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Abstract 
Good working conditions have become one of the most important factors in today’s 
Swedish workplaces. The impact that culture has on companies and their atmosphere is 
of great importance for overall productivity. Existing research has mainly focused on 
large established businesses. As a consequence, the work that has been conducted on 
small entrepreneurial companies is limited. There are studies highlighting the difficulty 
of transitioning from a small firm to a large entrepreneurial firm. Still, there is a lack of 
studies investigating this process in depth. Gaining insight into this process is highly 
relevant for practitioners, policy makers and researchers alike. Therefore, we have cho-
sen to study this field closer. 

In order to explore this field and to dive deeper within the concept of organizational cul-
ture, a shadowing method has been used on a newly started growth oriented company. 
The company is founded by two opportunity driven leaders who strongly believe in a 
happy workplace where the focus lies on the individual and where problems are met 
with a “how hard can it be” attitude. We followed the firm for 8 weeks. During that time 
we were present full time in their facilities, conducted formal interviews, informal in-
terviews, interacted with employees and the entrepreneurs during lunches and small 
gatherings. 

In order to develop an entrepreneurial culture they follow an ideology that is based on a 
few cornerstones; they strive to have short decision paths, a familial atmosphere, indi-
vidual focus, strong commitment mixed with a fun factor. When investigating how the 
culture expresses itself we have found four different forums of particular interest; the 
office where the decision process takes place, the group meetings where beliefs and val-
ues are shared, the individual meetings where feedback is provided and the recruitment 
process where the cultural marketing takes place. Our conclusion is that these forums 
work together in a circular motion that expresses – shapes - shares - aligns the organiza-
tional culture of this small and young company.  
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1 Introduction   
  

1.1 Background    
In today’s Swedish society the search for the perfect job has never been more im-
portant and engaged this many people (Herbison, 2009). In the following part the 
importance of personal development and good working conditions will be discussed, 
but also the impact of entrepreneurial leadership and the risks involved in hiring new 
employees. 

Dahlgaard-Park (2002) mentions a few important factors as to what contributes to a 
great workplace. She brings up the importance of personal development, both profes-
sional and intellectual, good working environment, recognition and respect of col-
leagues and the importance of feeling that what you are doing is meaningful. She al-
so brings up aspects such as job security (to feel safe at your workplace) and the sala-
ry. 

Good and happy working conditions can generate increased revenues. This has moti-
vated new entrepreneurs to make their startup company the best workplace on the 
market (Wilshire, 2013). The search among employees for a great workplace has 
created a large demand for good working conditions. Some companies have realized 
the potential for gaining a competitive advantage by having the best workplace. 
Companies do understand that there is a correlation between working environment 
and economy; hence by having a great workplace the companies hope to be able to 
attract and recruit premium employees, thus ensuring increased revenue returns (Ar-
betsmiljöverket, 2014). 

Dahlgaard-Park (2012) also points out that it is not unusual for these companies led 
by young ambitious entrepreneurs to have bright and brilliant ideas on how to create 
the best company culture. A culture that contributes to everyone's satisfaction, and 
hopefully ensures that everyone wants to work for his or her company. The core for 
their logic is usually rooted in statements as "happy people produce". It is also not 
uncommon that these entrepreneurs come from previous employments where they 
have experienced a working atmosphere they did not like. With these previous disap-
pointments in mind, they now have ideas on how they will do things differently at 
their new company (Bhaduri and Worch, 2008). Often this works rather well in a 
company’s start-up phase, but they tend to be unstructured as they grow, which in 
turn risk decreasing their efficiency (Kotter et al. 1996). These types of young entre-
preneurial start-ups also draw their strength from the people involved - the founders, 
partners and employees, who share a strong passion and desire to succeed (Holden, 
2008).  

There are also risks involved with hiring new employees. Schein (2010) emphasizes 
that when a company starts to hire new employees these employees are "fresh" and 
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not yet accustomed to the organizational culture at their new workplace. They have 
not yet had the chance to share and validate the company’s beliefs and values. If too 
many new employees are hired in a short time, there is a risk that the core culture at 
the company will change in a way that the founders did not originally intend.  

 

1.2 Problem discussion 
As previously stated a good working environment with good working conditions has 
become one of the most important factors in Swedish society that workers are look-
ing for at their workplaces today (Chef.se, 2012). These topics are frequently dis-
cussed among both researchers and media, and tend to focus on the underlying fac-
tors to good working conditions. The topic usually involves the company culture and 
the impact it has on work atmosphere. Many of these studies have been done in the 
US and has established the positive effects the culture has on employees (Dahlgaard-
Park, 2012).  

While much of this research has been done overseas, research conducted in Sweden 
on the cultural effects on small growing companies is limited. Since there are many 
cultural differences between Sweden and the U.S, studies cannot be unconditionally 
implemented on the Swedish market (Hofstede, 1984).  

Previous research in the field has put focus on the beneficial impacts that culture can 
have on a company (Carmeli, 2004). But according to Smit (2014) the majority of 
studies are only performed within large to middle-sized companies, thus lacking 
studies within smaller firms. Further on, the Swedish government has put emphasis 
into helping smaller firms to grow since they are seen as an important part of the 
Swedish economy (Vinnova, 2015). Davidsson et al. (1998) goes as far as to say that 
two thirds of the new gross jobs are created by growing companies. For that reason it 
is in the interest of the Swedish society that these kinds of small growing companies 
thrive and prosper. And since organizational culture is an important part of compa-
nies’ well-being it is in the society’s interest to further investigate how it affects 
small companies.  

It is commonly acknowledge that culture within an organization is a constantly 
changing process, especially when the organization is growing and starts to involve 
more and more people. The case we are going to investigate is how a small company 
founded by driven entrepreneurs struggles to build the company culture of their 
dreams.   

In this research we will put focus on the small things that occur on a daily basis and 
how they shape the culture at a small, new started company (Bhaduri, 2008). Further 
on we will refer to these as micro-processes. We hope to be able to seize the culture 
in its essence and see how it grows and how their values evolve in the leaders day to 
day activities.   
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Further on we are investigating what impacts the culture has on the relationship be-
tween managers and employees, and to see if the employees are willing to align to 
the culture. We will also try to pinpoint the source of the culture, and what par-
ty/parties which have most influence of shaping it.  

Finally we want to explore what happens in the change process when the company is 
growing. Achtenhagen et al, (2010) lifts up some problems that can arise during a 
growth process and calls them “growing pains”. According to Wiklund, Davidsson 
and Delmar (2003), these growing pains can have an impact on the productivity of 
the company and the well being of their employees. This factor makes the research 
about cultural impact interesting, not only on the micro level, but also on a macro so-
cial level where healthy companies, as discussed by Davidsson et al. (1998), provides 
increased job opportunities.  

 

1.3 Purpose   
The purpose of this thesis is to understand and make sense of how the culture ex-
presses itself in a young entrepreneurial firm and what actions that shapes it.  

Furthermore, we want to experience how the culture is shared and what attitude em-
ployees have towards aligning with it.   

 

1.4 Research Questions   
To explicate our purpose even further we have formulated four research questions 
that will be our core focus during this thesis.   

• Where does the culture originate from, and who is responsible for it?  
• To what extent are the employees aligned with the culture? 
• What impact does the culture have on the decision-making processes?  
• How can the culture create opportunities?  

1.4.1 Clarification 

The culture we are aiming to examine is not a separate phenomenon, but a phenome-
non considering all the people and the actions they do which contribute to shaping 
the company climate. Thus the employees cannot be detached from the culture, their 
actions affects the company in one way or another. 
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1.5 Perspective and Definition 
When researching such a broad topic as culture a diversity of possible approaches 
and perspectives will be available for us as authors. Many of the leading authors in 
the field of organizational culture, have their own specific perspective on this topic. 
In regards to this it is important to realize that there are no easy rights or wrong per-
spectives. Due to this fact that different authors have different views upon this mat-
ter, a decision has to be made concerning what perspective this thesis will be written 
from.  

Culture as a concept, can and has been defined in numerous different ways. The 
American Heritage Dictionary (2015) defines culture formally as: 

 "The totality of socially transmitted behavior and patterns, arts, 
beliefs, institutions and all other products of human work and 
thought characteristics of a community or population".  

This is a rather broad and general definition of culture as a whole. For this thesis we 
are more interested in organizational culture and how it affects the organizations and 
the groups within it. Many authors have given their input on what they think a good 
definition of organizational culture should be.   

Hofstede (1984: 25) defines organizational culture as:  

“The collective programming of the mind which distinguishes the 
member of one organization from another.” 

Kotter (1996: 148) defines it as:  

"Shared values are important concerns and goals shared by most 
of the people in a group that tend to shape group behavior and that 
often persist over time even when the group membership changes". 

It is always important to have an open mind, and to compare the different perspec-
tives and definitions of the leading authors in a field. This is especially important 
when it comes to such a wide topic, as the definition of organizational culture. 

Schein (2010: 18) defines it as: 

"The culture of a group can now be defined as a pattern of shared 
basic assumptions learned by a group as it solves its problems of 
external adaptations and internal integration, which has worked 
well enough to be considered valid and, therefore to be taught to 
new members as the correct way to perceive, think and feel in rela-
tions to those problems". 

It is essential to keep in mind that many different definitions exist and can coexist 
depending on which perspective that is taken. We decided that since Schein is one of 
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the leading authors in this field and his writings and definition correlates well with 
our purpose of this thesis, we chose to lean on his definition of culture as a corner 
stone for our reasoning. From now on and forward we will be referring to Schein's 
definition of organizational culture every time we talk about the topic of culture (if 
not clearly specified otherwise).  
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2 Frame of reference   
 

2.1 Organizational Culture   
Organizational culture has been discussed and defined by many different researchers. 
One of these is Hofstede´s (1984:25) definition of organizational culture stated in the 
previous chapter; there he points out the power that culture has to distinguish one or-
ganization from another. Hofstede et al. (1990) believe that the concept of organiza-
tional culture has gained a similar position of importance as strategy structure and 
control carries in an organization. This line of thought is also reinforced by Schein 
(2010), who believes that organizational culture holds the key to unlocking 
our understanding of individual companies and why they act as they do. Malcolm 
(2008) goes so far as to say that some extreme situations such as airplane crashes can 
be explained and derived back to organizational culture at that company.  

Furthermore Hofstede (2001) also argues for the existence of different layers of cul-
ture at a company. According to him, researchers need to pay attention and be aware 
of the different layers in order to understand and achieve a closer perspective of or-
ganizational culture.   

Schein also emphasizes this topic and talks about how these levels can help to ex-
plain the many phenomenons observed at companies. He further argues that the un-
derstanding of a company's culture will take these phenomenons and "normalize" 
them, making these previous random elements appear to be normal and fitting in the 
organization. When observing and analyzing culture in an organization, Schein talks 
about that there are several levels culture reveals, by this he means that there are sev-
eral degrees to what extent observers can see and understand the culture in organiza-
tions.  

Schein has constructed a model on the topic of different levels of culture where he 
explains how the different levels interact with each other. 
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Figure 1 The three levels of culture (Schein 2010:24) 

 

2.2 Artifacts   
Artifacts are according to Schein (2010) the shallowest and less visible layer of or-
ganizational culture. This layer consists of all phenomenon that are 
seen, heard and felt in an organization. This includes all the active contributions from 
a group; what they do and how they do it. Artifacts also include the physi-
cal environment of the group such as their language and attitude. The artifacts are re-
ally the things that can be seen and felt easily by an observer as described by Schein 
as the "climate" in the group. Schein also talks about cultural artifacts and list the 
five most important types of cultural artifacts:   

• Key values and norms   
• Myths and sagas    
• Language systems and metaphors    
• Symbols, rituals and ceremonies   
• Use of physical surroundings including interior design and equipment    

An important point Schein identifies is that the artifacts in a company are rather easy 
to observe but really hard to decipher. As an observer you can see what a company is 
doing but you cannot understand the underlying reasons. Schein also points out the 
danger in trying to interpret the meanings of artifacts alone without the understand-
ing of the deeper levels. This will increase the risk that the interpretations will just be 
the projections of the researchers own thoughts and reactions.   

In their article, Higgins & McAllister (2004) also identify the importance of 
the artifacts for sustaining a company and the power they have while leading 

Ar#facts	
Visible	and	feelable	structures	and	processes	

(Difficult	to	decipher)	

Espoused	Beliefs	and	Values	
Values,	Ideologies,	Goals	

(May	or	may	not	be	congruent	with	behavior	and	
other	ar@facts)	

Basic	Underlying	Assump#on	
Unconscious,	taken-for-granted	belifes	

and	values	
(Determine	behavor	)	
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change. Pasquale (1990, 1999) makes the argument that only a person who has expe-
rienced the given culture at a deeper level can understand what the artifacts in that 
culture and what meaning it carries. Our hope with our chosen method and approach 
is that we as observers will be able to experience this deeper level of culture that they 
describe.  

