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Abstract  

Over the last decades, there has been a shift from a product intensive market to a service-based 

one which is based on knowledge being a high commodity in contrast to previous decades where 

tangible capital resources and products have been the primary focus. Over a similar timeframe, 

entrepreneurial orientation (EO) has become one of the most important theories/concepts within 

entrepreneurial research, which is a firm’s capacity to portray innovative, proactive and risk-

taking behaviour to outcompete their competitors. For a firm to develop an EO, the firm’s 

leadership is of the essence. Therefore, the purpose of the study was to research how leadership 

influences EO in the knowledge-intensive business service sector (KIBS-sector) from the 

perspective of consultants. Most studies on EO and leadership are conducted using quantitative 

methods, therefore the study was conducted qualitatively and is based on ten interviews with 

consultants from various professions within KIBS. The findings indicate that there are several 

leadership factors influencing whether a KIBS-firm can develop an EO which is categorised 

into three distinct categories: Organisational culture, Leader skills and styles, and Managerial 

systems. Organisations can use these findings to highlight areas of improvement for leaders and 

how management in KIBS-firms can organise their firms to implement innovative, proactive, 

and risk-taking behaviours in their consultants. 
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1.Introduction and Background 

______________________________________________________________________ 

 

The purpose of this part is to introduce readers to the main themes, leadership, 

entrepreneurial orientation and KIBS-firms, and their importance to modern time 

economic development. The background´s aim is to present the state of current research, 

as well as identifying gaps and opportunities for further research. The introduction 

chapter will be concluded with a purpose and research question 

______________________________________________________________________ 

1.1Background 

The importance of innovation to be competitive is of widespread acceptance among 

managers, researchers and policy makers (Koellinger, 2008). In the last decades, 

globalisation has increased competition between firms, which has led to an imminent 

need for firms to embrace innovation, courage, risk-taking and entrepreneurial leadership 

(Kuratko & Morris, 2013). Some of the key driving forces behind globalisation´s rapid 

development are Innovation, Leadership and Entrepreneurship (Benlamri & Sparer, 

2016), underlining how the three concepts are relevant in combination. Success in this 

modern landscape is thereby influenced by a firm’s leadership, and its ability to be 

innovative and entrepreneurial. According to a survey conducted by Cheng and 

Groysberg (2018) for the Harvard Business Review which had 5000 board members 

participate, 30% of the board members said Innovation is one of the company's top three 

priorities. To complement those figures only 42% of the respondents rated their 

innovation as above average or excellent (ranked 18th out of 25 corporate functions), 

whereas 70% expressed that they perform above average or excellent in staying the 

course. Additionally, the survey highlights the second biggest challenge board-member 

perceive is “Keeping on top with new technologies”. The answers from the board 

members indicate that there is a need to innovate, however, a lack of knowledge is in how 

to make use of new technologies and to innovate.  

 

Leaders and followers have a complex relationship, whereas different leadership styles 

influence an organisation´s characteristics, and thereby, their capacity to innovate (Jovičić 

Vuković, et al., 2018). Leadership, in and of itself, comes in many forms and often 

depends on the context where it is applied, and thus it is difficult to describe what it 
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specifically is (Alblooshi et al., 2021). Despite these challenges, leaders can be depicted 

as actors of the organisation, who influence the culture by inspiring and encouraging 

others to work towards achieving a common goal (Alblooshi et al., 2021). Leadership is 

an integral component of innovative firm performance, mainly for two reasons (Denti & 

Hemlin, 2012). Firstly, leaders build an environment which stimulates creativity, and 

ultimately innovation (Shalley & Gilson, 2004). Secondly, leaders manage innovation 

goals and activities in the organisation (Drazin et al., 1999).  Chang (2016) highlighted 

the importance of leadership in managing innovation as a tool for building trusting 

relationships throughout the different hierarchies in pursuit of goal achievements. As 

such, leaders have a unique role in stimulating innovation in an organisation, from setting 

goals and motivating individuals, to promoting a culture conducive to innovation as well 

as delegating resources effectively and offering needed support for employees since they 

are the driving force for achieving the set goals.  

 

As such, research focusing on the relationship between innovation, leadership, and firm 

performance has seen a significant increase, indicating the demand for companies to 

better understand and overcome the hurdles and enablers relating to innovation. The 

integration of innovation in established companies has been recognized as a challenging 

contention between firms´ capability to exploit existing processes and explore new 

initiatives (Benner & Tushman, 2003) where the latter is known as the entrepreneurial 

approach for creating a competitive advantage in the market environment. Previous 

studies have concluded that firms with an Entrepreneurial Orientation (EO) have a greater 

capacity to innovate and increase overall performance (Rezaei & Ortt, 2017). EO is 

grounded in a firm’s decision-making style and strategic orientation and is thereby a 

reflection of how a firm operates (Lumpkin & Dess, 1996). An Entrepreneurial Oriented 

Organisation (EOO) is characterized by Innovativeness, Proactiveness and Risk-taking 

behaviour (Covin & Slevin, 1989; Luu, 2017), and indicates that firms which organise to 

promote those behaviours outperform those which neglect them.  

 

Over the last decades, the market has shifted from a product intense market to a service-

intensive one, as in 2019 the service sector contributed to 70% of the GDP in the OECD 

countries (OECD, 2020). In today´s economy, firms are competing with knowledge rather 

than with ownership of land and capital resources (Dunford, 2000). As economies 
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develop, consumption and spending begin to rotate and the demand for services increases 

among consumers and businesses alike. With the growing demand for services in 

knowledge-based economies, knowledge-intensive business services (KIBS) have begun 

to contribute significantly to developed economies (Ciriaci & Palma, 2016), as well as 

the impact they have on the various industries they serve (Castellacci, 2008). Companies 

that offer KIBS utilize distinct forms of internal and external knowledge to solve their 

clients´ problems, and thus require specialized expertise in the fields that they offer 

services (Zieba, 2021a). There are many definitions of what KIBS is (Grimshaw & 

Miozzo, 2006), however, Zieba (2021b) argues that the main feature of a KIBS-firm is its 

knowledge intensity, and the firm's focus on business clients and not on their individual 

challenges. Hence, firms offering expertise within business sectors such as finance, law, 

recruitment, and management consulting can be categorised as a part of KIBS.  

 

In this paper, we will focus on the consultants’ experience in relation to leadership and 

EO, as consultancy possesses some unique characteristics. Consultants are required to 

enter organisations novel to them, understand their needs and based on the specifics which 

arise from the client, they need to formulate and execute a solution fit for their needs 

(Verlander, 2012). Therefore, consultants need to have the ability to innovate regularly to 

meet the expectation and needs of their clients. This requires consultants to exhibit 

proactive, risk-taking, and innovative behaviour, all characteristics of an EO. Therefore, 

there are both theoretical and managerial implications of importance for the continuous 

research within innovation in KIBS.  

 

1.2 Problem Discussion 

The relationship between leadership and innovation has been well documented, and the 

findings consistently show that leadership positively influence innovation (Manz et al., 

1989; Mumford et al., 2002; Jansen et al., 2009). However, there have been varying 

results depending on the leadership style and the extent to which it affects innovation, 

results often ranging from positive to negative correlation (Rosing, Frese & Bausch, 

2011). As Rosing et al. (2011) challenges prior research for their lack of consistency, they 

suggest that the variation can be explained by many factors outside of the leadership-

innovation coupling, thus purporting leadership should be more flexible to account e.g., 
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for different situations and environments. Many studies have tried to explain the 

relationship between leadership and innovation by selecting a specific leadership style 

but are often left with unknown variables. This calls for further research on this influence 

without a predetermined leadership style before entering the survey and/ or interview 

phase.  

 

Despite the growing importance of the service sector, academia has not adapted to this 

change, as innovation within the service sector remains understudied in comparison to 

product innovation (Lechner & Gudmundsson, 2014; Dovoreux & Frigon, 2020; Santos-

Vijande, et.al, 2021). The rise, and growing importance, of KIBS in developed 

economies, has shifted the research field towards studying the characteristics that 

influence innovation in these firms. Zieba and Zieba (2014) found that leadership and 

management support, as well as motivational practices, influence innovation in KIBS 

firms. Nevertheless, this study has limitations as it only focuses on a specific area in 

Poland, and thus, is not necessarily applicable in other countries. Santos-Vijande et al. 

(2012) found that organisational learning is an antecedent for innovation in KIBS firms, 

and Bettencourt et al. (2002) depict how client co-production can be a source of 

innovation.  Pertaining to consulting companies Anand et al. (2007) and Hidalgo et al. 

