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Abstract 

Background: Firms are today competing for educated and qualified people within 
the IT-industry, due to the high business activity. Firms require new 
employees to have both a formal education and relevant work expe-
riences. Newspaper articles state that IT-companies have difficulties 
finding qualified employees and that they also see this shortage of 
competencies as the most prominent hinder to economic growth. 
To handle this shortage are an increased amount of companies 
starting structured training activities for their new employees, which 
by general terms is called trainee programs. 

Purpose: The purpose of this study is to do an explorative study of compa-
nies in the Swedish IT-industry, to see if and why a trainee program 
could be a source of competitive advantage.  

Method:  A qualitative approach has been applied when collecting data. Four 
small case studies were made by interviewing top managers and col-
lecting company related information. The companies had diverse 
sizes and different experiences from trainee programs. The data was 
analyzed with the Resource-based view as a guiding theory applying 
the VRIN framework. 

Conclusion:  By doing the studies three value adding aspects was found. They 
were staffing/recruitment, marketing and, organizational learning 
and development. Within the resource-based views boundaries 
were: recruitment and staffing found to be a source of at best tem-
porary competitive advantage, the same conclusion applies for trai-
nee program as a marketing tool. Organizational learning and de-
velopment could be seen as a source of competitive advantage due 
to the complex impact a trainee program has to an organization. To 
summarize the above mentioned; trainee program could be a source 
of sustainable competitive advantage.  

 Three obstacles for implementing trainee programs were found; 
feeling of being to small, short-term thinking and the lack of time.  
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1 Introduction 

This section will provide the reader with a background of this thesis. It includes an introduction to the theo-
ries in this area as well as an introduction to why trainee programs are an interesting research topic. It will 
further present the purpose of this thesis as well as the delimitations and contributions.  

1.1 Theoretical setting 

Knowledge-based-economy (KBE) is a post industrial term that emphasizes the impor-
tance of human capital in firms. Schumpeter was the first scholar to recognize the impor-
tance of knowledge in the economy, by emphasizing on employees in the firm (Cooke & 
Leydesdorff, 2006). Furthermore, Penrose (1995, p.xvi) stated that "a firm‟s rate of growth is 
limited by the growth of knowledge within it, but a firm‟s size by the extent of administrative efficiency". 
Companies acting in a knowledge-based-economy need strategies to be successful in the 
market. These strategies are the companies theories of how to best compete in the market 
and is based on qualified guesses of the markets economic processes. The result is if these 
strategies, or theories, match the reality that companies can gain an “upper hand” versus 
the competitors (Barney, 2002).  

The value of companies and the way in which they have been analyzed and viewed has tra-
ditionally been based on their products (Wernerfeldt, 1984). In 1959 Penrose intro-
duced new research regarding the growth of firms which resulted in the intellectual founda-
tions of the resource based view (Lockett and Thomson, 2004). The resource based view 
states that the internal resources of a firm are the foundation to financial performance and 
on which a firm builds it competitive advantage (Wernerfeldt, 1984). These resources can 
either be tangible or intangible. Tangible resources are psychical embodied resources which 
obey the law of conservatism (Wernerfeldt, 1984; Diefenbach, 2006). Barney (2002) de-
scribes two important types of tangible resources; Financial capital (money, retained earn-
ings) and Physical capital (equipment, factories, machinery, contracts).  

Intangible resources are the opposite, defined by Diefenbach (2006) as: "An intangible re-
source is everything of immaterial existence, which is used or potentially usable for whatever purpose, which 
is renewable after use, and which not only decreases, but can remain or increase in quantity and/or quality 
while being used." Two important types of intangible resources are human capital (training, 
experience, judgment, intelligence of individuals in a company) and organizational capital 
(formal reporting structure, culture, planning, controlling systems among a collective of in-
dividuals) (Barney, 2002). Therefore human capital is an important aspect of human re-
source management. 

The overall purpose of human resource management is according to Armstrong (2006) to 
ensure that the organization is able to achieve success through people. These are strategic 
decisions made to ensure that the organization have skilled, well motivated and committed 
employees. These employees will help the company to be more successful than their com-
petitors (Armstrong, 2006).  

One tool of human resource management is training. Roswall & Sköld (1998) states, that in 
some industries trainee program has traditionally been a method for companies to recruit 
future leaders. The reason of this is that companies‟ wants to shape newly graduated people 
to receive the corporate culture with little prior experience from other companies. Fur-
thermore trainee programs function as a lighter introduction to a company for newly grad-
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uated students or as a method to complement knowledge by training graduates to address 
the lack of knowledge received from their university education (Roswall & Sköld, 1998).  

1.2 Background and problem discussion  

Firms are today competing for educated and qualified people within the IT-industry, in-
stead of the other way around. The firms demand employees to both have a formal educa-
tion and relevant work experiences. An article published by IDC (2006) shows that 57% of 
the firms have a hard time finding these qualified workers. A report conducted by the 
Chamber of Commerce in Stockholm (Sjögren & Krohn, 2007) describes similar problems 
within the industry. The report states that 55% of the IT-firms had difficulties acquiring 
new employees. The report also concludes that these companies see this shortage of com-
petences as the most prominent hinder to economic growth.  

According to Fields et al. (2006) there are three different methods to manage the problem 
of labor scarcity and shortage of competence: increase use of existing human resources, in-
crease investment of training and development of existing employees or increase the moni-
toring and assessment of performance of existing employees. The second method indicates 
that training and development of existing employees can be a solution to scarcity of labor 
and competence. The training of newly recruited employees, as a trainee programs is a 
form of, join into this method. 

The theoretical setting describes the knowledge-based-economy paradigm and mentions 
the Resource-based view. Both indicate that human resource activities are valuable in firms. 
The authors aim to apply these thoughts on to the “real world”, being the IT-industry in 
Sweden. This industry was chosen because the authors, supported by the reports men-
tioned above, saw the increasing scarcity of an educated and qualified work force within the 
IT-field. And at the same time the more frequent use of the term trainee program. 

Hence, the authors find it interesting to analyze whether a trainee program can be used by 
the companies in the IT-industry in order to gain an “upper hand” towards their competi-
tors.  

1.2.1 Contributions  

The authors believe that this thesis will be valuable for management in the IT-firms in 
Sweden, since it gives a deeper description about trainee-program as phenomena. Moreo-
ver, this thesis may give some useful information for managers in their strategy decision 
processes concerning their company‟s long-term perspective. It will also give an insight 
why trainee programs is of benefit to companies, providing the positive affects on an or-
ganization a trainee program can contribute with. 

After reading this thesis the reader will have gained an insight of what factors influencing a 
company to implement a trainee program and factors influencing the choice not to have a 
trainee program. 

Furthermore the authors think it is interesting to analyze trainee programs from a company 
perspective, since the available research of trainee programs has mostly been from the trai-
nee perspective.    
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1.3 Purpose 

The purpose of this thesis is to do an explorative study of companies in the Swedish IT-
industry, to see if and why a trainee program could be a source of competitive advantage. 
The research will use the VRIN model and the theory of firm‟s resources and competitive 
advantage as a guide. Both companies with and without trainee programs will be studied in 
this thesis. 

1.3.1 Research questions 

1. Why do companies in Swedish IT-industry use trainee programs and how do the 
managers experience that these programs adds value? 

2. Can a trainee program be considered as a source of competitive advantage, used in 
order to gain an “upper hand” by the companies in the Swedish IT-industry to-
wards their competitors? 

3. What obstacles do companies face to implement trainee programs in the Swedish 
IT-industry? 

1.4 Delimitation 

Criticism towards the theory of firm‟s resources and competitive advantage is that it does 
not take into consideration in which ways resources are actually used or if they are used 
(see 2.2.6.4). We acknowledge the shortcomings of this theory. The thesis will for example 
not explain how a trainee program should be structured and implemented in order to be 
successful (gain sustainable competitive advantage), simply because such generalizations 
can not be done in the resource based view (2.2.6.4). The purpose is only to describe the 
manager‟s experiences from trainee programs, in which way they have affected their com-
panies and if this could be considered as a source of competitive advantage. 

Another problem with the theory is that no future predictions or generalizations can be 
made for sure. A view of the past is only possible, and from that can only directions and 
advices be stated. This makes it hard to give implications such as: having a trainee will al-
ways render sustainable competitive advantage (this is also related to the first criticism). 
Only when a resource can be said unambiguously not being a source of competitive advan-
tage can this be stated. 

The scarcity of labor in other countries have been acknowledged by the authors, but the 
authors live in Sweden, hence it would be too time consuming and problematic to find in-
terviewees abroad. Therefore this research will be limited by geographic distances, only us-
ing Swedish companies, although two of them operate in an international environment. By 
only including a limited number of companies within a geographic limited area in this re-
search, may not all factors adding value to trainee programs, be found. Hence may there be 
additional ones. 

Trainee programs cover a large area of different organizational theories. Due to the amount 
of theory needed to cover all these areas is only the most relevant theories covered in the 
theoretical framework. 
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1.5 Definitions 

IT- industry 

“The term IT has recently been expanded to Information and Communication Technology (ICT) in recogni-
tion of the growing significance of communications technology to access the Internet, send email to other insti-
tutions, to video conference, and so on. ICT therefore combines telecommunications, computing and broad-
casting and covers any product that will store, retrieve, manipulate, transmit or receive information electroni-
cally, including telephones, faxes, computers and televisions.”1 

This report defines IT in the same way that ICT is defined internationally, because the re-
search is done at Swedish companies and the term IT-industry is still used extensively in 
Sweden. IT-industry is defined as the collection of companies basing their main products 
and services in ICT.  

SME (Small-Medium Enterprises) 

The criteria of being a SME company are based on the number of employees and one of 
two financial measurements. A SME company is defined as a company with max 250 em-
ployees, a maximum turnover of 400 million SEK or a maximum balance sheet of 270 mil-
lion SEK. In addition must it be independent. 

                                                 

1 Definition from Pearson Publishing 
(http://www.pearsonpublishing.co.uk/education/samples/S_496132.pdf) 
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2 Theoretical framework 

In this part of the thesis relevant theories are presented. They are used as a framework for the thesis in order 
to be able to reach its purpose and answer the research questions.  

2.1 Trainee program 

Because the purpose of this thesis is to do an explorative study of companies in the Swe-
dish IT-Industry (see 1.3), it is relevant to get a general idea of what a trainee program is. 
How are a trainee program defined and what do previous research say. In order to answer 
the research questions and fulfill the purpose, an understanding about trainee programs are 
needed. 

A trainee program can be a good way of starting a working career. Trainee program offers 
an opportunity to get an overall picture of the company, its business, culture, and environ-
ment. A trainee will gain a versatile experience and have an opportunity to establish con-
tacts useful for later purposes (Civilekonomerna, 2007).  

The use of trainee programs is increasing among Swedish companies and therefore has a 
certificate for trainee programs been made2. The purpose of the certificate is to clarify what 
should be expected of a trainee program and what is required to be labeled „trainee pro-
gram‟. For a company to get their program approved and certified five requirements should 
be fulfilled:  

 The trainee employment should be equal as a permanent employment.  

 There should be a program for the entire trainee program.  

 The length of the trainee program should be from 9 to 30 month.  

 A trainee employment‟s initial salary should be at the same level as the entrance rate 
as an equal permanent employee.   

 The employer should be able to offer relevant assignments after the trainee pro-
gram is finished.  

Civilekonomerna (2007) defines the activities with a trainee as:  

“To let newly employed, newly graduated, during a finite period of time, deliberated and 
goal-oriented, try out different activities within a company, before permanent employment 
determines. Practical training should be mixed with theory.” 

A trainee program is not an introduction at a company. The difference is that an introduc-
tion concerns a special position while a trainee have the possibility to try out and practice 
within several functions and divisions. According to Teknologkåren (2005) the reason with 
having a trainee program varies among the companies. Some companies use them for de-
veloping trainees to managerial positions within a near future while some look at their trai-
nees in a more long term sense. 
                                                 

2 Press release from Sveriges Ingenjörer (Union of Swedish Engineers) and Traineeguiden.se. 
(http://www.traineeguiden.se/certifikat/docs/TraineeGuiden-CF-2006-10-23-Certifikat.doc acc.2007-04-
17) 



 Theoretical framework 

 6 

2.1.1 Previous research on trainee programs 

Roswall and Sköld (1998) have made a quantitative study of trainee program in order to be 
able to define what it means. They have delimited themselves to focus on management 
trainees and trainee programs only aimed towards newly graduates. They only investigated 
large companies with 1000 employees or more. 

Trainee program as a mode of recruitment 

The majority of companies participated in the study sees the goal with their trainee pro-
gram to ensure the company‟s long-term need of future leaders. In order to reach the goal, 
it is of importance to decide and plan for the future needs of people that will participate in 
the program.  

How trainee program foster learning  

Roswall and Sköld (1998) define learning as a changed way of thinking in the context. And 
in order for an organizational learning to arise it requires a change of the existing structure 
of knowledge. A fresh intake in the shape of trainees could foster learning about the organ-
ization. According to Roswall and Sköld (1998) the ambition of all types of trainee pro-
grams must be that all of the organization‟s fellows should participate in the process of new 
learning. Therefore it is important that the whole organization accepts the trainee program 
and its purpose. Companies in the study mention that it can be a difficult process to get all 
employees working towards the same goals, because trainee programs are often seen as way 
of “getting first in line”.  If there is an understanding for the trainee program within the or-
ganization and incorporated into the organization‟s culture a trainee could work as an agent 
of change. This could in turn contribute to a change of the existing structure of knowledge 
and leading towards new standards and goals.  

In order to facilitate organizational learning there should not be any interruptions in the 
process, and Roswall and Sköld (1998) refers to Hedberg and Sjöstrand (1979) that states 
organizational learning is easier when it comes in the shape of processes instead of solitarily 
behavioral changes. Roswall and Sköld (1998) continue with saying that a trainee program 
should be looked upon as an investment that continuously needs to be evaluated and im-
proved.  

Trainee program is often build upon learning through experience, and is referred to as “ac-
tion learning”. Benefits from this kind of method of memorization are that both the trainee 
and its surrounding will learn. When recruiting future managers through trainee program it 
would enable the company to eliminate negative features that can arise when recruiting a 
manager. A trainee will not have previous experiences affecting him/her and will contri-
bute to new thoughts and viewpoints of approaching a problem. The experiences a person 
will acquire during its time as a trainee will mirror its way of acting and looking upon things 
in the future.  

Trainee program as capacitation 

The study made by Roswall and Sköld (1998) shows that capacitating and competence sus-
tentation are reasons why a trainee program is organized.  