 

2.3 Espoused Beliefs and Values   
When it comes to sharing the organizational culture and showing the ropes to new 
members of the group, Schein (2010) talks about the use of beliefs and values. Ac-
cording to him, group learning originates from someone's original beliefs and values. 
In many cases these values and beliefs are emitting from the company or group lead-
er (Mumford et al., 2002). According to Schein, sharing beliefs among a group 
works as a trial and error system. First the manager or leader convinces the group to 
try their beliefs in a matter, for example if a leader shares the organization´s be-
liefs in open and straight communication. The group as a whole will then accept the 
statement that open communication works best for this workplace and test whether 
this is the case (Dose, 1997). If the group finds this to be true they will 
acknowledge the fact that open communication is preferable at this workplace. This 
will according to Schein become a shared value or belief among the group 
and if continuously proven favorable become a shared assumption and a part of that 
organizational culture.    

Dahlgaard-Park (2012:133) sees company core values as the "entrance to human sat-
isfaction and commitment". She believes that core values can function as a cata-
clysm for increased commitment and satisfaction at a workplace. The au-
thor defines core values as following:   

• The company’s atmosphere is open and positive   
• How a leader recognizes and appreciates my work   
• How a leader shows me trust and respect   
• How a leader treats me fairly   
• How a leader motivates me through his/her own efforts and behavior   

In Dahlgaard-Park's research there is a clear connection between how much a com-
pany practices their core values and how satisfied and motivated their employees are. 
She states that motivated and satisfied employees have an increased productivity ver-
sus employees who are not as satisfied. Similar line of thoughts are found in 
Mumford et al, (2002).  

 

Dahlgaard-Park also identifies the problems that many companies have in actually 
practicing their core values. Many companies have clear values but fail to follow 
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them. 

This can be seen as a mismatch between the culture that one wish to have and the 
culture that is being projected by the management team, This type of mismatch and 
the effect it has on its employees is discussed by McCord (2014). He states that hav-
ing this kind of mismatch is particularly problematic for startup companies because 
they tend to have a premium on casualness; hence this premium can run counter to 
the high performance ethos that the management team wants to create. 

The author believes that if a company would shift from practicing their core values to 
a high degree to being a company that does not. This shift would result in decreased 
motivation and negative effects on efficiency and quality.    

Another thought on the topic of beliefs is given by Porras (2007). He talks about how 
believing in ones cause and projecting ones belief has critical impact on the success 
of the project. If a company or a leader within a company has established a firm set 
of beliefs and values and truly stands for them and emphasize on them, his belief in 
the cause will carry the cause onwards. People respond well to leaders who have 
a firm belief and dare to stand for what they do. As the author states, the "cause has 
charisma", meaning believe in what you do and the belief will sell itself. This con-
cept of self-fulfillment should not be disregarded since the author states it to be one 
of the tools a company or a leader can have, if they want to build something 
that will last.   

There is of course a risk with just focusing too much on ones beliefs and values. Ar-
gyris & Schön (1996) talk about the risk of having a gap between the beliefs and val-
ues that provides meaning and comfort to the group and the ones that focuses on ef-
fective performance. If such a gap exists there is a high risk that the company will 
talk about the desired beliefs but not act accordingly.   

Schein (2010) points out several problems with analyzing a company solely based on 
their beliefs and values. Many times those beliefs and values can be so abstract that 
they contradict one another. For example a company who says they want to have the 
highest quality and the lowest cost. If one just observe the stated beliefs and values it 
is hard to get a good fix on what the company is really after. Another important point 
according to Schein is to depreciate between the different kinds of beliefs and values 
and put most emphasis on those who are congruent with the underlying assumptions 
of the company. The values and beliefs that not only sound good when spoken about, 
but also are sticky and stay within the company, should have the biggest focus.    

 

2.4 Basic Underlying Assumptions   
The third and last level in Schein’s model of culture is the basic underlying assump-
tions. This is the deepest and most important one. Schein claims that the assumptions 
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are the key to unlocking and understanding all of the more shallow steps of the mod-
el. He argues that basic assumptions are when the beliefs and values from the second 
level in the model have been proven enough times for the majority of the members to 
accept them as valid. These assumptions function as a guide for the group and tell 
them what things in their surroundings mean, what to focus on and how to react emo-
tionally to different situations.  

Kluckhohn & Strodtbeck (1961), state that when the basic assumptions are taken 
for granted, there will be a minimum of variation within a social group. Schein 
(2010:28) also talks in the same way and continues saying that basic assumptions  

"Tend to be nonconfrontable and nondebatable, and hence extremely 
difficult to change".    

Argyris & Schön (1996) have discussed the topics and concluded that basic assump-
tions guide behavior, and tell group members how to perceive, think about and feel 
about things.  

Schein (2010:29) concludes this by stating that: 

"Cultures tell their members who they are, how to behave towards each 
other and how to feel good about themselves".   

Bailyn (1992) discusses the concept that our assumptions affect how we treat 
those around us. For example if we assume that an employee is lazy and the same 
employee later requests to work time from home, we will then see that as a sign of 
his laziness and properly deny the request. But if we in contrast assume him to be 
motivated and competent, we could see his request as a way of him trying to increas-
es his effectiveness. This shows the importance of our assumptions and why basic 
underlying assumptions are an important part when analyzing a company’s overall 
culture.    

When we understand the underlying assumptions we can interpret the artifacts and 
handle them in a correct way. Schein talks about this layer as the least visible but the 
most important one for understanding the levels above. We believe that our method 
will benefit us when we try not only to understand but to experience the underlying 
assumptions. By having more time we will strive towards understanding this level 
and use it as a guide on how to interpret the levels above. 

  

2.5 Commitment    
One of the most well documented reasons why companies fail is due to shortcomings 
in the human dimension (Dahlgaard-Park, 2011). Many researchers have documented 
a positive interrelationship between work outcomes, employee satisfaction and 
commitment (Carmeli, 2004, Rayton, 2006, Hellén, 2011).  Many researchers, who 



  

 
13 

have raised the essence of trust in relationships, pointing towards employees’ satis-
faction, work commitment and loyalty, investigate the human dimension. In gen-
eral, people are more committed and willing to engage in social interactions when 
there is a sense of trust with each other (Fukuyama, 1995, Putnam, 1993, Tyler, 
1996).   

Kitching & Marlow (2013) argues that small firms usually have a more flexible ap-
proach to labor management. Furthermore he points out that these kinds of informal 
practices often result in a high level of satisfaction among the employees. There is 
always an underlying risk where informal practices have a tendency to generate ten-
sion and contradictions. Employees might perceive the informal practices as unfair 
and discriminating. The author states that having informal HR practices can be good 
in the short run but might suggest a lack of strategic insight. 

Furthermore, Frey (1997) and Wiersma (1992) argue that there is a strong correlation 
between trust and reward systems. If there is no trust between the management 
team and the employees, the motivational effect drastically decreases. Cohen (2003) 
and Klein (2009) mean that organizational commitment is conceptualized about the 
employees’ general psychological attachment towards the organization and to what 
certain degree the employees identify themselves with organizational objectives. 

However, there are various forms of commitment. Meyer and Allen (1997) have de-
veloped different forms of dividing commitments into attitudes;   

Affective commitment is a state where the employees are strongly psychologically 
engaged with the organizational objectives. He/she feels enthusiastic towards the 
work and its tasks. In an organization where employees are affectively committed, 
they have a strong incentive of identifying themselves with the organizational objec-
tives and have a desire to be a part of the organization. Affective commitment can in 
other words be described as "the willingness of social actors to give energy and loy-
alty to the organization" (Kanter, 1968: 499).  

Continuance and normative commitment conform to a motivation attitude where the 
employees feel that they "have to do" the working tasks. In this state 
of mind employees commit to an organization because it is too high costs to take ac-
tions into doing something else. It can depend on either economic or social costs 
such as a good pension system or social working relationships with colleagues.    

These attitudes correspond to extrinsic versus intrinsic motivation. Extrinsic motiva-
tion conforms to the latter two attitudes i.e. salary, reward system and other material 
goods (Law, 2009). The employees see it as a "necessary evil" to perform their work 
tasks. While intrinsic motivation conforms to the affective commitment atti-
tude, where people are passionate in what they do and they see a purpose and mean-
ing in it. This is similar with the state of "flow" (Csikszentmihalyi, 1990).  
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2.6 Entrepreneurial growth    
Most studies of entrepreneurial growth is done within small and medium sized com-
panies, so called SME´s (Davidsson, Achtenhagen, & Naldi, 2010). Growth is as 
Penrose (1959) describes, a phenomenon primary used when talking about increase 
in size or quality as a result of a process of development.  

Ericson (2007) looks to the concept of business growth in relation to developmental 
growth, thus connects these concepts to the dimension of learning. She argues that 
growth is “lived” and should not be seen as an object. Further she argues that devel-
opmental growth is a process that is expressed and reflected in human activities and 
social practices. 

In today's society growth is mostly viewed as an equivalent to success. Most litera-
ture also describes growth in a similar fashion (cf. Baum et al., 2001). But as Flam-
holtz and Randle (1990) points out, it is important to remember that growth can bring 
forth undesirable consequences and create ‘growing pains’. (Achtenhagen et al, 
2010) talk about that most small firm managers are aware of these ‘growing pains’ 
and that this awareness creates a dilemma for the firms when they are deciding 
whether they will grow or not. Davidsson, (1989b) and Wiklund et al. (2003) points 
out that since managers expect both negative and positive effects of growth; econom-
ical gain is not a dominant growth motivator. They also point out that managers are 
more worried about the survival of the company if they would grow too much.  

Wiklund et al. (2003) describes another important dilemma for managers regarding 
growth, namely the issue with the employee’s well being. According to them there is 
a risk that a company would lose their informal family-like character if they were to 
grow. This concept that companies risk losing their character and culture is further 
supported by Arrow (1983), Barker and Gump (1964) and Mosakowski (2002).  

But from a social point of view, growth in companies is an important factor especial-
ly regarding job-creation. Davidsson et al. (1998) has estimated that in Sweden 
growing companies creates two-thirds of the gross new jobs. This makes the concept 
of firm growth exceptionally important for a society, but it is also important for the 
company itself, even though the fact that growing pains will probably occur. Most 
research points out a positive correlation between larger size of a company and sur-
vivability (Aldrich and Auster, 1986; Stinchcombe, 1965; Storey, 1994). These fac-
tors are all important both from a micro and macro-perspective.  

For this thesis we are mostly interested in the effects that growth has on the organiza-
tional culture and the wellbeing of the employees in the company. Wiklund, Da-
vidsson and Delmar (2003), has researched this topic and come to the conclusion that 
the effects can vary from case to case. Growth will most likely have an effect on the 
company's atmosphere and the employee's feeling of well-being. They also conclude 
that the managers of a growing company spend a lot of time and energy reflecting 
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over what impact growth might have on their employees. This brooding has a direct 
impact on the manager's ability and willingness to carry forth growth. 
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3 Research Approach   

3.1 Abductive Reasoning 
When starting a research it is important to know and understand what meth-
od that will give the optimal results when applied to the chosen problem. But it is al-
so of utmost importance to understand the philosophical background to the chosen 
method. If the method does not align with the projected philosophical concept there 
will be a mismatch in the data. That is why it is important to first analyze what philo-
sophical approach that is best aligned with the chosen case.   

There exist quite a few different doctrines in this matter: 

Deductive reasoning is used when the researcher derives a hypothesis from existing 
theory and empirical data are collected. This is done in order to see whether the hy-
pothesis is true or false. Znaniecki (1934) talks about using deductive reasoning ena-
bles the researcher to test already known theories, hence not develop new perspec-
tives based on existing theories and ideas. According to Shank (2006), deductive rea-
soning begins with a rule, followed by the observation and finish with the result. For 
example: "All dogs bark". It starts with the rule that all dogs bark. Then looking at a 
specific case, Fido is a dog who is being observed. If Fido does bark, the conclusion 
can be drawn that the hypothesis is true. 