(2021) find sources for innovation and pathways it can take in consulting companies.  A 

study into leadership preferences of intrapreneurs in a Dutch ITC consulting firm by 

Deprez and Euwema (2017) found ten leadership expectations such as freedom, role 

model, and trust. As important as preferences are, this study does not confirm whether 

these features are precursors of innovation. Although these studies have managerial 

implications, they shed little light on how leadership can be influential in KIBS-firms. 

Furthermore, there is insufficient research on what kind of leadership is conducive to 

innovation from a follower perspective.  

 

Significant research has been conducted on the impact of utilising EO on an 

organisational level, and most studies conclude that EO has a positive influence on firm 

performance (Li, et al., 2009). To develop an EO, leadership has been identified as a 

decisive factor (Muchiri & McMurray, 2015). Focus on leadership in strategic 

entrepreneurship research has mainly focused on practitioners adapting a 

transformational role when promoting an exploration strategy (Ling et al., 2009; Luu, 
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2017). Additionally, specific leadership styles have been studied, with their effect on 

KIBS-firm performance (Hoch et al., 2010; Goswami et al., 2016; Li et al., 2018; 

Bruccoleri & Riccobono, 2018; Gomes et al., 2021). Most studies use a specific 

leadership style, E.g., Transformational leadership, and its effect on innovation and 

performance, however, this method does not adapt to the full complexity of leadership, 

supporting Rosing et.al (2011) statement about leadership being more dynamic. 

Therefore, creating a gap in the research where leadership as a concept is not used to its 

full spectrum when searching for its relationship towards generating an EOO in a KIBS-

firm.  

 

Despite the importance of services in developed economies, the extent of research in this 

area does not reflect its importance to the economy. Even more so in specific segments 

of the service sector, for instance, KIBS. The importance of leadership on innovation, as 

well as adapting an EOO has been well studied, but less so in KIBS-firms from the 

perspective of consultants. The KIBS-sector is of interest for numerous reasons, KIBS-

firms are in close cooperation with clients aiming at identifying innovative solutions 

(Bettencourt et al., 2002), and are a source of professional-level knowledge (Hertog, 

2000).  Thus, KIBS-firms are companies with highly skilled employees who are in search 

of continuous innovation both internally and for their clients.  

More specifically, the current literature does not live up to its expectations in leadership 

purposefully adapting EO in KIBS-firms and its effect on innovation. Therefore, to our 

knowledge, there is a research gap in contrasting EO and the concept of leadership in an 

exploratory manner within the context of KIBS from the perspective of consultants.  

1.3 Purpose and Research Question  

After analysing the research problem, we have been able to propose multiple purposes 

for the study. Firstly, we aim to create a clearer understanding of how KIBS-firms are 

affected by their leadership and the leader´s influence in creating an EO. Furthermore, 

the study seeks to gain knowledge from the perspective of the followers. Most studies 

take the perspective of the managers, instead of investigating what the followers have 

experienced to be efficient in creating an EO. Lastly, by adjusting the spotlight towards 

consultants we can generate a better understanding of how KIBS-firms are led, and what 



 

 

 

 

6 

impact the managers have on both individuals and the organisation.  Subsequentially, the 

main research question for this study is formed accordingly,  

 

“How does leadership influence entrepreneurial orientation in KIBS-firms, from the 

perspective of consultants?”.  

 
By exploring this specific research area, we believe it to significantly contribute to both 

practitioners and scholars. For scholars, there is little consideration of how leadership has 

been found to contribute to innovation from an EO perspective for the consultants, and 

thus provides understanding for the economically vital service sector in developed 

economies. Furthermore, this will contribute to leadership literature by taking a wider 

perspective to better explain its influence on innovation from an EO lens. For leaders, this 

will provide a better understanding of what employees (consultants) have found to be 

effective leadership in the context of enabling proactiveness, innovativeness and risk-

taking in KIBS. Which we believe diverges from the previous literature that has taken a 

specific leadership perspective. Consequently, allowing managers enlightened on this 

matter to more prominently manoeuvre their leadership methods for organising their 

followers towards an EOO. And finally, giving managers in KIBS-firms the tools for 

innovation will, not only benefit them but also have a spill-over effect into the companies 

and industries they serve, since they are the final recipients of the innovative outcomes.  
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2. Literature review 

_____________________________________________________________________ 

To build our foundation, we have divided this chapter into subsections based on 
leadership styles to reflect the current literature, which has mostly taken a specific 
leadership style perspective in analysing the influence on innovation in both KIBS and 
consulting firms. Furthermore, we have excluded leadership styles that do not emerge 
from the current literature relating to EO and KIBS. The leadership section will only 
discuss leadership styles on a general level, after which we will delve deeper into EO and 
KIBS, and the relevance of leadership in these areas. 

______________________________________________________________________ 

2.1 Leadership 

To initiate the discussion on leadership, we begin with defining what leadership is. 

Reviewing the literature reveals that leadership has countless definitions due to its 

complex nature. Furthermore, academic scholars researching leadership have taken 

different approaches to their studies which results in different definitional outcomes 

(Yukl, 2013). Stogdill (1974, p. 259) humorously stated that “there are almost as many 

definitions of leadership as there are persons who have attempted to define the concept”. 

One aspect is to take a sense-making perspective, which involves all actors within the 

group or organisation, stating that “People engaged in a shared activity make sense of 

their experiences together so that they can communicate, cooperate, and agree about 

what is happening, so that they can interpret, anticipate, plan, and act” (Palus & Drath, 

1995, p. 1). In this type of definition, leadership is a shared activity created by each 

member of the group or organisation, shifting the focus away from a central leadership 

figure which is usually present in the leadership literature. House et al. (1999, p. 184) take 

an organisational leadership perspective and define it as “the ability of an individual to 

influence, motivate, and enable others to contribute toward the effectiveness and success 

of the organisation of which they are members”. This definition paints a picture of the 

role and task of the leader, like motivating and enabling. We try to focus on a pure 

definition, as the last example gives not only that but also how a leader achieves the goal 

of leadership (according to their definition).  

Tracy (2014) explained that leadership extends beyond the daily tasks of the employee 

by attempting to gain a voluntary following to reach the goal of the organisation. He gives 

two definitions, which pertain specifically to business organisations: “Leadership is the 
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ability to elicit extraordinary performance from ordinary people” and “Leadership is the 

ability to get followers” (Tracy, 2014, p. 2-3). He believes that leadership stems from the 

followers´ choice to follow, where the leader´s goal is to create the motivation for 

employees to voluntarily follow the leader´s vision. As a final example, Northouse (2010, 

p. 3) describes leadership as “... a process whereby an individual influences a group or 

individuals to achieve a common goal”. This definition is simple in its nature and gives 

a clear illustration of what leadership is, leaving much room for interpreting what is 

required to achieve the goal of leadership. 

Although the definitions are remarkably similar, it becomes evident that each author has 

their own definition of leadership. Yukl (2013) finds from his analysis of the extensive 

leadership literature that there are some commonalities between most definitions. He 

concludes that “most definitions of leadership reflect the assumption that it involves a 

process whereby intentional influence is exerted over other people to guide, structure, 

and facilitate activities and relationships in a group or organisation” (Yukl, 2013, p. 18). 

Reading between the lines of Stogdill's (1974) comment on the countless existing 

leadership definitions, we will take his advice by not creating yet another definition, but 

rather using the one that best encapsulates the concept using Yukl´s (2013) common 

definitional features of leadership as a framework. Following this description, Northouse 

(2010) exerts the most suitable definition of leadership as it is encapsulating our RQ as 

we aim to research leadership´s influence. Therefore, this definition will be applicable 

when discussing leadership in this study.   

Leadership - “... a process whereby an individual influences a group or individuals to 

achieve a common goal” – (Northouse, 2010)  

In the following section, we will discuss leadership theories/styles in general to give the 

reader a short overview of the different styles that are prevalent in the leadership literature 

in relation to EO and KIBS-firms. 

2.1.1 Trait Theory 

Trait theory has been largely accredited to the work of historian Thomas Carlyle (1846). 

His belief was that leaders are born, not made, with certain qualities and characteristics, 

as well as born into a societal class and gender. Consequently, this put in motion research 
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on whether there was something to be learned from these ‘great men’, who possess the 

ability to lead and who do not. Research taking this course of action opened the avenue 

that leadership is not merely a born capability, but rather dependent on psychological, 

biological, and behavioural characteristics, which would provide the differentiating 

factors to determine leaders from followers (Iszatt-White & Saunders, 2020).   