In order to maximize learning it is of great importance that the trainee gets to work in a 
surrounding represented by all levels and functions within an organization. The trainee 
should get a good overview of the organization, and in addition also get i.e. a theoretical 
education, study visits, projects works etc. These additional parts vary among companies, 
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and contribute to an enhancement of the trainee‟s qualifications (Ellström, 1992 in Roswall 
and Sköld, 1998). This development will lead towards an improvement of a company‟s 
overall efficiency.  

The trainee’s opportunity to building a network 

By letting the trainees get experiences from different compounds and departments they can 
build a social network. In order to better the trainee‟s external contacts, they often gets to 
act as a representative for the company at fairs and job markets. During the process of a 
program the trainee will get into contact with people in various positions within the com-
pany. This social network will help the trainee in his/her future career and possible facili-
tate a path to a managerial post. 

Long-term investment 

In order to be successful with the use of a trainee program it is important that the overall 
purpose and goal of it is well brought up in the organization and is a result from analyzing 
the company‟s long-term requirements. Several companies in the study emphasize that a 
trainee program should be look upon as a long-term investment in the company‟s capaci-
tating and sustention of managers. 

2.2 The resource-based view 

The resource-based view is today the dominant theory guiding people in the strategic man-
agement literature (Levitas & Achidi Ndofor, 2006). Because trainee programs is used as a 
strategic management tool (see 2.1.1 and 2.2.3) is it important to know the foundation of 
the theory to fulfill the purpose (see 1.3)  and answer the research questions (see 1.3.1) of 
this thesis.  

Two essential notions must be made to understand the resource-based view:  

1. What is a resource? Which in this thesis will be explained in the context of trainee 
programs (see 2.2.2).  

2. What is competitive advantage? (see 2.2.5) 

Because the VRIN model is used to answer if a trainee program can be a source of com-
petitive advantage, the reader must understand how to use it, which different parts it con-
sists of and what they mean. But the reader must also be aware of the limitations in using it. 

2.2.1 Defining strategy  

Strategy is a set of choices, some of which may be formally planned (Boxall and Purcell, 
2003). It is inevitably that much, if not the most, of a firm‟s strategy emerges in a stream of 
action over time. Strategy includes both the firm‟s goals and the important means it uses to 
pursue them. How well these elements are conceived and coordinated is variable. 
Armstrong (2006) refers to Johnson and Scholes (1993) definition of strategy: ‟The direction 
and scope of an organization over the longer term, which ideally matches its resources to its changing envi-
ronment, and in particular, to its markets, customers and clients to meet stakeholder expectations.‟  

A firm‟s strategy determines the direction it is going in relation to its environment 
(Armstrong, 2006). The strategy can be seen as a process of defining a firm‟s intentions and 
allocation or matching of their resources to the opportunities and needs found.  
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There is no simple and basic definition of strategy. The theories are many and different. 
According to Mintzberg et al (1998) in Armstrong (2006) strategy can be in the form of; a 
plan, i.e. a direction or a guide; a pattern, behavior consistent over time; a perspective, a 
firm‟s “way of doing things”; or a ploy, a tactic used to outsmart a competitor.  

2.2.2 Defining Human resource management  

Human resource management (HRM) refers to those activities associated with managing 
and employing people, both collectively and individually in a firm (Boxall and Purcell, 
2003). HRM is a process that is carried out in any type of firm, small or large, multidivi-
sional and multinational. A firm is according to Dunlop (1958) in Boxall and Purcell (2003) 
strongly affected by the industries in which the company choose to compete within. A firm 
often adopts similar practices to employment as other firms working with the same kind of 
technology.  

Storey (1997, p. 5) defines human resource management as:  

“a distinctive approach to employment management which seeks to achieve competitive ad-
vantage through the strategic deployment of a highly committed and capable workforce, us-
ing an integrated array of cultural, structural and personnel techniques.”  

Armstrong (2006, p. 3) defines HRM as “a strategic and coherent approach to the management of an 
organization‟s most valued assets”.  The most valued assets are in this case the people working 
in the organization and both individually and collectively contribute in order to achieve its 
objectives.  

Considerations on what HRM concerns have several answers, Thomson (2002) refers to 
Gospel‟s (1992) categorizations with three different kinds of relations.  

 Work relations. Includes the way work is structured and the use of workers around 
production systems.  

 Employment relations, references to aspects of recruitment, reward systems, and 
promotions.  

 Industrial relations, concerns representational and participation systems within an 
organization.  

Human resource management‟s overall purpose is to make sure that the organization is 
able to achieve success through people (Armstrong, 2006). Armstrong describes the parts 
that HRM is specifically concerned with achieving its objectives within.  

Organizational effectiveness  

HRM should aim to support and develop policies in areas of knowledge management, tal-
ent management and for making the firm a „great place to work‟ in order to improve orga-
nizational effectiveness. 

Human capital management  

Aldisert (2002) defines human capital as the collective skills and knowledge of a firm‟s 
workforce. Organization should look upon human capital as their most important asset and 
must invest in that to ensure the business survival and growth (Armstrong, 2006). HRM‟s 
aim is to make sure that the organization both obtain and maintain a skilled, committed 



 Theoretical framework 

 9 

and well-motivated workforce that fulfills their needs. This is done by assess and satisfy fu-
ture people needs and improve and develop capabilities of people, by continuously provide 
them opportunities for learning and development.  

Knowledge management  

Scarborough et al (1999) in Armstrong (2006) characterize knowledge management as 
processes used to create, acquire, capture, share and use knowledge, to enhance learning 
and performance in an organization. The development of firm-specific knowledge and 
skills should be supported by HRM.  

Reward management  

Reward management in HRM refers to the activities done in order to add and increase mo-
tivation, engagement and commitment (Armstrong, 2006). This can be done by making 
sure that people are rewarded and valued correctly compared to their work effort, 
achievements and their levels of skills and competencies.  

Employee relations  

The aim of HRM is to create a productive and pleasant climate in which a good relation-
ship can be maintained between management, employees, and trade unions.  

Meeting diverse needs  

The aim of HRM is to develop and apply policies that both balance and adapt to the vari-
ous needs of a firms different stakeholders.  

Bridging the gap between rhetoric and reality  

Research conducted by Gratton et al (1999) in Armstrong (2006) showed a gap between 
the theory presented and the reality. The realization of HRM activities is often very diffi-
cult. Therefore one aim of HRM is to try to reduce this gap by ensuring that objectives are 
translated into sustained and effective actions.  

2.2.3 Strategic Human resource management  

Strategic HRM is concerned with the ways in which HRM is critical to the firm‟s survival 
and its relative success (Boxall and Purcell, 2003). HRM becomes strategic when making 
decision concerning human resource in accordance with organizations intentions, plans and 
future directions (Armstrong, 2006). Strategic HRM‟s fundamental aim is to create a pers-
pective on how to address critical issues related to people. It will enable a company to make 
strategic decisions that can have a great and long-term impact on a business‟s success. De-
cisions that ensures that a company have, skilled, well-motivated and committed employees 
that will help them be able to achieve a sustained competitive advantage (see 2.2.6). Organ-
izations exist in order to achieve a purpose and to do so they need to make sure they have 
all the resources required and use them effectively.  

Strategic HRM is an integrated process that aspires to achieve a „strategic fit‟. A HR strategy 
consists of critical goals and means for managing labor and affects the firm‟s performance 
(Boxall and Purcell, 2003). According to Armstrong (2006) the HR strategies should be in-
tegrated with the business strategy of the organization.  
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Hunter, Schmidt and Judiesch (1990) in Boxall and Purcell (2003) states that the more un-
certain a job is and the more discretion that job requires, the more important it is to hire 
the right people, which possess the all right abilities, intellectual and emotional profile.  

2.2.4 Strategic tensions in human resource management goals  

Labor scarcity  

Both Coff (1997) and Windolf (1986) in Boxall and Purcell (2003) speak about how organi-
zations need to compete with others in the labor markets in order to secure talented staff. 
This was a problem that became severe in the global market for IT workers in the 1990s.    

Boxall and Purcell (2003) states that organizations that are well-resourced and have the 
ability to pay more and offer better development opportunities will come to dominate the 
market in these conditions. Several authors (Hendry, Arthur and Jones, 1995, Storey, 1997) 
agrees on that this can in turn result that smaller firms without these abilities will remain 
fragile and weak with continuing recruitment problems (Boxall and Purcell, 2003).  

A company‟s capacity to develop its business and to secure its productivity will be seriously 
compromised if they cannot make competitive job offers. In scarce labor markets it is im-
portant that a company develops better recruitment and retention strategies in order to 
compete with their competitors.  

Labor motivation  

When the workers are hired another tension becomes present and it is concerned with the 
motivation of worker behavior (Boxall and Purcell, 2003). Workers motivation is affected 
by many things, i.e. the extent they find their work interesting, how fairly they are paid, and 
how fair they feel their workload is. 

2.2.5 Competitive advantage  

The aim when companies have implemented a strategy is that it should be successful and 
make the company outperform its competitors. A strategy has according to Barney (2002) 
three different outcomes for a company. It can make the company:  

Compete very successful – Gain a competitive advantage because the actions of the 
company adds value in a market where there are few competing firms using similar ac-
tions.  

Compete successful - Gain a competitive parity because the actions of the company 
adds value in a market, but there are competing firms using similar actions.  

Compete unsuccessful – Gain a competitive disadvantage because the company‟s 
action does not add any value  

The definition of competitive advantage is by Barney (1991, p. 102): “a firm is said to have a 
competitive advantage when it is implementing a value creating strategy not simultaneously being imple-
mented by any current or potential competitor”. This definition does not only include existing 
competitors but also all potential competitors in the future.  

Firms must aim at getting a competitive advantage by having it as a main objective, or else 
it will not gain it, except by sheer luck (Barney 2002). Barney (2002) also states that there 
are different strategies to gain a competitive advantage in a market at the same time. Al-
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though some will be more appropriate than others because they are more consistent with 
the economic processes.  

De Witt & Meyer (2005, p.231) elaborates by saying that to gain a competitive advantage 
you have to “accure enough power to counterbalance the demands of buyers and suppliers, to outperform 
rival producers, to discourage new firms from entering the business and to fend off the threat of substitute 
products or services”. In short you need to create superior value for the customer. You do this 
by offering a product/service more fitted to customers‟ needs than your competitors is able 
to do (De Witt & Meyer, 2005). Porter (1985) says that a firm must perform above the av-
erage to gain a competitive advantage. You can perform above average by: cost leadership, 
differentiation or focus. 

2.2.6 Sustainable competitive advantage  

It is important that the competitive advantage of a firm could be sustained. A sustained 
competitive advantage is secured when other firms are unable to duplicate the benefits of a 
firm‟s strategy (Barney, 1991). Porter (1985) and Jacobsen (1988) argue that sustained com-
petitive advantage is competitive advantage that last a long period of time. But Barney 
(1991) says that it not should be associated to amount of time. The question is according to 
him only if other existing or future firms are able to imitate it or not. Following this reason-
ing is, according to Rumelt (1984), a competitive advantage not sustainable until failing ef-
forts have been made to imitate it.  

However it is important to note that a sustainable competitive advantage does not last for-
ever. It could be made obsolete due to unanticipated changes in the economic structure, so 
called Schumpeterian chocks (Barney, 1991). 

2.2.6.1 Firm resources and sustained competitive advantage  

When implementing a strategy it is important to consider the firms resources. They are an 
internal source of a sustainable competitive advantage (Barney, 1991). Understanding how 
and why firms use resources as a source of sustainable competitive advantage the following 
assumption must be considered. “The search for sources of sustainable competitive advantage must fo-
cus on firm resource heterogeneity and immobility” (Barney, 1991, p. 103).  

Resources are distributed heterogeneously between competing firms. This implies that dif-
ferent firms have access to different resources. If all firms had access to exactly the same 
resources, would they all be able to implement the same strategies. If they all implemented 
the same strategy none of them would gain a sustainable competitive advantage. They 
would have the same outcomes which contradict the definition of competitive advantage: 
Beating your competitors.  

Resources are immobile. Resources obtained by a firm cannot easily be imitated or ob-
tained by another firm without economical disadvantages. If they easily could, all other 
firms would be able to implement the same strategy and no one could gain a competitive 
advantage. 

A resource must fulfill four criteria to have the potential of being a source of sustainable 
competitive advantage (Barney, 1991). The first two criteria‟s is related to, that resources 
are distributed heterogeneously.  

Valuable – Resources is valuable if they enable a firm to implement strategies that 
improve the performance in the way of effectiveness and efficiency. According to 
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the SWOT model is a firm improving its performance when the strategies imple-
mented exploit opportunities or neutralize threats. If a firm implements a strategy 
that not adds any value it should be considered as a source of competitive disad-
vantage. If the strategy only adds value but does not fulfill the other criteria‟s is it a 
competitive parity.  

Rare – A resource or a bundle of resources is rare if only a few existing or poten-
tial competing companies have the ability to implement a strategy that exploits it 
at the same time. A resource is a source of competitive advantage or temporary 
competitive advantage if it is valuable and rare. It is important to note that re-
sources that are not rare also are important. As a source of competitive parity may 
they be essential of a firm‟s survival. 

The other two criteria‟s is related to, that resources are immobile.  

Imperfectly imitable – Firms that not have access to a resource cannot easily ob-
tain it. There are three conditions that may make a resource render imperfectly im-
itable.  

Unique historical conditions. Being at the right place at the right time. This op-
portunity will be lost if a firm misses it and resources cannot be developed 
or acquired. Without the cost of doing this is too high or infinite (Barney, 
1995). Resources may also need to be developed over a long period of time. 
Imitating this in a short period of time would be done imperfectly.  

Casual ambiguity is when the link between a firms resources and its sustaina-
ble competitive advantage cannot be explained perfectly. If this is true can-
not other firms imitate because they do not know what to imitate. Not only 
must competitors be unable to understand the link. But also the people 
within the firm itself must be unaware about the link for casual ambiguity to 
be true. If they would know another firm could recruit them.  

Social complexity is when relations in the firm and/or relations between the 
firm and its environment are hard to read off. It is very hard for competi-
tors to imitate such resources resulting in sustainable competitive advantage. 
Resources that are very likely to contribute to social complexity are: inter-
personal relationships among managers, corporate culture and reputation 
among customers and suppliers (Hambrick, 1987; Barney, 1986b; Porter, 
1980; Klein, Crawford & Alchian, 1978; Klein & Lefler, 1981 in Barney, 
1991). It is hard to explain how these resources is adding value to a firm and 
they are therefore social complex.  