Inductive reasoning is when the researcher starts off with as few preconceptions as 
possible regarding the outcome, allowing theory to emerge from the empirical data 
(O´Reilly, 2009). In difference to deductive reasoning, inductive reasoning starts off 
with an observation, followed by another observation and finishes with the result. If 
we look at the previous example we first start off with our observation: Fido is a dog, 
Fido barks. We draw the conclusion that all dogs bark (Shank, 2006). 

Abductive reasoning uses a mix of both deductive and inductive reasoning. It is used 
in more ethnographical studies, when dealing with culture and sociology, because for 
these kind of studies the results can be both inherently messy and uncertain (Shank, 
2006). This reasoning method is more a matter of the researchers’ feelings and 
hunches, reading signs and juggling with possible explanations, which are drawn 
from the known theory. In abductive reasoning the researchers are looking for pat-
terns based on the evidence which is found (Shank, 2006). 

In our case we are following the abductive reasoning method. As O’Reilly (2009) 
mentions, we will try to be open towards our findings and see where the observations 
lead us, even though it is hard not to form any preconceptions about the outcome. We 
will try to read signs and cues of the social interactions between the management 
team and employees and look for patterns. We will also try to balance different ex-
planations according to the theory within the topic, to understand the reasons why we 
see certain behaviors (Krieger, 1996). 
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3.2 Qualitative study  
The qualitative method is encouraged to use when the aim of the research is to inter-
pret and understand human behavior. It is especially well used when the goal is to get 
in-depth understanding. The difference between the qualitative methods compared to 
the quantitative method is that the qualitative method puts its focus on words rather 
than numbers. In a qualitative method the goal is to understand a situation based on 
the words and feelings of a person rather than statistical numbers about the person 
(Denzin, 2006). 

The most common way to gather information for a qualitative study is by conducting 
interviews (Savin-Baden e Major, 2012). A common form of interviews within the 
qualitative method is the semi-structured interviews. The semi-structured interviews 
are organized in such a way that current topics are predetermined by the interviewer 
(Bjornholt e Farstad, 2012). Compared to the structured interview a semi-structured 
interview allows for open-ended questions, where the topic is decided and the an-
swers are allowed to divert, allowing new questions and ideas to emerge under the 
interview (Bjornholt e Farstad, 2012).  

For an explorative study semi-structured interviews are suitable, since they allow for 
more and deeper questions to be asked in an interview (Saunders & Lewis, 2012).  

The benefit we will get by using this approach is the possibility to discover new in-
sights and deeper understanding while still doing the interview. If we find a new trail 
of thoughts that seems to be interesting for our thesis we can follow up on that trail 
and ask deeper questions during the interview. 

 

3.3 Purposive Sampling  
 When conducting multiple interviews, choosing whom to interview is a natural but 
important part of the process. This process is usually called sampling, and there are 
many different ways of how a sampling process could be conducted (Denzin, 2006). 
One of the more common nonprobability techniques is the purposive sampling. The 
concept of purposive sampling is that the decisions of whom to sample are left to the 
researchers’ judgment.  

Bogdan and Biklen (2006:193) define this as: 

“A type of nonprobability sampling in which the units to be observed 
are selected on the basis of the researcher’s judgment about which 
ones will be the most useful or representative”. 
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This technique draws its strengths from its adaptability to any given case, and the in-
fluence that the researcher is given to control who is going to be sampled or not. This 
influence should be based on the information that the researchers have managed to 
gather about the current case. The fact that the sampling is based upon the research-
er’s judgment can also be considered a limitation, since the criteria's for the sampling 
and the width of the accounted factors are only based upon the experience and in-
formation that the researchers possess (Denzin, 2006). 

Our research questions revolve around the small details, which form a company cul-
ture and the small micro actions that shape and share it. Since these small mi-
cro actions tend to be rather elusive and only exist in the moment, we believe that a 
quantitative method would be ill suited to pinpoint what we are in pursuit of. When 
choosing between the qualitative methods our eyes first fell on a case study ap-
proach, this approach would better suit our questions since it takes us closer to 
the core of the matter, the company and cultural practices of the people within.  

 

3.4 Triangulation  
The concept about triangulation is borrowed from the navigational and land survey-
ing methods, which determines the distance to one certain point in relation to two 
other distinct points. Triangulation was initially brought forward in the 1950s and 
60s as a method to strengthen the credibility of research findings by comparing sev-
eral sources and approaches dedicated to one single study (Rothbauer, 2008).  

When designing and constructing research studies with a triangulation approach, in-
vestigators are frequently combining methods such as interviewing sessions and ob-
servations within different perspectives and different contexts in order to increase the 
credibility of the study (Bogdan & Robert, 2006). However, triangulation cannot 
prove that the researcher has "got it right". In the view of social circumstances trian-
gulation is a tool to be used with utmost caution. It is a method used in order to cre-
ate more support, hence reduce the possibility of errors (Dias, 2014). 

We will use triangulations as a tool to increase the trustworthiness of our study, 
hence try to substantiate our findings and conclusions through this method. This 
meaning that the sources of our findings have their origin in different methods and 
perspectives. We strive towards creating this triangular situation between the inter-
views with management team, the interviews with the employees and our own obser-
vations. For example the management team has stated and expressed the core values 
of the company. Our interviews with the employees aim to see if they perceive the 
conveyed core values and if they align with them. As a third layer of confirmation 
our observations will be used to validate what has been said during the interviews.   

Our hope is that the use of triangulations will help to sort out the significant data 
from the lesser. If the managing team says that they stand for and projects trust for 
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example and the employees during the interviews say that they feel that trust is im-
portant and have aligned to a sense of trustfulness, then this is a significant data find-
ing. If we as observers also will be able to see and validate that trust is important in 
this workplace, we believe that the conclusion that trust is an essential and applied 
core value can be drawn and considered probable and credible. 
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4 Method  

4.1 Case description 
In order to try to answer the research questions of this thesis we have chosen to con-
duct a case study and investigate a company named “Reach Consulting” (called 
Reach in the text forward). It is a newly started company that was founded by two 
entrepreneurs a year ago. They are a high Tec IT consultants firm situated in the Jön-
köping area. During our stay at the company their organization consisted of three 
overhead managers and seven consultants, as shown in the model below. 

 

Figure 2 Reach´s management structure 

 

According to the Co-founders at Reach Consulting, the company wants to bring back 
the individual focus of the consultant and utilize their expertise while in the same 
time helping the individuals evolve and achieve life goals.   

Reach wants to be looking at the bigger picture when hiring personnel. They do not 
want to hire lots of people to one big project just for a short-term profit; just to let 
them go immediately once the project is finished. What Reach wants to do is to hire 
skillful consultants for the long run. When a project is finished (which should not last 
more than 18 month) the consultant is still getting salary even though they do not 
have any immediate project to go onto. This is to preserve the competence within the 
firm and to be able to create a long-lasting business relationship with the consultant.  

The management team of Reach Consulting is opportunists; they strongly believe 
that anything is possible: “how hard can it be, really?” The management consists of 
mainly three people who know each other very well. Hence they work effectively to-
gether. When everything is going according to plans it is full throttle forward, unfor-
tunately a big issue is the strategic spectrum, to be able to make plans.  

In order to build up a lasting culture and a strategy, they have embedded a number of 
core events that is performed regularly. Among these events, there are monthly meet-
ings, staff appraisals, interviews and planning meetings every Monday.   

Manager	
Founder	and	
manager	
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4.2   Shadowing 
We have been granted an opportunity to study the work being done at Reach Con-
sulting. After talking with the founders we have been offered generous access to their 
office and to study all of the work that is being conducted there. But since they are a 
new company with limited experience with this kind of collaborations, we as re-
searchers had to be the drivers of what kind of information we needed. Since we 
were in a rather unique situation, where we had this wide amount of access, it 
was important to choose a method that could benefit from those conditions. With that 
in mind the Shadowing method seemed like a strong candidate. As stated 
by Luhmann (1998) and Seidl & Becker (2005), actors and observers do not neces-
sarily view the world in the same way. Observers have the opportunity to see differ-
ent things and new perspectives. 

We believed that the method of shadowing would benefit from the provided access at 
Reach and not be hindered by the explorative nature that the amount of ac-
cess generated. The core point of choosing a shadowing method instead of ordi-
nary interviews is as Luhmann (1998) stated, that observers have the possibil-
ity to get an outside perspective and provide an increased depth to the information 
gained.   

Czarniawska (2007:17) defines shadowing as: 

 “Following selected people in their everyday occupations for a time”.  

She also argues that the benefit of this approach is that it allows the researchers to be 
close to the subject and move with them for a prolonged period of time.   

Seidl & Becker (2005), state that an observer cannot know more about any culture 
than a native inside that culture. But observers can see and understand different 
things. David (1993) points out another perspective of shadowing; he talks about the 
need for prolonged periods of observations. He states that if the observation is long-
er, the volatility in the observations will decrease.    

For that reason we hoped that being close and shadowing the people at Reach would 
help us get an insight in how they operate and to understand and experience their cul-
ture from a different perspective.  By staying with them for a prolonged time, we also 
hoped that we would be able to observe what happens when they relax and let their 
guard down.  

Czarniawska (2007) identifies the concept of outsideness and argues that this is a 
high form of detachment towards the observed subject. Furthermore she claims that 
this stage is difficult to fully attain. As one counterpart towards outsideness she lifts 
forward participant observer and defines it as: 
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“In the case of organizational research, participant observation means 
that the researcher assumes the role of a member in the organization 
or, alternatively, an employee becomes a researcher”. (Czarniawska, 
2007:13) 

With regards to this concept, she also brings up some negative aspects in comparison 
to outsideness. There is a risk that the observers start to affiliate with the observed 
subject and become friends with them, thusly impairing their ability to be objective. 
By being a participant observer there is also a risk that the benefits of understanding 
things differently will diminish over time. 

By being observers we hoped to dig deeper into the core of Reach´s culture and we 
also hoped to experience how the culture expressed itself and what actions shaped it. 
The strength in our chosen shadowing method was exactly that. Since we had more 
time to observe the company, and we had the possibility to try to get under their skin 
we had a chance to glimpse into the deeper levels of the organizational culture. Our 
hope was that we after roughly two months we would have come close enough to the 
management team so we could start to experience the underlying factors that shape 
the organizational culture at Reach.  

 

4.3   Ethical Considerations 
Ethical and moral concerns are a huge part deciding how we live our lives. However, 
it is also of extensive concern when conducting all kinds of researches, to avoid 
harming neither the company nor its employees (Eriksson & Kovalainen, 2008). 

Miles. Huberman, & Saldana (2014) argue that there has to be certain agreement be-
tween the researchers and the participants before conducting a study so that the rela-
tionship between them does not become constrained. Also if there is a clear agree-
ment it will lead to improved quality of the data. Anonymity, confidentiality, time 
required from participants and benefits for participants are important questions to 
consider before conducting the study. 

During our research we have encountered many different situations to where we 
needed to account for the different ethical dilemmas that can arise. The most com-
mon occurrence for ethical dilemmas was during our interviews and observations 
with the management team and the people they meet in their everyday life. During 
the official interviews the possible ethical dilemmas was more straightforward and 
easier to avoid. During these talks all the objects had agreed in advance to become 
interviewed and they had been clearly informed of the purpose of the interview. 
Since all our formal interviews were conducted on employees, all of them were fa-
miliar with who we were and what we were doing at Reach. We will also empha-
sized that no names would be used and what they said in the interviews would not be 
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discussed with the management team in such a way that the management team would 
know who said what during the interviews.  

When it came to our unofficial interviews and observations the ethical concerns be-
come more challenging. Since we followed the management team and met the people 
they were meeting we didn't always have time to thoroughly inform them on about 
the details in our research. But in order to stay as informing and correct as possible 
we and the management team built up a system where they always introduced us as 
their research students who where here to write a thesis about their organizational 
culture. With that opening phrase our goal was to briefly inform all the outsiders we 
meet about our purpose for attending the meeting, and also to allow the opportunity 
for follow-up questions to be asked. Our aim was that all the people we met should 
know who we were, what we were writing about and that their names would not be 
used in the thesis.  

During our study at Reach, it was not unlikely that we would become in some re-
gards participant observers, since for example it would be hard to take part in a com-
pany breakfast without interacting and participating in it. Just being an outsider with-
out any form of participation would be awkward and unnatural. We were aware of 
this risk when we started to affiliate with Reach, and that this could impact our ob-
jectivity. By being aware of this risk we tried to do our best to compensate for it.  