Antonakis (2011) argued for measurement and statistical analysis of large samples to 

understand what a leader is in trait theory. As Stogdill (1948) maintained in his seminal 

work on trait theory, studies on the subject matter were methodologically flawed. From 

his study, he concluded that possessing certain trait characteristics would not 

automatically make someone a leader. However, he did affirm that there are 

characteristics that differentiate leaders from followers. Moreover, he concluded that the 

situation in which leadership is exercised should receive as much attention as trait 

characteristics, meaning that leadership traits alone do not suffice in every situation. 

Stogdill (1974) builds on this research by adding that traits and situations should not be 

analysed independently to determine a leader. Rather, it should be viewed as a complex 

amalgamation of traits, follower desires, and changing dynamics of situations that would 

determine the features of a leader.  

Perhaps the ever-changing organisational structures and situations are the very reason 

trait theorists find it challenging to determine which traits lead to effective leadership 

(Iszatt-White & Saunders, 2020). Kirkpatrick and Locke (1991) agreed that traits alone 

are not the differentiating factor, regardless of that they argued that traits represent the 

potential that is needed to be a leader. Furthermore, they suggested that the leader can 

effectively incorporate different traits which result in an enhanced leadership ability.  

The debate on traits and personality continued in the psychology literature and culminated 

in a generalisation of personality traits into five central factors (five-factor model); 

extraversion, agreeableness, conscientiousness, neuroticism, and openness (Goldberg, 

1990: Judge & Bono, 2000). Many studies have been conducted and further replicated to 

find a link between leadership and personality traits, however, they have remained 

inconclusive (Judge & Bono, 2000; Judge et al., 2002; Shoa & Weber, 2006). One of the 

main criticisms of the five-factor model is that most studies are based on self-evaluation. 
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Oh et al. (2011) gathered their evidence from an observer's perspective and found that the 

five-factor model was in the eyes of the observer a strong predictor of performance.  

Recently, the development of trait theories has moved towards a personality approach, 

away from a simple list purely based on attributes. Zaccaro (2007) makes three distinct 

arguments for the personality approach where he first, agrees with Stogdill’s (1948) 

proposition that traits should be viewed as a combination of interrelated complexity, 

which brings out the leader in every situation. Second, that trait theory should broaden its 

scope from its narrow attributional definitions, which include factors, for instance, 

motives, values and skills. The third argument goes against Stogdill’s (1948) proposition 

of traits not being transferrable into every situation, whereas Zaccaro (2007) suggests 

traits are transferrable to various situations if the traits possess a certain level of stability.  

2.1.2 Charismatic Leadership 

Charismatic leadership came into prominence around the same time as transformational 

leadership (which we will discuss extensively in the next section) and are often regarded 

as very similar to each other (Northouse, 2016). However, Weber (1947) is recognised as 

the first person to describe charisma as a trait, defining it as a person with exceptional 

powers, and thus regarded as a leader. House (1977) brought this leadership concept into 

the spotlight by suggesting that charismatic leaders possess unique capabilities that 

influence their followers. His research highlighted that a charismatic leader bears four 

personality characteristics, which include being dominant, having the desire to influence 

others, being self-confident, and having strong moral values. These characteristics lead 

to behaviours, for instance strong role model, articulate goals, and communicating high 

expectations. And this affects followers to have trust in the leader’s ideology, 

unquestionable acceptance, identification with the leader, and emotional involvement, to 

name a few.  

House’s (1977) version of charismatic leadership was amended, most notably, by Conger 

and Kanungo (1987), as well as Shamir et al. (1993). The former authors argued that 

charismatic leadership should be viewed from an attributional aspect. Meaning that 

followers attribute to charisma depending on how they perceive the situation and how the 

leader practices individual behaviours in those situations. They found five 

behaviour/situation compositions that would lead to charismatic leadership attribution. 
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Shamir et al. (1993) revised the concept by suggesting that a charismatic leader should 

seek to transform the followers' self-concept by aligning the individual identity with that 

of the organisation. The outcome hoped for is that followers view their organisational 

contributions as a manifestation of themselves.  

Charismatic leadership has received criticism on certain issues. One critical argument is 

that of House’s (1977) personality characteristic of strong moral values since some 

charismatic leaders have used their charisma for evil purposes. Another aspect of criticism 

is that of succession. Many charismatically lead companies fail to survive after their 

charismatic leader leaves the organisation since much of the organisational ideology is 

embodied in this extraordinary person (Northouse, 2016; Iszatt-White & Saunders, 2020). 

In the next section, we will discuss transformational leadership and how it relates to 

charismatic leadership.  

2.1.3 Transformational Leadership 

Transformational leadership represents one of the “new leadership” paradigms in 

leadership (Bryman, 1992) and came to prominence in the 1980s.  These new paradigms 

brought to light additional aspects of leadership such as emotion and symbolism (Iszatt-

White & Saunders, 2020). Downton (1973) is credited with first coining the term 

“transformational leadership”, however, Burns (1978) has gotten most of the credit and 

attention for his work on transformational leadership, which he first called ‘transforming 

leadership’. This caused a major shift in the leadership landscape, and efforts to introduce 

and assimilate this prominent new paradigm in organisations began to take shape with 

strong advocates like Bass and Avolio (1990, 1994 & 1997) (Iszatt-White & Saunders, 

2020).  

Bass and Avolio’s (1990) version is the most complete version of transformational 

leadership, despite the elements of the model have evolved over time. They identify four 

components that they call the ‘The Four I´s’. The first component, idealized influence, 

refers to the leader's capability to clearly articulate the organisation´s vision. The second, 

inspirational motivation, where the leader motivates the organisational members through 

symbolic and emotional language to e.g., place the organisational interests before their 

own. Third, intellectual stimulation, where the leader challenges organisational members 

to view their current behaviours and acts from new perspectives to facilitate creativity 
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and innovation. In pursuit of value alignment, this reflection exercise should also 

encourage employees to explore their own values and beliefs, in conjunction with that of 

the leader as well as the organisation. And finally, individualised consideration, where 

the leader's goal is to achieve the highest level of individual development through a 

supportive climate. In practice, leaders give support, feedback and advice when needed 

(Iszatt-White & Saunders, 2020).  

This gives us a better understanding of what it means to be a transformational leader. 

Directing employees towards the common goal is not enough. The recipe for the most 

fruitful outcome suggests that leaders are expected to behave with high moral standards 

and engage employees in finding meaning in the work that they do, as well as aligning 

those uncovered values and beliefs with the organisational culture. This draws a parallel 

to charismatic leadership. However, charismatic leadership differs from transformational 

leadership in that a charismatic leader could potentially use the transforming of others in 

their own interest, which would be selfish and exploitative (Bass & Riggio, 2006). 

Instances of charismatic leadership being used for evil purposes are many, where arguably 

the most infamous example is Adolf Hitler who is regarded as being truly charismatic 

(Iszatt-White & Saunders, 2020). Nevertheless, transformational leadership is guided by 

high moral standards, and thus offers a clear distinction between the two leadership styles, 

as charismatic is guided by strong moral values.  

2.1.4 Transactional Leadership 

Transactional and transformational leadership are often studied in conjunction with each 

other since there is a belief that they are the opposites of each other, and with good reason. 

Returning to Burn´ (1978) work, who introduced transformational leadership into the 

leadership mainstream, believed that these two leadership styles oppose each other, and 

could only be applied separately. This might have affected future researchers to oppose 

the two styles in their studies on the phenomenon. Bass and Avolio (1990) believe that, 

rather than opposing the two, they are separate dimensions, which can be applied jointly 

or independently. Later, Bass and Avolo (1997) introduced what is called ‘Full Range 

Leadership’, which also included transactional leadership. They identified three main 

components of transactional leadership. First, contingent reward, where the employee is 

rewarded for completing a certain task, usually in the form of pay. This incorporates a 

form of implicit negotiation between the employee and leader, where the leader obtains 
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compliance from the employee to perform the agreed-upon task. Second and third, active 

and passive management by expectation, means that the leader provides corrective 

criticism, negative feedback, and negative reinforcement. The Active component 

constitutes a leader who is continually monitoring the shortcomings of employees and to 

rectify them without any exceptions. The passive component describes a leader that 

intervenes only after a more significant failure has occurred e.g. when a goal is not 

attained. However, minor shortcomings are tolerated and left unrectified (Avolio, 2010, 

Iszatt-White & Saunders, 2020).   

Comparing transactional with transformational leadership, it becomes evident why some 

authors have opposed the two against each other. Transactional leadership focuses purely 

on tasks and goal achievement, notably contingent reward, and seeks out faults in 

employee behaviour to be corrected. Contrastingly, transformational leadership allows 

for a more generous and sympathetic approach, in the sense that leaders are encouraged 

to give support, advice and feedback (not just negative).  

