a large potential to grow in North America, mainly US. I2 ar-
gues that Rapid needs to establish contacts with the larger chains to succeed and I3 stress 
that they should continue to work hard to gain market shares. Other potential countries 
they aim to expand into are Eastern Europe mentioned by I3 as well as Russia, India and 
China stated by I2. Thus Rapid is definitely focusing on entering new markets through 
market development according to Ansoff´s matrix (cited in Burns, 2005). When it comes to 
product development, I2 mentions innovation as an important internal factor contributing 
to growth, since customers are attracted by new concepts and thus Rapid could also be 
placed in the third quadrant.  

5.1.4 Structure 
The structure involves as mentioned by Canals (2000) the design, control systems and 
compensation systems and is the main internal factor for growth. However, the aspect of 
compensation systems will be discussed later in the motivation section. 

Organizational design 

Fagerhult´s structure is split into four different divisions; professional, retail, outdoor and 
home, see figure 4, thus illustrating the organizational design according to Canals (2000). 
Fagerhult is focusing on specific target (niche) markets within the lighting industry, in line 
with Cartwright´s (2002) view that the customers and processes should be taken into ac-
count. According to F1 the structure has become more complex as a consequence from 
growth, also in accordance with Cartwright´s (2002) arguments. The organizational struc-
ture at the head office in Habo is flat, but it differs between countries, and F1 declares that 
it could be a result from the fact that bureaucratic features in organizations tend to persist 
(McCann et al., 2004). 

The organizational design (Canals, 2000) at Scandinavian Photo is divided into three dif-
ferent business areas, photo products, DAV Partner and Voxon.se, which are related since 
they are all dealing with electronic products. Furthermore, both respondents declare that 
the organization is very flat, which reflects that Scandinavian Photo has adapted to the new 
organizational principles leading to flatter organizations presented by McCann et al. (2004).  

In terms of the design of the Hogia group the division of responsibilities between de-
partments, that Canals (2000) refer to, is split into small scale focused companies (Hogia, 
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2007). However, as mentioned each company is responsible for everything, including de-
velopment, sales and customer support. Therefore, Hogia BS is structured more according 
to the traditional way of organizing, but since the company only consists of 45 persons it is 
more flexible and adaptive to changes than in a larger company. Both H1 and H3 claim 
that the structural design is flat, opposing McCall et al.´s (2004) opinion that the flat struc-
ture has not yet reached domination. 

The structure is argued by Canals (2000) to shape the whole internal context; furthermore 
companies need to be aware that changes in structures may occur as the company grows. 
All respondents at Rapid claim that the structural design was changed a couple of years 
ago to put focus on different lines of business; office, tool and OEM markets (Original 
Equip Machinery) stated by I2. However, the new divisions did not result in any growth 
and according to I2: “we have only been held back due to heavy costs” and the turnover has not in-
creased since 2002. Thus it has been decided that Rapid will return to the traditional struc-
ture with sales, development and market instead, so the divisions will disappear from the 1st 
of June and they will return to how it was structured before. 

Overall, the studied companies have flat structures (at their head offices) and they are often 
structured according to divisions, business areas or in a more traditional way. Both Fager-
hult and Rapid have undergone structural changes as a result from growth, Fagerhult 
claims that the structure has become more complex, while Rapid is returning to how it was 
structure before. Hogia BS´s structure is quite loosely structured, due to its small scale and 
resulting flexibility.  

Control Systems 

The control systems at Fagerhult measure the growth, in order to see if the company fol-
lows the planned growth rate, F2 states. This confirms that managers need to observe and 
control growth in order to spot problems and then interfere if necessary (Engels, 1997; 
Cartwright, 2002). However, F1 states that the world is too complex to control in accor-
dance with Burns (2005) and de Geus’ (1997) opinions that more and more companies op-
erate in a world that they cannot control. Therefore Fagerhult manages through a vision 
and goal regarding size and business ratios, which is recommended by Engel´s (1997). 
However, F1 thinks the strategic, tactic and operative control is being well performed. The 
level of control seems to be balanced and thus not hurting creativity in the organization, as 
indicated by Burns (2005).  

Furthermore, S1 and S2 state that the growth at Scandinavian Photo is controlled, and 
Engel’s (1997) mentions that control is a requirement, in order to deal with problems re-
lated to growth. Besides, S2 states that you must be thoughtful when carrying out growth 
activities and carefully consider actions, which is in accordance with Cartwright’s (2002) 
opinion to observe the growth carefully and take necessary actions if required. S1 claims 
that the control is being done in terms of figures and some goals about what they want to 
achieve within the next year. Until recently, S2 declares that Scandinavian Photo has used 
monthly budgets instead of annual budgets due to the changing environment, and this re-
flects Burns (2005) and de Geus (1997) opinions that sometimes the world is too complex 
to control.  

Control is an important issue at Hogia BS and H1 states that: ”When it comes to analyses and 
reports, that is to say, Hogia is unbeatable… we actually report here monthly towards the group when it 
comes to both growth, result, turnover and number of customers, in other words we follow this Slavic”. That 
they report monthly is confirmed also by H2 and H3. Furthermore, H2 and H3 adds that if 
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something is differing from the budget, adjustments are made in the form of prognoses, 
which is in line with Cartwright´s (2002) view that managers need to carefully observe 
growth and take actions if necessary. In addition, H1 thinks that it is ambivalent that all 
companies should grow at the same time as they are extremely controlled, since it is not 
possible to grow if you have perfect control. H1´s argument is supported by Majaro and 
Klein (cited in Burns, 2005) who state that too much control can be negative, since it em-
phasize efficiency and effectiveness and do not encourage creativity that result in growth.  

At Rapid, I2 states that control is about achieving results and following the rules, which is 
also argued by Cartwright (2002) that managers need to have the ability to admit to the 
business rules. Furthermore, I2 mentions that Rapid controls both growth and profitability, 
the profitability is measured both on product level as well as in total and the information is 
received through their market and sales organizations. I3 declare that Rapid should reach 
quarterly results and in line with the set growth goals. The control system according to Ca-
nals (2000) should include what is measured, how and by whom, which confirms that 
Rapid seems to have a well functioning control system. But as earlier pointed out too much 
control could hurt creativity that results in growth (Majaro & Klein, cited in Burns, 2005).  

The control systems differ between the companies; Scandinavian Photo occurs to be the 
company least controlled and thus encouraging creativity a lot, while at Hogia BS the con-
trol seems to be very strict, which might hinder the company from growing. While at 
Fagerhult and Rapid the control is most likely within an adequate level.  

5.1.5 Risk taking 
To be tolerant towards risk taking is one way to sustain long term growth (Burns, 2005; 
Canals, 2000) and at Fagerhult, F1 states that the risk taking is healthy, however F2 thinks 
that the risk taking is currently relatively high, which could be a result of Fagerhult´s suc-
cess that has lead to increased self-confidence among personnel that in turn resulted in risk 
taking (Ahrens, 1992). In terms of business opportunities both respondents were unsure 
whether Fagerhult had denied any business opportunities, but both thought that it had oc-
curred. Cartwright´s (2002) argument that it is better to turn down some business opportu-
nities; since they can cause longer term deterioration, is possibly reflected in Fagerhult´s 
strategic decisions.   

When it comes to risk taking Scandinavian Photo takes risk with caution, according to S1 
and S2, and if they do take risks they are not gambling, S2 declares. Still, de Geus (1997) 
argues that managers need to be tolerant to risk taking if the company wants to experience 
growth. S1 is aware that opportunities arise quite often, but as mentioned before only one 
acquisition has been pursued so far and also S2 states that sometimes Scandinavian Photo 
denies business opportunities. However, S2 argues “At the same time you cannot be too careful; 
either you decide to be in our out”. As it seems Scandinavian Photo is probably not pursuing any 
risky short term opportunities and thus Cartwright´s (2002) argument does not seem to be 
valid in this context. As S1 declares Scandinavian Photo have safe and sound worked their 
way up.  

In terms of risk taking at Hogia BS, H1 states that they take risk, but that it differs be-
tween areas and H2 argues similarly that they are partly risk taking, but the careful control 
makes it possible to spot potential problems directely. In contrast, H3 believes that the risk 
taking at Hogia BS is small, but within the group other companies are allowed to take more 
risks. De Geus (1997) argues that a tolerance towards risk taking is needed to experience 
growth. However, since the Hogia group consists of so many companies the risk differs 
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and we cannot say how the overall tolerance towards risk is. Although, Hogia BS seems to 
be a less risk taking company, which could make sense as they are operating in a mature 
market. When it comes to business opportunities H2 and H3 are not aware if any offers 
have been denied, however H1 states that it has occurred, since Hogia BS must reach its 
profitability goal. Thus Cartwright´s (2002) argument does not really fit, since it deals more 
with taking too much risk than being limited in terms of profitability to make investments, 
which in itself could be a risk.  

In regards to the risk taking all respondents state that Rapid is not a risk taking company, 
thus this could indicate that managers should be more tolerant towards risk taking to ex-
perience growth (de Geus, 1997) or that employees are not satisfied with their compensa-
tion according to Hornsby et al. (2000). I1 argues that the strategy is to make reliable acqui-
sitions; however it could be argued that any acquisition could be considered as a risk, espe-
cially since acquisitions often are associated with problems of coordination (Ahrens, 1992). 
I2 also emphasize the cautious aspect of their decisions, however I3 argues that Rapid has 
been standing still the last three years and that the middle managers are not good at taking 
decisions or take risks. This is influencing the growth negatively, since a high participation 
among employees in the decision making process and intended risk taking is facilitating 
growth (Antonioni, 2000), the aspect of decision making will be further evolved later on in 
this thesis.  

In regards to risk taking, it seems as if Fagerhult has a healthy to relatively high risk taking, 
according to the middle managers perceptions. Furthermore, the respondents at Scandina-
vian Photo agree that they take risk with caution. At Hogia BS, again the perceptions differ 
between the respondents, and H1 and H2 regard the risk taking to be partly risky, while H3 
states that the risk taking at Hogia BS is very small. All respondents at Rapid agree that the 
company is not risk taking. 