 

4.4 Research composition    
In this thesis we have used a case study approach as our method. We have spent our 
days at Reach´s office and followed them in their everyday routines. This has given 
us the possibility to observe them on a daily basis and get into their uncensored be-
haviors. We have joined them in as many of their work activities as possible and on 
their lunches and during their coffee breaks. Our goal has been to closely observe 
them on a daily basis and to write down our observations every day. But in order to 
present more trustworthy findings we wanted to supplement our observations with a 
set of interviews. These observations and interviews have been used to form a con-
clusion on how Reach operates as a company and to compare our observations with 
the literature in this field.  

To conduct this research we have spent our days at the office and followed the man-
agement team during their daily activities. We have been present at the office every 
working day during eight weeks, from 09.00 to 16.00, from February 9 until March 
30, 2015, approximately 280 hours. 
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Calendar week 
    
7 

    
8 

    
9    10    11    12    13    14 

    To-
tal 

Hours spent at the company* 35 35 35 35 35 35 35 35 280 
Informal interviews* 15 15 15 15 15 15 15 15 120 
Official interviews 

      
3 3 6 

Logbook entries* 8 8 8 8 8 8 8 8 64 
* Values are an approximation  

         Figure 3 Allocated time 

While at the office we have had the opportunity to conduct informal interviews. The-
se opportunities have arisen when we have been listening to the conversations, sitting 
on their business meetings and recruitment interviews, and following them on their 
lunches. Most of the data that we have collected are the result of unstructured obser-
vations. When we have observed something of particular interest we have made fol-
lowed-up questions to better grasp the essence and depth of our observations. These 
follow-up questions have had a tendency to turn into interviews where the current 
question have been discussed and we have got an in-depth answer on why they did as 
they just did. Cohen and Crabtree (2006) call this type of verbal interaction for in-
formal interviewing, and refer this type of interview to be well suited for participant 
observers to use in the field. They also identify the benefits of being able to conduct 
interviews on the fly, allowing for in-depth questions while the action is undergoing 
or shortly after. Another beneficial impact that Cohen and Crabtree exemplify is the 
lowered pressure. The respondent might see these casual talks just as conversations, 
which allow them to speak more freely.   

In order to broaden our perspective and to provide more trustworthy data for our up-
coming conclusions we have complemented our observations with a set of six offi-
cial interviews, spread among the management team and the employees. We felt that 
after eight weeks of shadowing and continued observations we had enough insights 
in Reach's organization to start drawing some conclusions regarding their organiza-
tional culture. But in order to present more trustworthy findings we wanted to sup-
plement our observations with a set of interviews. Jacobsen (2002), talks about the 
use of interviews for qualitative studies and how they are a good tool for bringing 
clarity into a concept or phenomenon. The interviews we conducted were semi struc-
tured in nature. The predetermined questions and themes in our interviews, that 
Saunders & Lewis (2012) talk about, was based on our knowledge of Reach's organi-
zational culture that we had already accumulated in the shadowing phase of our re-
search. The interviews consisted of six separate sessions running for approximately 
60 minutes each. Three of the interviews targeted the management team, and three 
was conducted with the employees. 

When conducting this kind of interviews there are some problems that the researcher 
can face. One of the practical challenges when being observers in a moving envi-
ronment is the constant need to conduct logbook entries and to take notes of the ob-
servations, while being on the move (Cohen and Crabtree, 2006). For example, when 
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having made an interesting observation on the walk between the office and a lunch 
place, it could be hard to take notes right there and then. To handle a situation like 
this, we have used three different methods of note taking:  

The first method that we have used is to summarize everything at the end of each day 
and then swap notes and see if we had similar reflections. This worked rather well on 
uneventful office days, but this method was unsatisfactory during more intense days.  

The process of summarizing was our second method. To be able to log the events of 
these days we needed to summarize all events after they were done. For example if 
there was several events in the same day, then we summarized and wrote it down af-
ter each event. We believed that sharing our notes and discussing what we had ob-
served would strengthen our observations. Even if time was not available right after a 
meeting, for open discussion, we could use the notes and discuss the event at a later 
time that day.  

The third method that we used for logging our observations was to take notes while 
the observation was undergoing. This method was used when circumstances allowed, 
for example during a structured interview, or when we had a more distanced observa-
tion.  

Czarniawska (2007) talks about the need to blend in while observing. This can pre-
sent a problem for our third method, as it is hard to blend in while taking notes. In 
many circumstances it may look rude or distractive for the people talking. For exam-
ple if there is a guest present, it can make them feel uncomfortable if they get the im-
pression they are being quoted on what they are saying. Due to those reasons we 
tried to use the last logging method only when we were confident that the circum-
stance allowed it.    

Even though we have had countless of unofficial interviews, we as researchers felt 
that a number of official semi-structured interviews would be beneficial for this the-
sis. We felt that six interviews, which would cover roughly half of the company, 
would be a sufficient number.  When distributing the interviews we used the purpos-
ive sampling method (Saunders & Lewis, 2012).  

We chose to interview all of the management team, since they are the core of the 
company and the driving force of the organizational culture. For the remaining three 
employee interviews we tried to distribute them evenly with accordance to the fac-
tors of their age and the time they had worked at Reach.   

Towards the end of our stay at Reach we felt that just being there was influencing us. 
When we spent all our days with the managers it was easy to only see their point of 
view and to sympathize with them, much like the dangers that Czarniawska 
(2007) talks about with staying to close to a subject. With regard to this we felt that 
we needed to get some distance from Reach if we were to achieve some level of ob-
jectivity and credibility. For that reason we decided to conclude our stay at Reach af-
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ter the eighth week, and fully focus on writing the thesis, but now with a slight dis-
tance towards Reach. This helped us to analyze our observations and interviews in a 
more objective manner, and to present a thesis with a higher level of trustworthiness. 

   

4.5 Implementation for the research  
This thesis has its focus around organizational culture and the ways it expresses itself 
in Reach´s everyday life. Since culture is such a wide and elusive topic with many 
different definitions, it can be difficult to grasp. We have for that reason chosen to 
focus more on the attributes of culture such as the artifacts of a company and their 
espoused beliefs. By doing this we strive toward making the subject of organizational 
culture more tangible.   

Artifacts are as Schein puts it the shallowest and most visible layer of organizational 
culture. This was the first thing that we saw of Reach's culture during our shadowing 
phase. But even though this layer was the easiest to observe, it is, according to 
Schein, hard to decipher what they mean for the overall culture at the company. For 
that reason we had to dig deeper into the espoused beliefs and values, and if possible 
get a feeling of the underlying assumptions within the organization. The strength in 
our chosen shadowing method is exactly that.  

Since we had more time to observe the company, we strived towards achieving a po-
sition where we were under their skin and from where their deeper levels of the or-
ganizational culture could be perceived. Our hope was that after roughly two months 
we would have come close enough to the management team that we could start to see 
the underlying factors that shaped the organizational culture at Reach. But in order to 
be able the see this we first needed to understand the concepts behind it. For that rea-
son we considered the literature about these concepts to be essential for our thesis 
when analyzing and discussing our findings in the next chapter.  
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5 Findings and Analyzes 
 

5.1  Introduction to the explored forums 
Reach’s aim is “not to be like the other kids” (Management team at Reach), they 
want to stand out of the crowd. They want to put themselves on the map by creating 
something, that, according to them, no one has succeeded to do before. 

For this to succeed their ideology is based on a few corner stones: 

• Short decision paths 
• Familial atmosphere 
• Individual value 
• Commitment and fun factor 

Short decision path is a part of the flat organization they are trying to create, without 
having decisions travel along a hierarchical ladder before settling. 

The familial atmosphere is being developed through various forms of gatherings such 
as meetings, conferences, breakfasts etc. The main idea is for the consultants and 
managers to get to know each other and have a bonding process. 

In order to get employees committed to Reach, it is vital that each individual feel 
valued and have the opportunity to develop within the company. Reach finds this 
concept of great importance since they are putting a lot focus into sustaining contin-
ued development and growth for their consultants. 

Reach strongly believes that employees who are truly committed to the organization 
and feel that they are having fun while doing what they are good at, is a winning 
concept for the organization to succeed. 

Since we decided to use a more explorative approach and chose shadowing as our 
method, we step by step during our time as observers found different ways in which 
Reach´s culture expressed itself. We divided our findings in four different forums, 
where each forum explains how Reach acted in different situations and how they pro-
jected their culture throughout the organization. We found that these four forums 
filled different roles in the culture. In the following section we are going to introduce 
each forum and discuss what impact they have in Reach’s organizational culture. 
 

We found the following forums: 

• The office 
• Group meetings 
• Individual meetings 
• Recruitment process 
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When looking to the office, we have observed a certain type of behavior. The whole 
management team is meeting here at least once a week to discuss and decide im-
portant matters affecting the company. 

When moving on to the next forum, which is the monthly meetings and breakfasts 
with all the employees. These gatherings serve as a platform for the leaders to project 
their beliefs and values, hence share the culture within the organization. But it is also 
a place for the consultants to share what is going on in their lives and interact in dis-
cussions and conversations. 

Staff appraisals/ individual meetings are the third forum where the manager for each 
consultant takes time to go through their personal development plan, what goals they 
want to achieve and where they see themselves progressing. After the staff appraisals 
Reach´s managers receive feedback, which they in turn bring back to the office. 

The final forum is the recruitment process with newly recruits/consultants, but also 
with clients. Here is where Reach truly uses its culture and core values to express and 
sell the concept of why Reach is not like everyone else. 

We have created a model for our observations in the forums we have experienced. 
Our Reach model describes how the different forums influence the decision-making 
processes and how the culture is being shaped at Reach Consulting. 

 

 
Figure 4 Reach model 
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The office, where the management team is working from is acting as a common 
ground for the founders to implement cultural changes and development. 

The monthly meetings and the breakfasts with all consultants and the management 
team, serve as the main platform for sharing the culture within the organization. 

The individual meetings are aiming towards setting goals for the future together with 
the consultant, and make a plan for what they want to achieve and how to get 
there.  During their staff appraisal meetings, the management team also receives 
feedback from the consultant. 

The recruitment process is a way for Reach to attract new competencies and market 
themselves and what they stand for.   

 

5.2 Description of the office 
The office environment is the primary forum and the one where both the managers 
and we as researchers spent most of the time together. We spent roughly 64 days at 
the office together with the managers. This forum is the primary source for our ob-
servation and the foundation for our logbook entries. During the time at the office we 
could follow the managers in their everyday life and see how the decision process of 
the company was shaped.  

During our days at the office every Monday was of special importance, since the 
managers at Reach came together and planed and discussed the upcoming week and 
the work that needed to be done. We researchers sat with on totally 9 of these Mon-
day meetings and there we could follow all the discussions concerning the internal 
decision-making. These internal discussions were of particular importance for our 
observations since we could see how the managers shaped their organizational cul-
ture by close interaction with each other. 

 

5.2.1 Findings at the office 

Once a week everybody joins up to plan the upcoming week. This is a summary of 
what has happened the previous week, as well as new targets for the upcoming one, 
what missions and customers are in the pipeline and who the potential recruits are. 
Everything that is agreed upon is summarized on a wallboard where they are visual-
izing what are to be done. 

This meeting also gives a chance for everyone to align with decisions that need to be 
made and how to approach them. One example of this is when Reach was discussing 
the healthcare subsidy for its employees and the best ways to address this issue. They 
came up with a frame, which they intended for the employees to develop during their 
conference later on. 
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In terms of motivation, we can see a great amount coming from these weekly meet-
ings. Here is a chance for all of the management team to join forces and boost each 
other, which they do to a great extent. They also address issues regarding if someone 
hasn’t done what they have taken upon themselves to do. Here they also address 
challenges, which will be in direct relation to the culture within the organization. An 
example we could see was that employees had difficulty being on time for meetings. 
The management team believed they were not taken serious enough, hence lack of 
respect. During this weekly meeting they discussed what to do about the issue since 
they were afraid that this could become one of the norms within the organization, 
that it is fine to be late. 

Like everywhere else, there are both strengths and weaknesses, which is also the case 
here. We can see both positive and negative aspects occurring in the office. One of 
their strongest sides is that they are extremely homogenous, almost as one unit. We 
have experienced a strong synchronized bond between the co-founders as they are 
constantly empowering each other to perform better. Together they are creating a 
positive atmosphere, which has a strong effect on the people around them. 

However, the strong synergetic effect could also be seen as having negative aspects 
in everyday business life. When one foot is injured you cannot run as well anymore. 
This is coming from observations that when one of the leading team members is not 
around, the efficiency for the one still in the office decreases. 

Another observation we have made is when the management team is synchronized 
with each other they have different concentration cycles. They work very efficient 
for a certain amount of time, and then they need to take a small break, just like any 
other human being. The issue with this is when their concentration cycles are not 
synced they will interrupt each other’s. 