2.1.5 Ambidextrous Leadership 

As mentioned in the introduction, studies on various leadership styles’ effects on 

innovation have shown correlations ranging from positive to negative. A recent approach 

to leadership, and relating to behavioural leadership, is ambidextrous leadership. The term 

ambidextrous means being able to use both hands equally well. It is usually referred to in 

management literature as having the capability to explore new ideas which could lead to 

innovation; and exploitation, or implementation, of those new ideas into the business 

(Benner & Tushman, 2003; Gibson & Birkinshaw, 2004). 

Rosing et al. (2011) suggested that the variances in results from leadership studies stem 

from moderating factors and concluded that two specific leadership behaviours in 

conjunction with each other better explains the leadership-innovation link. They 

developed the theory of ambidextrous leadership, where a leader is 1) able to display 

opening leader behaviour to influence the team to become more explorative e.g., 

encouraging risk-taking and independent thinking, 2) able to display closing leader 

behaviour to influence the team to become more exploitative e.g., monitoring goal 

attainment and taking corrective action, and 3) capable of flexibly alternating between 

these two behaviours, due to the innovation process’ unpredictable nature. Antecedents 
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of ambidextrous leadership were found to be “Behavioural and cognitive complexity, 

integrative thinking, emotional intelligence, and forecasting skills...” (Rosing et al., 2011, 

p. 969).  

Alexander and Van Knippenberg (2014) studied the motivational driver that helps teams 

develop radical innovations to overcome unanticipated challenges and found 

ambidextrous leadership to be one of two important drivers to aid radical innovation 

teams to become successful. Zaher and Rosing (2015) likewise studied team innovation 

and confirmed that team leaders’ ambidextrous leadership could be trained and result in 

more team innovation.  

Ambidextrous leadership is in its infancy as a theory. Nevertheless, it seeks to address the 

problem of leadership literature where various studies on the effects of leadership styles 

produce differing results. By taking an ambidextrous perspective, leaders can address 

these issues by adapting their approach between opening and closing to successfully 

manoeuvre through teams’ unanticipated challenges.   

2.1.6 Behavioural Leadership 

The behavioural approach quite intuitively has to do with how a leader’s behaviour can 

influence the followers, whereas trait theory, for instance, focuses on personality traits. 

The behavioural approach can be divided into two distinct behaviours: task behaviour and 

relationship behaviour (Northouse, 2016; Dubrin, 2007; Dubrin, 2010). Task behaviours 

exhibit goal orientation and are designed to aid the followers to achieve a goal. 

Relationship behaviours facilitate a feeling of being comfortable with themselves, other 

members, and the situation, or environment, they are in. As Northouse (2016) continues, 

the main objective of this approach is to identify how leaders combine task and 

relationship behaviours to influence followers to achieve a certain goal. And essentially, 

the study of leadership with the behavioural lens is to identify which behaviours lead to 

the best performance or outcomes, and which behaviours do not.  

There are numerous leadership theories e.g., transformational leadership, that also contain 

aspects of leader behaviours to some extent, however, there are three behavioural 

approaches that appropriately capture the concept: The Ohio State Studies (Stogdill & 

Coons, 1957), The University of Michigan Studies (Bowers & Seashore, 1966), and Blake 

and Mouton’s managerial grid (1964). Fundamentally, all these approaches conclude that 
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a leader must incorporate task and relationship behaviours to achieve the wanted outcome 

(Northouse, 2016). Blake and Mouton’s managerial grid (1964) is the most recent 

approach and divides the different leader behaviours into five categories: authority-

compliance, country-club management, impoverished management, middle-of-the-road 

management, and team management. The most efficient form of leadership is a leader 

adopting team management and would be described as a person who ‘stimulates 

participation, acts determined, gets issues into the open, makes priorities clear, follows 

through, behaves open-mindedly, and enjoys working’ (Northouse, 2016, p. 77). 

The approach fundamentally focuses on task and relationship behaviours which have 

been found to be consistent. As compelling as the behavioural approach is, research has 

not been capable of connecting the link of these leader behaviours with actual 

performance (Bryman, 1992), as well as research being contradictory and inconclusive 

(Yukl, 1994). 

Nevertheless, using Quinn and Rohrbaugh's (1983) model on eight different leader roles 

(e.g., monitor role, innovator role), Denison et al. (1995) found managers to be more 

effective when implementing many of the leader roles simultaneously, thus exhibiting 

greater behavioural complexity than their ineffective counterparts. Giving merit to 

behavioural leadership. 

2.2 Entrepreneurial Orientation  

Since Miller´s (1983) seminal work on EO “The Correlates of Entrepreneurship in three 

types of firms”, the research field has become one of the most prominent research areas 

within entrepreneurship (Montiel-Campos, 2018; Wales, 2016). Miller (1983) set out the 

objective to research determinants of entrepreneurship within an organisation, by 

examining the process in which firms renew themselves by exhibiting risk-taking, 

pioneering and innovative behaviours. At this point, scholars argued that strategic 

entrepreneurship originated from either a leader's personality, management strategy or 

organisational structure (Miller, 1983). Whereas Miller (1983) argued that these 

behaviours were of different importance depending on the type of organisation and 

context. Covin and Slevin´s (1989) extended on the seminal article and proposed that EO 

is an organisational behaviour which involves their decision-making style and practices 

which differentiate them from competitors. Their main argument was that entrepreneurial 
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firms are those which have entrepreneurial top managers, as their influence forms the 

firms’ strategic decisions as well as overall management philosophy. Thereby, 

highlighting the importance of leadership influence in creating an EOO.   

 

EO has two main schools of thought, unidimensional, and multidimensional EO (Montiel-

Campos, 2018; Covin & Wales, 2012). Unidimensional stems from Miller´s (1983) and 

Covin and Slevin´s (1989) work, highlighting three dimensions of EO, namely, Risk-

Taking, Innovativeness and Proactiveness as a precursor of an EOO. Whilst 

multidimensional EO is based on Lumpkin and Dess´s (1996) interpretation, suggesting 

two additional dimensions to be significant, autonomy and competitive aggressiveness. 

In the multidimensional definition, the different dimensions can operate in different 

combinations, and the dimensions are independent of one another, where each dimension 

represents a different aspect of EO. To encapsulate the views, two distinct definitions of 

EO have emerged. One in accordance with Covin and Slevin´s (1989) and another one 

with Lumpkin and Dess´s (1996). Covin and Slevin´s definition (1989, p.218) “the 

entrepreneurial orientation of a firm is demonstrated by the extent to which the top 

managers are inclined to take business-related risks (the risk-taking dimension), to favour 

change and innovation in order to obtain a competitive advantage for their firm (the 

innovation dimension), and to compete aggressively with other firms (the proactiveness 

dimension) definition “. Whereas Lumpkin and Dess (1996) proposed the definition, “an 

EO refers to the processes, practices, and decision–making activities that lead to new 

entry” (p. 136).  

 

However, there is criticism towards the reconceptualization of the original 

unidimensional definition (Wales, 2016), as the readaptation of the concept changes the 

comparability of studies within EO. In the Covin and Slevin (1989) definition one firm 

might have a high “EO-score” according to the traditional definition, and a low one on 

the multidimensional definition (George & Marino, 2011), as Lumpkin and Dess (1996) 

imply that it must lead to new entry. Therefore, George and Marino (2011) argue that EO-

research should remain consistent, meaning that theoretical concepts and definitions 

should not be redefined, but rather refined. For the purpose of this thesis, we will aim to 

follow George´s and Marino´s suggestion, by using a unidimensional scope with Covin 

and Slevin´s (1989) definition when researching EO, however, the findings may generate 
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an interpretation of their work where additional dimensions are significant. Nevertheless, 

the initial focus will be on risk-taking, innovativeness and proactiveness in relation to 

KIBS.  

2.2.1 Entrepreneurial Orientation and Leadership  

Previous research has concluded that management style plays a significant role in a firm´s 

ability to build a successful entrepreneurial posture (Bouchard & Basso, 2011; Muchiri 

& McMurray, 2015). Firm performance in established firms is reliant on the 

entrepreneurial orientation of the leadership and the employees (Su et al., 2011). For a 

firm to have an EO, it must couple its sustained entrepreneurial behaviour with 

managerial attitudes positive towards engaging in uncertain activities over time (Covin & 

Lumpkin, 2011). To instil an attitude within an organisation where entrepreneurial 

engagement is flourishing, management should preferably develop an environment which 

does not show high resistance to change (Luu, 2017). Smith et al., (2012) identified four 

factors which promote employee innovation, namely, leader support, autonomy, 

collaboration and organisational norms of exploration. They stress the importance of 

leader support and norms of exploration, as it sets a climate in which employees feel safe 

to express new ideas as well as question existing practices, trust and attitudes towards an 

innovative atmosphere.  