5.1.6 The growth goals 
One of the goals regarding growth at Fagerhult is to become the third biggest actor within 
its industry, according to F1 and F2, and market leading in the Nordic countries. According 
to the homepage, Fagerhult´s goal is to be a leading actor within the lighting industry and 
remain number one in the Nordic countries, as well as to be among the three best lighting 
companies in Europe. Through profitable growth, they should increase customer value 
(Fagerhult, 2007). Furthermore the business idea “…is to develop, produce and market lighting 
systems for public rooms as well as home interiors”. (Fagerhult, 2007) The business idea from the 
homepage is very similar to the purpose mentioned by Canals (2000), since it describes why 
Fagerhult is in business. Antonioni (2000) explains that a purpose and goal are important to 
inspire the employees.  

According to S2, Scandinavian Photo has a short term growth plan, whereas S1 states 
that the company wants to grow, but that there is no outspoken growth plan, “... in some 
ways we take each day as it comes and we ride in the present instead of think about what will happen later 
on”. Engel (1997) states that goals are needed to succeed with planning, since the company 
needs to know where it is going. Even if the growth plan at Scandinavian Photo is not that 
clear, there is a goal to grow, which enables some kind of planning if desired.  

All respondents at Hogia BS claims that the main goal of Hogia BS is to grow and H1 
state that the plan for the next three years is to grow by 8-10 %, while H3 state that the 
growth goal is a bit less about 6%. However, both H1 and H3 have the opinion that the 
goal is profitable growth meaning balanced growth, which is recommended by Cartwright 
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(2002), as well as balanced profitability. The profitability is important since H3 declares that 
Hogia BS must deliver money, since other companies in the group focus more on growth. 
Engels (1997) argues that clear goals are needed to know where the organisation is going in 
order to succeed with planning, which seems to be the case at Hogia BS.  

When discussing the growth goal at Rapid, I1 explains that Rapid has a new goal to grow 
to 2 billion SEK in about 6-8 years, while I3 declares that a more short term goal is to grow 
to 1 billion within the nearest future and simultaneously the organization will be restruc-
tured. In contrast I2 states that Rapid does not have a growth goal only an outspoken prof-
itability goal since the new owner Segulah is active in the goal setting and prioritize profit-
ability in front of growth. Antonioni (2000) argues that in order to inspire employees the 
goals should be made clear and in the case of Rapid it seems as if they have both a short 
term and a long term goal to increase the turnover, but also to achieve profitability accord-
ing to I2. Moreover, I2 declares that Segulah has a 4-7 years perspective in which they plan 
to either sell Rapid or list it on the stock exchange. Therefore, the new owner Segulah has 
set up ambitious goals for Rapid, however the question is whether they are clear enough to 
inspire the employees.  

Overall, it occurs as if the companies have an ambition to grow, although the goals differ. 
Fagerhult aims to become among the three biggest actors in its industry and leading in 
Europe, Scandinavian Photo does not have a longer term goal, even though there is an 
ambition to grow in the short run. Moreover, Hogia BS and Rapid have a goal to achieve 
profitable growth, which can be challenging. Hogia BS aims to grow between 6-10 % dur-
ing the coming years and Rapid also has a goal to increase the turnover both in the short 
and the long run.  

5.1.7 The vision 
In terms of the vision the respondents at Fagerhult answer a bit differently. The vision of 
Fagerhult is, translated from Swedish, according to the homepage,”… to create energy effective 
lighting solutions that contribute to an ergonomically accurate environment on an international arena”. F2 
is closest to this version as he states that the vision focus on the product and that Fagerhult 
shall supply the market with energy effective amateurs and be leading in terms of product 
development. However, respondent F1 mentions the growth goal of Fagerhult as the vi-
sion and some visionary aspects such as design, effectiveness, function, customer orienta-
tion and product development. In general the vision should explain the set goals and why 
they are important, and according to our view Fagerhult´s vision fits well into that descrip-
tion. Moreover, the vision should be in line with the growth (Cartwright, 2002) and since 
Fagerhult is focusing on rapid growth and has the ambition to expand internationally, this 
is partly reflected in the vision when mentioning the international area as their current mar-
ket scope. However, we believe that the goals reflect the current growth strategy better 
than the vision. 

There is no clear or outspoken vision at Scandinavian Photo according to S1, but the goal 
is to grow and expand further in the future. However, S2 explains that Scandinavian 
Photo’s written vision/business idea was formulated together with the employees and con-
sists of quality and working environment policies. These policies involve the ambition to 
fulfil customer demands, find product solutions and create a pleasant working environment 
with great leadership and sensitivity. Another aspect is to be the best workplace at their re-
spective showrooms, in Bankeryd, Mölndal and Stockholm, which S2 argues will lead to a 
willingness among employees to make changes to the better. The common idea of a vision 
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or purpose at Scandinavian Photo is not clearly outspoken, instead they seem to use these 
policies as a guiding principle for their operations. However, since a one page perform-
ance/policy plan has been written in cooperation with the employees, Antonioni (2000) 
would probably agree that these policies could help to inspire the employees. Moreover, it 
could possibly also contribute to the organization’s growth if the members can relate to 
these policies (Canals, 2000).  

The vision is needed in order to explain the set goals and their importance (Antonioni, 
2000) and moreover, Cartwright (2002) argues that the vision should be in line with 
growth. At Hogia BS, H2 and H3 declare that the vision is to be present now and in the 
future to help companies facilitate/develop their administration. Furthermore, the vision 
inferrs that growth and profitability is needed to be present in the long term and H2 also 
confirm that growth is definitely a part of the vision. H1 explains that at Hogia BS they fo-
cus on the aspect of helpfulness, to be perceived as the most helpful company on the mar-
ket; however he also states that Hogia BS has two different visions and the other is written 
for the company and includes a three year plan and a business idea. The focus on helpful-
ness can be put in relation to the vision discussed by Fairholm (2001) that inner leaders 
should emphasize what the group is and is capable of becoming.  

When asking about the vision of Rapid, I3 expressed the business idea by heart and the 
written version is as follows; “Isaberg Rapid shall under own brand and based on the users´ needs de-
velop, manufacture, market and sell staplers and staples to the office, tool  and OEM markets all over the 
world” (setting the standards, 2007). I1 articulate that the current vision does not express 
anything about growth, but he claims that the growth goal is communicated within the 
company. Cartwright (2002) argues that the vision should be in line with growth, which we 
believe is not illustrated in the current version. Actually, it seems more as if the company’s 
vision instead explains the reason why Rapid exists and carries out its actions and thus is 
more similar to a purpose (Canals, 2000), however inspiration is lacking. A vision should 
instead explain the set goals of the organization and their importance (Antonioni, 2000). I2 
also argue that the vision is not that clear and you can not identify with it. Both I2 and I3 
states that the vision is expressed at all meetings, but they declare that the vision does not 
seem to be that important to the employees. The strategy comes from the vision and that a 
clear strategy enables the actions needed to fulfil the vision (Page & Tosh, 2005), which is 
also argued by I2 who state that a vision and goal is what builds the strategies, but today he 
cannot see any connection between the vision and strategy.  

The visions at the respective companies are very different from each other. Fagerhult does 
have a vision that is in line with growth and explains the set goals and their importance. 
Scandinavian Photo in contrast does not really have a vision; instead written policies are 
used to inspire their employees. In turn, Hogia BS´s vision focus on the long term and the 
aspect of helpfulness has been stressed, which could inspire the employees. At Rapid, the 
vision is not very inspiring and looks more like a purpose, and it does not seem to be well 
communicated to the employees.  

5.1.8 Corporate culture 
When discussing the company culture at Fagerhult´s head office, F1 mentions informality, 
loyalty, and entrepreneurship as some key aspects. Interestingly, Cartwright (2002) argues 
that informality is a feature in smaller less bureaucratic organizations. Entrepreneur-
ship/innovation and an encouraging environment are the main aspects of corporate culture 
influencing the corporate growth (Canals, 2000). F1 argues that entrepreneurship enhances 
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growth at Fagerhult, but that the family culture inhibits it. On the other hand, respondent 
F2 discusses the old and the new culture at Fagerhult, which has evolved as a consequence 
from becoming more growth orientated. This is in line with the statement that as a com-
pany grows the culture changes (Cartwright, 2002; Page & Tosh, 2005). F2 argues that the 
old culture is deep seated and difficult to change and that the new culture support growth, 
is more open and encourages initiatives/decision making at lower levels, but need time to 
mature. Often, cultural implications arise when the culture changes, some people regard the 
old culture as better; they were more like a family etc (Page & Tosh, 2005). Ahrens (1992) 
argue that openness can result in new ideas and impulses and the new culture encourages 
personal/professional development, which influences growth decisions in the company 
(Canals, 2000).  

When discussing the company culture or “the way things are done around here” (Cartwright, 
2002), Scandinavian Photo is a flat organization, as mentioned, and this is reflected in the 
company culture according to both respondents. S1 mentions informality as one feature 
and also declares that”…This is a family company and you get to know each other and … we are all 
the same age... this flat organization maybe becomes ridiculously flat sometimes”, this statement again 
reflects possible implications mentioned by Page and Tosh (2005) arising as the culture 
changes, some people regard the old culture as better and simpler, you know everyone and 
are more like a family. However, it is easy to look back and remember the old culture 
fondly, however they way it was before was probably not that great (Page & Tosh, 2005).  

S2 discusses the aspect of responsibility among employees, whereas S1 refers to the expres-
sion freedom under responsibility as a key feature. Both these claims are linked to Canals’ 
(2000) view about an encouraging organizational environment, and the innovative and en-
trepreneurial aspects of it as a positive challenge. Additionally, the family feature was also 
mentioned by both S1 and S2 and they stated that the culture contributed to the growth of 
the company, which can be put in accordance with Canals (2000). Both respondents 
seemed to have a very similar perception about the company culture, which was reflected 
in their answers during the interviews. 