 

5.2.2 Analyzes of the office 

As a company Reach has the strong belief in “happy people sell, miserable bastards 
don’t” (quotation from one of the co-founders). As a direct correlation to this they 
want everybody to have fun at their job. The “fun factor” is of great value for every-
one working in the organization, including a lot of jokes and laughter. This line of 
thinking is also supported by many researchers, such as Carmeli, (2004), Rayton, 
(2006), Hellén, (2011) and Fukuyama (1995). 

When having too much fun at work there is always a risk of becoming less serious 
about the job. This is a balance board. During our observations we have noticed that 
this is the case at Reach. The management team is from our observations experienc-
ing a yin and yang scenario, where Dahlgaard-Park (2012) talks about positive ef-
fects of culture can be turned towards a negative effect if things get out of hand and 
the alignment toward a common culture is disrupted.  
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One of the most surprising things in our findings is the homogeneity of the team, 
how they act like one unit in almost everything they do. In this we can see a correla-
tion to their work performance as well as their emotional states. Just like a surfer is 
riding a wave, they are riding on each other’s emotional states in good as well as in 
bad times. When the business is progressing, the rest of the team experience the same 
feeling and get motivated into performing even better. This way of thinking is also 
discussed by Carmelis, (2004), Raytons, (2006) and Helléns (2011) thoughts of 
commitment and the impact it has on efficiency of the company. The unfortunate 
side is that we have observed this scenario even in worse times also. When someone 
in the management team experienced a failure of some sort, it affected the others in 
form of deteriorating success. 

Here follows some examples of situations that we have observed resulting in a nega-
tive outcome: 

Exhibition 1; Salary discussion. 

We observed the following scenario in a re-tell from the CEO in relation to one of 
the scheduled salary discussions with the employees. One consultant was not satis-
fied with what he was offered in raise, hence he expressed his thoughts to one of the 
managers. We observed a negative attitude towards the consultant in this matter. This 
affected the leadership in the way that it took time and energy away from them when 
the employee where not aligned with the agreements. This observation connected our 
thoughts to Dahlgaard-Park´s (2011) research where she points out the impact that 
emotional status have on production. 

Exhibition 2; Shared responsibility. 

In another scenario, there was a discussion regarding the wage with one of the clients 
that Reach has a few consultants working at. The client had promised higher wages, 
but when settling on the agreements the communication was poor between both 
sides. This resulted in a lot of energy consumed, which could have been applied to do 
other things. Here is where one of the consultants stepped up and on his own accord 
mediated between the client and Reach. This section clearly shows the strengths that 
a company can get by having involved employees who share the passion and desire 
to succeed (Holden, 2008). 

Exhibition 3: Homogeneity. 

A third scenario we have observed is that during certain types of meeting things 
don’t always go as expected and this is clearly noticeable. The management team ex-
periences a dramatic energy drain which results in less things being done. This de-
crease in productivity usually stops after a few hours by empowerment from the rest 
of the team. Our observations in these types of scenarios were that the management 
team had the ability to team up as one unit. This can be related back to Schein’s 
(2010) and Kluckhohn & Strodtbeck´s (1961) talk about how there will be a small 
variance between a tight group and how it helps them to feel good. 
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5.3  Description of the group meetings 
The group-meeting forum was the main platform for organized interaction between 
the managers and the employees. During these meeting the managers shared what 
was going on in the company and their views on recent topics of interests. These 
group meetings primarily consisted of a monthly meeting and a breakfast every se-
cond week and served as the main platform for sharing the culture within the organi-
zation. It gave the management team a possibility to project and share their beliefs 
and values to their employees. 

We as researchers had the privilege to sit in on 3 monthly meetings and 5 breakfasts. 
We feel that the significance of this forum is the sharing and alignment of the organi-
zational culture that takes place here. We used many of our observations from this 
forum to form the interview questions for the individual interviews. 

 

5.3.1 Findings at the group meetings 

By attending these meetings at Reach we can see their beliefs about having an open 
and familial atmosphere along with having fun at work. These are beliefs that the 
management shares and practices among themselves. In order to successfully share 
this value they lead by example and have applied it in all different circumstances to-
gether with the employees.  

At one of our observations during a breakfast meeting, manager 1 made an off-color 
joke about manager 2. Manager 2 laughed about the joke and answered in the same 
kind. Everyone around the table laughed, but one of the consultants wanted to see 
where the limits for these kinds of jokes went. So he in turn made a similar joke to-
wards the manager and then observed what the outcome was. The manager turned 
towards him and responded in the exact same manner as he did with the earlier joke 
directed towards him from manager 1. At that instance everyone around the table 
acknowledged that the managers did not wish there to be any boundaries between the 
management group and the employees. The managers were open to both making as 
well as receiving jokes between the groups, even the ones with off-color characteris-
tics.  

We as observers noticed this scene as a good example for how the management team 
used them to share their beliefs and how they tried to lead by example. In this partic-
ular case they wanted to share their beliefs regarding that jokes should be a natural 
part of a relaxed working atmosphere, and that there should be no segregated line be-
tween the managers and the consultants. This is one of several micro actions, which, 
in the blink of an eye, formed and shaped one part of the culture from the manage-
ment team’s perspective to the employees. 
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After this event all the employees had experienced the lack of boundaries between 
the managers and the employees and we could observe how their sense of familiarity 
grew from it. This is also supported from our interviews. All of the employees we in-
terviewed lifted forward the jokes and sense of familiarity as one of the strengths of 
Reach’s culture.   

We have also observed some negative jokes that have shaped how the managers in-
teract with the employees. This event happened in a similar manner as the first ex-
ample where the manager during a meeting with all the employees made a joke re-
garding their salaries. The joke in question referred to whether the employees de-
served an increase in salary or not. This was not specified towards anyone in particu-
lar, and was quickly laughed away by the people around the table. But one week later 
another manager heard about the subject again during a staff appraisal and realized 
that not everyone had taken the comment about “no increase in salary” as a joke. He 
obviously reassured the employee that it was just a joke. 

After the staff appraisal was concluded he took this new realization back to the man-
agement meetings and explained for the other managers that joke about work-related 
topics was not okay, since there was a risk that employees would misunderstand. He 
stated that there should be a clear line between the casual jokes and the employee’s 
work; hence the risk of mixing them up would be eliminated. 

We as observers were present both when the initial joke was made, and during the 
management meeting one week later. It was clear that the other managers took the 
feedback about the risk of misunderstandings seriously and they decided to draw a 
line between regular jokes and the employees working environment. This is also a 
good example of how the decision process can look like, with clear correlations be-
tween action, feedback and re-evaluation. 

Another core value that Reach puts a lot of focus on during the monthly meetings 
and breakfasts are the consultants feeling of commitment towards the organization, 
as the CEO of the company states:  “The consultants commitment towards Reach is 
one of the founding cornerstones of the company, if the consultants are committed, 
their motivation is boosted and it increases the likelihood of keeping them within the 
company, and it also opens up the possibility for building a long and lasting rela-
tionship.”  

An example for how they at Reach are working with this topic arose during a month-
ly meeting we attended. During this meeting there was a part in the presentation that 
pointed out which upcoming projects there were in the pipeline. During the presenta-
tion a consultant leaned forward and said something similar to: “Oh that’s an inter-
esting assignment, what exactly are the competencies we are looking for? I might 
know someone who could fill that slot.” 

During this statement, we as observers noticed his interest for Reach’s projects and 
for their upcoming business deals to be successful. This small act of showing interest 
and committing to the company is what Reach is trying to build. To encourage this 
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kind of behavior Reach is offering a reward to their consultants if they help to seal a 
deal. But without diminishing the effect that a monetary reward probably has on the 
consultant’s willingness to show interests for Reach’s upcoming recruitment possi-
bilities. 

As observers, we believe that a major factor in building the consultants interest and 
commitment is through the transparency shown during the meetings with the con-
sultants. During these monthly meetings the consultants get to see a wide range of in-
formation about Reach as a company and their current progress. For example, in eve-
ry monthly meeting they are going through a financial summary how the organiza-
tion is doing in terms of profit. They are transparent with the numbers, even though 
they may show negative numbers. Certainly if this is the case they would present the 
negative news from the best of angles. But as some of the consultants’ state during 
our interviews, if they as consultant would ask a direct question they are convinced 
they would receive an honest answer. 

Reach as a company tries hard to build a culture that is characterized by its transpar-
ency. They do it by the things mentioned above but also by having an open and free-
spoken communication. The management tries to keep an open line of communica-
tion towards their employees, sharing both the economical sides but also more trivial 
matters. In turn they want the consultants to have an open communication back, 
meaning that it should always be possible for the consultants to ask questions and to 
give feedback. The managers hope that this mutual understanding helps to form a 
sense of transparency, and also gives the consultants motivation to involve them 
more into Reach’s work and thus build their commitment to the organization. 

 

5.3.2 Analyzes of group meetings 

During our time at reach we have seen that the leaders put a lot of effort on building 
a feeling of a shared responsibility and sense of belonging. One example that shows 
how the consultants identify themselves with their employer happened outside of 
work. It was during a holiday that we met one of the consultants in the supermarket. 
He had not worked for several days and today no work was being done either. Still 
he walked around comfortable in is Reach jacket, having no problem being seen in 
private wearing the company's logo and slogan. By itself this observations might be 
insignificant, there could be a multitude of reasons for why he was wearing the 
Reach logo during his spare time, more than that he was proud of and stood up for 
his employment. But combined with the testimony of the CEO that this particular 
consultant had previously received a job offer, but turned it down in favor of staying 
as a consultant at Reach, it showed that this employee felt a sense of commitment 
towards Reach. Even if this example does not clearly states how they had shared this 
feeling of belonging, we as observers are could see a correlation that aligns with 
what Cohen (2003) and Klein (2009) are discussing, how shared responsibility gives 
a sense of belonging.  
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Another example that enforces this further, happened during an interview with an-
other consultant;  

 “Before, when I was working at a previous consultant agency, I didn’t 
see myself as part of that company. I identified myself with the company 
I was consulting at. But now when I have changed to Reach, I tell my 
friends that I am working at Reach even if I’m still consulting at the 
same company as previously.” 

Observations and interviews like the ones above showed a pattern that strengthened 
our assumption that Reach is successfully forming a culture where the consultants 
are committed to the organization. This is of great importance in order for the em-
ployees to feel like they belong to the organization through creating psychological 
ownership (Cohen, 2003 and Klein, 2009).  

A third example of commitment and shared responsibility was when the situation 
with one of the clients became a bit tense. What happened was that one of the em-
ployees at Reach, who was working at this specific company, took it upon himself to 
become the middleman between the client and Reach. This was the consultant’s own 
idea which he brought forth. It showed ambition from the consultant’s side but it also 
showed shared responsibility from Reach´s side, the same topic as Cohen (2003) and 
Klein (2009) talk about. 

What is important in an organization is that you feel the sense of identity, that you 
identify yourself with something. What Reach wants to achieve is that the employees 
feel identified with the organization and what they want to accomplish (Csikszent-
mihalyi, 1990). 

An example occurred in an interview with one of the consultants who were working 
within another consultancy firm before. He explained that he never identified himself 
with the actual consultancy firm before, but instead the company he was hired to do 
consulting at. Now however the situation had changed, and he was seeing himself as 
one part of Reach, this had become his identity. The sense that you belong to an or-
ganization is much more important for many people than for example wages. Hence 
one of Reach´s goals is to establish this feeling.  Reach strongly believes in order to 
get employees to stay at the company for a longer period of time, they need to put the 
individual in priority and make them feel valued by the organization, as well as hav-
ing trust in them (Fukuyama, 1995).  

Almost every consultant working at Reach has been proposed offers to join the com-
panies they are currently consulting at, regarding employments with even increased 
wages. Despite these offers, the consultants have declined them, and continue their 
employment at Reach. We think this can be seen as a proof that Reach’s work to get 
committed employees is having a positive outcome, and if that is true that Reach´s 
employees are committed, then we should be able to expect a high level of efficiency 
according to Hellén (2011), Carmeli (2004) and Rayton (2006). 



  

 
36 

 

5.4 Description of the individual meetings 
Another important forum for Reach’s cultural development is their individual meet-
ings with their employees, These individual meetings usually comes in the shape of 
staff appraisals or other forms of individual meetings such as business lunches. Dur-
ing our time at Reach we as observers had the privilege to take part in roughly 10 of 
these meetings. During these meeting we could follow the sharing process between 
manager and employees, and see to what degree they entrusted one another.  