No substitutes – Barney (1991, p.111) defines resources with no substitutes: “there 
must be no strategically equivalent valuable resources that are themselves either not rare or imita-
ble. Two valuable firm resources are strategically equivalent when they each can be exploited sepa-
rately to implement the same strategies”. A firm can if there are equivalent valuable re-
sources implement the strategy but in another way with other resources. There are 
two way of substituting a resource (Barney, 1991). The first one is by using a similar 
resource that renders the firm to implement the same strategy. The second one is 
by using a completely different resource that makes the firm able to implement the 
same strategy.  
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2.2.6.2 A framework 

Barney (1991) have drawn out a framework to understand the relationship between hetero-
geneity, immobility; valuable, rareness, immitability and no substitutes; and sustained com-
petitive advantage. It is also known as the VRIN model. Barney (1991) suggests that this 
framework would be an appropriate analysis tool when looking into if strategic planning, 
information processing and a firm‟s reputation among suppliers and customers are a source 
of competitive advantage. When doing empirical research you have to address the follow-
ing questions: 

1. Is the resource valuable? 
2. Is the resource rare? 
3. Is it impossible to imitate? 
4. Is there no substitutes? 

 

 

Figure 1. Framework adapted from Barney (1991) 

2.2.6.3 Previous research about information technology and competitive 
advantage  

Information technology (IT) has been recognized as an important source of competitive 
advantage (Barney, 1991; Clemons, 1986; Clemons, 1991, Clemons and Kimbrough, 1986; 
Clemons and Row, 1987; Clemons and Row, 1991a; Feeny, 1988; Feeny and Ives, 1990; in 
Barney et. al, 1995). There is a lack of research in this area and it have mainly focused on 
how instead of why IT can be a source of competitive advantage (Barney et. al, 1995). The 
results suggests that there are five different source of competitive advantage related to IT 
(Barney et. al, 1995). They are: customer switching costs, access to capital, proprietary (hid-
den) technology, technical IT-skills and managerial IT-skills. Barney et al. (1995) argues 
that: 

1. Customer switching costs is a competitive disadvantage.  

2. Access to capital and proprietary technology is not a source of sustainable competitive 
advantage.  

3. Technical IT-skills is essential to gain competitive parity but is not a source of sustain-
able competitive advantage. 
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4. Managerial IT-skills may be a source of competitive advantage. 

The implications of Barney‟s argumentation are that more focus must be directed to the 
process of organizing and managing IT. It also puts focus on the relations and social com-
plexity the IT-managers faces (Barney et. al, 1995).  

Criticisms to Barney‟s research are that it may be additional resources, which can relate to 
IT, which was not tested. And it does not describe the nature of managerial IT-skills and 
how they can develop and evolve in a company (Barney et. al, 1995) 

2.2.6.4 Criticisms toward the resource based view and the theory of com-
petitive advantage 

The main criticism toward the theory of firm‟s resources and competitive advantage is that 
it does not include what the resources is used for, how they are used and if they are used. It 
is not enough to say that a company has a competitive advantage by just possessing a re-
source, you also have to see to how the company uses it.  Teece et al. (1997) introduces the 
ideas of dynamic capabilities which addresses these imperfections by including theories 
about how a company uses its resources they possesses. 

Barney argues that competitive advantage is a result of a strategy that adds value, and that 
this strategy is based on resources: that are valuable. This is a self-verifying statement and 
because of that not valid. Levitas & Achidi Ndofor (2006, p.135) agree with that summariz-
ing: “RBV has come under attack as being, among other things, tautological, overly simplistic, and largely 
untestable”. 

Another criticism against the RBV theory is according to Priem and Butler (2001) that it is 
complicate to prescript outcomes and makes implications. Gibbert (2006, p.124-125) ex-
plains this stating that you can not in the resource based view generalize findings from one 
sample to another.  

“Resources that are valuable, rare, inimitable and nonsubstitutable (so-called VRIN re-
sources) provide the basis for sustained competitive advantage. However, generalizability, 
or external validity, refers to the extent to which research findings are not unique (idiosyn-
cratic) to the case or sample studied, that is, generalizability describes the degree to which 
research findings in one study or firm are valid in others. Thus, if one‟s research findings 
regarding firm resources actually were generalizable, they would violate the RBV criterion 
of idiosyncrasy (i.e., rarity, inimitability, and nonsubstitutability) and would, therefore, 
not be conducive to building, managing, and sustaining firms‟ competitive advantage.” 
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3 Method 

This chapter discusses the research methods used, and why they were chosen. In the first part of the method 
the method approach, and method theory related to this approach presented. In the second part of the method 
the process of the research is described. 

3.1 Research paradigms  

In the world of academic research there are two distinctions or paradigms, according to Ri-
ley et al (2000) they are positivism and interpretive research. Some research literature uses 
the term hermeneutics instead of interpretive. These two distinctions can be seen as oppo-
sites along a continuum. The subject of research methodology is at its best confusing, one 
finds many different terms for describing similar views. For example some research me-
thodology books use the distinction, qualitative versus quantitative research. Were qualita-
tive links to interpretive/hermeneutics and quantitative links to positivism. In the following 
part of this chapter the aim is to describe some of the terms of research methodology, and 
try to explain the choices that have been made.  

The positivistic approach originates according to Jary and Jary (1991), from the field of 
natural science (chemistry, biology, physics); positivism can be seen as an approach which 
assumes that the research methods of the natural sciences (for example, measurement and 
the search for general laws of causation) can be applied unproblematically to the study of 
social phenomena. The followers of the positivistic view believe that there exists an objec-
tive and real world of social and physical phenomena. They believe that this objective and 
tangible world can be analyzed in an objective manner in order to understand it. The inter-
pretive approach has its roots in philosophy and human sciences (Holloway, 1997). Hollo-
way argues that most qualitative research has its origin in the interpretive perspective. 
“Throughout the research, investigators in qualitative inquiry turn to the human participants for guidance, 
control and direction”. Furthermore Holloway states: “Interpretive researchers also claim that the ex-
periences of people are essentially context-bound and not free from time, location or the mind of the human 
actor” (Holloway, 1997, p.93).  

The authors of this thesis disagree with the positivistic approach and align with the inter-
pretive/hermeneutic paradigm. The authors acknowledge that the nature of the research 
topic is socially complex; hence a positivistic approach is not applicable. Moreover the au-
thors do not believe that there is an “objective world” in the context of social science, there-
fore our purpose is explorative in nature.  

3.2 Theory creation or theory testing  

In the world of scientific research, the authors have acknowledged two main objectives of 
research being, theory creation and theory testing. According to Riley et al (2000, p. 13) a 
theory is a “body or statement of knowledge that explains and predicts the character or behavior of a phe-
nomenon or phenomena”. The terms deduction and induction are important, to understand the 
theory creation process (Riley et al, 2000). “Induction is the technique for generating theories and de-
duction is the technique for applying them” (Gilbert, 1993, p. 23).  

This thesis aim to test phenomena with existing theory rather than creating new theories, 
hence a deductive approach is more appropriate. Although, one could argue and say our 
thesis is both deductive and inductive since our thesis explores how trainee-programs are 
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used and experienced in a strategic setting by the management of a company. This may lead 
to new insights not previously found in relevant theory. 

3.3 Qualitative research and data collection  

The nature of the research topic in many cases automatically determines which research 

method that is most useful (Riley, 2000). When reading about different research methods 
the discussion between quantitative and qualitative research methods frequently appear.  

Qualitative research is concerned with a deeper understanding of human behavior. An in-
teresting view of these research methodologies is suggested by Jary and Jary (1991).  Ac-
cording to them, qualitative techniques are concerned with the researcher‟s skills as an ob-
server or interviewer when gathering data. Furthermore they state that quantitative research 
methods are on the other hand concerned with the research instruments used to gather da-
ta and analyze/measure it. According to Svenning (2003) a qualitative study uses unstruc-
tured in depth interviews and observations in order to collect data. Quantitative research 
uses structured questionnaires that can be analyzed with statistical methods. Barton and 
Lazarsfeld (1969, p. 166) describe the strength of qualitative research with an analogy, be-
ing: “like the nets of deep-sea explorers, qualitative studies may pull up unexpected and striking things for 
us to gaze upon”, According to Burns (2000) the major limitations of qualitative research are 
the problem with adequate validity and reliability. These problems will be described further 
in the validity and reliability section. Another problem that the qualitative researcher is 
concerned with is the issue of subjectivity. “Does perhaps the observer record only what they want to 
see rather than what is actually there?” (Burns, 2000, p. 414). This question brings us back to the 
discussion above concerning the different research paradigms.  

Since the purpose of this thesis is explorative in nature, a qualitative approach of data-
collection is appropriate.  

3.3.1 Sample selection  

It is important to carefully choose a sample in a study that is theoretical focused. The sam-
ple have to be “well situated to illumine the issues under analysis.…In choosing a sample, the goal is to 
select a group of respondents who are strategically located to shed light on the larger forces and processes un-
der investigation.” (May, 2002, p. 204). May (2002) also argue that the sample does not need 
to be completely random, although it needs to be selected carefully to decrease bias. You 
have to minimize the risks of self-selected groups which can be the result of sampling 
techniques such as “snow-balling” or advertising are used (May, 2002).  

Different types of sample are: random sample, probability sample, convenience sample and 
judgment sampling (Schwab, 2004). A random sample is most preferable chosen from a 
“larger group that shares a set of theoretically relevant characteristics” (May, 2002, p.205) 

3.3.2 Semi-structured interviews  

Burns (2000, p.415) argues that unstructured and semi-structured interviews are the major 
tools for collecting data in a qualitative research. He states that the advantages with these 
tools are: “… the informant‟s perspectives are provided using language natural to them. This limits the ef-
fect of the researcher‟s preconceptions and biases and beliefs in directing the line of interviewing”  
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3.3.3 Validity and reliability  

All research projects are concerned with validity and reliability. Validity aims to measure 
what should be measured. Reliability is the trustworthiness of the collected data and the 
analysis. For a research to be reliable, a repeated research with the same method and pur-
pose should yield the same result (Holloway, 1997). The validity problem affects both 
quantitative and qualitative research, whereas the reliability is difficult to achieve in a qualit-
ative research. “This consistency is difficult to achieve in qualitative research because the researcher is the 
main research instrument” (Holloway, 1997, p. 137).  

3.4 Qualitative data analysis  

When the data has been collected the researcher undertakes the task of analyzing the data. 
Seidel (1998) describes qualitative data analysis as a simple process consisting of three parts: 
noticing, collecting, and thinking about interesting things. The model below describes the 
qualitative data analysis process as a non linear process. Seidel (1998) states, that the 
process of noticing, collecting and thinking about things is iterative. After the iterations you 
can write a report.  

 

Figure 2. Data analysis process, adapted from Seidel (1998) 

Seidel (1998, p. 2) describes the following characteristics of qualitative data analysis, pa-
raphrased from Seidel‟s essay “Qualitative data analysis”:  

Iterative and Progressive: The process is iterative and progressive because it is a cycle 
that keeps repeating. For example, when you are thinking about things you also start notic-
ing new things in the data. You then collect and think about these new things. In principle 
the process is an infinite spiral.  

Recursive: The process is recursive because one part can call you back to a previous part. 
For example, while you are busy collecting things you might simultaneously start noticing 
new things to collect.  
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Holographic: The process is holographic in that each step in the process contains the en-
tire process. For example, when you first notice things you are already mentally collecting 
and thinking about those things.  

3.4.1 The iterative process 

Noticing things and coding them  

There are according to Seidel (1998) many different ways to notice things being writing 
field notes, tape recording interviews, gathering documents. This thesis have used two ways 
of noticing things, recording interviews and writing field notes during interviews.  

Collecting and sorting noticed things  

Seidel (1998) use, when describing his model of qualitative data analysis (QDA), the analo-
gy of a jigsaw puzzle. First you sort the pieces into categories before you try to solve the 
puzzle. Seidel argues that this sorting of noticed things makes the puzzle easier to solve. 
Seidel (1998) acknowledges that the jigsaw puzzle analogy doesn‟t capture all the aspects of 
qualitative data analysis. For example he states that: “in QDA you don‟t always have a final pic-
ture of the puzzle‟s solution. Also the puzzle pieces are usually not pre-cut. You create the puzzle pieces as 
you analyze the phenomena”  

Thinking about things  

In the thinking about things process the main goals are: (1) to make some type of sense out 
of each collection, (2) look for patterns and relationships both within a collection, and also 
across collections, (3) to make general discoveries about the phenomena you are research-
ing. After the individual pieces of the puzzle has been grouped ones trying to figure out 
how they fit together. Seidel describes this process as time consuming and sometimes fru-
strating. As mentioned above the jigsaw analogy can be problematic. Wieseman states that: 
“... a serious problem is sometimes created by the very fact of organizing the material through coding or 
breaking it up into segments in that this destroys the totality of philosophy as expressed by the interviewee, 
which is closely related to the major goal of the study” (Wiseman, 1979; in Seidel, 1998, p. 5). Wise-
man also presents her solution to the problem: “To circumvent this problem, taped interviews were 
typed in duplicate. One copy was cut apart and affixed, by subject matter, to hand sort cards and then fur-
ther cross-coded by coders....A second copy of the interview was left intact to be read in its entirety” (Wise-
man, 1979; in Seidel, 1998, p. 5).  

3.5 Research process 

3.5.1 Sample selection 

It was, because the purpose of this thesis is to explore different views of trainee programs, 
decided to have companies both with a trainee program and companies without as samples. 
This was important e.g. when providing a more accurate answer to the research question 
about what hinder companies in the Swedish IT-industry to implement trainee programs. It 
was also found interesting having a sample with diverse company sizes. 

Therefore groups were constructed, which the samples was planned to be divided into. It 
was four different groups that had relevant theoretic characteristics. The groups was large 
companies (more than 250 employees) that have a trainee program, large companies that 
do not have a trainee program, SME‟s (up to 250 employees) that have a trainee program 
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and SME‟s that do not have a trainee program. The aim was to have two different compa-
nies from each of these four groups, a total of 8 different companies. 

A list with companies was compiled from the database Affärsdata3. This list included all 
companies that were listed as having computer related operations (SNI-code4: 72). This list 
was cross-checked with a list of Swedish IT companies provided by Computer Sweden 
(2007): The Swedish IT Industry Guide 2007. Companies being in both the lists were the 
raw sample that further selection was done from; this list consisted of 175 SME‟s and 57 
large companies. 

Out of 57 large companies were 30 rejected because they were: in the same corporate 
group or not judge by the authors having a solid IT company profile. Out of the 175 
SME‟s was 38 randomly selected. An email was sent to these 27+38 companies asking 
them if they had a trainee program, thus finding companies not having a trainee program in 
other ways is hard. Because they would never market that they do not have a trainee pro-
gram, in contrast to companies that have. 