The opinions regarding culture at Hogia BS varies between the respondents. H1 and H2 
state that there is one Hogia culture at all companies, while H3 articulates that the culture 
differs between the companies and primarily depends on the company managers and at 
Hogia BS the culture is cordial, equal and open. H1 instead argues that the general Hogia 
culture is different from other companies, the flat structure suits growth and change and 
there is an enthusiasm to change throughout the companies. H2 state that the flatness at 
Hogia BS makes decisions at all levels easier and the tolerance towards failure is high, 
which could facilitate risk taking and innovation needed to sustain long term growth, ar-
gued by Canals (2000). H3 claim that people are given a lot of responsibility, but simulta-
neously they are controlled. This could indicate that the Hogia BS environment encourage 
personal/professional development (Canals, 2000). Most importantly, all respondents agree 
that the culture contributes to growth in line with Canals (2000) opinion.  

The corporate culture at Rapid is very interesting and according to Canals (2000) the cul-
ture can be easily connected to corporate growth. I1 mentions an open culture, where the 
door of the CEO is always open and the fact that the company has been family owned has 
also affected the culture he states. I2 mentions that the former CEO had tried to introduce 
a Rapid-spirit within the company, however he thinks that it was never clear what the 
meaning of it was and that it meant different things to different people. Both I2 and I3 ar-
gue that loyalty is another feature, which in I2´s opinion drives the company forward. I3 
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thinks that the loyalty contributes to growth in many ways since people stand up for the 
company.  

However, Page and Tosh (2005) declare that in order to establish a healthy culture certain 
features should be avoided and some of these unhealthy tendencies seems to exist at Rapid. 
Both I2 and I3 declare that there is a very high trust in higher management and that the 
middle managers has a need to always ask for their opinions, I3 also says that this is devas-
tating and does not drive the company forward. Partly in line with these descriptions is the 
anti-growth culture called the mafia culture, which emphasize that the top managers knows 
everything and that the organization is flat where everyone in the organization reports di-
rectly to him/her and nothing is decided without the approval of the top manager (Page & 
Tosh, 2005). However, according to the interviewed respondents this problem has been 
partly addressed by the top management team and that currently they are all taking part in 
leadership training to increase decision making at lower levels.  

The cultures of the companies seem to have some features in common. Fagerhult and 
Scandinavian Photo are characterized by informality; openness is emphasized at Fagerhult, 
Hogia BS and at Rapid and loyalty is mentioned to exist at Fagerhult as well as Rapid. Fur-
thermore, the family culture is present at Fagerhult, Scandinavian Photo and at Rapid, and 
interestingly it seems to persist at some companies even if they are no longer family owned. 
Both Fagerhult as well as Rapid try to encourage decision making at lower levels, and espe-
cially this is an urgent matter at Rapid. Also responsibility in relation to freedom or control 
was mentioned at Scandinavian Photo and at Hogia BS. All the respondents at Fagerhult, 
Scandinavian Photo and Hogia BS state that most aspects of their current corporate culture 
contribute to growth. At Rapid, I3 also confirm that the loyalty aspect of the culture drives 
the company forward. At Fagerhult, the family culture is regarded to inhibit growth as well 
as the old culture and the high trust in management at Rapid does certainly not contribute 
to growth.  

5.2 Challenges and Growth 
Theories discuss that companies that are growing are at the same time facing challenges, 
and these challenges can be seen from both the perspective of the company at large as well 
as from the individual employees. In this section we will analyse in order to find an answer 
to our second research question, regarding which challenges the middle manager encounter 
as the company grows.  

The company might have to undergo changes as an effect of growth or in order to facilitate 
growth, which can be regarded as challenging, and these changes might have an impact on 
the individual employee as well. The changes and challenges can result in uncertainty, 
which by many is regarded as something negative (Isaksen & Tidd, 2006). Our empirical 
findings show that the respondents relate the companies’ growth with different challenges. 
Even if the challenges that the respective companies are facing differ to some extent, some 
common factors between the four companies, as well as between the respondents, that re-
sult in challenges have been identified.  

5.2.1 Effects of growth 
There are different effects of growth, and Cartwright (2002), for example, argues that when 
companies are growing the organizational design, culture, and structure are affected. The 
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respondents’ descriptions of the effect that growth has on the respective companies vary a 
bit, but it is obvious that the effects are visible in the four companies.  

Within Fagerhult, associations can be made to Cartwright’s argument as F1 claims that it 
has been required to adapt the IT system as the company has grown, and growing through 
entering new markets have resulted in a need for cultural adaptation. In addition to this, F1 
claims that the organizational structure has changed as an effect of the growth, and F2 adds 
that the changes in the organizational structure are connected to the new executive group, 
and he argues that a new culture has been created. S2 indicates that as Scandinavian Photo 
grows it faces ongoing changes, and S1 illustrates this by mentioning that “Of course the com-
pany is affected…”. 

Even though Rapid’s growth has been stagnating the last years, the respondents claim that 
the effects of growth are visible in changes of the company’s structure, and I2 explains that 
the structure changes all the time as the company grows. Last year, Rapid was acquired by 
Segulah and I1 clarifies that the consequence of this is that the company needs to undergo 
a lot of changes in order to be able to grow.  

Within Hogia BS, the respondents seem to regard the growth as a significant characteristic 
of the Hogia group. H2 declares that the growth result in a security at work, and a feeling 
that your performance is of importance, which is motivating. However, H3 points out that 
the growth result in a constant stress “…it is a hunting that must be done”. Engel (1997) claims 
that a certain degree of stress is positive and managers need to handle their stress. Even 
though H3 brings up a negative effect of growth, the empirical findings show that a major-
ity of the respondents have a positive approach towards the effects that growth has on the 
respective companies. Ahrens (1992) gives the view that growth creates positive effects, 
and S1 declares that ”…the negative aspect is of course that there are so much more people suddenly, 
that you never get to know that well. The positive aspect is that it is always fun to work in an expanding 
company and always fun to work in a company where you have blue figures almost every day of the year”. 
The effects are needed in order to encourage further growth, and the respondents give the 
impression that changes connected to growth are easier to undergo than changes con-
nected to decline.  

5.2.2 Fostering Growth 
The interviewed companies have undergone different changes and developments in order 
to facilitate their growth. For Fagerhult the major changes that have been made in order to 
foster the company’s growth concern the organizational structure, primary the restructuring 
of the company that was made in 2004. F1 identifies a clear link between the changes made 
and the growth that Fagehult has experienced, and F2 mentions that lower level managers 
have been given more freedom of action in order to be able to be part of the achievement 
of the growth. The same line of action can be recognized within Rapid, but I2 states that 
even if higher management encourage decision-making on lower levels in order to facilitate 
the growth process, it takes time for it to be fully implemented. Besides this, Rapid did a 
restructuring similar to Fagerhult’s a couple of years ago, with the same ambition to foster 
growth. However, as the outcome was not that successful, Rapid goes back to the original 
structure, and thus makes a new restructuring in an attempt to achieve growth.  

At the same time, an industry concentration that involved organizational restructurings was 
done within the Hogia group, and consequently a common feature among the three com-
panies can be identified. In addition to this, Scandinavian Photo has made major changes 
and improvements in their IT-system, S1 declares that“…we actually had to redo everything from 
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scratch in order to adapt the business”. The empirical findings indicate that a way to facilitate and 
encourage growth is to restructure the organization or major systems. As theories state that 
growing companies are facing more complex situations that requires structural changes 
(Nicholls-Nixon, 2005), the interviewed companies can be seen as having undergone the 
restructurings in order to be able to cope with the complex conditions within their respec-
tive industry’s environment.   

5.2.3 Work related changes 
Theories mention that organizations need to undergo changes as they grow, and in the in-
terviewed companies changes related to the respondents work positions can be identified. 
F1 might not have experienced any major changes in his work position since he was hired 
as a result of the growth rather recently, in order to facilitate the development and imple-
mentation of a new IT-strategy. The majority of the respondents experience ongoing 
changes in line with the growth, and a consequence for most of them have been new 
and/or increased work tasks within their positions.  

The Hogia group is a company where people are used to constant changes including job 
rotation and new work tasks, and all three respondents at Hogia BS have been working at 
different companies within the group. They all perceive the changes as positive, and H1 
claims that the changing environment results in an openness and flexibility among employ-
ees, however H2 states “…from the beginning the change was not perceived as positive from my own 
perspective, presumable since I did not choose to undergo the change myself”. The same impression is 
given by I2 as he claims that “it takes some time to adapt to the changes mentally, but I have decided 
that it is fun, otherwise it will never be fun”. Even if H2 and I2 can be seen as a bit negative to-
wards changes, both respondents argue that they have learned a lot and develop personally 
when they have to undergo changes, I2 explains“…it is interesting and stimulating for us that 
work in the process”. The negative view can be seen as an effect of uncertainty and thus resis-
tance, they do not clearly know what the changes would imply, and therefore take the of-
fensive against the change. Here Isaksen and Tidd (2006) mention the importance of 
communication in order to get acceptance from the employees.  

Page and Tosh (2005) explain that naturally many people have a resistance towards change, 
therefore it is important that managers realize the effect continual change has on the em-
ployees. F1 consider the human resistance towards change as a challenge for Fagerhult to 
overcome, at the same time I2 claim that it is enjoyable to work with growth if the resis-
tance is low among the employees, “The challenge is to get those on board that finds it hard when the 
growth comes”.  