Another important factor that we noticed in this forum was the indirect impact these 
meetings could have on the rest of the management group. These observations came 
when the managers later back at the office shared with the other managers what they 
had talked about during the meetings. We could see what affect both positive and 
negative information had on the management team as a whole. 

 

5.4.1 Findings at the individual meetings 

During our observations we have found three areas that these individual meetings 
serve for Reach. We consider these areas to be of importance for Reach’s cultural 
development.  

• Feedback 
• Commitment 
• Development 

Feedback is something that all companies say that they want, and usually staff ap-
praisal meetings are meant to give room for mutual conversations and feedback; in 
that sense this is not exactly a surprise. But during our observations we managed to 
see several examples when we believed that these meetings got an additional level of 
importance with regards to the feedback. 

At the already discussed incident regarding the joke about the employee’s salary, one 
of the managers heard during a staff appraisal meeting that these kinds of jokes could 
be misunderstood. Later the manager brought this information up at the office in or-
der to influence the way they made jokes.  Already here we have a good example for 
how the staff appraisal meetings serves as a good platform for feedback and how 
Reach is using this platform, letting it influence their decision-making processes. But 
we as observers don’t think the degree of importance stops here, we believe that the-
se individual meetings between the managers and their employees have a major im-
pact on the emotional state of the management team as a whole.  

To give some examples to support our beliefs, we will start with a lunch meeting be-
tween two of the managers and a consultant that we attended. The original purpose 
with the meeting was that these two groups were about to meet a third part, but the 
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third part cancelled in the last minute; instead this was turned into a casual lunch 
with conversations regarding the employee's current work situation. The lunch itself 
was very pleasant and plenty of mutual supporting comments and feedback were 
shared. We could see how the two parts confided in each other and both parts left the 
meeting happily.  

We could clearly see how the management team drew energy from their meeting 
with this consultant, and after the lunch the CEO said: “I become so happy after 
meeting this consultant”. This happiness spread within the management team, and all 
of the managers showed increase in energy for several days afterwards. We also did 
an experiment and mentioned this lunch with the managers several times afterwards, 
and every time they brightened up and started to smile, even a few days after the 
lunch. 

Unfortunately it is not only positive effects that can arise and spread from these 
meetings. At a later stage there was some hustle, concerning the upcoming salary 
discussions. This information reached the managers from one of the staff appraisal 
meetings. We were not present during this meeting, and we don’t know exactly what 
was said during. But we noticed the effects it had on the other managers when they 
heard about it. What we observed was that this small concern that was originally only 
told to one of the managers, spread among the rest of the managers and affected their 
mode in a negative way. Even though we didn’t know the real proportion of the dis-
content among a few employees, we got a strong feeling that this matter grew out of 
proportion and affected the management team much more than it needed to.  

For Reach, who wants and tries to build a culture that gives opportunity for feedback 
and where they want employees to bring their concerns to the leadership, this effect 
how negative feedback can grow out of proportion can have a long term effect on the 
development of the culture. If the leadership feels they are too burdened by the nega-
tive feedback, they might be discouraged and maybe limit in the way they embrace 
feedback. 

Strengthening the consultant’s commitment towards Reach as a company is another 
important issue that we found during the individual meetings. One good example 
presented itself when one of their consultants was invited to act as an expert in a re-
cruitment process. The management team liked the personality of the intended new 
employee but they could not validate how skilled he was in his field. In order to do 
the final validation they invited their consultant who was working in a similar field 
and let him steer the interview. Afterwards the managers asked for the consultant’s 
opinion and were very clear in that they trusted his judgment regarding this recruit-
ment opportunity. We could clearly see how the consultant in question grew under 
the given responsibility, and how he made this recruitment his personal responsibil-
ity. 

For the managers, this served multiple roles, at one spectrum they got help with vali-
dating whether the possible recruit were talented in his field, but more importantly 
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they managed to make a consultant personally involved and committed with the re-
cruitment of a colleague. This in turn strengthened the consultants feeling of being 
trusted and valued within the company.  

This example shows how the management team allowed an employee´s feedback to 
impact their decision process. If the consultant in question had reported that the new 
prospect was not talented in his field he would directly have influenced the managers 
not to hire this person. This exemplifies how Reach strives towards having a culture 
that allows for their employees to have a direct impact on the decisions being decid-
ed upon by the leadership team. It also adds the benefit that Jaros (1993) talks about, 
where employees who feel committed provides positive effect for the organization. 

During our interviews we have noticed different responses in regards to the involve-
ment Reach wants to create for their employees. Some considers it to be a great thing 
and put a high value on it, while others might not see it as of great importance and 
even sometimes believes it can be too much. Our overall experiences are still that 
this is appreciated among the employees, even though some appreciates it more than 
others. 

The third point of importance that happened during the individual meetings is the fo-
cus put on individual development. During our time at Reach we have heard a lot of 
discussions regarding this topic. All of our interviews with the managers and the 
consultants conclude that the possibility for personal growth and development are of 
outmost importance for all parties. According to the managers, one of the main ob-
jectives during the staff appraisal meetings is to discuss how the consultants’ want 
and can develop themselves. The staff wants to give the time and be there as support 
for the consultants, but in return the consultants must be willing and have a clear idea 
of how they want to develop themselves. One of the reasons why Reach wants to put 
so much effort and time into this matter of individual growth is best shown by a con-
versation we had with the CEO. 

The conversation took place after the CEO had conducted a salary review with a 
consultant. As always during such discussions the employee wanted an increase in 
the salary, and as after all good negotiations none of the parties were completely sat-
isfied. During their talk the consultant had pointed out that he had received a job of-
fer from a third part offering a higher pay. So we asked the CEO if she believed that 
the employee in question would stay at the company even though he had received a 
job offer with a not insignificant increase in salary. Her response was following: 

“Yes, I hope and believe that the consultant in question realizes the op-
portunities for individual growth that he has at this company. I hope 
that he realizes and values that more than the increase in salary”. 

This example showed the level of importance the management team is emphasizing 
on their belief that individual growth among the consultants is essential.   
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Another more strictly economical example for why growth is important for a compa-
ny such as Reach is the expected profitability increase. All companies needs to make 
money; Reach is not an exception to that. And as all companies who want to be prof-
itable, competitive advantages should not be disregarded. The same principle applies 
to the concept of individual growth.  

To give an example, Reach has an employee who they hired as newly examined 
some time ago. During his first year at Reach, the revenue for his services increased 
by 42%, and one key factor for this is due to the individual growth. After working a 
year, the consultant in question was no longer a newly graduate; he had grown and 
received valuable knowledge and experience, hence allowing Reach to charge a 
higher price for his services. The hope is as for all companies that the employees will 
thrive and grow at the workplace, and in turn provide greater revenue for the compa-
ny. But in order to reap that revenue the employee must want to stay within the com-
pany.   

 

5.4.2 Analyzes of the individual meetings 

In the area of Reach belief system regarding individual growth, we as observers have 
found a significant mismatch between the managers and some of the consultants’ 
views on individual growth. From the managers perspective they see the importance 
of individual growth and wants to contribute to that by giving the consultants the op-
portunity to try out new and exciting places to work at. They have put as a guideline 
that no consultant should be on a job for more than 18 months. They believe that the 
benefit of and for a consultant is to be moving with regular intervals, allowing them 
to see different workplaces and exchange their working experience between their dif-
ferent assignments. The managers see this as a main way of individual growth, they 
are not entirely negative towards external learning such as academic conferences and 
letting their consultants attend different courses. But they consider the main source of 
learning to be coming from the workplace and having the possibility to continuously 
change workplaces to get different perspectives. During our interviews we have 
found that the most senior consultant shared this line of thinking: “I think the devel-
opment will come from the types of clients that Reach will find over the years. Devel-
opment is something you do on the job.” 

But not all of the consultants share this thinking; some of the younger consultants see 
learning as something that comes from the school world and expect to be given op-
portunities to attend seminars and other courses during work time. 

All of the employees agree that personal development is important for them; some 
even emphasize that aspect as the main point for choosing to stay at Reach rather 
than to accept another job offer. For this reason we think this observed mismatch be-
tween how some of the consultants perceive individual development and what the 
managers think of it can have a significant impact if not sorted out. Reach wants to 
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create a feeling that their consultants are developing. And in order to spread this feel-
ing they act in line with how Schein (2010) thinks a belief should be shared. 

Since Reach strongly believes in individual growth and the importance of it, but in 
order for the employees to align themselves to this belief they need to see evidence 
of it (Schein, 2010). In order for their employees to believe that they are given an 
opportunity to grow they need to feel that they are growing. But this cannot happen if 
they do not share a common definition of growth and where it originates. It does not 
matter how much emphasis Reach puts into giving opportunities for their employees 
to grow if the consultants do not understand and acknowledge these chances as op-
portunities to grow. 

During some interviews with the consultants we found examples of exactly this, 
some consultants reacted towards our question whether they recognized that they 
have had an opportunity to grow at Reach. The response was that they have talked 
about it many times but did not feel they have been given opportunity to attend semi-
nars and courses. 

Furthermore the consultant in question started to express concerns towards the fact 
he had not perceived to be given opportunities for development, especially since they 
focus to have staff appraisals four times per year. 

If we consider Schein’s (2010) writings about sharing beliefs, we can see that there 
exists a real risk that the consultants will not share and align to the belief that Reach 
values and promotes individual growth. Since this belief is of such critical im-
portance for the company’s desired core values, and also one of the main tools for 
keeping the employees interested and motivated to stay with the company, we be-
lieve that this mismatch is of outmost importance to address. 

 

5.5 Description of the recruitment process 
The recruitment process is the last forum that we have observed and considered in-
teresting for our thesis. This forum consists of the interviews the management team 
conducts with their potential new employees. We researchers sat in on 4 interviews 
and discussed the recruitment process on many occasions with the managers. 

During these recruitment sessions we could see how both parties tried to market 
themselves as much as possible. The job seeker wanted to attract interest and in turn 
secure the position, while the interviewer wanted to create interest for the company 
and insure that the best candidates accepted if they were offered a job. For us as ob-
servers we consider this forum to be interesting because we can see how Reach uses 
their culture to market them. 
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5.5.1 Findings at the recruitment process 

During these interviews, the manager in charge focuses towards projecting and shar-
ing the culture at the company (Mumford et al, 2002). They want to attract individu-
als who share and align with the core values and beliefs at Reach. In order to find 
these people, Reach needs to share their values in such early stage. This aim that they 
want to find people who are attracted to their particular culture, is an active and con-
scious decision made by the leadership. It is something that has come up several 
times during our interviews with the management team. During our interviews with 
the consultants this was also lifted forward as one of the main reasons for why they 
wanted to work for Reach. The consultants did not use words like culture and core 
values during the interviews, but one of the consultants put it like this: “I liked the 
atmosphere when I was together with the managers. The first interview was so re-
laxed and easygoing; they put more focus on sharing about themselves than asking 
me hard questions.”  

Even if he didn’t use words like “culture”, the same consultant described at a later 
stage in the interview how he felt about Reach focusing on the individual and felt 
familiar. Those are things that we can see align with Schein´s (2010) definition of 
core values and beliefs.  

We as observers have had the privilege to sit in on several recruitment interviews and 
during those we have had a chance to see firsthand how their marketing process of 
their culture works. According to our observations the management team engaged a 
lot of their time and focus on sharing their background, and how that background has 
shaped the way they want the company to work now. They give clear backgrounds 
towards why they want to have an individual focus, why they feel that it is important 
with transparency, why they want to provide opportunity for individual growth and 
similar things.  

As observers we saw how some of the values were said by words, other were con-
veyed by body language and projection. The most obvious example is the quote: “We 
are not the same as the other kids”. We as observers could clearly see that the inter-
viewed person visibly agreed to that Reach did not seem to be like other consultant 
agencies. Regarding this last point we felt that the massage was being conveyed and 
shared but when it came to the other shared core values we wondered what the inter-
viewed people thought about it all. For that reason we decided to ask the consultants 
and during our talks with them we asked what parts of the initial contact with 
Reach’s projected culture they perceived and believed in. To our surprise we got 
more positive responses than we anticipated. One consultant answered: 

 “I would not say that I believed it to a hundred percent, but for the 
most part I believed what they were saying”. 