20 large companies answered that they did have a trainee program, 1 answered that they did 
not have a trainee program and 6 did not answer the email. 4 SME‟s answered that they did 
have a trainee program, 18 said that they did not have a trainee program and 16 did not an-
swer the email. Because the lack of large companies that did not have a trainee program 
and that few SME‟s said they did have a trainee program was the sample sized reduced to 
include 4 companies, each matching one of the sample groups. 

An e-mail was sent to the CEO or HRM manager in the company asking if they wanted to 
participate in the research. The e-mail contained a description of our thesis and a rough 
draft of questions. This resulted in a list of companies willing to participate in an interview. 
From this list 4 companies were randomly chosen, two large and two SME's. This distinc-
tion of taking the opposites was chosen in order to diversify views in our primary data col-
lection as much as possible. 

3.5.2 Data collection  

The interviews with the SME‟s were conducted with the CEO. They did not have a HR 
manager because of their small size and the CEO therefore also functioned as the HR 
manager. The interviews with the large companies were made with the HR Manager. No 
interview could be arranged with the CEO due to their tight schedule. Hence one person 
from each company was interviewed. The interviews was made approximately during one 
hour  

Two interview guides was compiled and was used as tools, helping the interviewer conduct-
ing semi-structured interviews. It was intended as a structure when doing the interviews 
with all the companies. These interviews were chosen as the primary data collection me-

                                                 

3 Affärsdata consists of a database with key business data and is the main Nordic compiler of such data. The 
source of data in the database comes from 90 suppliers in Denmark, Finland, Norway and Sweden. 
(http://www.ad.se) 

4 SNI codes is a way of divide companies into different branch of businesses in Sweden. They are used by 
Statistics Sweden (SCB) which is : ”a central government authority for official statistics and other government statistics 
and in this capacity also has the responsibility for coordinating and supporting the Swedish system for official statistics.” 
(http://www.scb.se/templates/Listning2____35024.asp) 
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thod. They were tape-recorded in order to save the raw data. This enabled us to analyze our 
primary data without distortion, as time progressed. All interviews were made by telephone. 

The interview guides were compiled in Swedish, with the theory of this thesis as a basis. 
There were two different structures used depending on if the company being interview had 
a trainee program or not. The interview guides was designed to discuss the same topics but 
from different angels because companies having trainee programs and those that comes 
with different inputs. Although the structures was different the same topics was discussed, 
just because it was guides and that there were no fixed questions. 

The structure of the interview guides was connected to the resource based view theory and 
Barney‟s theory about competitive advantage. The VRIN framework was a guide to the 
structure. The general knowledge of human resource management was important to get the 
whole picture of the subject. 

To increase the skills of the interviewer a test interview was conducted as a preparation for 
further interviews. This did not change anything in the interview guides but had a great im-
portance for how the interviewer conducted the other interviews. The skills of the inter-
viewer increased by doing a test interview, which according to Jary and Jary (1991) is im-
portant when doing qualitative research. 

3.5.3 Interview guides 

The interview guides was compiled to ensure that all topics and related issues in this re-
search was covered in each interview. The structure of the guide was based bearing the 
purpose of this thesis and the research questions in mind, and also connecting it to the 
theory presented. It was semi-structured with only open ended questions. Two different 
guides were used depending of which kind of company was interviewed.  

The guides were divided according to three main subjects: Strategy, Labor market and 
Trainee programs, questions in the first two subjects was the same for all companies, in the 
third subject did they differ some (see Appendices). Under each section was questions re-
lated to the main topic listed. The intention was as mentioned before not to follow the 
guides strictly, but serving as a basis of discussion. 

The first subject concerned strategy and the purpose was to get an overview of the compa-
nies strategies and the goals they had by implementing these strategies. This broad subject 
is used as an explorative introduction to the subject related to the purpose of this thesis. 
Because all the companies mainly operated in the service producing sector, is the success 
through human‟s especially important (see 1.1). The companies‟ view of strategy and the re-
lated subject, strategic human resource management, are thus important to discuss. Strategy 
is also an important subject related to competitive advantage because it is the outcome of 
an implemented strategy that may be a competitive advantage (see 2.2.5). This is an impor-
tant factor as it is related to all the research questions.  

The second subject concerned labor market. This is because one of the main reasons by 
having trainee programs is to recruit (see 2.1.1) and that there is a scarcity of labor (see 1.2). 
Discussion about the labor market is accordingly important when answering the research 
questions 1 & 2. Issues needed to be highlighted were if companies had difficulties in re-
cruiting, which different recruitment methods they uses, how the supply of labor was per-
ceived. This subject is also related to human resource management (see 2.2.2) because as 
mentioned; in this type of business it is through people companies can compete successful.   
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The third subject concerns Trainee program and are of importance due to the subject is in 
the center of this thesis. Previous research about trainee programs shows that it has several 
purposes and effects (see 2.1.1). In order to see how companies value their trainee pro-
grams and see the benefits they experience from it, questions concerning trainee programs 
where necessary. This also enables a view of how companies look upon trainee program, 
regardless if they operate one or not. The topics were related to the different components 
of the VRIN model, concerning: what adds value and what value is. If trainee programs are 
perceived to be rare, how and why value develops the companies, if there is any other ways 
of achieving the same results of a trainee program but by others means etc.  

The questions below this subject that were different, between companies having a trainee 
program and companies that did not, was mainly focused at why a company do not have a 
trainee program. This was relevant and necessary in the search of getting an objective pic-
ture and answer to the third research question (see 1.3.1). 

3.5.4 Qualitative data analysis  

By recording the interviews they could be gone through several times by different persons, 
facilitating things to be found that was not obvious in the first times. When listening 
through the interviews things could also be noticed that were not clearly outspoken by 
“reading between the lines”. Several persons listen through the interviews and taking notes, 
increase the objectivity (Burns, 2000).  

The collected interviews where transcribed and printed in order to easily be read and act as 
a subject of discussion. The transcription was the foundation of the process of thinking 
about things and sorting things out (see 3.4.1). The things we thought were of interest and 
relevance to our research is found in the empirical part and is the foundation of our analy-
sis.  

The analysis was made with the qualitative data analysis process (figure 2.) in mind and 
acted as a guide through the work. The interviews were read thoroughly be each member 
of the group and was later discussed. Then a “puzzle” started to take place, where similari-
ties, differences and other interesting aspects found in the data where noticed. The findings 
were noted in order to be distinguished and interpreted. The process including; reading, 
discussing and interpretation was made in an iterative way, where the same procedure was 
made numerous times and resulted in new findings or renderings. This is because the group 
during the process constantly tried to examine the findings from different angels or view-
points. These iterations finally resulted in a conceptual overview (see 5.1) used as a help 
(not a model) structuring our thoughts and findings on paper. 

3.5.5 Why and how the VRIN model is used 

“Because of its large and growing base of adherents, the resource-based view (RBV) of the firm is now con-
sidered a “dominant” or guiding theory in the strategic management literature.” (Levitas & Achidi Ndo-
for, 2006).  
When doing a review of the RBV literature is it found that the VRIN model is widely used 
to test if a resource is a source of competitive advantage. The VRIN model is used as a 
guide in this research, due to the models straight forward approach, when doing analysis‟s 
of the companies in this research. And as it gives an idea of how to test resources. Howev-
er, because the limits of the tool and the criticism to RBV (see 2.2.6.4), is it not fully 
adopted. 
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A resource need to meet four different criteria‟s in order to be considered a sustainable 
competitive advantage (2.2.6) when doing an analysis with the VRIN model. When using 
this analyzing tool one starts with valuable and then continues analyzing the other criteria‟s 
in the above mentioned order. If a resource does not meet a specific criterion the analysis 
ends there. For example if the resource is valuable but not rare, it is not interesting to ana-
lyze the two other criteria‟s since it will not affect the outcome of the analysis.  

There is as addressed in previous chapters some to difficulties of analyzing a resource with 
the VRIN model. This is something you experience when actually doing an analysis, the pa-
radox and tautological weaknesses get apparent (see 2.2.6.4). You can because of that not 
say if a resource is a source of competitive advantage, only that it has the potential of being 
one. But you can say when a resource is definitely not a source of competitive advantage, 
and that is what an analysis with the VRIN model can do. 

3.5.6 Structure of empirical findings 

There are no general guidelines for how to present data in a qualitative research (Rudestam 
and Newton, 2001). The main priority should be to present the findings in a well-organized 
way that makes sense of the data and presents them clearly and completely.  

The interviews were collected through telephone interviews made in Swedish and were also 
transcribed in Swedish the first time. The second time the interviews were translated to 
English and filtered. Filtered data included small-talk and things that did not concern the 
subject. The interviews were translated because the thesis is written in English.  

Each company is presented separately, in order to let the reader to get a complete view of 
the company and enable to understand reasons for the answers given. Every interview will 
start by introducing the reader to who has been interviewed. This is a typical approach 
when presenting qualitative findings, to begin with an introduction of the participants (Ru-
destam and Newton, 2001). The interviews are structured in the same way as the interview 
guide used, starting with the company‟s strategy, followed by their view of the labor market 
and trainee program.  

The English part is put in this thesis so that the reader is able to read the content of the 
structure. The translation to English was supported by using an English dictionary to keep-
ing the meaning as true the Swedish origin as possible. The term which was found to be the 
most important to keep the true meaning of was “competitive advantage”. This is a key 
term in this report and was translated to “konkurrensfördelar”. Not using the term “com-
petitive advantage” directly and instead using the Swedish term could be seen as an advan-
tage. Doing so did not give the interviewee any implicit help or setting the mind of the in-
terviewee in advance as it could have using the term “competitive advantage”. 

3.5.7 Validity and reliability  

Our purpose does not aim to generalize and as we stated above we have chosen a qualita-
tive research method, therefore we can only do so much about the reliability. On the other 
hand when it comes to the validity to the thesis, we will try our best to be prepare our in-
terviews in a good manner in order to be as close to the real world as possible.  
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Issues concerning the validity and reliability: 

By only being able to do interviews by one person representing each company the reliability 
of this report is limited. It would have been preferred if a person with another position in 
the companies could have been interviewed but also those that have been or at the mo-
ment is a participant in a trainee program. To really find more issues increasing the reliabili-
ty a longitudinal case study should be done during a trainee program. 

Only having 4 companies in the study decreases the validity because all issues may not be 
addressed. 

By doing the interviews by telephone the validity and reliability of this report is decreased. 
Although you can find out some issues by reading between the lines there is no chance of 
observing the interviewee. This may render that the interviewee is not fully reliable. This is-
sue was noticed doing the interviews. An interviewee from one company was very open-
hearted and outright and in another was the interviewee almost the opposite. 

Those who answered the email will likely be more interesting in participating. You could al-
so argue the way of making the initial contacting by e-mail with the interviewee is a kind of 
advertising. It must however be underlined that it was the authors that made the final deci-
sion which companies that would be in the study. The interviewees had all quite a positive 
opinion of trainee programs; this may also reflect that companies answering the email had a 
positive attitude towards trainee programs than other companies.
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4 Empirical findings 

This chapter presents the empirical findings for this thesis. Four companies were interviewed and the results 
are presented below. The interviews were conducted by telephone, with the companies CEO or human re-
source manager. The interviews were semi structured following an interview guide compiled based on the 
theoretical frame work.  

The companies wished to be kept anonymous and are therefore given other names.   

4.1 Company 1 

Company 1 is present in south of Sweden and is a small-medium sized company with ap-
proximate 60 employees. The interview was done with the company‟s CEO, who also is re-
sponsible for issues concerning human resources.  

Strategy 

They see themselves as a traditional consulting firm concentrated on solutions adapted for 
their customers. The company‟s long-term strategy is to deliver utility to their customers, in 
the shape of good IT-solutions closely connected to the customer‟s operations. The most 
important, in order to achieve their strategy, is to have competent personnel and coworkers 
that share their opinion and mind about what kind of products to sell and how to sell them.  

The company values their personnel as their most important resource. Another vital re-
source for them is to feel that they have their suppliers, in this case IBM and Microsoft, 
backing them up with their very apical competencies in all technical aspects.  

In order to meet opportunities in the market and to differentiate themselves towards com-
petitors they see their strengths in their cost-efficient solutions that are down to earth and 
compliant for their customers operations. The company is in a global perspective relatively 
small, and considers this as somewhat as a threat to them. To overcome this they try to 
have a local presence that will work in their favor when it comes to the customers they 
want to target.     

Labor market 

Several methods are used when recruiting, the more traditional way via newspapers, job ad-
vertisements magazines and so forth. They also use recruitment companies and naturally 
the company‟s and the personnel‟s own connections are a very important source when it 
comes to recruiting.  

The company has had no problem with recruiting the skilled people they need. They do see 
an evident difference in the selection, instead of getting 30 answers on their job advertise-
ments there are significant less. The selection is thinner, but considers that they still get the 
one they want, and believe timing is more important today to find the right people. Instead 
of having problems recruiting they possibly should keep an even greater pace in order to 
meet the demand.  

The CEO believes that the reason people wants to work for them is because they think of 
them as an interesting company who works close to customer, and offer customized solu-
tions often put in a global perspective. He says that their businesses is in the leading edge 
when it comes to technique and tools they are working with, and believes this is of note for 
new recruitments and newly graduated. Another thing of interest is their customer master 
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list and that they have a reputation of having a good working environment and offering 
their personnel great potentialities.  

Trainee program 

This company has a trainee program that is a part of their long-term strategy and is seen as 
an important part of their recruitment process. They have just finished their third program, 
and are preparing for a fourth. Their trainee program is 9 month in length. 

There are several purposes for having the trainee program, where one of them is to get a 
mix of old and young people in the organization. This allows the company to have a conti-
nuously inflow of young people with the knowledge of new technique, and this is very im-
portant in order for the company to be able to be in leading edge in a technical aspect. It 
also has to do with their age profile; they cannot just acquire 35 year olds with experience, 
but also young people that have the ambition to grow with the company. They also see the 
trainee program as an important element in order to shape their trainees in accordance with 
the company culture, concepts and their way of working. It gives the company a very good 
platform for building corporate culture. This is of course from a strategic nature. 

The company offers a conscious program and a concrete project in order to introduce the 
trainees into their businesses. In comparison with an ordinary employment, where you are 
more focused on a specific skill or competence, you have the opportunity to introduce the 
trainee in all aspects of the company. After the program is finished they will together de-
cide where the person should be placed, considering the skills they showed during the pro-
gram. This allows everybody involved to obtain a good view of what suits or not and is a 
very important aspect according to the CEO.  

Another purpose of the trainee program is the marketing value it offers, profiling them-
selves as a company working with these kinds of issues. It is an important profiling for the 
company in an overall perspective, and they also use it in their marketing towards their cus-
tomers.  