5.2.4 Uncertainty in connection to growth 
People often perceive change as something negative and associate it with uncertainty (Isak-
sen & Tidd, 2006), thus middle managers have the important responsibility to decrease the 
insecurity among employees when an organization is facing changes and restructuring 
(Franzén, 2004). A majority of the respondents claim that they have experienced uncer-
tainty as the company has undergone changes, or that their employees have indicated that 
they have been anxious in connection to organizational changes. Within Fagerhult and 
Rapid the uncertainty that employees on lower levels often feel concerns a threat of closure 
of their work place and/or of loosing their jobs. The respondents within Hogia, Rapid, and 
Fagerhult indicate that the uncertainty has been more obvious during periods of restructur-
ing, and here the information has sometimes been lacking, which probably increases the 
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uncertainty even more. I2 claims that “people are in a constant need for information” and thus 
they feel uncertain if they do not regard the available information as satisfying.  

Some of the respondents within the same companies give contrasting views of how well in-
formation is shared in connection to uncertainty, and this might reflect their own role in 
the information sharing. If the respondents feel that they are able to answer their employ-
ees in a satisfying way, or feel that they have received satisfying answers themselves, the 
view on how well the information is shared will probably be affected in a positive way. 
Scandinavian Photo is the company where both respondents claim that they feel that the 
employees actually talks to managers when experiencing uncertainty. S2 argues ”it is the abil-
ity to listen, and give correct answers instead of fast answers”.  

5.2.5 Challenges connected to growth 
Nicholls-Nixon (2005) claims that when companies are facing growth it is linked to 
changes in the organization’s activities, and these changes result in pressure and demands 
that can be challenging for the company to adapt to. The respondents give different views 
on the challenges that they encounter as the organization grows.  

Four of the respondents claim that a challenge for their respective company associated with 
growth, is the need to recruit educated people with the right competence. Both F1 and F2 
argue that people with specific competences within different areas is a vital factor for them 
in order to be able to grow from within. I3 argues that “when you are growing and need a new 
type of personnel and is located in such as small place as Hestra…it is difficult to get hold of qualified peo-
ple”. In addition, H1 explains that “you need employees with the right competence”. 

When looking at challenges in large within the interviewed companies, factors such as the 
culture, communication, and a need for balanced growth, are seen as challenging according 
to the respondents. F1 argues that the family culture within Fagerhult can be damaging for 
the growth, “…this can not remain as strong in the future, it must open up”, and S1 mentions that 
the communication between personnel must be improved, as it is a challenge for growth 
today. Three of the respondents highlight a need for balanced growth, S2 claims that the 
main challenge for Scandinavian Photo is not to growth too much, and H1 and H3 men-
tions balanced and profitable growth as a challenge. This is also in line with Cartwright’s 
(2002) view that growth should be carefully regulated; a balance within the business ought 
to be maintained. H3 claims “it is a though goal to constantly achieve growth”.  

5.3 Middle Leadership 
The aspects of leadership and management are partly intertwined, however in this section 
we aim to answer the third research question regarding what types of leadership styles that 
are used by the middle managers in the growing organizations we have studied. As we 
learned from theory the aspect of leadership is very important in a growing organization 
and the leadership is often associated with changes at the same time as the company grows 
(Page & Tosh, 2005). According to Burns (2005) the leader sets directions, communicates 
and motivates people and Fairholm (2001) claims that middle managers must learn to lead 
from within and this calls for an internal and personal shift in style from managing to lead-
ing. As we will learn communication and motivation are important aspects of middle man-
agement, as well as of leadership.  



 

 62 

In table 2 the middle managers from the respective companies are presented along with 
their main features, such as position, how many employees they are managing, the main 
work procedures practised and their respective leadership styles (if it can be identified ei-
ther by themselves or in accordance with theories). Of course we are aware that the man-
agers may not behave in accordance with these key leadership features when asking em-
ployees, since it is a matter of interpretation. Therefore, if we had asked some of their em-
ployees instead, we might have received different answers or perhaps similar. Although, 
this study is looking at the middle manager perspective, thus we are not trying to confirm 
or reject these statements with the help from employees.  

The managerial positions differ between the respondents; it could be argued that F1 and S1 
operate within the same field (IT); however they perform completely different tasks. The 
number of employees to manage varies from 2 to 26 employees, but when supervising 
more than 20 employees the middle managers usually have lower middle/group managers 
below them. The number of employees probably also has an effect on how the leaders are 
able to operate in the organization and to what extent they need to delegate to others. H3 
supervises 25 employees and as a result she is not able to work operatively, and thus she is 
delegating a lot, to delegate authority is argued by Engels (1997) to be a trait of the new 
manager. In contrast I1 is alone responsible for 26 employees and still states that he is 
partly working operatively and his weakness is that he delegates too little, which must to be 
a difficult task to handle and probably he will have to adapt if the organization continues to 
grow.  

Page and Tosh (2005) argues that personal and closer leadership is often found in smaller 
organizations, since the leaders are then more involved in the operative work, but as the 
companies grow managers must learn to lead personally and through other people. S2 is 
the only respondent who describes himself as personal even if he manages 20 employees, 
but with the help from lower managers. This could be due to the fact that Scandinavian 
Photo is among the smaller companies (in our study) and S2 has managed to maintain his 
personal style despite the influences from growth.  

Moreover, when observing the leadership traits the respondents have some characteristics 
in common. Five respondents mentioned the importance of team work; however another 
three mentioned team work when discussing the work procedures used at the respective 
work places. Thus team work must be an important characteristic for these leaders, which 
supports Engels (1997) view that the new manager should be able to build teams, involve 
employees in decision-making and delegate authority. Also, F1, S1 and H3 mentioned par-
ticipation as well as responsibility, which are connected to involving the employees in deci-
sion making. Besides, the occurrence of project based work was mentioned by seven 
middle managers and this could indicate, in accordance with McCann et al. (2004), that the 
most important task of middle managers is being transformed from handling subordinates 
in hierarchies to managing projects in flatter organizations. However, project based work, 
team work as well as individual based work is being used simultaneously. In some cases as 
for a salesperson it is quite logical that individual performance is important. 

Next, the aspects of being clear was mentioned by four respondents and also to listen and 
be sensitive to what the employees are saying is regarded as particularly important for four 
respondents. The aspect of listening is mentioned by Engels (1997) as being vital for new 
managers in competitive organizations, which facilitate and coach instead of give orders. 
Respondent F1 state that he exercises a coaching leadership, in line with his answers. H2 
also state that she is coaching in her leadership style and therefore, she is also regarded as a 
new manager that exercises coaching leadership instead of giving orders.   
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Table 2- Summarizing the interviewed middle managers key features 

Decision making was mentioned by three respondents and the aspect of motivation by an-
other three middle managers. Motivation and to engage co-workers in the organization is 
definitely a trait of the modern leadership style or democratic leadership style mentioned by 
Müllern and Elofsson (2006). Another trait of the modern leader is goal orientation or the 
setting of direction, which was mentioned by three respondents. The importance of com-

Middle     
Manager 
(since…)  

Position Managing  Leadership Key-
words 

Work proce-
dures 

Leadership 
style… 

F1 

(2005) 

CIO, responsible 
for IT depart-

ment 

14 employ-
ees 

Participation, respon-
sibility, clear goals, 

communication, sensi-
tivity & motivation 

Project & team, 
delivery result of 

team effort 

Coaching 

F2 

(2000) 

Quality & envi-
ronmental man-

ager 

6 employees, 
technicians 

Openness, informa-
tion, ability to listen, 

decision making. 

Individual work, 
helping each 

other 

Gives defi-
nite answers, 
Brusque… 

S1 

(2000) 

IT-manager, re-
sponsible for e-
trade,  hardware 

&software 

4 fulltime 
and a couple 
of part time 

workers 

Team oriented, inde-
pendence not tradi-

tional leadership, free-
dom/ responsibility 

Team, but very 
project driven 

Umbrella… 

S2 

(1999) 

Shop manager, 
local manager and 
purchase respon-

sible 

20 employ-
ees, 3 middle 

managers 

Personal, clear, sets 
direction 

Part of a team, 
but individual 
performance 

counts 

 Modern  

H1 

(2005) 

Sales & marketing 
manager, (new 

customers) 

6 employees, 
2-3 consult-

ant basis 

Decision making, lis-
ten, discuss, team 

work, 

Individually or 
team work,  pro-

ject groups  

Democratic 
leadership 

H2 

(1999) 

Sales manager, 
(existing custom-

ers) 

10 employ-
ees 

Straight, clear, enthu-
siastic, coaching, mo-
tivating, entrepreneu-

rial 

Both individually 
and as a team, 

Project groups as 
well. 

Coaching 
leadership 

H3 

(2001) 

Customer Sup-
port Manager, re-

sponsible for 
support depart-

ment 

25 employ-
ees, 3 group 

managers 

Present-active, absent 
rupture, responsibility, 
delegates, trust, par-

ticipation, motivation 

Team work and 
project work 

Democratic 
leadership 

I1 

(1999) 

Production tech-
nology Manager  

26 employ-
ees 

Goal oriented, listen, 
analyze, control 

Group work and 
projects, constant 

improvements 

Modern  

I2 

 

(1981) 

Purchasing man-
ager, relation-
ships/contacts 
with suppliers 

2 employees More leader than 
manager, decision 

making, team oriented 

Work as a team, 
and with projects 

Driven 
Leadership 

I3 

(1970) 

Salary administra-
tor, in charge of 
insurances & in-
terpreting agree-

ments  

2 employees,  
(white-collar 
& collective 
agreements) 

Clear, honest, straight 
forward 

Individual, adap-
tive helping out 

Driven 
Leadership 



 

 64 

munication and information sharing was mentioned by two respondents, and this is an as-
pect of leadership before mentioned by Burns (2005).  

All in all, it seems as if many of the characteristics of the modern leader or new manager is 
present among our interviewed middle managers. Even if this might only be an indication, 
we have made the observation that in the growth companies we have studied the modern 
leadership characteristics appear to be dominant among the middle managers.  