 This combined with what we have observed leads us to believe that the managers ac-
tually succeed in marketing their culture in a way that is generally perceived as 
trustworthy and genuine. 
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During their interviews and the entire decision process the managers always point 
out that they are searching for the right person for the right position. They say that 
for them it is extremely important for the consultant to want the position and that 
they feel there is long-term suitability with the match between the individual and 
workplace. They say that they should never try to fit a square consultant through a 
circular hole. They want this match between the workplace and the individual to be 
A and O when deciding whether to hire a consultant or not. It is their firm belief that 
monetary aspects should not influence their decisions. This philosophy is something 
that they share with the interviewed persons. 

Based on these findings they sought after a culture where the consultants feel valued, 
and where the consultants should be able to trust the managers to put their individual 
need above monetary needs of the company. The managers’ work has to convey this 
message to the consultants in many ways, first during their initial interview, but also 
at later stage within the different forums. During our interviews with the consultants 
we have found that the consultant values the “individual focus” Reach is emphasiz-
ing. We also saw that the consultants seem to believe that this is the way they have 
been treated so far and will continue to be treated this way. One of the consultants 
described this as one of the main thing that affected his decision to choose Reach. He 
said:  

“I like when they said they were looking at the individuals needs first 
and find an assignment based on that, and not the other way around”. 

Whether he believed this would be the case for his next assignment he answered:  

“Well, that depends, I am rather sure that they would do their best to do 
so, but there are limits.” … “But if I would be in a position without an 
assignment I would trust them to find a new suiting one for me”. 

This shows that the employees align with Reach’s core value of individual focus and 
trust. 

But during our time at Reach we have made some observations, which contradicts 
this core value to some degree. When we first arrived at Reach, one of their consult-
ants had to leave because there was a mismatch between the assignment and the in-
dividual. Later when we asked the CEO about this case, we got the response that a 
mistake had been made during the recruitment. The managers had felt that this match 
was maybe not optimal but it was a good contract and they wanted to find a match. 
The managers had against better judgment taken the risk and hoped that it would 
work out for the best. Soon afterwards their fears got realized resulting in personal 
grief and loss of reputation with the customer. They CEO reassured us that this was a 
one-time mistake that they did not want to repeat.  

Much more was not said about this isolated event. But later we observed another 
similar example. They had one consultant that was approved both by Reach and by 
the intended customer but unfortunately he rejected the position in the last minute. 
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This threw the managers at Reach into frenzy, trying to find a replacement, since 
they did not want to lose the contract with the customer. During this frenzy we ob-
served how they tried to match every candidate they had to this contract, without re-
garding the selection process that is supposed to account for the individual’s suitabil-
ity.  

For us as “outsiders” it looked like the temptation to seal the contract drew the man-
agers towards repeating the mistake of hiring a person who had not been carefully 
matched with that contract. We as observers have also seen that when the manager 
team comes under external pressure they tend to compromise a bit on their selection 
process. In this case we saw how their decision-making process was shaped by their 
will to follow their core values, but also by the temptations that arose to divert from 
them. 

We are aware that these two examples could be totally isolated cases, and we do not 
have exact information about any of them, but we still think that we have observed a 
tendency to take risks with the individual matching when the monetary rewards are 
too close and pressing. We could see some risk due to this behavior, since one of 
their core values that their consultants have aligned to build upon this selection pro-
cess. We want to point out the effects that continuous risk-taking in this area could 
bring. Since their employees trust the core value of individual focus, damaging the 
credibility of this value could result in that employees no longer trust the managers 
putting the consultants’ individual needs above monetary gains. 

 

5.5.2 Analyze of the recruitment process 

These risks we describe are similar to the ones that Argyris and Schön (1996) de-
scribe where a company can talk about a desired belief but not act accordingly. Even 
though these might just be isolated cases we believe it is important to point out what 
impacts small actions might have for young organizations and decision-making pro-
cesses (Schein, 2010). 

A company’s most important asset is their employees. This phrase is commonly used 
in today’s business circles, but Reach does not only want this to be simple words, 
they want these words to be something the employees carry in their hearts. Holden 
(2008) describes how young entrepreneurial companies draw their strength from 
their employees. This reference is the essence of what Reach tries to do. By project-
ing their culture to new talented employees they want to attract them to become part 
of their organization. It is also important to point out that the company draws its 
strength from their employees. Since most small companies today act on a competi-
tive market, all forms of competitive edges are important. According to Holden’s 
statement about drawing strengths from employees, this is just what a company can 
get by having skilled and committed workers. Dahlgaard-Park (2012) also points out 
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how motivated employees are more productive and provides more value for a com-
pany. 

In our interviews with the consultants we asked what they thought about the recruit-
ment process, and the general response was that they had been impressed of their vi-
sion, but also that they believed in it. This shows that they already in an early phase 
started to trust the managers. Fukuyama (1995), Putnam (1993) and Tyler (1996) 
point out the importance of this trust, and state how this increases motivation and ef-
ficiency. By projecting their culture strongly in an early phase, we believe that Reach 
try their best to capitalize on their culture, but since they cannot prove anything of 
what they say at the initial interviews, they have to rely on that the interviewed per-
son trusts them. As said earlier this opens up for their mutual trust to be built on an 
early stage but it also provides a risk. By having the interviewed person put that 
much trust in them, there is an impending risk that it could backfire if the culture at 
Reach did not live up the expectations.  This aligns with Schein (2010), where he 
talks about sharing beliefs. If the manager's share something that later on turns out 
not to live up to the standards, it will hurt the mutual trust between them but also im-
pact any further attempt of sharing beliefs and values. 

 

5.6 Slightly better 
Another interesting observation that we have noticed within the management team is 
their tendency towards trying to emit an atmosphere of superiority. The feeling we 
have, that they want to be perceived as superior, can show itself in many different 
ways. Even if we as researchers have made the internal argument that many compa-
nies are like this, we consider this self-perception to be of significance for Reach as a 
company, and for our understanding of them. 

In order to carry this argument forward we will analyze three examples where we as 
observers think that this tendency shows itself particularly well. 

The first example is the official motto of the company which translates into: “Slightly 
nerdier, slightly better”. This motto is the first thing you see when you enter the of-
fice. Their work clothes have this print and their cars are decorated with the same 
slogan in such a way that they are meant to draw attention in the surroundings. To 
include this sentence “slightly better” in their motto truly shows that they value those 
words. Every day their employees and everyone they meet can see their company 
motto.  

During our interviews with the consultants we have asked what they thought about 
this motto, and even if some of the consultants did not identify themselves with the 
term “nerd”, the overall feelings about the motto and what it conveys, are generally 
positive. But even if the consultants are positive towards the motto and the atmos-
phere that we observers have felt, it is still important to consider the effects it can 
have on the culture.  
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We have discussed this topic with the CEO several times. She claims that as a newly 
started company on a competitive market, they need to look fresh and hungry. We 
mentioned the argument that some people they want to interact with might interpret 
this kind of motto and atmosphere as unserious. To get more angles on this matter we 
asked this question to the consultants, but they did not give us any conclusive an-
swers. Some of them agreed that there was a risk that their motto could make them 
look unserious, while other consultant did not feel anything of that sort.  

Even if the opinions about what effects this line of thinking has on the company are 
divided, we as observers still feel that it has influence. On some consultants it has a 
positive effect, they like to be seen as fresh and hungry, while others are slightly 
more reserved regarding this matter. When it comes to the connection towards the 
literature we believe this situation combines a mixture of the benefits that Porras 
(2007) talks about; believing in a cause and going for it regardless what others might 
think, could give the leaders of Reach both charisma and more devoted consultants. 
It could also become a case of non-alignment with the shared beliefs, where not eve-
ryone supports the shared value, as Schein (2010) warns for. 

The second example tries to show how deeply rooted this mentality is within the 
founders and their beliefs. When we interviewed the founders and asked them why 
they wanted to create Reach, they told us about their previous workplaces and how 
those acted as motivation for what they did not wish to create. The founders had a vi-
sion where they wanted to build this familial atmosphere within the company, where 
employees had fun at work and felt a strong commitment towards their workplace. 
From their perspective many companies have tried to do this before them, but have 
lost a big part of it when growing. The goal for the founders of Reach is to achieve 
their vision but not lose their core values while growing. Always after talking about 
their vision the sentence of “How hard can it be?” will follow. We as observers have 
heard this sentence of “How hard can it be” numerous times, and for us it shows how 
genuinely the founders strive toward achieving their vision. 

Striving too much towards a vision can sometimes be dangerous. Schein (2010), 
talks about the process of aligning with beliefs and values. Those processes follow a 
trial and error pattern where successful tests enforce the shared beliefs and vice ver-
sa. For that reason it could be dangerous for the management team to have their 
heads held too high. Constantly responding to potential dangers to their culture with 
a “How hard can it be” attitude, might give them lack of long-term trust among their 
consultants. This is something that we have found support for in our interviews. The 
answer that has been given indicates that the consultants trust their managers to hold 
on to the vision when the company is growing. They like their leaders’ attitude to-
wards upcoming difficulties; similar to the ways Porras (2007) argues that people 
stand behind someone who has a cause.  

Even if the consultants trust and support their managers, they expect them to sort out 
upcoming problems by sticking to the conveyed vision. If the problems, which natu-
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rally occur with growth, prove to be more difficult than anticipated to handle, the 
managers might risk losing a big portion of the trust that the consultants have for 
them. This in turn could severely impact the culture of trust among the managers and 
consultants. There is also a risk that the consultants start to feel there is a gap be-
tween what the managers have said and what actions they are taking (Argyris and 
Schön, 1996). According to Kitching & Marlow (2013) this kind of situation can lead 
to a sense of inconsistency where the employees feel unfairly treated. This in turn 
might cause a negative impact on their job satisfaction and commitment. 

Furthermore this could in turn disturb the decision-making process, which is built up 
among the different forums. For example, if the consultants did not feel that the 
managers lived up to their word, or they did not manage to stick to the shared vision 
while growing, the consultants might both lose confidence towards them but also 
stop feeling committed towards the company (Frey, 1997, Wiersma, 1992). If that 
happened, an uncommitted employee would probably be less inclined to provide 
feedback to the managers. This would have a direct impact on the decision-making 
process. 

The third and final example is chosen to try to convey in what regard the atmosphere 
of superiority affects the relationship between the employees and the organizational 
culture. During our initial time at Reach we noticed that when the managers talked 
about one of their consultants they always referred to them with words such as “ex-
tremely talented”. They would say things like: “We have an extremely talented con-
sultant working there” or “I interviewed this potential candidate, he is super good, he 
would definitely fit in here”. They always lifted their consultants to the stars and 
praised them towards everyone. We felt that this was one of the ways that they want-
ed their consultants to feel appreciated and trusted and by this increase their efficien-
cy (Fukuyama, 1995, Putnam, 1993, Tyler, 1996). We also believe this could be a 
way as a company to project that they were slightly better and worked with slightly 
better consultants.  

During our first weeks at Reach we asked the managers if this strategy, making all 
their employees feel better than they really might be, was optimal. The response we 
got was: “If we believe in them, they will believe in themselves, and if they believe in 
themselves they will perform better”. Later we could observe that this notion did 
seem to be correct in many regards and also is agreed upon by many researchers 
(Frey, 1997, Wiersma, 1992). 

During our observations we are lead to believe that this small acts from the manag-
ers’ helps to boost the confidence of the employers, not only towards their customers 
but also when the consultants interact with Reach. During a conference that we at-
tended the consultant responded to questions in a bold manner and did not fear to 
give feedback. We recon this level of communication was in big regard thanks to that 
the consultants felt confident and valued. This in turn helped the managers to get 
more honest feedback that could impact their decisions. It is still worth mentioning 
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that confident consultant does not necessarily make the life easier for the managers. 
When someone feels confident in their position, their needs have a tendency to in-
crease. 
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6 Discussion 
 

Since our purpose and research questions are central for our thesis, we have chosen 
to use them in our discussion and conclusion. In this chapter we start with the re-
search questions and use them and build upon them for our arguments.  

6.1 Where does the culture originate from, and who is responsi-
ble for it? 

In our forum about the office, we have seen that this is the starting point for the cul-
tural process; the decisions come from here but also much of the culture. This is en-
forced by Schein’s (2010) thoughts about how beliefs and values are shared from one 
individual to the group. It is also enforced by the observations that we have made, 
where we saw how decisions being made in the office were later shared in the group 
meetings. Even if we believe that the shaping of the culture is a circular motion, 
where the feedback provided in the individual meetings are of great importance, we 
still believe that the office is the starting point and the point from where the culture 
originates. This also makes the assumption that the founders are the source of the 
culture seem more probable. This has also been enforced by our interviews with the 
consultants. We believe that this assumption that the office is the core and the found-
ers the ones responsible are of essence for the future growth of the company. If they 
as a company want to grow further, they need to form culture bearers who can bring 
the culture to the new parts of the company. This will become more and more im-
portant when the company is growing. Since it will be hard for the founders to have a 
close relationship and be seen by all the new employees. 