 

Firm performance has historically been positively correlated with EO (Zahra, 1991; Zahra 

& Covin 1995). However, Wiklund and Shepherd (2011) argued that performance 

regarding EO shows great variance, mainly as some of the entrepreneurial efforts are 

“home-runs” whereas some are busts, thereby arguing that no accurate theoretical 

framework has emerged to study EO, as most research view EO as an advantage as their 

starting point. Therefore, making it important to study factors which manage the variance 

in the outcome of having an EO (Wiklund & Shepherd, 2011). Therefore, a factor which 

is important to investigate further is leadership. Leadership have been proven to correlate 

with EO, however, the significance of specific factors in leadership is difficult to draw 

precise conclusions on. Lee et.al, (2019) examined correlations between leadership and 

creativity, as well as leadership and innovation by conducting a meta-review on 13 

different leadership variables (Humble, transformational, transactional, ethical, leader-

member exchange, benevolent, authoritarian, entrepreneurial, authentic, servant, 
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empowering, supportive and destructive). 12 out of the 13 variables indicated that there 

is a correlation between the variable and innovation/creativity, thereby, (Lee et al., 2019) 

proposed that many leadership variables are likely redundant, as the assessment is not 

based on actual behaviour, but rather their assessment is based on attitudes towards 

leaders.  

 

2.2.2 EO and personality of leader  

Early work reached the conclusion that the personality of a manager is correlated with 

EO in SMEs (Small and medium-sized enterprises), as leaders´ “directedness” was 

highlighted as the most significant factor (Miller et al., 1982). Directedness refers to a 

leader’s quality of directing something, in this context, a firm, a group or an individual. 

However, directedness becomes ambiguous in this context as the term “quality” of being 

directed by someone is subjective in its nature. Miller et.al (1982) referred to Rotter´s 

(1966) study on locus of control, and that a manager´s locus of control was a contributing 

factor to a manager’s behaviour. Locus of control is either internal or external focus. One 

who believes they control the outcome has an internal focus, whereas one who believes 

they do not have control of events and attribute faith, luck and destiny has an external 

locus of control (Miler et.al, 1982). Subsequentially, portraying the argument that one 

who has an external focus, is less probable to exhibit risk-taking, proactive and innovative 

behaviour, and vice versa. Based on their observation, the manager's locus of control is a 

personality trait of essence in developing an EO.  

 

Employees are more likely to follow and get inspired by a leader who has strong personal 

values and exhibits charisma (Zhang et al., 2011). Effective leadership is characterised 

by followers identifying and attempting to emulate their behaviours (Muchiri & 

McMurray, 2015). By those premises, a leader who is charismatic and who displays risk-

taking, innovative behaviour and, proactivity is likely to inject the organisation with an 

entrepreneurially oriented focus, as employees are inclined to copy their behaviour at 

work.  
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2.2.3 Skillset of leaders to develop an EO   

Leadership´s role is not only on a collective level, but it also encompasses individual 

consideration. To motivate colleagues, leaders should aim to listen to their followers and 

personalise their interactions with them, while doing so attempting to understand their 

individual needs and desires. Alasoini (2013) suggested that broad-based employee-

driven innovation should be encouraged by the management of the organisation. Based 

on those criteria they attempt to motivate them, and delegate assignments based on their 

qualities and needs (Muchiri & McMurray, 2015). By this notion, individual interaction 

with followers allows a leader to identify which employees are likely to proactively 

engage in and initiate entrepreneurial activities and encourage them to do so. In 

accordance with this, a leader´ listening comprehension and their capability to act upon 

their understanding of followers´ needs are factors influencing the way a firm or group is 

set up. By leveraging this knowledge, the leader can aim to organise it with an EO.  

 

An extensive amount of work has been conducted on transformational leadership and its 

effect on EO (Muchiri & McMurray, 2015; Engelen et al., 2015; Liu & Lee, 2019). In the 

context of small firms, Muchiri and McMurray (2015) stress the importance of people in 

positions of influence developing in areas relating to transformational leadership, namely, 

idealised influence, inspirational motivation, individualised consideration and intellectual 

stimulation, as these skills are related to a higher level of EO and higher performance. 

Further, Liu and Lee (2019) highlight that transformational leadership have a positive 

relationship with service innovation as well. However, both Muchiri and McMurray 

(2015) and Liu and Lee (2019) stress the importance of examining the role of leadership 

in EO with different leadership styles and other sectors.  

 

2.2.4 EO and organisational culture and climate  

EO has been referred to as an organisational state which manifests itself in the quality of 

entrepreneurial behaviour and processes (Ireland et al., 2009). Organisational culture has 

been identified as shared, deep underlaying values and a set of meanings within a firm 

(Reichers & Schneider, 1990). According to Schein (1985) culture exists concurrently on 

three levels: (1) Assumptions, basic beliefs about human nature and reality (2) Values, 

social principles or goals and, (3) Artefacts, visible and tangible results of activities 
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grounded in the values and assumptions. Thereby, the organisational state can be 

understood as being supported by the culture within an organisation.  

 

Leadership and management play a significant role in developing an organisational 

culture (Ensley et al., 2006) as management sets procedures and policies which 

subsequentially impact individuals´ behaviour (Khan & Ahmed, 2019). An antecedent for 

acting initiatively is psychological safety within an organisation (Bear & Frese, 2003). 

To enable proactive and initiating behaviour, employees require an environment in which 

they feel safe to express opinions and ideas without the fear of receiving harsh criticism 

from superiors (Colquitt & Greenberg, 2005). At an organisational level having a climate 

for initiative refers to formal and informal practises and procedures which support a 

proactive and self-starting approach to their work (Bear & Frese, 2003), thereby, a 

company climate which supports initiative plays a significant role in the implementation 

of innovations (Pilar et al., 2014). 

 

Morrison and Phelps (1999) suggest that top management´s encouragement of individual 

and group initiatives affects the initiative culture at an office. Individual initiatives 

resemble two pillars of EO, namely risk-taking behaviour and proactive behaviour. 

Further, organisational culture is a strategic resource which can be leveraged into enabling 

entrepreneurial behaviours (Ling et al., 2020). Resistance from upper management due to 

hierarchical structures tends to develop a degree of ambivalence from the followers 

(Eisenberg, 1984) and can create a feeling of losing their autonomy (Sobrinho & 

Glâveanu, 2017). Making the hierarchies within an organisation a cultural aspect which 

affects EO as well. 

 

2.3 KIBS 

As mentioned in the background, KIBS are firms which have an abundance of 

professional and technical knowledge focused on solving specific customer-centric 

problems (Hertog, 2000). Considered as agents of distributing and transferring knowledge 

and innovation to their clients (Miles et al., 1995; Hertog & Bilderbeek, 1998) KIBS play 

an important role in the economy since the late '90s and was in the early 21st century the 

fastest growing business area in the European economy (Miles, 2005). KIBS, cannot be 
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separated from the environment in which they operate in, as they have an impact on 

national and regional levels, economic and social factors, and macro and micro-

environment. Thus, have progressively become more valuable for their clients and their 

sectors in order to stay competitive (Miles, 2005).  

2.3.1 Innovation in KIBS  

There is an ongoing debate regarding the classifications within service innovation 

research (Edvardsson & Olsson, 1996; Droege et al., 2009). One aspect of the service 

sector is that innovation is much more difficult to identify in comparison to innovation 

within manufacturing (Van der Aa & Elfring, 2002). The debate is mainly concerning 

distinctions, namely product and service innovation, and innovations for the organisation 

or innovations within the industry (Mansury & Love, 2008). For our purpose, we are 

going to bunch these distinctions into one category, namely innovation within the KIBS 

firm. The reason the distinctions are made is commonly to measure the effectiveness of 

an innovation. As we do not intend to measure the effectiveness of innovation, but rather 

investigate leadership which promotes innovative behaviour the distinctions appear 

redundant.  