Figure 3, presented by Müllern and Elofsson (2006) stated that the charismatic leadership 
has evolved as a consequence from the increasingly loosely connected and idea based or-
ganizations. Based on that fact we would regard Hogia BS as the company being most 
loosely connected in our study, due to the small-scale units, which are flexible and thus 
very adaptive to changes in the surrounding environment. Scandinavian Photo is also re-
garded as having a quite loose structure, since the organization is not very large and the or-
ganizational levels are few. Furthermore, Fagerhult and Rapid are perhaps more similar in 
terms of their organizational structure, since they are larger and relatively integrated. How-
ever, as earlier discussed Fagerhult is trying to open up to the surrounding world and both 
Fagerhult and Rapid is undergoing changes to encourage lower levels to take decisions, 
which is also connected to the idea based view that ideas will motivate people to contribute 
to the organizations goals. In terms of ideas also Hogia BS and Scandinavian Photo use 
ideas to motivate their employees, thus all studied companies are more or less idea based 
and are positioned quite far to the right on the x-axis. See figure in appendix 2.    

Supplementary training 

In order to be able to lead others, middle managers need to feel satisfied in their own role, 
and Franzén (2004) stresses the importance of taking the individual manager’s needs into 
account. Canals (2000) mentions that it is important that companies have an organizational 
environment that encourages personal and professional development. Among the inter-
viewed companies, Rapid is currently involving all their leaders in supplementary leadership 
training in order to improve the decision-making at lower levels within the company. Ac-
cording to Fairholm (2001) middle managers are seldom offered leadership training, but if 
they are, it is also important that the training is adapted to the middle managers situation. 
All in all the training at Rapid seems to be a great initiative, since it is very important to in-
volve people in the decision making, as mentioned before, and all three respondents indi-
cate that they feel that they develop in their positions.  

Similar to Rapid’s leadership training, is that the executive group at Hogia BS is working 
with improvements and widening of their competences, and as all three respondents within 
Hogia BS is part of the executive group they develop in their work positions. H2 claims 
“Every day I learn something new in my position”, and H1 adds that working with people is al-
ways fun and developing.    

The additional respondents claim that their respective companies offer supplementary 
training, however it is often a question of time and individual initiatives though. Within 
Fagerhult and Scandinavian Photo the view of the training differs between the respon-
dents. F1 indicate that the competence development is satisfying and that he is currently 
undergoing some training, whereas F2 admits that he is a bit weak in taking the initiative. 
In addition, S1 express a wish to develop in his present position if more time was available, 
and he claims that “Right now I feel that I am standing still”, S2 on the other hand“…have a feel-
ing of moving forward”.  The differences between the respondents can be put in relation to 
their respective positions, S1’s lack of training is connected to the stressful environment 
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within the IT-department, and it can be assumed that F1’s position as CIO facilitates the 
decision to undergo training.         

5.4 Middle Management 
As Franzén (2005) argues, middle managers can communicate in different directions within 
the organization, and at the same time motivate the employees (Antonioni, 2000). The way 
the middle manager communicates, and motivates others, is affected by the role that the 
middle manager has. From the theories, we have recognized that motivation and commu-
nication is closely related, in order to be able to motivate others middle managers need to 
communicate clearly with their employees. At the same time, information should be com-
municated to employees in order to motivate them. Further on, when companies are grow-
ing, theories argues that the growth is linked with changes, and in order to facilitate the 
changes people need communication about what is going on, at the same time as they need 
to feel motivated to undergo the changes. Consequently, motivation, communication, and 
changes are closely connected, and in order to be able to motivate and communicate the 
middle manager need to take on different roles. This section is needed in order to be able 
to answer our fourth research question, in what ways the middle manager can facilitate 
growth, as it lays the foundation on the middle managements function in the organization.  

The roles of the middle manager 

Mitzberg’s (1973) ten roles that managers perform in their work are divided into three 
groups; interpersonal roles, informational roles, and decisional roles. In comparison to 
our empirical findings, the roles can be identified to some extent in the middle managers’ 
work at the four interviewed companies.  

The interpersonal roles include the role of the leader, and it deals with delegation, influ-
ence, and motivation of employees. F1 argues that he is expected to lead the work at the 
IT-department, and he explains that in order to achieve the goals he delegates a lot, thus his 
work role can clearly be related to the role of the leader. At the same time, I2 identifies 
himself as a leader, and argues that “I am more a leader than a manger”, and he states that likes 
to influence people. On the other hand, F2 claims that he manages his employees in the 
daily work, and he argues that he is among those that implement the company’s growth 
strategy that is formulated by the strategic leaders. Although F2’s description on his roles 
do not involve being a leader, his work role can be connected to Burn’s (2005) argument 
that management deals with the implementation of work, whereas the leader establish 
overall principles and set directions. Further on, it can also be connected to Fairholm’s 
(2001) definition of middle managers as the ones that, among other things, implement the 
organization’s activities. Even if F2 do not give the impression that he regards his lack of 
involvement as something negative, it is vital that he gets involved in at least some parts of 
the planning stage of the strategy. In line with Antonioni’s (2000) view there is otherwise a 
high risk that he is uncertain about Fagehult’s goals and planned changes, and thus how he 
perform his role as a manager can be affected.     

All of the respondents claim, in one way or another, that their respective company has a 
flow of information and that they are part of the information sharing. However, how effi-
cient and well-functioning they argue that it is, and to what extent they are involved, differs 
between them. Mintzberg identifies managers as having informational roles, wherein the 
information is searched for, spread out, achieved, and addressed to the public. From the 
four investigated companies, F2 states that the information he receives is shared to his em-
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ployees, similarly I2 explains that he tries to share the information properly in order to get 
everyone involved in the team. S2 claims that “we are extremely informative and clear about what 
is going on” and H3 explains that Hogia BS spread information collectively to all employees 
on regular meetings. Even though all of the respondents indicate that they are part of the 
informational roles, only F1’s formal role as CIO (Chief Information Officer) includes 
tasks that are clearly connected to Mintzberg’s definitions of the informational roles.         

Further on, our empirical findings indicates that the majority of the respondents have an 
impact on the decisions that are taken within their departments, and in some cases within 
the company at large.  Both S1 and S2, for example, are part of the executive group at 
Scandinavian Photo and thus they feel involved in the decisions that are taken. The same 
accounts for the middle managers H1, H2, and H3, which all are part of the executive 
group at Hogia BS with high decision-making participation. The four decisional roles 
seem to be present in some way or another within all four companies, and below we con-
nect the work roles of some of the respondents with Mintzberg’s categories.  

The Decisional Roles 

How the managers’ roles are performed is affected by the personality of the middle manag-
ers (Mintzberg, 1973), and an example of this can be seen in the entrepreneurial role of H2 
and F1. The role of the entrepreneur is about being an initiator and designer of organiza-
tional changes. F1 can be identified as an entrepreneur in terms of his involvement in 
Fagerhult’s strategic changes, and within the development of the new IT-strategy, and he 
argues that he comes with suggestions on improvements on a regular basis. On the other 
hand, the entrepreneurial role can be argued to be present in H2’s role as well, as she ex-
plains that “the entrepreneurial spirit that was needed when I was self-employed has been useful here…I 
feel that I can implement it here”. H2 argues that she is keen on sharing her ideas concerning 
the company as a whole; however her involvement in major organizational changes is not 
stated. The entrepreneurial aspect of H2’s role can be argued to be more as an entrepre-
neur on the personal level, whereas F1’s role at Fagerhult requires him to be entrepreneu-
rial within his work, as he is part of the company’s strategic development.   

 

Figure 9 - The respondent's decisional roles 

Mintzberg’s second decisional role is the disturbance handler, and here the manager has 
to respond to and handle rising problems. In the case of Scandinavian Photo, S1 argues 
that small crises happens all the time at the IT-department and he always need to be pre-
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pared to spend time on solving problems. Thus, we argue that similarities can be found in 
his role and the disturbance handler role, where S1 is not able to control the rising prob-
lems and their consequences. At the same time, H3 argues that part of her role at Hogia BS 
deals with handling and solving every day customer problems and give answers to emerging 
questions. Even though most of the problems that both S1 and H3 are facing might have a 
minor impact on the organizations at large we argue that their roles have a vital part in the 
organizations operations.   

The role of the resource allocator is to assign his/her time and distribute the work, and in 
order to succeed with this the middle manager has to delegate to others. This can be con-
nected to S2, who claims that when he faces time-pressure he has the possibility to delegate 
both downwards and upwards. In addition to this, the majority of the respondents claim 
that they are delegating work tasks to their employees, and F1 even claims that he some-
times delegates too much. In contrast to this, I1 admits that he has a need for control and 
thus do not delegate enough to his employees.  

The last one of the decisional roles, the negotiator, can be clearly identified in one of the 
interviewed companies. The work role that I3 performs at Rapid involves negotiations with 
the labour union in terms of salary agreements for example, which is a vital role within the 
company that involves decision-making power within the area.  

Expectations on the Middle Managers   

All different roles that people undertake are affected by expectations on them, and Milsta 
(1994) argues that as organizations grow they often require more responsibility from the 
middle manager than the authority allows. However, most of the respondents argue that 
the expectations on them are reasonable, and that they have a high degree of freedom of 
control within their areas of responsibility. They do not give the impression that they have 
to take decisions outside this area, and many of them claim that they are part in setting the 
expectations. 

F1 is one of the middle managers that mention that he has been involved in the expecta-
tions, and S2 believes that he has higher expectations on himself than higher management 
has. F2 argues that the expectations on him are not extraordinary, and thus they can be 
seen as reasonable. In addition to F2, four other middle managers express their expecta-
tions as reasonable, and the majority of these regard the expectations as clear. I1 feels that 
the expectations on him increase as a result of good performance, and H1 and H3 mention 
results and budgets as central parts in their expectations. H1 and H3’s view of the expecta-
tions on themselves strengthens the picture of Hogia as a company with tight controls, and 
a demand for the companies within the group to achieve growth. In addition to the other 
middle managers’ expectations, I3 mentions that he experience that lower level employees 
expect him to be helpful and supportive. This can be connected to his position as salary 
manager, where he works closely with the employees and always tries to give adequate an-
swers.   