A drawback the company sees with the trainee program is that it burdens the organization 
and the result. In the start up, the trainee program is a cost carrier, because they get no ex-
change of the people. But in a long-term perspective it enhances the value for the compa-
ny. The trainee program has been very successful for the company, many have remained 
and functions very well in the organization. The CEO defines value as having good co-
workers, and being able to obtain employees in a controllable way, which a trainee program 
is, it means a lot to them and sees this as the biggest benefit of a trainee program. Another 
benefit is that they can treat the trainees as a group, and that they function as a group. They 
see it as very important for the trainee to feel a part of a group and that they can support 
each other. This is also taken into consideration when recruiting the trainees that they 
should work well together.  

According to the CEO a qualified consultant is a very strong competitive advantage in the 
IT-industry. The main purpose of the trainee program is to get qualified consultants who 
can deliver solutions to their customers, that is to say a competitive advantage. The CEO 
believes that other companies with trainee programs have similar purposes as they do, and 
that it is relatively common in the IT-industry to have trainees.  

The biggest challenge for this company when designing the program is the amount of 
people it has to include. Within every competence there are coworkers that have to engage 
in the program and take care of the trainees. An important part of the program is to in-
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clude all division within the company in order to give a good insight and this has chal-
lenged them when designing the program. The company run and design the program 
themselves.  

The CEO cannot see another approach in order to get the same results they achieve 
through their trainee program, and thinks that probationary employment would have less 
effect. 
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4.2 Company 2 

This company have 1200 employees and is present in 9 different countries in Europe, their 
headquarter is in Stockholm. The interview was made with their Human resource manager 
who together with the COO is responsible for the program. 

Strategy 

The vision of the company is to be one of northern Europe‟s leading consulting firms 
within the area of business improvement and information technology. Their strategy to 
reach this vision is to be an important regional player when large companies choose con-
sulting firms. Large clients usually choose global companies as Accenture and Cap Gemini 
because they can offer services in a global perspective. But these big companies also need 
consulting firms with a regional perspective covering different geographic areas. According 
to our interviewee is their aim to be important as one of these regional players. The com-
pany‟s clients are large European or Nordic companies such as Volvo and Astra Zeneca. 

The company has a history since 1981 but the company from which today‟s name comes 
from started in 1999. This is according to the interviewee an advantage because they do not 
have a heritage to take into account in contrast to larger and older companies. This makes 
them more flexible when looking to their organization. They do not need to divide their 
different divisions and has integrated their business improvement and information strategy 
divisions. They can because of this offer services to their customers where the business 
improvement consulting services and information technology services is integrated. Their 
clients only meet one consultant/consultant team knowing both business improvement 
and information technology. This also makes the employees of the company work closer to 
each other in another way than their competitors. 

The company‟s business model is to offer services to clients that pays for the value added 
to their company, instead of the traditional “rent-by-hour” mind of view. This is because 
they do not think that the time they spend on their project is relevant to the value added. 
This is partly what their culture and corporate values are based on - creating value for the 
client and charge the client for that created value. 

The company experience two different threats to their competitive advantage. The first 
threat is not having the ability to offer sufficient amounts of the correct product to the cus-
tomer. This may be a situation if they do not have consultants with adequate experience 
and competence. A way of handle this is to be updated and capacitate knowledge according 
to this. Related to this is also the case if they would not be able to employ the enough 
amounts of people to have economic growth. This may be the case if they are not enough 
interesting as an employer. A way of handle this is to secure that they can offer employees 
an attractive corporate culture, nice colleagues, interesting job assignments and adequate 
economic terms. 

The other threat is if they not could capitalize on their employees and their competences. 
Even if they could handle the threat stated above but not get assignments and job assign-
ments. If they are too bad in marketing themselves compared to their competitors. The in-
terviewee emphasizes that this sounds easy but is in real life very complex and hard to 
manage. 
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Labor market 

They did not have any problems recruiting new employees when the company started their 
business in 1999. Their vision and business model attracted people in the business and in 
18 month had they managed to recruit 420 employees without even having any job adver-
tisement. They found people by using informal networks and could because of this hire 
very competent people. The result of this was that they recruited many older people and 
that today‟s middle age is around 40 years. But the diversity in age is quite high; many are 
well above 40, but many are also well below 40. Much of today‟s recruitment is also done 
by network recruitment; they estimate that 80% is recruited in this way. According to the 
HR manager they are constantly trying to find suitable new employees regardless of their 
background. There is a large span and variation regarding age, experience and gender. The 
importance lies in that they share the same values. 

Their strategy when recruit people is and partly has been by employing experienced people 
that can contribute to the company from the first day of work. This is in contrast to other 
bigger companies which recruit a larger part, maybe up to 50 -70 %, directly from school 
and teach them successively. 

An issue in this type of business is that the different companies are trying to recruit each 
other‟s employees. This is because there always is a demand for people with experiences 
and that these people also bring clients to the company with them.  But this is not true for 
all in the business and when you cannot find any more experienced people you have to 
think in different patterns. 

Another way of employing people is by their program aimed at people with 1-3 years of 
work experience and in some cases university students. They recruited around 40 people 
directly from universities last year, which they think is quite much for a company of their 
size. To be an interesting alternative among these people they are focusing in “employer 
branding” at labor market days and by being present at selected centers of learning. They 
are also using external recruitment consulting firms, which are arranging evening events 
where some students can meet the company and where the company can present them. 
This company thinks that it is important to not exclude anyone based their young age or 
that they come directly from a university. This is because you do not really know anything 
about those people‟s qualities. And as stated above, it is sometimes very difficult to find 
experienced people. 

An aspect of this is also that they want younger people to create dynamics in their organi-
zation. When everyone is in the same age does that also imply that they too some extent is 
quite analogous. New blood introduces new ways of thinking, new ideas and other starting-
points that challenge the existing structures. 

A general issue regarding and related to labor and the companies strategy is: are there 
enough labor and do they have the right competence. The interviewee says that one way to 
handle this could be to introduce more occupational training and a more utilitarian point of 
view instead of the reigning academic one. 

Trainee program 

This company has run their equivalence to a trainee program for four years, which the in-
terviewee thinks is a very short time compared to other companies running trainee pro-
grams. Constructing and running the program is mostly done without any help from the 
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outside. But on some occasions have externally resources been used, e.g. in team building 
activities. 

The content of the program is decided by the HR manager and the COO. They also ask 
two participant from the previous year‟s program if they want to coordinate and “keep 
things together” be scheduling and managing resources. Because the company has this pro-
gram for some years now is the activities and content in the program quite fixed. The need 
of changing things is not that big as it was in the beginning. Because of the different activi-
ties in the program are totally around 40 people involved in the program in one way or 
another. 

The interviewee thinks that their program adds a lot of value to the company. The primary 
value is that it makes them attractive to possible future employees. It is an additional factor 
that makes them an attractive employer on top of the other attractive factors they have 
(corporate culture, nice colleagues etc.). It is also a way of working that the competitors 
may lack. 

Another value is from the participant‟s point of view. They get education about tools, 
models, processes and methods. And this education is connected to the true world, how 
work is conducted within the company. 

It is also positive for the social situation within the company, something that the partici-
pants experiences. They are in a situation together with other that feel the same and with 
whom they can discuss issues with. This has according to the interviewee two different ef-
fects in the participants: feeling secure and building network within the group. They will al-
so meet different key person within the company, e.g. the CEO, sales personal, administra-
tive personnel etc. The others in the company do also know who these people are and they 
get attention. This may lead them to develop a network within the company as a whole as 
well, in a way which they would not have done as regular employees. 

Secondary values that the program adds are to the organization as a whole. The program is 
a driver in development of educational activities which results in material about methods, 
models etc. The company would have done this anyway because it is also a way of working 
towards the clients, but the program pushes this in a positive direction. 

Another secondary value is that the group of people that are in the program is noticed 
more than if they were just spread out to different places in the organization. They are a 
great source of knowledge of how younger people work. What they think about their exis-
tence and their surroundings, what is important for them and what their motives are. What 
are their values compared to what values one that is 15 years older had in their age. Many 
managers in the company like to work with these people because of the interesting input 
they are coming with. The managers often think: “Wow, can you think like this?” And all this 
is seen in a more open way because they are a strong group within the company. 

The secondary values they experiences is then used in recruitment activities and when run-
ning the program the next time. It has also started a process where the management thinks 
about if they maybe should have a similar but more advanced program for more expe-
rienced employees. This is because these more experienced employees see a need of doing 
these themselves too, but on a deeper level to develop themselves.    

The interviewee thinks that a trainee program or a similar program would be a way of get-
ting a competitive advantage for companies in their type of business. Especially when it 
comes to recruiting young people. According to the interviewee have participants expe-
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rienced this as a little extra on top of the other factors a job offers. And it may be the deci-
sive factor in the end when a person chooses between two similar companies. 

The interviewee does not think that trainee programs are used that much in their type of 
business. He also points out that they themselves do not call their program a trainee pro-
gram, because it would not be correct from a marketing point of view. In addition does it 
not fulfill all the criteria‟s of a trainee program that e.g. Ingenjörsförbundet or Civilekono-
mer states that a trainee program should fulfill. 

On the other hand he thinks that the use of some kind of introduction program is widely 
used. The differences between an introduction program and a trainee program or his com-
pany‟s program are in his opinion that they have a more systematical process and use it to a 
wider extent. And that it is conducted over a longer period of time in close relatedness to 
the other processes in the company. The opposite would be to adjust shortages in know-
ledge first when the effect of the demand was experienced, a more opportunistic way of 
thinking. Or to just have an introduction program, that may be very extensive over a few 
weeks but after that nothing else. 

The downside of having a trainee program or comparable program is if people have mi-
sunderstood what it really is about. When they think that a trainee program is something 
that you are employed into instead of seeing it as a complement and a support. It is impor-
tant to explain and to be very clear about what a trainee program really is to cope with this 
problem. There have been some occasions when people have different expectations about 
this program than what they can offer.  
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4.3 Company 3 

Company 3 is a small-medium sized company with 72 employees and have several offices 
present in both Sweden and Norway. The interview was done with the company‟s CEO.  

Strategy 

The company‟s strategy is concerns how they should achieve their goal. Their long-term 
goal is generally speaking to reach a turn-over of a 100 million SEK. In order to achieve 
their goal they need to attract new customers but also new coworkers. This is carried out in 
two ways, the first is by growing internally and the second is through acquisitions. This 
strategy is explained in a simple way, and has of course many underlying elements. Working 
in the IT-industry requires the company to always maintain a very high competence and 
having technical skilled people to work with. These are resources that compose the founda-
tion for their operations and necessary in order to gain competitive advantage. High com-
petencies in relation with knowledge how to manage their customers operations is very im-
portant, and that includes competencies not connected with technique or engineering.  

Labor market 

According to the CEO, they have very high requirements on the competence they recruit, 
and do not recruit people without any higher education. For the moment they are recruit-
ing a 25 year old, and this is seen as very young in the organization. They have not expe-
rienced any problems with recruiting the competencies they need, and are growing in a 
moderately pace that suits them. Almost every recruitment, 95 % according to the CEO, 
comes from their own social networks. 

Trainee program 

The company has never had or does have a trainee program and sees the company's small 
size as something that limits them in order to have one. A small company does not have 
the same margins as a big company, and believes it is not always the questions about mon-
ey but rather time. In order to have a trainee program and benefit from it, there have to be 
people available in time for the trainee and make sure he or she is taken care off. They have 
some experience with students making master thesis and have been consumed by it. 
Another important question concerns the salary given to trainees; the CEO personally 
thinks the starting-point is too high. Having a lower initial salary had made the decision to 
have a trainee program easier. To get a trainee program running the expenses are quite 
high, and when that is the case you want results immediately. For this company there are 
no other revenues, and hence not much space to admit someone who costs quite a lot 
from the beginning. It is an impediment factor.  

The CEO himself started his career through a trainee program and has a very positive atti-
tude towards it and definitely sees the benefits of it. One of the benefits, he believes, is that 
it contributes to new insights, values and knowledge‟s that come with new recruitments. 
And thinks that this is something companies in general are quit badly at utilizing. From his 
own experience, a person entering the working world can have a very wrong mind of what 
the real world is about. You are quite theorized, you have all these theories about how it 
should work and when you meet the reality it does not really match these theories. For 
some this will be a long journey in realizing how it actually works. When you are starting to 
work it will take some years before you know how everything works, it is not always as 
written in the books. 
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4.4 Company 4 

Company 4 is a large company with offices present in all major cities in Sweden. Today 
they have circa 750 employees. The interview was done with the company‟s human re-
source manager, with 19 years of experience in that position. 

Strategy 

The company‟s goal with their long-term strategy is; by the year 2009 have a turnover of 
one billion SEK and employ more than 1000 people. In order to reach this goal it is impor-
tant for the company to have a continued demand and that they can establish themselves a 
good reputation. Another important and determining factor is to find the right coworkers. 
The biggest threat the HR manager can see, that can hinder them from reaching the goal, is 
if the opposite happens; they prove to be unsuccessful to acquire the right competencies. 
Today they have had to turn job offers down, because they do not possess the right com-
petence for that particular job. If they have to continue to turn jobs down it would impli-
cate that they have not succeed in their recruitments and will not gain the market shares 
they want. Not being able to recruit the people they need would be the main reason why 
they should not reach their goal, there is a competition and there is a risk that the competi-
tors will take the jobs they cannot. 

Labor market 

In the present, the market prospect looks good for the company, but the interviewee points 
out that the market always fluctuates and is something a consultant need to reckon with. 
When times are bad, the big companies priorities their own staff and the consultants are 
the first to go. The company‟s pipeline of orders does only extend approximately four 
months ahead and they have mostly rather short assignments, this is making their business 
quite difficult to plan. The company does not want to be a staffing company of consul-
tants, and are therefore trying to get bigger and longer commitments, partnerships and so 
forth. This is done in order to ensure a long-term collaboration that will last through a 
business cycle.  

Most part of the company‟s recruitments is done through advertisement, and they have ad-
vertised when they needed a lot of people. The advertisements have occurred in different 
media, the more established channels as Jobline, magazines and newspapers, both national 
and local. The company also turns to universities and colleges offering them to write mas-
ter‟s thesis and are encouraging their own personnel to give suggestions, ideas and tips of 
possible coworkers. They have smart-money or bonuses of a relatively large amount of 
money for the employee that can give them a good name. Another source of new cowork-
ers is the social network their consultants have.  

They have not had any problem recruiting, but are noticing that it is getting more and more 
difficult. There is fewer applicants today, than six month ago. For the moment they have 
had an advantage of being able to recruit directly from the university, which enabled them 
to successfully recruit quite many.  