Innovation in KIBS-firms has a close connection with clients, as KIBS-firms´ are often 

in pursuit of delivering customisable solutions, thereby innovation is often co-produced 

with the clients (den Hertog et al., 2010; Van der Aa & Elfring, 2002). This supplier-

client dynamic allows KIBS-firms to indulge themselves with industry and client-specific 

information, and via that interaction identify new business opportunities (Cabigiosu & 

Campagnolo, 2018). The consultants are therefore put in a position where they can act 

proactively, i.e., identifying opportunities and possibilities to advance the firms´ 

offerings, leading to an opportunity to innovate (De Brentani, 2001; Figueiredo et.al., 

2017). Even though they are put in a position where they have close collaboration with 

clients, Taminiau et al. (2009) stress that innovation in consulting firms is problematic, 

as consultants have limited time to innovate. However, they claim that a consultant's most 

successful route to innovation is through informal knowledge sharing with clients, 

colleagues and managers. Business relations and friendship relationships within the 

organisation enlarge the possibility of knowledge exchange (Argote et al., 2003). Sturdy 

et al., (2006) claim that the informal settings such as lunches, dinners and drinks together 

will facilitate smooth knowledge exchange. Taminiau et al. (2009) additionally claim that 
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formal knowledge sharing practices are important, referring to knowledge sharing which 

is institutionalised by management. Lastly, Sarkar et al. (2016) concluded that KIBS-

firms´ performance is positively influenced by the EO-dimension innovativeness, 

however, risk-taking and proactivity showed no significant relationship with firm 

performance. However, that study is focused on firm performance in relationship to EO, 

and not on what influence an organisation to be entrepreneurially oriented.   

2.3.2 Leadership in KIBS 

Zieba and Zieba (2014) studied knowledge management in KIBS firms and found 

leadership practices that develop employees professionally and foster knowledge creation 

influence a company’s innovativeness. Gomes et al. (2021) studied transformational 

leadership in the context of work-life balance, organisational learning, and service 

innovation in KIBS firms and concluded that there is a relationship present. In their study 

on the effects of directive and participatory leadership in management consulting team 

projects, Li et al. (2018) found that directive leadership resulted in higher efficiency and 

lower team creativity, whereas participatory leadership resulted in higher creativity but 

lowers efficiency. Depending on the wanted outcome, leaders can balance and emphasise 

either of the two leadership approaches i.e., team efficiency or creativity. 

These leadership style findings parallel with ambidextrous leadership, since both identify 

the different outcomes of leadership styles, although ambidextrous leadership goes 

further to suggest the need to flexibly alternate between the two, depending on the goal 

sought to achieve (Rosing et al., 2011). Bruccoleri and Riccobono (2018) found in their 

analysis that Management-by-Objectives (MBO) in consulting companies enhance 

employee innovative behaviour if the strategy is implemented properly. MBO focuses on 

tasks and goals and could thus be considered as transactional leadership. It also contrasts 

the findings of Li et al. (2018), by suggesting that innovation can still be achieved. This 

is an intriguing discussion within the field of entrepreneurship; mainly the importance of 

being a creative organisation versus efficient implementation of innovations in KIBS. A 

leadership theory which portrays this dilemma is ambidextrous leadership, and a 

manager’s ability to shift and balance between opening (Explorative) and closing 

(Exploitative) behaviour (Rosing et al., 2011).   
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2.4 Framework based on Literature review 

Based on the literature review, we have identified four distinct categories involving 

leadership influence on EO in KIBS: Leader’s skillset, leader personality, cultural 

influence of leader, and knowledge sharing structures. Each category has in previous 

research been linked with influencing whether an organisation can develop an 

entrepreneurial orientation successfully. The framework functions as guidance for what 

the empirical findings will initially focus on, however, the framework will be revised 

appropriately in accordance with the findings. The themes do have underlaying codes 

identified in the literature related to specific leadership styles and their effect on EO, thus, 

the findings will be theorised in symbiosis with the literature.  The identified priori codes 

are: Trust, autonomy, failure tolerance, psychological safety, knowledge sharing, 

initiative-taking, encouragement, openness, feedback, and goal clarity.  

 

Figure  1: Framework Based on Literature Review 
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3. Research Method 

_____________________________________________________________________ 

This chapter will outline the methodology we chose to adopt to address the research 

question, aim, and purpose of this study. This chapter will contain both discussion and 

argumentation for why this study is most suited for adopting the research philosophy, 

approach, and design we chose, as well as data collection, quality assurance methods 

and analysis. And finally, what ethical considerations we maintain during this study. 

 

3.1 Research philosophy  

To determine which research philosophy to adapt in our study, we had to take into 

consideration what our research question is; “How does leadership influence 

entrepreneurial orientation in KIBS, from the perspective of consultants?”. Ontology 

concerns the assumptions we make about the way we view the nature of reality, whereas 

epistemology represents the most acceptable way we take to inquire into the nature of 

reality (Saunders et al., 2012).  From an ontological viewpoint, researchers can adopt 

different approaches, that is realism, inter-realism, relativism, and nominalism (Easterby-

Smith et al., 2018). Since we are interested in exploring the various experiences the 

consultants have regarding leadership practices, we believe that a relativist ontological 

approach is most suitable. The relativist approach purports that there is no single truth, 

rather that there are many possible truths regarding a certain phenomenon, dependent on 

the perspective applied, and thus when results are combined, they become more credible 

(Easterby-Smith et al., 2018). Consequently, our respondents might represent various 

beliefs and experiences all of which are true, in a sense. For instance, some of the 

respondents might have experiences that are not shared by all the other respondents yet 

are nonetheless real and true. For that reason, a relativist ontological view of the nature 

of reality allows us to incorporate all the relevant experiences regarding our topic, with 

theory generation as our aim.  

The divide between the epistemological viewpoint revolves around positivism and social 

constructionism. On the one hand, positivism seeks to establish hard facts that should be 

determined through objective means and external factors, and that the social world should 

be viewed externally (Easterby-Smith et al., 2018). On the other hand, social 
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constructionism proposes that people, rather than objective and external factors, 

determine reality, and thus it is paramount to understand reality by making sense of the 

experiences people possess (Merriam & Tisdell, 2016). The latter method applies to our 

research on leadership’s influence on innovation in KIBS since we aim to make sense of 

the consultants' experiences of leaders’ influence on EO in their consulting work.  

According to social constructionism (also referred to as interpretivism), reality is socially 

constructed by people taking part in that interaction (Easterby-Smith et al., 2018; Merriam 

& Tisdell, 2016). As for our study, those taking part in this interaction are the leaders, 

consultants being interviewed, the team around them, as well as all other organisational 

members that might interact in this process, which creates collectively an understanding 

of reality for the consultants we interview. Additionally, our interpretation of their 

experiences is in a sense socially constructed by our understanding of their information, 

as well as the current literature. Intending to conduct several in-depth interviews with 

consultants shedding light on their understanding of the leadership’s influence on 

situations poised to lead towards innovation, we can build a more coherent and generous 

picture aimed at answering our research purpose.   

3.2 Research Design  

3.2.1 Qualitative research design  

In research design, when choosing the qualitative path, data will come in the form of 

words (Merriam & Tisdell, 2016). The qualitative approach emphasises on beginning 

with the observation of a certain phenomenon and tries to establish explanations for the 

observations afterwards (Ang, 2014). Qualitative studies use RQs which generally start 

with a “how” or a “why” (Saunders et al., 2012), which has influenced how we formulated 

our RQ. The qualitative research approach has been argued to be better suited for studying 

the complex structures of social sciences (Morgan & Smircich, 1980). In our pursuit to 

accumulate data, we adopted a qualitative approach to shed light on the phenomenon of 

how leadership influences innovation in KIBS-firms. As a result, this study produces 

words as data from which we derive our findings on consultants’ experienced influence 

of leadership practices and behaviours on EO within their company.  
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3.2.2 Research approach  

What determines the research approach of a study much depends on how the authors wish 

to make use of theory. This question revolves around three main approaches, that is, 

inductive, abductive, and deductive. The inductive approach is considered exploratory in 

nature, due to the approach first seeking out observations, after which a hypothesis can 

be made, followed by a theory built on these premises. The inductive approach is usually 

applied to qualitative research methods. The deductive approach is viewed as the opposite 

to the inductive. The deductive approach begins with building an understanding of 

literature and formulating a theory or hypothesis from it, after which the hypothesis can 

be tested, often using a quantitative method (Ang, 2014; Saunders et al., 2012).  

The Abductive research approach is used when neither inductive nor deductive is 

sufficient, for instance when seeking to generate theory based on pre-determined 

assumptions from existing literature, or when surprising findings emerge from the data. 

Thus, requiring the researcher to shift back and forth between inductive and deductive 

approaches (Cassell et al., 2018; Saunders et al., 2012). Timmermans & Tavory (2012) 

argued that grounded theory in conjunction with an inductive approach has been 

unsuccessful to generate fruitful theory, specifically due to applying the inductive 

approach. Timmermans and Tavory (2012) argued as follows: “...these approaches tend 

to suggest that the sociologist approaches an empirical site with a “favorite theory” 

(Burawoy 1998:16) in mind. As we have argued extensively in the article, we believe this 

to be unhelpful. It is through the engagement of data with a multiplicity of theorizations 

that we can make the most of the possibility of generative abduction”. Following this 

thinking, we believe it to be beneficial to engage with literature as well as findings to 

generate the most fruitful outcome.    