5.4.1 Motivation 
The motivational factors among the ten respondents vary a lot, however some common 
components have been found as well as similarities that can be drawn to the theories. An-
tonioni (1999) discusses the major motivational factors to be respect, mutual trust, and car-
ing, and in addition to this Franzén (2005) mentions challenges, responsibilities, participa-
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tion, and independence. In the section below, the key motivational factors found within the 
companies are highlighted.   

S2 refers to the open work place as a motivational factor, as well as he mentions the fact 
that Scandinavian Photo is a prosperous company, and this can be related to Franzén’s 
(2004) argument that a motivating work environment is the key factor for motivated em-
ployees. I3 argues that his result oriented personality motivates him to achieve goals, 
whereas F1 argues that he enjoys learning new things and that he has the ability to do that 
at his present position, hence he feels motivated. Further on, S2 mentions that he finds his 
role as middle manager as challenging and positive, thus he regard challenges as something 
motivating. F2 argues that he is more motivated by the fact that it is always happening 
something within Fagerhult, than his work itself, and this indicates that he feels motivated 
by changes, and do not regard that as something negative, like many people do (Isaksen & 
Tidd, 2006).  

Burns (2005) argues that people should to be lead and managed, at the same time as it is vi-
tal that they are motivated in order to attain growth. Cartwright (2002) supports this by ar-
guing that the drive for growth depends on the motivation among the people. All respon-
dents within Hogia BS claim that the culture within the Hogia group contributes to growth, 
as people down in the organization are given responsibility, and thus the personal com-
mitment increases. According to Hogia’s homepage“…a unified responsibility for the organiza-
tion engages and creates motivation. We have extremely motivated co-workers within the Hogia group”.  
Loyalty among employees can be found within Rapid as well, and I3 explains that “…if you 
have loyal employees, it contributes in every way…”. As seen here there is a link between commit-
ment and responsibility, and both Franzén (2005) and Hornsby et al. (2000) argue that re-
sponsibility is an obvious factor for motivation. In accordance with this, S1 explains that 
when he feels personally responsible he gets motivated, as well as H3 argues that giving 
people responsibility increases the motivation and participation.  

Furthermore, Antonioni (1999) mentions that there is a positive relationship between high 
participation in goal setting and motivation, which is supported by I2’s explanation that he 
regards his participation in the achievement of the set goals as a motivating factor within 
his position at Rapid. At the same time, participation can be connected to involvement, and 
here the majority of the respondents state that they feel involved in the decision-making 
within their companies, and thus it can be argued that they feel motivated to some extent.  

In addition, Antonioni (1999) discusses that trust is a vital factor for motivation. Trust is 
also needed for the middle managers in order to receive freedom of action, which in turn 
results in a feeling of independency that Franzén (2005) argues is additional factor of moti-
vation. S1 claims that he feels motivated when others put trust in him, and he also men-
tions the freedom within his work role as a positive aspect for motivation. When looking at 
the freedom of action that the respondents claim to have we have found a common de-
nominator between the answers; the freedom of action is often restricted to the middle 
manager’s area of responsibility and the budget. H3 mentions the strong connection be-
tween the freedom of action and the budget within Hogia BS, and she explains that the 
budget is a vital management tool. In accordance with this, H1 highlights Hogia BS’s tight 
budget control, and argues that “we follow this Slavic…”.  

In addition to this, all three middle managers within Rapid argue that they have great free-
dom of action, but I1 declares that it is limited by the financial budget. The same accounts 
for F1, who indicates that his freedom of action is quite large within the set economic lim-
its, whereas F2 considers his freedom of action to be great, but limited by his responsibility 
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area. In the case of S2, he mentions that his position at Scandinavian Photo involves great 
freedom of action as “I run this as my own company…with the freedom of action that I have is it pos-
sible” and he further argues that the CEO delegates a lot to him, which increases his free-
dom of action.     

Hornsby et al. (2000) argue that a company’s reward system should include goals, individ-
ual responsibility, and result-based encouragement, at the same time as Antonioni (2000) 
stresses the importance of giving the employees credit, and encouragement when goals are 
attained. I1 feels motivated when other people pay attention and appreciate his achieved 
results, thus he is motivated by the encouragement. On the other hand, H1 claims that he 
motivates his employees through having clear goals and reward systems. Further on, H2 
explains that she receives great feedback from her employees in terms of her performance 
as a manager, and thus she gets motivated and is able to motivate the employees even 
more, this can be linked to Franzén’s (2005) argument that without being motivated, it is 
difficult for middle managers to motivate their employees. In addition, I3 explains that he 
finds it motivating to help people, which can be connected to caring, as well as he argues 
that it is motivating to get positive feedback from others.     

All of the respondents indicate that they have the feeling that higher management listens to 
their ideas, and sometimes implement them. According to Antonioni (1999), middle man-
agers want respect from higher management through being listened at and getting their 
ideas implemented. I1 states that within Rapid “it is the climate, so to speak”, and H1 claims 
that even if his ideas not always are implemented, he feels that higher management listens 
to him. In addition to this, S1 indicates that he has the ability to come with ideas and that 
higher management listens to him, as he claims; “99.9% of the ideas that concerns IT origin from 
me or my team”.  F1 enjoys communicating and shares his ideas and have a lot of ideas but 
feels that Fagerhult sometimes is a bit restricted towards them. At the same time I3 de-
clares that “I find it rather easy to give my opinion, they have to listen, they are not always comfortable 
with that…I don’t really care about that, I want to tell the CEO or closest manager what I think is incor-
rect”.  

The central role of the middle manager shows that they have the ability to have an impact 
on both higher and lower levels within the respective companies, and even if the impact 
differs both between the individual respondents and the companies, a common feature is 
that the middle managers regard their impact and involvement as something positive, as 
something motivating. The fact that all respondents state that their ideas only is imple-
mented to a small extent shows that the motivating factor here is the listening part of 
higher management. The implementation as such is not that important for them, it is re-
garded more like an extra bonus, as argued by I1 “…sometimes you realize that they have actually 
done what you have said, and that is fun”.   

Motivation of employees 

Middle managers are claimed to have a greater influence and ability to motivate the em-
ployees than higher management have, since they have a closer relationship (Page & Tosh, 
2005). In accordance with this, all of the respondents indicate that they have the ability to 
motivate their employees, and when looking at how the interviewed middle managers argue 
that they motivate their employees, similarities with their own motivational factors can be 
stated.  

The middle managers have a tendency to motivate others in the same way as they feel mo-
tivated themselves. H2 declares that “I behave towards my employees in the same way as I expect my 
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manager behave towards me”. F1 mentions that he tries to motivate his employees through in-
volvement in discussions and by sharing information with them. Both S2 and H1 explain 
that they motivate employees through clear expectations and goals, which according to 
Hornsby et al. (2000) is a motivational factor that results in increased growth. H3 makes 
the goals more attainable, in order to motivate her employees, and at the same time she ex-
plains that this is a motivational factor for herself.      

However, some of the respondents admit that the motivation of their employees could be 
improved, as F2 mentions “we talk about having some internal goals in our operation but we are not 
so good at that, it should be better”. H3 adds that “you can always do better…”. I3 believes that his 
straight forward leadership style sometimes can be more upsetting than motivating, “That is 
my problem, I express things wrong, people get it wrong so to say”.  

5.4.2 Communication  
The middle manager is argued to have an important role in the organizations communica-
tion, as he/she functions as a link between higher management and employees (Franzén, 
2005). All of the respondents claim that they communicate on a daily basis with their em-
ployees, and this is often done through regular meetings, and is facilitated by different fo-
rums such as intranets and e-mail. F2 support this, but mentions that in the end everything 
is up to the individual manager, and F1 argues that the communication at Fagerhult could 
be improved. In addition to this, a majority of the middle managers declares that in be-
tween the meetings spontaneous discussions with employees are frequently used as a chan-
nel of communication. As shown here the middle managers are part of the daily communi-
cation within the respective companies, and thus they can be argued to play a significant 
role in the flow of communication.      

Engel (1997) argues that the available information should be shared with the employees in 
order to motivate them. In accordance with this, S2 claims that it is important to be infor-
mative and share the available information so everyone knows what is going on in the or-
ganization. I2 further states that at Rapid, the same information is shared and available to 
all employees. These two statements indicates that Scandinavian Photo and Rapid has a 
well-functioning information sharing, which according to Charan (2004) results in a more 
open business climate, and that in turn will improve the communication within the com-
pany. I3 explains that “my door is always open for everyone”, and thus he strengthens the view of 
Rapid as a company with an open communication. H1 is also in line with Charan’s argu-
ment when he describes the landscape at Hogia BS as very open, at the same time as he ar-
gues that it results in an open communication of information.  

During periods of growth, it is even more important that the communication towards em-
ployees is well-functioning (Cartwright, 2002), and as people might feel anxious about what 
is happening and how the growth will affect them it is argued that a two-way communica-
tion is needed (Isaksen & Todd, 2006). I1 explains that in addition to his daily communica-
tion with the employees, he tries to give as detailed information about upcoming changes 
as possible. However, he claims that Rapid at large is weak in their communication about 
changes, “…changes that are on lower levels are sometimes a bit difficult to spread out, they often get 
caught on the way”. Consequently, it can be assumed that the lack of information within the 
company might result in insecurity among employees about what is going on, and this can 
lead to unmotivated employees (Engel, 1997) and resistance for the changes (Page & Tosh, 
2005). At the same time as I1 regards Rapid’s communication as insufficient, I2 gives the 
explanation that the company is communicating information about changes in a satisfying 
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way. The respondents’ different points of view are probably influenced by their own ex-
periences, and it can be presumed that I2 feels that he has been given adequate information 
about previous changes, whereas I1 is not satisfied with the information that have been 
given. However, I2 argues that “…we believe that we inform enough, but many people are in constant 
need for information. It does not matter that you know everything, you want and need to know even more in 
order to understand what is going on”. 