6.2 What impact does the culture have on the decision-making 
processes?  

The focus for personal development is of great importance for Reach. The way this is 
shown is by how the management emphasizes on the individuals and wants to show 
them that they are valued. This is seen by how they put their consultants on a pedes-
tal and praise them to the skies. By doing this, we as observers felt that they boosted 
the confidence of the employees and allow the consultants to raise themselves to new 
heights, and in the process they create new opportunities for Reach. As Wilshire 
(2013) states, happy people sell and people with strong belief in themselves open 
new doors. 
Another impact the appraisals have for the company is the increase of employees’ 
level of commitment. When the consultants are praised, we saw how they grew and 
felt valued. As Jaros (1993) states, when employees feel valued and committed they 
will generate positive effects for the organization. We also believe this positive at-
mosphere brings forth an increase willingness to align with the shared beliefs and 
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values. If the employees are happy with historical actions they are more open to-
wards new ones. This line of thinking is also found in Kotter et al. (1996). 

6.3 How can the culture create opportunities? 
The fourth research question about how the culture can create opportunities is extra 
important for a young entrepreneurial company.  During the interviews the managers 
do their best to share and explain the culture they have at Reach and they use this 
culture to attract potential new employees. By itself, this is a way for them to create 
opportunities with the use of culture. We believe this is a good way for Reach as a 
young company to present a competitive advantage. Compared to other larger com-
panies they might not have the same resources, nor do they have the image that built-
up brands already have established.  What they do have is personality and unique-
ness. Even though they have these attributes, it can still be hard for a small company 
to capitalize on them. Here, we as observers believe that the interview phase be-
comes particular important for Reach. When they use their culture as a selling point, 
their uniqueness is clearly being expressed; hence we think this is the phase which 
helps to attract people, providing them with a much needed competitive advantage 
and new opportunities. This line of thinking is supported by Porras (2007). We think 
that this is a good example for how their culture mixes with their current situation as 
a young and entrepreneurial company. This mixture in turn provides benefits for the 
company and creates new opportunities. 

6.4 To what extent are the employees aligned with the culture?  
When it comes to the concept of alignment with the organizational culture, we be-
lieve the consultants’ belief that they would receive an honest answer if they ask di-
rect questions is important. This is directly in line with Dahlgaard-Park´s (2012) dis-
cussion about the essence of core values. Since the consultants believe they will be 
treated fair and with honesty if they approach the managers and ask direct questions. 
When people believe they are being treated fairly and are shown respect they are 
much more inclined to support and align with the shared values. We as observers be-
lieve in that the managers succeed in projecting this feeling of openness and honesty. 
These feelings also act as the keys towards sharing their other beliefs and values. Ac-
cording to us, this contributes to the consultant's´ willingness to align with other core 
values and beliefs because they feel valued and they are part of the processes. 

The issues about the negative jokes, e.g. the joke whether the employees deserved an 
increase in salary or not are interesting. It deals with the first of our research ques-
tions in terms of where the culture originates from and who is responsible for it. 
Since Reach is a young company, there has been a limited amount of friction when it 
comes to their interactions with each other. This is probably because, compared to a 
regular office environment, they only meet each other roughly once a week.  As all 
relationships, where there is distance and plenty of free space, it is easier to avoid 
confrontations. 
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But we as observers have already seen that there is a risk for misunderstandings to 
occur when they joke as freely as they do. This is something discussed by Carmeli 
(2004) and that we have made into a question: where the tradeoff will be between 
“we want a fun workplace” and the risk of employees getting offended.  

As with many relationships, once it starts getting bad there is a tendency for continu-
ance. If there is an increase in conflicts, or even an internal dispute between some of 
the parties this high level of transparency and jokes could surely be used to under-
mine the positive impact that these type of jokes have on the organization. 

A good example for this line of thinking is when one of the managers heard about the 
subject during a staff appraisal. He brought his discoveries back to the management 
team who took the feedback very seriously. If the manager had not caught this situa-
tion it could have grown out of proportion and spread negativity. But at the same 
time we see this as a good example on how feedback impacts the decision process. 
This correlates well with the purpose of our thesis on how the culture is shared and 
what actions shape it. 
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7 Conclusion 
When writing our conclusions we are using our purpose as a baseline and build up 
our arguments around it. 

7.1 How the culture expresses itself 
Our first aim with this thesis has been to focus on understanding and making sense of 
how culture expresses itself in a young entrepreneurial firm. During our stay at 
Reach it became apparent that the culture was mostly expressed in the interactions 
between the managers and the employees. In these interactions we observers saw 
mutual trust and positive reinforcement. We also saw how both sides drew strength 
from one another and how the constant focus laid at enforcing the other side. The  
managers thinks of their employees at the best and they project them as such, and 
when the consultants feel that they take pride in their workplace and provides feed-
back, this strengthens the managers. The most central part in the culture at Reach is 
the achieved level of familiarity and how aligned all parties are with this.  
 

7.2 What actions shapes it 
The way of having a flat organization where all of the managers are active in discus-
sions greatly enforces the concept of a circular decision-making process. When faced 
with negative feedback, as in the case regarding work-related jokes, we have seen 
that the managers bring it back to the office and re-shape the policies in accordance. 
During the recruitment interviews Reach is able to market them through culture. 
They use their culture as a tool to attract new competences, but also to test whether 
that prospect is a good match for the company climate or not. But beyond the selec-
tion process, which is customary during the recruitments, this forum is particular es-
sential for a young newly started company. Since most young companies have lim-
ited resources, and their brand is still in the making, they need to rely on other factors 
to attract the best candidates and thusly achieving a competitive edge. For Reach, this 
competitive edge is their culture, and for that reason they focus a lot during the re-
cruitment process towards sharing their ways and visions to the prospects. They 
might not have the ability to outbid the big players on the market, but they believe 
that if they can be perceived as attractive due to their culture, they will still be able to 
attract new co-workers. 
 

7.3  How the culture is shared 
The sense of involvement that the employees feel gives them courage to present 
feedback to the managers. They present the things they like but also the things they 
are disgruntled about. This feedback provides a vital part of the decision-making 
process at Reach. Since the company strives towards building a flat organization with 
low degree of hierarchy, good and honest feedback is part of the foundation. In the 
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office the decisions are made together, all three managers have a fairly even say in 
what decisions that are going to be made or not. This homogeneous decision-process 
gives them strength since they are all united behind the made decisions. But it also 
enables them to function efficiently in their roles as managers towards the consult-
ants. Since all the managers have been part of the decisions, they are personally re-
sponsible for them and can therefore answer questions asked by the consultants in a 
personal way.  
 

7.4 What attitudes align it 
In order for this process to work smoothly the consultants needs to be willing to align 
with the shared values and beliefs. Here we have found that the most important factor 
regarding if the consultants are receptive to the culture or not is whether they per-
ceive the managers as genuine and trustworthy. The manager's vision is important for 
the consultant's willingness to align. It is more to the story than that, it is of utterly 
importance that the managers stand by their word and hold on to their shared vision. 
In our interviews we found that the consultants had several examples when the man-
agers had stood by their word. This in turn had a positive impact on them. Another 
important factor is shared responsibility. Reach works hard on keeping their employ-
ees involved and committed with the work that is being done. This gives them a 
sense of belonging and motivates the employees. It also acts as an including factor 
where everyone feels that they are involved in the building of the company.   
The aim of our thesis can be concluded in four key words: EXPRESS – SHAPE - 
SHARE – ALIGN. We mean that we have found basis for all of them in our re-
search.  As a small and young company, Reach has to struggle with staying competi-
tive. This can be particularly hard for small companies with limited resources, for 
that reason the organizational culture can provide the company with an edge and help 
them to attract new competences and open doors to new opportunities. By sharing 
their culture, Reach is given a chance to build a competitive edge and to capitalize on 
their uniqueness. One of the mottos at Reach is that they do not want to be as the 
other children, but walking your own path may prove difficult at times, but then 
again how hard can it be?   
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8 Further Research 
The existing research in Sweden regarding cultural impact on small entrepreneurial 
companies is limited. We believe that our shadowing research has been giving and 
meaningful. But since our research only focuses on one individual company, more 
similar researches could be made to draw a more general conclusion. A similar ap-
proach as ours on different companies would be meaningful to conduct since it 
would work towards confirming or contradict the findings we have presented. We 
wanted to experience more on how growth would impact the culture, but as time is 
limited we could not follow up on that path. We still think it is an interesting aspect 
to see how time and growth affects a young company, so it would be interesting to 
conduct a follow up research to dig deeper into those questions. 
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10 Appendix 
Our interview questions for the 6 formal interviews, the interviews were conducted 
in Swedish, but here we have made a translation into English. 

10.1 Interview guidelines – Managers 
• Hur kom ditt initiativ till att starta Reach? 
• Hur påverkade tidigare arbetslivserfarenheter att ni vill driva Reach som ni 

gör? 
• Vad är kultur för dig? 
• Hur skulle du beskriva kulturen på Reach? 
• Känner du att kulturen har förändrats sen ni startade? 
• Vår känsla är att ni försöker forma kulturen, varifrån får ni inspirationen? 
• Hur använder ni kulturen i er vardag? Använder ni den vid försäljning eller 

rekrytering? Hur fungerar det? 
• Finns det några baksidor som ni har märkt med att sätta stort fokus på att ha 

roligt på jobbet? 
• Hur tror du kulturen påverkar era anställda? 
• Vad för inverkan har era månadsmöten för de anställda? 
• Vad för inverkan har medarbetarsamtal för de anställda? 
• Hur planerar ni att behålla er kulturella kärna när ni växer? 
• Hur ser ni på att involvera konsulterna i mer känsliga frågor gällande företa-

get, så som ekonomi? 
• Vilka möjligheter ger ni era konsulter att växa och vad för betydelse tror du 

att det har? 
 

10.2 English translation 
• From where comes you initiative to start Reach? 
• How does previous work experiences impact how you want to operate as you 

do? 
• What is culture for you? 
• How would you describe the culture at Reach? 
• Do you feel that the culture has changed since you started? 
• We feel that you try to shape the culture, where does your inspiration come 

from? 
• How do you use the culture in your everyday work life? Do you use it when 

selling and recruiting, how does it work? 
• Are there any negative aspects that you have noticed when focusing on hav-

ing fun at work? 
• How do you think the culture affects your employees? 
• What impacts do monthly meetings have on the employees? 
• What impact do you staff appraisal meetings have on your employees? 
• How do you plan to keep the core of the culture when expanding? 
• How do you feel about involving the consultants in more sensitive topics 

concerning the company, such as the economy? 
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• What opportunities are you giving you employees for personal growth, and 
what impact do you think it has? 

10.3 Interview guidelines – Employees 
• Hur länge har du jobbat på Reach? 
• How long have you worked at Reach? 
• Varför tror du Reach anställde dig? 
• Varför valde du Reach? Hade kulture någon inverkan? 
• Har du fått något erbjudande att bli anställd där du jobbar, under tiden du har 

varit anställd hos Reach? 
• Hur skulle du beskriva kulturen på Reach? 
• Har kulturen förändrats sedan du började här? 
• Vilka värderinga känner du att Reach förmedlar? 
• Tycker du Reach hantera problem på ett bra sätt? 
• Månadsmöten vad tycker du om dom? 
• Medarbetarsamtal vad tycker du om dom? 
• Hur påverkar dom dig? 
• Tror du kulturen kan framstå som flummig, (för mycket roligt på jobbet)? 
• Hur ser du på möjligheterna att utvecklas? 
• Attraherar Reach kultur folk utifrån? 
• Har du något tips till Reach på vad som skulle kunna förbättra? 

 

10.4 English translation 
• Why do you think they hired you? 
• Why did you chose Reach? Did the culture have an impact? 
• Have you received any job offer from your current workplace while being 

contracted by Reach? 
• How would you describe the culture at Reach? 
• Have the culture changed since you started working here? 
• What values do you feel are being mediated? 
• Do you think that Reach handles problems in a good way? 
• What do you think of the monthly meetings 
• Staff appraisal meeting what do you think about them? 
• How do they impact you? 
• Do you believe that the culture can be perceived as having too much fun at 

work? 
• How do you feel about the possibilities for individual growth? 
• Does Reach culture attracts people from the outside? 
• Do you have any advice on what Reach could do better? 

 