Dunne and Dougherty (2016) defined abduction as “the process of reasoning in which 

explanations are formed and evaluated […] style of research based on discovery and 

understanding, not prediction and testing” (p.135). In our study, we are applying the 

abductive method, since the literature is not clear on what leadership styles influence 

innovative behaviour from an EO perspective. Abduction allows us to formulate an idea 

of this phenomenon to the extent that literature addresses it, whilst having the opportunity 

to adjust it into a model based on the findings of this study. As described in the last part 
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of the literature review (section 2.4), we have built a model based on the existing 

literature, however, it can be adjusted based on the empirical data to better explain and 

make sense of the dynamics of the subject matter.   

3.2.3 Research Purpose  

When formulating the research design, Saunders et al. (2012) suggest that there are three 

distinct paths researchers can take. Those are exploratory, descriptive, and explanatory 

studies, or any sequential combination of these dimensions when choosing mixed 

methods research. Pertaining to our study, the exploratory dimension is most aligned with 

the philosophical and methodological approach of this study. Since we aim to conduct 

interviews with consultants to better understand their experiences of leadership influences 

on innovative behaviour, we believe that it best aligns with exploring literature as well as 

the interviewees’ experiences. “Because of their exploratory nature, these interviews are 

likely to be relatively unstructured and rely on the quality of the contributions from those 

who participate to help guide the subsequent stage of your research” (Saunders et al., 

2012, p.171). Furthermore, Saunders et al. (2012) point out that exploratory studies 

possess the ability to be flexible and adaptable to any changes that might occur during the 

execution of the study. This ties back to the abductive research approach we outlined 

earlier, which has a very similar quality to adapting to changes, or new findings that 

emerge from the research.  

3.3 Research Strategy  

Saunders et al. (2012) describe the importance of research strategy to reside in the 

insurance of coherence throughout the research project. The most common research 

strategy when aiming to generate theory is Grounded theory, however, as argued in “3.2.2 

Research approach” there are some shortcomings with it. Recently scholars have 

criticised Grounded theory due to its lack of new theory emergence from its practices. 

The argumentation as to why Grounded theory is flawed is mainly its rigidness and strict 

rules to let theories emerge solely inductively, instead of imposing an analytical 

framework a priori (Timmermans & Tavory, 2012). Hence, we have adopted a strategy 

which allows us to apply abductive thinking with the aim of generating theory based on 

surprising research evidence; namely, abductive analysis. An abductive analysis is the 

interplay between existing theories and emerging data and allows us to make preliminary 
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guesses when unexpected findings occur, in the pursuit of theory generation. If there are 

no anomalies between the data and existing theories, we have rather verified the existing 

ones (Timmermans & Tavory, 2012). To accompany the abductive analysis approach, we 

have decided to analyse the data using a template analysis technique. Template analysis 

allows for prior specification of codes/themes (King, 2012), and practically when 

conducting abductive research, the researchers should think through the different 

conceptual and theoretical frameworks in the coding process (Timmermans & Tavory, 

2012). Hence, template analysis seems fitting for abductive reasoning. The priori codes 

were identified in the literature review and will be part of our data analysis, as well as 

theory formulation unless shown insignificant. The template analysis will be explained 

further in the section “3.4.5 Data analysis”. 

3.3.1 Research method  

The main reasons for applying a semi-structured interview to our method are 1) a vast 

number of questions we seek to answer, 2) because of the questions’ complex nature and 

open-endedness, and 3) the order in which the questions are asked might need to be 

changed (Saunders et al., 2012). The way we structured our research question requires 

exploring the experiences consultants have of their leaders’ influence. This results in an 

extensive interview guide (Appendix 10.3) with various and, sometimes, complex 

questions. Since we are exploring many topics related to leadership and innovativeness, 

the route the interview takes based on the interviewee's answers might lead to a change 

in the order in which questions are asked and answered. Furthermore, semi-structured 

interviews are useful in situations where it is important to comprehend the construct that 

respondents base their answers on in a specific situation (Easterby-Smith et al., 2018). 

With regards to our research, it is important for us to understand the consultants’ 

perception and experience of the construct leaders have developed for influencing EO in 

KIBS. 

The time horizon in this study is cross-sectional, due to the nature of the study seeking to 

understand a certain phenomenon at a particular time (Saunders et al., 2012). More 

specifically, we believe the cross-sectional time horizon to be most suitable since we are 

exploring what consultants' experiences are with regards to the research topic at a 

particular time, a snapshot of the situation. Consultants’ experiences might certainly 
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evolve over time. However, our focus resides at a certain point in time. The interviewees’ 

answers will be considered separate, nevertheless, for this study, their answers will be 

compared with each other to achieve the aim of this study.   

3.4 Data Collection 

In qualitative research design, there are several methods to acquire data. Our primary 

source of data collection is semi-structured interviews, as it allows us to “dig deep” into 

people´s experiences, opinions, views and stories (Easterby-Smith et al., 2018) related to 

leadership from a consultant’s perspective in a KIBS-firm.  The purpose of interviews is 

not to identify facts or truths, but rather to derive interpretations from conversations and 

gain an understanding of the respondents’ experiences (Warren, 2001). Therefore, to 

collect data we have conducted qualitative interviews with consultants to gather relevant 

data to answer our research question: How does leadership influence entrepreneurial 

orientation in KIBS firms, from the perspective of consultants?  

3.4.1 Primary Data  

Data which is collected first-hand by researchers with the aim to collect insights and 

understanding of their research topic are considered primary data. One of the benefits of 

primary data is that we as researchers can tailor the design, and thereby, construct an 

interview fit to our purpose (Easterby-Smith et al., 2018). The structure of the interview 

determines how questions are formulated, as well as how the interviewee will be able to 

respond (Lee & Aslam, 2018). For our purpose, we have chosen to conduct the interviews 

with a semi-structured approach, as we believe it is necessary to structure the interview 

in a manner which promotes reflection and enhances the probability of the respondent 

opening, thereby, giving insightful information. 

  

3.4.2 Semi-Structured interviews  

Interviews are a common method to use when conducting qualitative research, as it allows 

us as researchers to control the collection of data (Charmaz, 2001). We constructed an 

interview guide (See Appendix 10.3), which has been the basis for the interviews. 

However, with a semi-structured approach, we are free to add questions to the interview 

as the interview takes place, dependent on what the interviewee stress as important. This 

allows us to ask follow-up questions, not included in the interview guide, and by doing 
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so it allows us to uncover important information (Charmaz, 2001). When constructing a 

semi-structured interview, it is important to focus on how the questions are formulated. 

A semi-structured interview question is ideally formulated with an open ending, to ensure 

that the interviewee reflects and describes their experiences (Warren, 2001), in this case, 

reflections about their leadership in relation to EO.  

 

One aspect of importance when conducting a semi-structured interview is creating an 

atmosphere where the interviewee feels safe and comfortable expressing themselves. A 

feeling of safety is crucial when conducting interviews, to achieve this we used a couple 

of techniques (Lee & Aslam, 2018). At the beginning of every interview, we made sure 

that they were aware of what they had agreed to when participating, confirming that they 

are completely anonymous and that we are complying with ethical research conduct. 

Secondly, we described our research in an unacademic manner, to assure their 

understanding of the topic, and to contextualise the upcoming questions. Additionally, 

the progression of the questions is important. Therefore, we began the interviews with the 

simple question “Tell me about your job as a consultant?”. This initial question is 

important for two reasons; one, it allows the respondent to talk freely about a topic which 

they are comfortable talking about, and two, it can give us contextual information which 

can be helpful throughout the interview (Lee & Aslam, 2018).  

 

We conducted the interviews in pairs over Zoom, one person acted as “assistant” and the 

other acted as the interviewer. The role of the assistant was to take notes, and at times, 

fill in with questions if appropriate. 8 out of 10 interviews were conducted in Swedish, 

however, the interviews with the Norwegian participants were conducted in English. 

Being able to communicate freely when participating in interviews, is important, 

especially as we are asking questions which lead to reflection and critical thinking. 