The personal communication between the middle manager and the individual employee is a 
vital factor for motivation, and Antonioni (1999) refers to coaching as the partnership be-
tween the middle manager and the employee that involves giving constructive feedback and 
motivation. H2 argues that with coaching she is able to motivate her employees in their 
daily work, whereas H3 regards the yearly personal development conversation with her 
employees as a positive opportunity to give feedback and discuss further development and 
expectations. Further on, F2 explains that twice a year Fagerhult’s CEO has a two-day 
summit and exercise with the executive group where information about the company is 
communicated. This can be seen as a coaching opportunity in order to motivate the execu-
tive group, which in turn will be able to motivate lower level managers, hence the motiva-
tion might result in further growth (Cartwright, 2002). In addition to this, S2 states that 
during personal meetings with his employees once a year he has the possibility to clarify 
both parties’ expectations and thus motivate for the fulfilment of set goals.  

The respondents show that coaching in terms of individual employee meetings often oc-
curs once a year, however Antonioni (1999) argues that the feedback should be done on a 
more regular basis in order to be most efficient. On the other hand, the respondents indi-
cate above that they have an open communication with their employees, and as they com-
municate on a daily basis and have spontaneous discussions, it can be assumed that upcom-
ing issues are dealt with straight away. Consequently, the individual meetings can function 
as great opportunities to coach and motivate the individual employee.   

5.4.3 Middle Management and Growth 
In this section we will deal with the last research question, regarding if the middle managers 
can facilitate growth in their respective companies and if that is the case in what ways can 
this be done. In order to do this we will identify direct and indirect middle management 
behaviours in order to discuss if they can result in growth.      

Within Fagerhult, F1 has a work role that requires him to directly be involved in the strate-
gic decisions regarding growth in relation to the IT-systems. F1 is also considered to prac-
tice modern leadership where he communicates with and motivates his employees to take 
part in the decisions. Therefore he has the possibility to facilitate growth at Fagerhult, ei-
ther directly upwards in the organization or indirectly downwards. F2’s position involves 
less direct involvement in strategic decisions; however he regards himself as an implemen-
ter of these decisions. He implements by informing his employees, being sensitive, and be-
ing able to take decisions.  

At Scandinavian Photo, S1 perceives that he is able to directly influence the decisions relat-
ing to his responsibility area, partly since he is a member of the executive group. The fact 
that the owners put such a great trust in him could be the driver for his motivation that re-
sults in innovative ideas, thus S1 and his team are responsible for almost all the ideas gen-
erating further development at his department. S2 is also part of the executive group, and 
can affect the decisions. However, his position as a shop manager allows him to act as an 
entrepreneur, since his freedom of action is great. In accordance with this, he has to lead 
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and manage the 20 employees as well as the three lower level managers, and in turn moti-
vate and inspire them to take part in the achievements that can contribute to growth.  

All respondents at Hogia BS are part of the executive group, and thus have a direct possi-
bility to share their ideas and give suggestions for further growth. Since the Hogia group is 
structured in small scale units it is the board of directors of the group that takes the final 
decisions in the end, therefore it is uncertain if these ideas will reach implementation. H1 
indicates that this can be frustrating as the middle managers often know more about the 
details within each organization, however they might not be aware of the group’s long-term 
plans.  

Furthermore, H1 can be viewed as having a large impact on his employees, and motivates 
them to achieve better results as he is highly involved in their daily activities, which indi-
rectly may have a positive impact on the growth.  H2 is highly motivating and coaching to-
wards her employees which is required when leading a sales organization as she does. Mo-
tivated employees tend to be more risk-taking, and more willing to perform well. H3 is a 
great example of the middle manager that needs to lead both personally as well as through 
other people, as she has three group managers handling the 25 employees in her depart-
ment. Therefore she also has the responsibility to forward the group managers’ opinions to 
the executive group level, and in turn these managers are responsible to perform the tasks 
that she delegates to them. 

Rapid has faced some problems in terms of taking decisions on lower levels as a result of 
an immense trust for top management. Our first respondent, I1, has a very challenging task 
to manage 26 employees by himself, and at the same time he admits that he should delegate 
more to his subordinates. We believe that it is difficult for him to motivate and engage such 
a large number of employees to do their best, and thus it is questionable if he actually can 
facilitate growth indirectly through his subordinates. I2 is more of a leader than a manager, 
and we regard him to exercise a driven leadership style thus being among those that actu-
ally take decisions without consulting higher management. Due to his position as a pur-
chasing manager he can directly contribute to better results since they are allowed to take 
risks in order to progress. As mentioned before, the role of I3 can be classified as negotia-
tor, as the salary administrator he is responsible for the employees’ compensation systems 
and insurances. Furthermore, he is active as an expert when he is called to interpret agree-
ments, thus his know-how contributes to employee satisfaction as well as it supports higher 
management decisions.  

Furthermore, when it comes to changes related to growth the middle managers performs 
an extremely important function since employees foremost tend to take in what their clos-
est managers emphasize. Changes are often associated with uncertainty, as a consequence 
from lack of information, and therefore it is important that the middle manager feels com-
fortable with change, and transmits this confidence towards the employees. If the middle 
manager is able to communicate this, the resistance towards change might decrease among 
the employees, which in turn might lead to a positive attitude towards growth and the con-
nected changes.   
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6 Conclusion 
In this final section of our thesis, we aim to provide the answers to our research questions by presenting the 
conclusive remarks resulting from our analysis. Thereafter, a discussion and reflections section will present 
the managerial implications of our study as well as the limitations. At last, suggestions for further research 
will be discussed.  

In regards to our first research question, the aim was to describe how the middle manager 
perceives the current growth strategy in the company in which he/she operates. Our find-
ings show that the middle manager’s involvement and awareness of the company’s strategic 
decisions, plans, and goals regarding previous as well as future growth is high. As expected, 
there were differences in the strategic approaches exercised by the growth companies, 
which strengthens the view that no such thing as a success recipe for corporate growth can 
be identified.  

Furthermore, the companies’ internal growth contexts should be regarded as unique, since 
the growth companies differ in terms of industries, size and market scope. Despite these 
company related limitations, similarities between the middle managers perceptions can be 
identified. The internal growth influencers confirmed are the strategy, organizational struc-
ture including design and control, risk taking, goals, vision, as well as the corporate culture. 
In all the studied companies these factors influenced the possibilities for growth either 
positively or negatively. Sometimes, the managers’ opinions regarding corporate growth 
differed, which indicate either differences in perception or possibly a lack of communica-
tion from higher management, resulting in misunderstandings.  

In relation to growth the middle manager encounters several challenges, especially changes 
in connection to growth. These challenges can be seen both from a company perspective as 
well as from an individual perspective; however both ways will affect the middle manager. 
It is argued that changes related to growth are easier to undertake than changes related to 
decline. The most usual effects mentioned are changes in the organizational structures, as 
well as cultural changes. Furthermore, growth is seen as positive since it leads to security, at 
the same time it is negatively associated with stress. In addition, it is found that middle 
managers regard the need to recruit educated and competent personnel, as well as achiev-
ing profitable growth, as challenging.  

Growth results in a more complex situations, and changes that have been made in order to 
facilitate the growth have been identified. These changes are often related to restructurings, 
as well as that managers on lower levels are encouraged to take more decision. Changes re-
lated to the middle managers work role have been found to be job rotations and new tasks. 
Along with growth related changes uncertainty is another challenge that has been identi-
fied, since change is often perceived as something negative by the employees. A majority of 
our respondents also confirmed that they had encountered uncertainty as the company was 
undergoing changes related to growth.  

In the four growth companies a majority of the middle managers exercised a more modern 
leadership style, in line with the literature. Team work as well as project based work was 
emphasized greatly and other features such as clearness, the ability to listen, sensitivity, 
coaching, decision making, motivation, and goal orientation were further expressed  to be 
present.  

Our findings indicate that the middle manager’s possibility to influence, both upwards and 
downwards in the organization, is dependent on the position they hold within the organiza-
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tion. We have identified that middle managers can affect more directly as a member of the 
executive group for example, but also indirectly by motivating and involving the employees 
in decisions and by communication sufficiently. In these ways the middle manager can con-
tribute to increased growth. In addition, the middle manager holds an important function 
in regards to changes and uncertainty since they can inform and motivate the employees to 
undertake these changes, which in the longer run will be for the better.  

Overall, this thesis reflects upon the middle management in four growth companies and 
will thus give an idea about the context in which they work, what challenges they meet, and 
how they are being motivated in their working roles to strive for further growth, which in 
turn mainly depends on effective communication. Furthermore, the middle managers in 
this study have been able to facilitate growth and thus it can be argued that the company is 
largely dependant on their commitment and effort to succeed. As a result; The art of 
growth business is definitely reliant on good middle managers.  

6.1 Discussion and reflections 
Middle management in connection to growth companies is an area that is rather limited, 
therefore it has been a challenge to conduct this study. However, we regard this challenge 
from a positive angel, and even if we have experienced setbacks on the way, the hindrances 
that we have met have been motivating to overcome. The largest source of inspiration in 
the thesis writing has been the interviews with the ten middle managers that we conducted, 
as they contributed with valuable information that gave us a willing to achieve a good re-
sult.  

Theories talk about the middle manager as stuck in the middle, and during the interviews we 
have got the impression that this feeling comes from the inability to make your voice 
heard. Even if the majority of the respondents claim that higher management listens to 
them and that their ideas get implemented, they sometimes feel that they have a better in-
sight in the daily operations and regard it as frustrating being in the middle without the au-
thority to take action. In order for higher management to decrease the negative feeling of 
being stuck in between, it is important to try to take the individual middle manager’s point 
of view into consideration, and foremost find out if the middle managers feel stuck in the 
middle, and if so what is the main reasons for this.  

The challenges that have been identified in our study shows that they are often seen from a 
negative perspective, the challenges are regarded more as frightening than as motivating to 
overcome. In order to reduce this negative aspect of the challenges, it might be facilitated if 
higher management is aware of which challenges that their lower level managers face, thus 
they are able to come up with useful solutions. If higher management is not aware of the 
existing problems, they are neither able to prevent them. The findings in our study can be 
seen as an indication for where the higher manager could find challenges within his/her 
own organization.  