In order to be seen as an attractive employer the company tries to accentuate what makes 
them unique. Issues concerning capacitation are very central and important for the compa-
ny; it does not make them unique, but are something they want to stress. They have colla-
boration with KTH (Royal Institute of Technology in Stockholm) where they have devel-
oped methods for memorization, theories about learning, has dialogue seminars and a 
number of tools for developing their personnel. This is called “Learning Lab” and the 
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company sees it as something unique for them. Because the company has many short as-
signments the employee never get stuck on one work task, and this is something the HR 
manager thinks people sees as a positive factor. As an employee you have the opportunity 
to be involved in several different projects at the same time and can alternate among them, 
which avoids a feeling of routine. There is also a possibility for the employee to change be-
tween different locations, if they are moving.  All these things contribute to making them 
an attractive employer. The company also offers flexible working hours, parental salary, 
contributions to health maintenance, pays prescription medicine and medical care. 

Trainee program 

The corporate group that Company 3 is a part of has had trainee programs, but the com-
pany itself has no experience. The HR manager has no experience from trainee programs, 
but have heard that it is appreciated and a good entryway into a company. Implementing 
trainee program has been up for discussion but has fizzled out. Earlier the company has 
not had the size the HR manager believes is needed for a trainee program. Today they have 
grown and are about 750 employees, and they can definitely see it as a possibility in a long-
term perspective, and thinks that it is a good tool when it is working.  

The HR manager thinks that the purpose with a trainee program is that you can offer a 
good training, an overview of an organization, and give a platform for future careers. The 
trainee gets a grip about different parts in the company. These are some of the aims the in-
terviewee thinks a company has with their trainee programs. According to surveys, or at 
least in the interviewee‟s point of view, trainee programs are something that is popular. He 
also thinks that in times where there are difficult to recruit, a trainee program is something 
you can attract with, but it is important that it works and have a good quality. Being able to 
attract new employees could result in a competitive advantage in the industry.  

He has not heard of that many trainee programs and believes that it is not particular com-
mon in the industry.  

A challenge with a trainee program he believes is to get some kind of unity and working 
process. According to his own opinion, there a quite a lot of people involved in such a 
program and requires a commitment from everyone. In times where everyone is busy, it is 
difficult to start something like this, because the company then has kind of a short-term 
thinking. According to the interviewee you have to do business when the times are good, 
and that means that project that drive at a long-term survival, have to take a step back. The 
company, as many others, lives in a quarterly economy, which does not give much space, 
time and money for these kinds of long-term investments. So the biggest challenge he sees 
with implementing a trainee program is to get the commitment needed from everyone in-
volved.  

A trainee program is seen as something quite unique and the HR manager cannot see any-
thing as a replacement. There are activities with the same purpose of keeping and recruiting 
employees. The company has reasoned that a trainee programs can be a great tool, but 
have decided to priorities other tools, such as capacitating, health care, financial issues, 
matters of equality and so forth. 
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5 Analysis 

In this section the empirical findings will be analyzed using the theoretical framework. The analysis will 
build a foundation in order to be able to answer the research questions. The companies with trainee program 
will be analyzed first followed by the companies that do not.  

After the final iteration of the qualitative data analysis, a conceptual picture was visualized 
in order to get an overview of the findings. The different parts aim to answer the research 
questions and the purpose (see 1.3). By doing this it will become easier for the reader to see 
the “red thread” through out the analysis and conclusion. Remember that the picture below 
is only a visualization of the thesis and not a generalized model or framework. Some of the 
theory from the frame of reference has been presented again. By doing this the authors aim 
to help the reader to understand the analysis, thereby increasing the usability of the paper. 

 

Figure 3. Conceptual overview of analysis findings 
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5.1 Trainee program phenomenon 

The purpose of this thesis is to do an explorative study of companies in the Swedish IT-
Industry, to see if and why a trainee program is a source of competitive advantage. There-
fore it is important to analyze how the companies that had trainee programs use them and 
how there are constructed. By doing this the reader becomes aware how complex this phe-
nomenon is. 

 

Figure 4. Conceptual overview of analysis findings (Trainee program) 

In this part the definitions and requirements made by Ingenjörerna (former Civilin-
genjörsförbundet) and Civilekonomerna will be applied to trainee programs of the inter-
viewed companies. In order to be characterized as a certified trainee program the following 
criteria's need to be fulfilled. 

1. The trainee employment should be equal as a permanent employment. 

2. There should be a program for the entire trainee program.  

3. The length of the trainee program should be from 9 to 30 month.  

4. A trainee employment‟s initial salary should be at the same level as the entrance rate 
as an equal permanent employee.   

5. The employer should be able to offer relevant assignments following the trainee 
program.  

Civilekonomerna defines the activities with a trainee as:  

“To let newly employed, newly graduated, during a finite period of time, deliberated and goal oriented, to try 
out different activities within a company, before permanent employment determines. Practical training should 
be mixed with theory.”  

5.1.1 Company 1 

The trainee-program at Company 1 is nine months long and during this period they try dif-
ferent business-areas within the company. When the period is over, the trainee together 
with the company chooses a business-area that suite the trainee best. When applying the 
five criteria‟s above Company 1‟s trainee-program fulfills all except number four. The salary 
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during the nine month period is substantially lower than the normal salary of an equal per-
manent employee5. Moreover, when applying the definition made by Civilekonomerna the 
trainee-program at Company 1, one can clearly see that their trainee-program aligns with 
the definition. 

Trainee-program certificate: FAIL 

Civilekonomerna definition: PASS 

5.1.2 Company 2 

Company 2 is aware of the criteria‟s above and deliberate does not use the term trainee 
program when describing their program. However newly graduates applying their program 
sometimes think that it is a trainee-program. This really shows how easy it is to confuse 
both companies and newly graduates. Their program starts out with an introduction part of 
a few weeks where the trainees meet and receives tools and models that they can use when 
working in projects. They also have some group development activities. When this short 
period is over the trainees are assigned a business-area and start working as consultants. 
However the trainees meet once every three weeks, at these meetings they share informa-
tion, support each other and receives additional education. From day one the trainees are 
employed into a business-area, hence after the nine month period there is no selection of 
business-area. When applying the criteria‟s for a certified trainee-program Company 2‟s 
program can actually be considered as a certified trainee-program. Moreover, when apply-
ing the definition made by Civilekonomerna, Company 2‟s program is not a trainee pro-
gram since the trainees do not try out different business-areas within the company. 

Trainee-program certificate: PASS 

Civilekonomerna definition: FAIL 

5.1.3 Comparison between the trainee-programs 

The biggest difference between the two trainee-programs is that Company 1‟s trainee-
program has a job rotation. The trainees try different business areas during the nine month 
trainee-period whereas the trainee at Company 2 is employed into a specific business-area 
from day one. A quite obvious difference is that Company 2 has decided not to call their 
program a trainee-program because they feel that it is not a trainee program. However 
when applying the criteria‟s of a trainee program made by Sveriges ingenjörer and trainee-
guiden.se it can be considered as a trainee-program. But if one applies the definition made 
by Civilekonomerna the program fails, because it fails to meet the requirement of job rota-
tion. 

                                                 

5 According to an official information meeting with company 1. 
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5.2 The value adding aspects of a trainee program 

The first research question is: Why do companies in Swedish IT-industry use trainee 
programs and how do the managers experience that these programs adds value? In 
this part we aim to answer this question by presenting the views of the interviewees and 
analyze the data.  

 

Figure 5. Conceptual overview of analysis findings (Value adding aspects) 

After analyzing the transcribed interviews, three categories of value adding aspects emerged 
being: marketing, organizational learning and development, and staffing/recruitment. The 
purpose of this thesis is to explore the trainee phenomena from the company point of 
view. Therefore, the information below is based on the interviewees‟ perception of their 
trainee programs.  

5.2.1 Marketing 

It is quite obvious that a trainee program is used extensively in marketing towards future 
employees, especially newly graduates. However Company 1 states that they use it also to-
wards their customers. “Another purpose of the trainee program is the marketing value it offers, profil-
ing themselves as a company working with these kinds of issues. It is an important profiling for the company 
in an overall perspective, and they also use it in their marketing towards their customers” (see 4.1, Com-
pany 1). When Company 2 was asked they found the marketing effect towards future em-
ployees to be the primary value. “…their program adds a lot of value to the company. The primary 
value is that it makes them attractive to possible future employees. It is an additional factor that makes 
them an attractive employer on top of the other attractive factors they have (corporate culture, nice colleagues 
etc.)” (See 4.2, Company 2). One could ask the following question: are trainee-programs 
wanted by the newly graduates? A survey made by Karriärindex in 2007 concludes that al-
most four out of five students that study business, technology, computer science and law 
would like to attend a trainee-program. Almost 13000 students took part of this survey 
(Karriärindex, 2007).   

The two companies having trainee programs are using it extensively in their marketing to-
wards newly graduates, is that valuable for the firm? Boxall and Purcell (2003) states, that 
organizations that can provide competitive job offers will succeed over those who can not, 
especially when there is a scarcity of work force (Boxall and Purcell, 2003). And since there 
is a growing scarcity in the IT-industry one could conclude that the usage of a trainee pro-
gram in marketing towards customers is fruitful. Furthermore, Hendry (1995), Arthur and 
Jones (1995) and Storey (1985) in Boxhall and Purcell (2003) agrees that smaller firms 
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without the possibility to create competitive job offers will remain fragile and weak during 
these conditions. This is interesting since Company 1 was the only SME found in the IT-
industry that had a trainee program. 

5.2.2 Staffing and recruitment 

Staffing and recruitment describes the value in terms of trainee programs as a resource to 
screen and tryout the future employee before he/she is a permanent employee. Since the 
attendees of Company 2‟s trainee program is permanently employed from day one. Com-
pared to Company 1 where the trainee‟s is temporary employed during the nine month 
trainee period6. Company recognizes their trainee program as an efficient way to “tryout” 
people before making the commitment of permanent employment. ”... be able to obtain em-
ployees in a controllable way, which a trainee program is, it means a lot to them and sees this as the biggest 
benefit of a trainee program” (see 4.1, Company 1). Furthermore, Company 1 finds that the re-
tention is increased among the employed trainees compared to other types of recruitments. 
”The trainee program has been very successful for the company, many have remained and functions very well 
in the organization” (see 4.1, Company 1). A reason why Company 1 describes this as valuable 
may depend on the fact that for small companies the commitment of staffing is expensive 
and risky. And in Company 1‟s case their trainee program is according to them reducing 
this risk. 

When comparing our findings with the study made by Roswall and Sköld, they differ quite 
a lot. In their study the found that the majority of companies see the purpose of the trainee 
program as a way to ensure the long term need of future leaders (Roswall and Sköld, 1998). 
The difference is somewhat easy to explain. In their study they focused on management 
trainees in companies with more than a thousand employees. Moreover large companies 
may not be as vulnerable when hiring, since it is possible that their margins are larger than 
in small companies.  

5.2.3 Organizational learning and development 

Roswall and Sköld (1998) state, that a trainee programs can be seen as a resource that add 
value in terms of learning, capacitating and network building. We have chosen to summar-
ize these value adding aspects into “Organizational learning and development”. When ana-
lyzing the transcribed interviews multiple perceptions that aligned with Roswall and Sköld‟s 
research were found.  

Company 2 finds it very rewarding to meet these new young people. When they have dif-
ferent educational insensitive management receives new thoughts and views. “Many manag-
ers in the company like to work with these people because of the interesting input they are coming 
with…They are a great source of knowledge of how younger people work” (see 4.2, Company 2). Their 
program provides the attendees with methods and models on how to work in the organiza-
tions. By having the program the organization is pushed to codify and provide good learn-
ing material that describes their models and methods of doing business. ”Secondary values 
that the program adds are to the organization as a whole. The program is a driver in development of educa-
tional activities which results in material about methods, models etc” (see 4.2, Company 2). The above 
mentioned value adding aspects found when doing the analysis all relate to what Roswall 
and Sköld (1998) defines as learning and capacitating.  

                                                 

6 According to an official information meeting with company 1. 
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When referring to network building and/or organizational development the following per-
ceptions were found: Company 1 finds their trainee-program valuable in terms of trans-
forming new employees into their company culture. “…see the trainee program as an important 
element in order to shape their trainees in accordance with the company culture, concepts and their way of 
working. It gives the company a very good platform for building corporate culture. This is of course from a 
strategic nature” (see 4.1, Company 1). Moreover the values of social relationships are recog-
nized in terms of the networks that the program creates. The attendees meet with man-
agement and different key persons within the company. “The others in the company do also know 
who these people are and they get attention. This may lead them to develop a network within the company as 
a whole as well, in a way which they would not have done as regular employees” (see 4.2, Company 2). 

5.3 Analysis of the companies without trainee-programs 

Most of the analysis so far has been concentrated on the two companies with trainee-
programs. The aim of this part is to analyze whether the two companies without trainee-
programs find trainee-programs valuable if so, elaborate why they don‟t have them in their 
organizations at the moment. By doing this the aim is to give answers to the third research 
question: What obstacles do companies in the Swedish IT-industry experience to the 
implementation of trainee programs? 

 

Figure 6. Conceptual overview of analysis findings (Enablers/Obstacles) 

5.3.1 Do they find trainee-programs valuable? 

During the interviews the interviewees were asked if they find trainee-programs valuable. 
Company 4 recognizes two valuable aspects of trainee-programs, organizational learning 
and development and the marketing aspects. Below are two quotes from the empirical find-
ings: “…the purpose with a trainee program is that you can offer a good training, an overview of an organ-
ization, and give a platform for future careers” (see 4.4, Company 4) Furthermore, Company 4 
found trainee programs valuable in terms of marketing. “According to surveys, or at least in the 
interviewee‟s point of view, trainee programs are something that is popular… in times where there are diffi-
cult to recruit, a trainee program is something you can attract with” (see 4.4, Company 4). This aligns 
very well with the discussion if Trainee programs are a marketing tool (see 5.2.1.). The 
CEO of Company 3 found trainee-programs as valuable; he had personally experienced a 
trainee-program at a large company. However the CEO did not recognize any specific val-
uable aspect except organizational learning and development. Another interesting thing is 
that he did not describe it as a trainee-specific aspect. “One of the benefits, he believes, is that it 
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contributes to new insights, values and knowledge‟s that come with new recruitments” (see 4.3, Company 
3). 