The same can be true for the motivational factors that we have identified being present 
among the middle managers within the study. In order for higher management to be able 
to motivate their middle managers they need to know what factors that is perceived as mo-
tivating, and thus our study can give an indication of these.  

However, due to the limitation of our study in terms of the number of participating re-
spondents, our findings should be seen more as an indication of how middle managers per-
ceive challenges and motivation, not as concrete facts that is applicable on everyone.  
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Another limitation of our study is that the participating companies differ in size, and con-
sequently they do not have the same number of levels within their organizations. This can 
result in difficulties comparing middle managers from one company with middle managers 
from another, as middle managers working on a higher level might differ in his/her work 
role and responsibility area compared to middle managers on lower levels.  

In our study we have conducted interviews with middle managers that are rather high up in 
their respective organization, and some are even part of the executive group. This can be 
seen as a limitation, since our respondents might have more insight in the company and its 
strategies, as well as having a higher degree of freedom of action than middle managers that 
are working on lower levels within organizations, and thus our findings might not be appli-
cable on middle managers on all organizational levels.  

6.2 Suggestions for further research 
One suggestion is to conduct a study to see if the leadership/managerial styles of middle 
managers differ between growth companies and other companies.  

Another idea would be to view the middle managers work roles also from the viewpoint of 
their subordinates in order to see if they actually live as they learn.  

In addition, it would be interesting to conduct a more focused study on either of the as-
pects dealt with in this study, which could add to the depth of this research area. For ex-
ample a study only focusing on the changes related to growth and how these affect the 
middle managers and in turn if they can simplify these change processes for the employees.  
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Appendices 

Appendix 1- Intervjumall på svenska 
Vill du kortfattat berätta om din position i företaget? Hur många personer har du 
över/under dig?  

Vad är dina huvudsakliga uppgifter/ansvarsområden?  
 
Hur länge har du arbetat på företaget? 
 
På vilket sätt anser du att du har haft användning av tidigare arbetslivserfarenheter i din 
nuvarande position?  
 
Ert företag har under många år upplevt stadig tillväxt, hur anser du att denna tillväxt påver-
kat företaget och dess anställda i stort? 

Hur upplever du att ditt arbete har förändrats i samband med att Ert företag har växt under 
de senaste 5 – 10 åren?  
 
Tillväxt 

Hur mycket planerar Ert företag att växa på kort och lång sikt?  

Hur kontrolleras denna tillväxt (om den kontrolleras)? 

På vilket sätt växer företaget huvudsakligen? Organisk tillväxt eller tillväxt genom uppköp 
och partnerskap?     

Vilka interna faktorer anser du påverkar tillväxten på företaget? 

Tycker du även att det finns externa faktorer som är viktiga för tillväxten? 

Har Ert företag genomgått några specifika förändringar för att främja tillväxt? Har ni även 
genomgått förändringar till följd av tillväxt? Kan du ge exempel på detta?  

Kan du identifiera några specifika utmaningar för ert företag som uppkommer som ett re-
sultat av tillväxt? (Om ja, hur löser ni dessa) 

Hur ställer sig Ert företag till risktagande i samband med tillväxt?  

Har Ert företag någon gång tackat nej till en affärsmöjlighet? Vad var anledningen till detta?  

Hur har tillväxten sett ut generellt inom er sektor/bransch de senaste 10 åren? 

Hur förhåller sig Ert företag till konkurrenter vad gäller nyanställningar?  

Hur ligger ni till vad gäller omsättningsökning i jämförelse med era konkurrenter?  

 

Vad har ert företag för ambition att växa på den internationella marknaden?  

Vid internationell expansion, hur anpassar ni er verksamhet i ett annat land till den natio-
nella kulturen?  
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Lyckas ni även att bibehålla er egen lokala kultur i denna process? 

 

Mellanchefer och ledarskap 

Hur upplever du de förväntningar som finns på din ledarroll? 

Tycker du att dessa förväntningar är rimliga?  

Hur skulle du beskriva din ledarskapsstil?  

Vad anser du är de viktigaste egenskaperna hos en chef? 

Vad motiverar dig i din arbetsroll? Hur motiverar du andra? 

På vilket sätt anser du att du lever som du lär? 

Hur hanterar du bäst en krissituation?  

Hur hanterar du tidsbrist? 

 

Hur stor inverkan känner du som mellanchef att du har på dina högre chefer? 

Hur stor påverkan känner du att du har på dina anställda?  

På vilket sätt känner du dig involverad i de beslut som fattas?  

Hur stor handlingsfrihet känner du att du har för att kunna fatta olika beslut utan att behö-
va konsultera din chef?  

På vilket sätt har dina anställda möjlighet att vara med och bestämma?  

I vilken omfattning delegerar du till dina underställda?  

Hur kontrolleras arbetsinsatsen hos de anställda? 

Vilka typer av arbetssätt använder ni er av på Ert företag?  

I vilken omfattning kommer du med egna idéer och synpunkter angående vidare tillväxt? 

Hur anser du att din chef tillgodogör sig denna information? 

Hur känner du att du utvecklas i din nuvarande chefsposition? Ges du möjlighet att delta i 
vidareutbildning av olika slag?  

Ger du dina underställda möjligheter till kompetensutveckling?  

 

Hur skulle du beskriva företagskulturen inom Ert företag? 

Anser du att företagskulturen bidrar till tillväxt? På vilket sätt? 

Vad är Ert företags vision?  

Anser du att tillväxt är en del av er företagsvision?  
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Kommunicerar ni visionen vidare till era anställda? Tror ni i så fall att de förstår innebör-
den av den? Anser du att visionen speglas i företagets vardagliga aktiviteter?  

På vilket sätt sker kommunikationen med de anställda i samband med att företaget växer? 

Har du mött osäkerhet bland anställda i samband med tillväxt? Hur har denna osäkerhet i 
så fall hanterats? Vilket stöd och support har du fått från högre chefer i hanteringen av 
denna osäkerhet? 

Tror du att dina anställda känner att de kan vända sig till dig om de har några frågor som 
berör t.ex. ett uppköp eller någon annan form av förändring för att öka tillväxten? 

Hur tycker du att du kan besvara dessa frågor?  

Om du inte kan svara på dessa frågor på ett tillfredställande sätt, vart vänder du dig då?  

 

Har du något övrigt att tillägga? 

 

Tack för din medverkan! 

Hanna Lundquist och Ingrid Petersson  
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Appendix 2 - Figure 
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Appendix 3 - Interview guide in English 
Can you briefly describe your position in the company? How many levels do you have 
above/below yourself? 

What are your main work tasks/ responsibility areas? 

For how many years have you been working at the company? 

In what ways do you feel that you can use previous work experiences in your present posi-
tion? 

The company has experienced stable growth during many years, how do you believe this 
growth has affected the company and its employees at large? 

In what ways have you experienced changes in your work during the last 5-10 years as the 
company has grown? 

Corporate Growth 

What is the company’s short/long term growth plans? 

How is the growth controlled (if it is controlled)? 

In what ways does the company foremost grow? Organically or through acquisitions and 
partnerships? 

Which internal factors do you believe have an impact o the company’s growth? 

Do you believe that there are any external factors that are important for the growth? 

Has the company undergone any specific changes in order to foster growth? Has the com-
pany undergone changes as a result from the growth? Can you give any examples? 

Can you identify any specific challenges for the company resulting from growth? (If so, in 
what ways have these been solved?) 

How do the company regard risk taking? 

Have the company denied any business opportunities? What was the reason for that? 

From a general perspective, how has the growth been within your industry the last 10 
years? 

Compared to your competitors, where does the company stand regarding recruitment? 

Compared to your competitors, where does the company position itself in regard to in-
crease in turnover? 

 

What is the company’s ambition to grow on the international market? 

During international expansion, in what ways is the company’s operation adapted to the lo-
cal culture? 

Are you able to maintain your local culture in this process? 
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Middle managers and leadership 

How do you experience the expectations on your role as a leader? 

Do you regard these expectations as reasonable? 

How would you describe your leadership style? 

What characteristics do you believe are the most important to have as a manager? 

What motivates you in your work role? How do you motivate others? 

In what way do you “live as you learn”? 

How do you deal with a crisis in the best way? 

How do you handle time constraints? 

 

To what extent do you as a middle manager have an impact on higher management? 

To what extent do you influence your employees? 

In what ways are you involved in the decision-making at the company? 

How do you regard your freedom of action? 

To what extent are your employees involved in the decision-making? 

To what extent do you delegate to your employees? 

In what ways are the employees’ work performance controlled? 

What working procedures are used within the company? (team work, individual etc) 

To what extent do you bring up own ideas and suggestions regarding further growth? 

How does your manager incorporate these ideas? 

How do you regard your personal development within your present position as a manager? 
Are you offered supplementary training? 

Are your employees offered supplementary training as well? 

 

How would you describe the corporate culture within the company? 

Do you believe that this culture foster growth? In what ways? 

What is the company’s vision? 

Do you regard growth as a part of the company’s vision? 

Is the vision communicated to the employees? If so, do you believe that they understand 
the meaning of the vision? Do you believe that the vision is mirrored in the company’s op-
erations? 

In what ways do the company communicate with the employees during growth? 
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Have you faced uncertainty among the employees in connection to growth? How has this 
uncertainty been handled? What support has been given from higher management in order 
to handle this uncertainty? 

Do you believe that your employees are comfortable turning to you if they have any ques-
tions regarding for example an acquisition or changes connected to growth? 

Are you able to answer the employees in a satisfying way? 

If not, where do you turn in order to receive an answer? 

 

Do you have any other thoughts that you want to share with us? 

 

Thank you for you participation! 

Hanna Lundquist and Ingrid Petersson    

 

 

 

 

 

 

    

  

 

 

 