5.3.2 Enablers and obstacles of implementing a trainee program 

In this paper the conclusion is that a trainee program can be seen as something that both 
companies and students value. It is a complex phenomenon that contains numerous as-
pects: organizational learning and development, staffing/recruitment, and marketing. So 
what enables some companies to implement these strategies and hinders others? 
The question is very interesting in both a research- and managerial point of view 

In this sample both companies that do not have a trainee program both state that they are 
too small and that they don‟t have the time. Interestingly enough Company 1 which has a 
trainee program is smaller than both Company 3 and Company 4. In comparison Company 
4 is more than ten times larger than Company 1 in terms of employees. Therefore, one can 
not conclude that a certain size is needed to implement a trainee program. In the interview 
with Company 4, the interviewee say that during times like this when there is a lot of de-
mand, there is no time for long-term thinking: “The company, as many others, lives in a quarterly 
economy, which does not give much space, time and money for these kinds of long-term investments” (see 
4.4, Company 4) furthermore “you have to do business when the times are good, and that means that 
project that drive at a long-term survival, have to take a step back” (see 4.4, Company 4) Why is 
that? After analyzing the different organizations one finds some indicators why this short-
term thinking exists. Both Company 4 and Company 3 when asked about goals of their 
strategy, aimed to have a certain amount of turnover. If your organization aims to reach a 
certain numerical value, it is fairly obvious that implementing an insensitive that initially 
cost both time and money and will not generate visible short-term return won‟t be favored. 
“To get a trainee program running the expenses are quite high, and when that is the case you want results 
immediately” (see 4.3, Company 3). 

Furthermore, Company 4 have a bonus system in their organization, one can only imagine 
how this will affect the long-term attitude of the employees. If I as an employee is eva-
luated and rewarded by how much I contribute to reaching the goal (which is a monetary 
value). I will not feel motivated to spend my time on something that doesn‟t generate visi-
ble short-term turnover. In comparison, the companies with trainee programs did not con-
vey a strategic goal measured by monetary terms. Instead their goals were more “soft” and 
conceptual in nature. For example, Company 2‟s described a vision to become northern 
Europe‟s leading consulting firms within the area of business improvement and informa-
tion technology. Another interesting aspect of Company 2 is that they use a value based 
pricing strategy instead of a rent by hour pricing strategy. The human resource manager 
states that there is no valid correlation between the time spent and how much it will cost. 
When analyzing Company 1, they say that their Trainee program is a part of their long-term 
strategy and that it hasn‟t been a problem in terms of time and cost spent. So what is the 
difference between Company 1 and Company 3? In terms of their goals, Company 3 wants 
to grow quickly organically and by acquisitions, compared to Company 1 that is more con-
cerned with creating value for their customers. In Company 3‟s case a trainee program can 
be seen as a cost that doesn‟t render any short-term visible return, therefore it is a hinder 
towards their expansion. Another interesting detail is that the CEO of Company 3 comes 
from a large Swedish company and this is probably his first job as CEO and wants to 
create something “big”, whereas the CEO of Company 1 has been working there for 13 
years and they seem to be more focused building a solid company than rapid growth. 
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5.4 A source of competitive advantage? 

In this chapter the VRIN framework will be used when analyzing whether the trainee pro-
grams can be considered having the potential of being a source of sustainable competitive 
advantage. This will render an answer to the first research question (1.3.1):  

Can a trainee program be used by the companies in the Swedish IT-industry in or-
der to gain a competitive advantage towards their competitors?  

The analysis will break down Trainee programs in the parts/resources founded adding val-
ue. Since the following three recourses have already been acknowledge as valuable this 
analysis will jump directly to the criterion rare. 

5.4.1 Marketing 

Both company 1 & 2 says that marketing, toward future employees (and also to clients, 
company 1), is a value of having a trainee program. It was difficult, when searching for 
samples to this study, to find small companies using trainee programs, whereas large com-
panies used trainee programs much. Company 1 said that they did not think other compa-
nies (competitors) used trainee programs in the same way they did. This would suggest that 
the use of trainee programs is rare for smaller companies and because of this at least a 
source of temporary competitive advantage (see 2.2.6.2). Company 2 also said that the use 
of trainee programs was rare among their competitors, a statement that contradict the find-
ing that many large companies use trainee programs (see 3.5.1). But they also said that they 
believed it was used in other ways, e.g. branding their program, which would result in a 
marketing value. Because findings suggest that trainee programs is not rare among large 
companies and that the VRIN model can not differ on how they are actually used, could a 
trainee program be considered a competitive parity for large companies, as the situation is 
today. 

If you use trainee programs as a marketing tool and if it is both valuable and rare, is it poss-
ible to imitate it in this context? The findings in this research can not find any social com-
plexity, history conditions or casual ambiguity of having a trainee program as a marketing 
tool. Companies would, if a trainee program was used as a marketing tool, need to increase 
social complexity to develop more complex relations to whom they aim their marketing at. 
Something that is not found, and even if it could be found, it would not be considered as a 
marketing tool but more an organizational learning and development tool. If using trainee 
programs as a marketing tool and not building social complexity (which rather should be 
considered as another resource), but just as short term advertising it could easily be im-
itated by their competitors. Neither historical condition could be found render the resource 
of a marketing tool imperfectly imitable. Support of this could be found in Company 1 
which only has run their trainee program for a few years. If they could have their program 
started and function in only a few years others could as well, thus not being a case of his-
toric conditions. Company 2 says that their program have evolved over the years it has 
been used, but just as a marketing tool could this not be seen as imperfectly imitated.  

When it comes to casual ambiguity this is hard to analyze, and it is related to the resource-
based view theoretical weaknesses of using the model for analyzing specific resources (see 
2.2.6.4).  A paradox is that, if you can not find a casual ambiguity is there probably one but 
you can not explain it, and thus it fulfill the definition of being one, it is a tautology. But if 
you can find a casual ambiguity you can explain it and then it is no casual ambiguity, this is 
self-annihilating.  
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If a trainee program could be imitated as a marketing tool should the analysis not continue, 
but there must be said (due to the possibility of a casual ambiguity) that there by most cer-
tainty are substitutes of marketing that may even be better. This cements that it can not be 
a source of sustainable competitive advantage. 

Concluding, a trainee program could as a marketing tool at best be seen as a temporary 
competitive advantage, which it historical has been in the case of Company 1. However, 
it could never be seen as a sustainable competitive advantage because you can not say that 
it is not possible to imitate by existing or possible future competitors. If it not could be im-
itated by competitors it would rather depend on that it is a corporate culture learning tool. 
It is also important to say that it not always add value as a marketing tool and because of 
the costs having a trainee program may overrun the benefits of marketing could it even be 
a competitive disadvantage. This may be one reason why companies do not use trainee 
programs. 

5.4.2 Staffing and recruitment 

All companies say that this is an important staffing and recruitment tool. ”There are lots of dif-
ferent values. The primary value that our program creates is, increasing our attractiveness as an employer 
towards new potential employees” (see 4.2, Company 2). The fact that all companies mention this 
benefit renders it not rare in companies using trainee programs (even though you can not 
generalize from this small sample). Hence you have to see to the overall use of trainee pro-
grams which as mentioned in the previous chapter tend to be different between small 
companies and large companies. The same conclusion can be drawn here: that it may be at 
least a source of temporary competitive advantage. 

As a staffing and recruit tool a trainee program could be said to be imperfectly imitable. 
The reason of this is the social complexity it builds during the initial of an employment pe-
riod which a trainee program is. This requires that you see recruitment as a longer period of 
time before people get employed and not only the single moment when it occurs. This is 
also related to organizational learning and development. Seeing recruitment over a longer 
period of time does also imply that there occur historical conditions affecting the individual 
during this period which would make trainee programs harder to imitate. In this aspect are 
social complexity and historical conditions interrelated. 

The CEO of Company 1 can not see any other substitutes for recruitment by saying: “I 
don‟t see any other ways to reach the same results. Of course we can hire people for trial periods but it would 
not render the same good results” (see 4.1, Company 1). This should not be related to staffing 
and recruitment, as it is a result of organizational learning and development. The CEO of 
Company 2 says that:” participants experienced this as a little extra on top of the other factors a job of-
fers. And it may be the decisive factor in the end when a person chooses between two similar companies” 
(see 4.2, Company 2). This could be considered as a reason to that there are no substitutes 
when it comes to staffing and recruitment. Although this is important and can be consi-
dered as a temporary competitive advantage there is substitute‟s e.g. financial allowance in 
the form of high salary or signing bonuses. 

Another substitute may be the services were staffing companies lease out staff over longer 
periods of time with the option to convert it into employment at the companies. This have 
except the training trainees get, the same characteristics as trainee programs, but this train-
ing should be related to organizational learning and development. 
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Concluding this, a trainee program as a staffing and recruitment tool may at best be a 
source of temporary competitive advantage, because there exists substitutes. 

5.4.3 Organizational learning and development 

As stated before is the use of trainee programs in our sample used extensively in large 
companies and less in small companies. Putting this in an organizational learning and de-
velopment context makes it rare regardless the size of the companies. This is because social 
complexity of relations within organizations and between external sources can not be the 
same in different companies and using resources developing these relations are, if they add 
value to the company, a source of at least  temporary competitive advantage. There is also 
casual ambiguity, which once again shows that there is an interrelation between social 
complexity and casual ambiguity. Many examples of this social complexity leading to im-
perfectly immitability can be seen in the interviews from comments such as: 

New thinking in an organization 

“Get a mix of old and young people in the organization … young people with the knowledge of new tech-
nique … is very important in order for the company to be able to be in leading edge in a technical aspect” 

 “When everyone is in the same age does that also imply that they too some extent is quite analogous. New 
blood introduces new ways of thinking, new ideas and other starting-points that challenge the existing struc-
tures.” 

“They are a great source of knowledge of how younger people work. What they think about their existence 
and their surroundings, what is important for them and what their motives are. What are their values com-
pared to what values one that is 15 years older had in their age.” 

“The program is a driver in development of educational activities which results in material about methods, 
models etc. … similar but more advanced program for more experienced employees” 

Organizational culture and development 

“Important element in order to shape their trainees in accordance with the company culture, concepts and 
their way of working. It gives the company a very good platform for building corporate culture.” 

“An important part of the program is to include all division within the company in order to give a good in-
sight and this has challenged them when designing the program” 

Group sensation 

 “They are in a situation together with other that feel the same and with whom they can discuss issues with” 

“This is seen in a more open way because they are a strong group within the company.” 

“Another benefit is that they can treat the trainees as a group, and that they function as a group. They see 
it as very important for the trainee to feel a part of a group and that they can support each other” 

Marketing resulting from organizational culture and development 

“Have a reputation of having a good working environment and offering their personnel great potentialities” 

“Secure that they can offer employees an attractive corporate culture, nice colleagues, interesting job assign-
ments and an adequate economic terms” 

Career resulting from organizational culture and development 
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 “In comparison with an ordinary employment, where you are more focused on a specific skill or competence, 
you have the opportunity to introduce the trainee overall the company” 

“Young people that have the ambition to grow in the company” 

“Feeling secure and building network within the group. They will also meet different key person within the 
company, e.g. the CEO, sales personal, administrative personnel etc. The others in the company do also 
know who these people are and they get attention. This may lead them to develop a network within the com-
pany as a whole as well, in a way which they would not have done as regular employees” 

All these quotes suggests that a trainee program in an organization‟s learning and develop-
ment context could not be perfectly imitated and that there is no substitutes of the effects a 
trainee program has in this context. Thus could a trainee program in this context be a 
source of sustainable competitive advantage. An advantage that both of the companies 
having trainee programs have experienced. 
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6 Conclusion 

The aim of this section is to summarize our analysis and answer our research questions and therefore fulfill 
our purpose 

The strength of this thesis is that it provides managerial implications and also describes the 
trainee phenomena from a company perspective. Furthermore, the thesis provides valuable 
criticism towards the Resource Based View and the VRIN framework.  The aim of this sec-
tion is to summarize our analysis and answer our research questions and therefore fulfill 
our purpose. As mentioned in our method part the authors do not aim to generalize, the 
primary data collection describes how the interviewees view the phenomena trainee pro-
gram. As mentioned in the first part in the analysis none of the companies interviewed 
both meet the criteria‟s of a certified trainee program and the definition. This show‟s the 
complex nature of this phenomenon. However there is no law that a company can not use 
the word trainee program if they do not meet these requirements.    

Why do managers in companies use trainee programs and how do they experience 
that these programs adds value? 

After analyzing the primary data three different categories off value can be found being: 
recruitment/staffing, organizational learning and development and in terms of mar-
keting. The first two align with results from a quantitative study conducted in 1998 by 
Roswall and Sköld. They conclude that trainee-programs can be used as a method of re-
cruitment and as a learning and competence enhancement tools within an organization. 
(Roswall & Sköld, 1998). The marketing aspect is something that was not evident before 
analyzing the primary data. It seems that these companies realize the positive attitudes to-
wards the phenomena trainee program. And as the scarcity of labor increases a trainee pro-
gram can be an important in terms of attracting new employees. Company 1 describes how 
they actively use their trainee program in their marketing towards both customers and fu-
ture employees. 

Can a trainee program be considered as a source of competitive advantage, used in 
order to gain an “upper hand” by the companies in the Swedish IT-industry to-
wards their competitors? 

Each one of the three categories has been analyzed using the VRIN model. Recruit-
ment/staffing were found to be a source of, at best temporary competitive advantage, 
because the findings suggest that there are substitutes. Marketing was also found to be a 
source of, at best temporary competitive advantage, because other companies can im-
itate marketing effects in the context of trainee programs. This implies that trainee pro-
grams can be used as tools of marketing and recruitment/staffing, but that this is a short 
term advantage because other existing or potential competitors can do it as well, if they are 
aware of the possibility and can overcome obstacles of implementing it. 

Organizational learning and development was found to have the potential of being a source 
of sustainable competitive advantage. Trainee programs add to the complexity of com-
panies‟ social, learning and organizational structure that no substitutes can do. Hence can 
trainee programs if they add value to a company be a source of sustainable competitive ad-
vantage. 

What obstacles do companies face to implement trainee programs in the Swedish 
IT-industry? 



 Discussion 

 46 

The two companies without trainee program‟s both agree that trainee program‟s are valua-
ble and it can be a source of competitive advantage. Therefore it is interesting to analyze 
why they haven‟t implemented a trainee program. After analyzing the primary data collec-
tion, three different hinders emerged: feeling of being too small, the lack of time and 
short-term thinking. The three different hinders are described further in the analysis sec-
tion. 
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7 Discussion 

This chapter provides further discussion of the thesis regarding: research methods, findings, future research 
topics and managerial implications. 

In the background the scarcity of competence was evident in the Swedish IT-industry, and 
this thesis aims to find out if a trainee program can be seen as a competitive advantage. A 
survey made by Karriärindex 2007 found that four out of five students would like to attend 
a trainee program (Karriärindex, 2007). This fact together with the decreasing number of 
newly graduated within the information technology field adds to the assumption that a trai-
nee program is valuable. Previous research (see 2.2.4) concludes that when there is a scarci-
ty of labor force it is very important to have a good job offering in order to be successful. 
So with these facts one could conclude that it is extremely important to have a trainee pro-
gram. Except the positive marketing effect towards newly graduates he interviewees de-
scribed value adding effects in terms of organizational learning and development, and staff-
ing/recruitment.  

Trainee programs have been recognized as a good starting point for a managerial career, 
and therefore very attractive among students. There are an increasing number of compa-
nies that are using trainee programs. And it is interesting how smaller companies use the at-
tractiveness of the trainee program phenomenon in their marketing. However, in SME‟s 
the aim of the trainee program is often to train specialist rather than managers. 

As mentioned in the method part this is a qualitative study. The authors do not aim to ge-
neralize, however in hindsight the paradox is that the Resource Based View and the VRIN 
framework was used. It is interesting how researchers try to generalize something that can 
not be generalized. In social science there are no constants and no one can understand the 
complex process within a firm or its relation to the environment. If there are no constants 
and there is not an ”objective” world, is it fruitful to make theories and models that aim to 
generalize and predict the future? Now in hindsight after trying to apply the VRIN frame-
work we agree with the criticism stated in frame of reference (see 2.2.5.5). When reading 
published research material it is very interesting when you find researchers saying: ”think 
outside the box” etc. However, the paradox is that in order to get published one has to re-
fer to previous research, also is there a box? The authors of this thesis was faced with the 
problem of finding a frame of reference for this thesis and in this field the Resource Based 
View is widely used, however as we have pointed out that dose not make it the absolute 
truth. But we the system of always refereeing to other theories etc one can see how some-
thing can “snow ball” it to something that is considered as the truth. 

7.1 Suggestions to further research 

This research has looked at trainee programs from the company‟s point of view instead 
from the trainees‟ point of view. This has lead to findings that companies use the term trai-
nee program in other ways than they have before. Looking at it not limited of criteria‟s 
from different unions and associations has also contributed to these findings. However, 
new research topics emerged during the process. 

When writing about strategy many authors discuss how companies should create and main-
tain a sustainable competitive advantage. It is very interesting that companies are listed on 
the stock exchange which is a variable that no one can predict the effect on the company. 
Also being a public company directly hinders a company to think long-term. It would be 
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very interesting to do a study of companies that left the stock-exchange or have chosen not 
to become public. Ikea have chosen not to become public and Virgin bought back all the 
shares just a few years after entering the stock-exchange. There are probably more cases 
and it would be very interesting to find out why they left. 

Why do companies become public and why do some leave the stock-exchange? 

Is the term trainee program being used more frequently in times with scarcity of labor? 

Can Value Based Pricing enable an organization to have and long-term attitude? 

Why do company used turnover as an organizational goal? And is it fruitful in the long-
term? 

7.2 Managerial implications 

The companies with trainee programs (or equivalent) say that it has a positive effect to 
their marketing. Company 1 uses the term trainee program and feels that this contributes to 
their marketing both towards possible employees but also to their customers. Company 2 
does not use the term trainee program but they mention the interest from possible em-
ployees. This would suggest that a trainee program not only is a long term investment with 
rewards in the future but could also be seen as a marketing investment with a more short 
term orientation. It must however be mentioned that by only using the term trainee pro-
gram without any concrete substance behind it could have negative effects, and it should 
therefore not be viewed as a marketing gimmick. 

Findings from both Company 1 and Company 2 conclude that continuity in a trainee pro-
gram is important. A company interesting in designing and implementing a trainee program 
should be aware of that this must be considered as a long term commitment to really capi-
talize on the positive effects. But as mentioned above the costs could to some extent be 
covered by the short-term marketing effect. 

Company 2 uses another term than trainee program. This could be considered as wise if 
the company could not fully live up the criteria of a trainee program, but none the less 
want to show that this is something they are working at. Using another term minimizes mi-
sunderstandings about what the program is really about. The effect of marketing will still 
be there. 
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Appendices 

The appendices contain the interview guide used at the interviews. They can be found in both English and a 
Swedish version.Interview guide (English) 
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Appendix 1 Instructions for the interview guide 

The interviews are made by both companies that have trainee programs and by 
companies that do not. Therefore is the structure of the interview guide slightly 
different depending of from which company the interviewee is coming from. 

The questions are not meant to be answered exactly but should be used as a 
structure of what topics that should be addressed. The sub questions should be 
asked to make the interviewee elaborate their answer when necessary. 

It is when doing the interview very important that there is a conversation and di-
alog, but it is also important to not give any implicit help or hints to the interview 
that may affect the answers. 

The interviewee has received the question structure in advance. 

Note how the interviewee is responding and attitude of the interviewee. 

The interviewee should be made aware of the following points at the time 
of the interview. 

 That the final report will not mention the name of the company. Only size 
and which classification that fits with the company will be in the final re-
port. 

 That the interviewee will be anonymous. But the title or position of the in-
terviewee will be mentioned. 

 That the interviewee not has to answer any questions if he/she does not 
want to. 

 The purpose of the interview. 

 Who is doing the interview (which sender). 

 That a copy of the interview can be sent to the interviewee if he/she 
wants to, so that comments and suggestions to corrections can be made. 

 That a copy of the final report will be sent to the interviewee. 
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Appendix 2 Interview guide for companies without a 
trainee program 

Introduction 

How long have you been in the company? 

What is your position in the company? 

The company’s strategy 

What is the company’s goal with the long term strategy? 

 What are in your opinion the most important aspects/factors to reach the 
goal of your long term strategy? 

Which specific resources and competences are most important to achieve com-
petitive advantage in your type of business? 

Which opportunities and threats do you experience that there is in your type of 
business that affects your ability to compete successful? 

 How do you counter the threats? 

 How do you exploit the opportunities? 

The labor market 

How is your position in the labor market? 

 How do you experience the supply of labor? 

 Which different methods of recruitment do you use? 

 Do you have difficulties in recruiting? 

o Yes – Why? 

o No – Why? 

o Which competencies are hard/easy to recruit? 

Trainee programs 

Have you used trainee programs before? 

 Why? 

 Why do you not have it now? 

Have you considered using a trainee program? 

 What affected you final decision? 

Could trainee programs be a part of your long term strategy? 
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 Why? 

What do you think the purpose is/ what do companies want to achieve in your 
type of business by using a trainee program? 

Do you think trainee programs add value in companies using it?  

 What do you define as valuable? 

Are trainee programs a resource that can help companies achieving competitive 
advantage in your type of business? 

 What kind of competitive advantage and why? 

How common is the use of trainee programs in your type of business? 

 Why is it used? 

What do you think is the biggest challenges for a company in formulating and 
running a trainee program? 

Which other procedures other than trainee programs are there to achieve the 
same results? 

Which general advantages/disadvantages is there when using a trainee pro-
gram? 

Thank you for participating! 
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Appendix 3 Interview guide for companies with a 
trainee program 

The following structure is for companies that do have a trainee program. 

Introduction 

How long have you been in the company? 

What is your position in the company? 

The company’s strategy 

What is the company’s goal with the long term strategy? 

 What are in your opinion the most important aspects/factors to reach the 
goal of your long term strategy? 

Which specific resources and competences are most important to achieve com-
petitive advantage in your type of business? 

Which opportunities and threats do you experience that there is in your type of 
business that affects your ability to compete successful? 

 How do you counter the threats? 

 How do you exploit the opportunities? 

The labor market 

How is your position in the labor market? 

 How do you experience the supply of labor? 

 Which different methods of recruitment do you use? 

 Do you have difficulties in recruiting? 

o Yes – Why? 

o No – Why? 

o Which competencies are hard/easy to recruit? 

Trainee programs 

Is trainee programs a part of your long term strategy? 

 Why? 

What is the purpose/ what do you want to achieve by using a trainee program? 

 Why? 

Is the trainee program adding value to your company? 
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 Why does the use of a trainee program add value to your company? 

 What do you define as valuable? 

Are trainee programs a resource that can help companies achieving competitive 
advantage in your type of business? 

 What kind of competitive advantage and why? 

 How common is the use of trainee programs in your type of business? 

Do you experience that your company uses trainee programs in the same way/ 
to achieve the same results as other companies in your type of business? 

Do you use trainee programs continuously in the company? 

What are the biggest challenges your company faced/faces when formulating 
and running a trainee program? 

Do you use any one outside the company to formulate or/and run the trainee 
program? 

Which other procedures would you use to achieve the same results, if you not 
had a trainee program? 

Which general advantages/disadvantages is there when using a trainee pro-
gram? 

Thank you for participating! 
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Appendix 4 Instruktioner till intervjuguiden (Swedish) 

Intervjuerna görs både med företag som har traineeprogram och företag som 
inte har traineeprogram. Därför så ser strukturen något annorlunda ut beroende 
på från vilket företag personen som ska intervjuas kommer ifrån. 

Frågorna är inte menade att bli besvarade exakt utan ska bara användas som 
en struktur för att alla intressanta ämnen ska tas upp. Underfrågorna ska an-
vändas för att den intervjuade ska utveckla sina svar när det anses nödvändigt. 

Det är viktigt att intervjun är genomförd som en konversation och dialog. Men 
det är också viktigt att ingen implicit hjälp eller andra antydningar ges som kan 
påverka den intervjuades svar. 

Den intervjuade har fått frågestrukturen i förväg. 

Notera hur den intervjuade svarar och den svarandes attityd. 

Den intervjuade ska göras uppmärksammad på följande punkter i sam-
band med intervjun. 

 Namnet på företaget kommer inte att nämnas i den slutliga rapporten. 
Enbart storlek och vilken klassifikation som passar försteget kommer att 
nämnas. 

 Den intervjuade kommer att vara anonym. Däremot kommer titeln eller 
positionen som den intervjuade har att nämnas. 

 Den intervjuade behöver inte svara på några frågor om han/hon inte vill. 

 Syftet med intervjun. 

 Vem det är som ska gör intervjun, vem är avsändaren. 

 Att en kopia av intervjun kan skickas till den intervjuade om han/hon vill 
så att kommentarer eller förslag på rättelser kan göras. 

 Att en kopia av den färdiga rapporten kommer att skickas till den inter-
vjuade. 
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Appendix 5 Intervjuguide för företag utan ett trainee 
program (Swedish) 

Introduktion 

Hur länge har du arbetat i företaget?  

Vad har du för position?  

Företaget strategi 

Vad är målet med företagets långsiktiga strategi?  

Vad anser du är de viktigaste aspekter/faktorer för att nå målet 
med er långsiktiga strategi.  

Vilka specifika resurser och kompetenser är viktigast för att uppnå kon-
kurrensfördelar i er bransch?  

Vilka möjligheter och vilka hot upplever ni att det finns för att ni skall 
kunna konkurrera framgångsrikt i er bransch?  

Hur bemöter ni hoten?  

Hur utnyttjar ni möjligheterna?  

Arbetsmarknaden 

Vad är ert utgångsläge på arbetsmarknaden?  

Hur upplever ni tillgången på arbetskraft?  

Vilka olika typer av rekryteringsmetoder använder ni?  

Har ni svårt att rekrytera?  

o       Ja - Anledning?  

o       Nej – Vad gör er till en attraktiv arbetsgivare?  

o       Vilka kompetenser är lätta/svåra att rekrytera?  

Traineeprogram 

Har ni använt er av traineeprogram tidigare?  

Varför?  

Varför inte längre?  

Har ni övervägt att använda ett traineeprogram?  
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Vad påverkade ert slutliga val?  

Skulle traineeprogram kunna vara en del av er långsiktiga strategi?  

Varför?  

Vad tror du syftet är/vad vill företag i er bransch uppnå med ett trainee-
program?  

Bidrar ett traineeprogram till ökat värde i företag?  

Vad definierar ni som värdefullt?  

Är traineeprogram en resurs som kan hjälpa ett företag att uppnå konkur-
rensfördelar i er bransch?  

Vad för konkurrensfördelar och varför?  

Hur vanligt är användandet av traineeprogram i er bransch?  

Varför används det?  

Vad är de största utmaningarna med att konstruera och driva ett trainee-
program tror du?  

Vilka andra tillvägagångssätt än traineeprogram finns det för att uppnå 
samma resultat?  

Vilka generella fördelar/nackdelar finns det med ett traineeprogram?  

Tack för din medverkan!
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Appendix 6 Intervjuguide för företag med ett trainee 
program (Swedish) 

Introduktion 

Hur länge har du arbetat i företaget? 

Vad har du för position? 

Företaget strategi 

Vad är målet med företagets långsiktiga strategi? 

 Vad anser du är de viktigaste aspekter/faktorer för att nå målet 
med er långsiktiga strategi.  

Vilka specifika resurser och kompetenser är viktigast för att uppnå kon-
kurrensfördelar i er bransch? 

Vilka möjligheter och vilka hot upplever ni att det finns för att ni skall kun-
na konkurrera framgångsrikt i er bransch? 

 Hur bemöter ni hoten? 

 Hur utnyttjar ni möjligheterna? 

Arbetsmarknaden 

Vad är ert utgångsläge på arbetsmarknaden? 

 Hur upplever ni tillgången på arbetskraft? 

 Vilka olika typer av rekryteringsmetoder använder ni? 

 Har ni svårt att rekrytera? 

o Ja - Anledning? 

o Nej – Vad gör er till en attraktiv arbetsgivare? 

o Vilka kompetenser är lätta/svåra att rekrytera? 

Traineeprogram 

Är traineeprogram en del av er långsiktiga strategi? 

 Varför? 

Vad är syftet/vad vill ni uppnå med ett traineeprogram? 

 Varför? 

Bidrar ett traineeprogram till ökat värde i företaget? 
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 Varför leder användningen av ett traineeprogram till ökat ”vär-
de” i ert företag? 

 Vad definierar ni som värdefullt? 

Är traineeprogram en resurs som kan hjälpa ett företag att uppnå konkur-
rensfördelar i er bransch? 

 Vad för konkurrensfördelar och varför? 

Hur vanligt är användandet av traineeprogram i er bransch? 

 Upplever du att ni använder traineeprogram på samma sätt/för 
att uppnå samma resultat som andra företag i er bransch? 

Förekommer traineeprogram kontinuerligt i företaget? 

Vad är de största utmaningarna med att konstruera och driva ett trainee-
program? 

Använder ni någon utanför företaget för att konstruera och driva trainee-
programmet? 

Vilka andra tillvägagångssätt skulle ni använda ifall ni inte hade haft ett 
traineeprogram för att uppnå samma resultat? 

Vilka generella fördelar/nackdelar finns det med ett traineeprogram? 

Tack för din medverkan! 