However, language barriers between Swedish and Norwegian were too large for us to 

communicate in a clear and understandable way. Therefore, English was the most 

appropriate language, as the participants had a professional level of English and it allowed 

everyone to communicate unimpededly.   
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3.4.3 Sampling Strategy  

Before reaching out to potential interviewees it is important to specify a sampling strategy 

and inclusion criteria (Figure 2). The sampling strategy is crucial for the quality of the 

study because it highlights why and how certain individuals were selected and qualified 

to participate in the study, if the sampling is unsatisfactory, it can become the Achille´s 

heel of the research (Walle, 2015). To assure that the respondents are qualified to discuss 

and reflect upon their experiences as consultants we decided to use a purposive sampling 

strategy. Therefore, we set specific criteria that the participants needed to fulfil to be 

eligible to participate (Walle, 2015).  

 

In qualitative studies, it is beneficial to use a purposive sampling strategy to assure that 

the participants have appropriate experience. However, different sampling techniques can 

be used in conjunction with each other (Palinkas et al., 2015; Easterby-Smith et al., 2018), 

hence, the sampling strategy additionally adopted a convenience sampling strategy. One 

criterion which was added in the pursuit of attracting participants was “Experience from 

working in a Nordic country”, which could be regarded as a convenience sampling 

strategy, based on our geographic location and our network.  

 

 

Figure  2: Inclusion Criteria 

 

 3.4.4 Outreach to consultants 

 As the sampling criteria were set, we constructed a LinkedIn post aiming to attract 

consultants who fit our sampling strategy. As the consultants did not have to be working 

in a specific industry within KIBS, that was not the focus, nor was the size of the 

organisation. Our primary focus was on the participants rather than the exact 

characteristics of the organisation. Especially, since the consultants did not have to reflect 

 INCLUSION CRITERIA  

1. Respondents must have at least one year of experience in consulting work 

2. Must be employed in a firm where consultant is a common position  

3. Must work regularly with clients  

4. Experience from working in a Nordic country 

5. Work in an organisation which is considered to belong to the KIBS-Sector 
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on their experiences with their current managers, in case they had worked as consultants 

at a different company prior to their current employer. However, one characteristic which 

needed to be fulfilled was “Must be employed in a firm where consultant is a common 

position” as the dynamic of a consult heavy firm is important to our research topic and 

question. We set out to interview 10 consultants, with the ambition to gather 1 hour of 

empirical data from each interview. In total, we were able to attract 10 respondents. 

However, due to circumstances during the interviews where we as interviewers wanted 

to ensure that we did not skew the data by influencing and guiding their answers too 

much, we chose to end the interviews where it seemed suitable, thereby many of the 

interviews lasted closer to 45 minutes. After conducting 10 interviews, we feel confident 

that we have reached a satisfactory saturation level of the data, as no new significantly 

different data was collected during the last interviews.  

3.4.5 Data analysis  

The main challenges with qualitative studies are interpreting, analysing and presenting 

large amounts of data in a comprehensive and compelling manner. The data, therefore, 

require thorough analysis and a clear description of how the analysis was carried out and 

how the conclusions were reached (Easterby-Smith et al., 2018). For our research, we 

have decided to analyse the data using template analysis as a technique. Template analysis 

is a qualitative data analysis technique which is described to be a mix of inductive and 

deductive reasoning, thereby, making it a suitable technique for our abductive approach. 

This approach allows us to work with some pre-existing codes as well as including codes 

which emerge from the data (Easterby-Smith et al., 2018). As the interviews have been 

constructed based on our pre-existing theoretical knowledge some priori codes had 

already emerged, which are highlighted in the initial framework presented at the end of 

the literature review (section 2.4). However, by working close to the data new themes 

emerged, which are relevant to the theoretical development of the field of EO and 

leadership. Template analysis is flexible in how it can be conducted, however, a 7-step 

process configured by King and Brooks (2017) is the recommended course of action (see 

Figure 3). King (2004) claims that as researchers there are three approaches to generating 

codes, one being the use of priori codes based on interview questions and later refining 

and adding codes after data exploration. Therefore, our first step of the analysis process 

was to set our priori codes. The codes followed our proposed framework from the 
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literature review (see Figure 1), and were divided into the 4 priori themes, Leader skillset, 

Leader personality, Cultural Influence, and Knowledge sharing. 

  

 

Figure  3: Configuration of King & Books (2004) p. 3-4 

 

Directly after conducting each interview, we familiarised ourselves with the dataset, by 

discussing the interviews and looking through the notes that the “assistant” of the 

interview took. Thereafter, we transcribed and translated the data from Swedish to 

English. By transcribing and translating the interviews we familiarised ourselves and got 

a better understanding of our empirical material. However, conducting interviews in 

Swedish and then translating them to English comes with some challenges due to 

translation discrepancies, as some words are not always directly translatable, but we are 

confident that the translations are accurate in accordance with what the respondent said 

and meant. 

 

We decided to manually code the data, as there are limitations to computer-aided coding 

programs, mainly related to the programs´ rigidness (King & Brooks, 2017). The first 

step of the coding process was to identify preliminary codes. To facilitate the coding 

process, we highlighted and put comments on sections and words of interest from the 

transcript and attached a number to the comment trying to put them in preliminary themes. 
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In thematic coding styles, there are numerous definitions of what constitutes a theme, we 

decided to follow King and Horrocks (2010) definition, “recurring and distinctive 

features of participant´s accounts, characterising particular perceptions and/or 

experiences which the researchers see as relevant to the research question (King & 

Horrocks, 2010: 150). The themes must be distinct from each other, they cannot be 

isolated incidents, and those themes are not objective facts (King & Brooks, 2017).   

After analysing the interviews, the final template emerged (see Figure 4). This template 

is represented in a hierarchical order, where the most important themes represent the 

headlines Cultural influence, Leader skillset, and Managerial tools. Whereas the topics 

that still were considered important enough to make up a code, but occurred less often 

than the others, are placed lower in the table beneath their respective theme (King & 

Brooks, 2017). Therefore, our hierarchy is based on how frequently these themes and 

codes emerged from the data.  

Figure  4: Template Analysis Themes 

Template Analysis Themes

1. Cultural Influence

1.1 Trust & Autonomy

1.2 Failure Tolerance

1.3 Psychological Safety

1.4 Informal Knowledge Sharing

1.5 Initiative-taking Culture

2. Leader Skillset

2.1 Encouragement

2.2 Openness

2.3 Shared Values

2.4 Appraisal

2.5 Feedback

2.6 Communication Skills

2.7 Supportive

2.8 Goal Clarity

3. Managerial Tools

3.1 Structure for Knowledge Sharing

3.2 Innovation Process Structure
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3.4.6 Data Quality  

When conducting research, it is important to put several quality-assurance measures into 

consideration. To perform thorough and systematic research, reflection and transparency 

are crucial for the quality of the study. Qualitative studies do not aim to find statistically 

generalisable results, rather they aim to be subjective and internally generalisable 

(Easterby-Smith et al., 2018). To conduct a trustworthy qualitative study, the most 

significant quality assurance measures are credibility, transferability, dependability, and 

confirmability, which will be described in detail below.   

3.4.7 Credibility  

Credibility is the single most important factor in terms of establishing trustworthiness in 

the study. Credibility essentially means that the researchers demonstrate clear links 

between the research´s findings and reality. There are numerous techniques to establish 

credibility, one being peer-debriefing. Peer debriefing is a method which allows opinions 

of outside sources to objectively challenge our work (Lincoln & Guba, 1985). During our 

analysis process, we shared our work with one person with no strings to our work as well 

as class colleagues and our supervisor to identify blind spots and challenge our work. 

Additionally, having 10 interviews, ensure that we gather and analyse multiple sources 

of data, thereby, reducing the risk of bias towards a single respondent.  

3.4.8 Transferability  

The goal of qualitative research and abductive analysis is to generate theory, and 

transferability refers to whether the findings and knowledge are applicable in other 

contexts and scenarios (Easterby-Smith et al., 2018). To improve the transferability of the 

research we have applied some well-established techniques. By giving a thorough 

description of the methods and the context in which data was collected and analysed 

(Lincoln & Guba, 1985). Additionally, our sampling criteria for participants, including 

experience and industry of the participant, further increase the transferability of the study. 

Thereby, these criteria can be used in contexts outside of KIBS-firms, to see if the theories 

which emerge are relevant to other industries as well.  
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3.4.9 Dependability  

Dependability assures the consistency of the research findings through measures that are 

set in place for the data analysis, such as overlap methods, stepwise replication, and 

inquiry audit (Lincoln & Guba, 1985). The interviews were conducted by two 

interviewers simultaneously, however, the data analysis was performed individually by 

each author. We systematically audited at certain intervals each other's progress on the 

analysis, and critically reviewed and compared each other’s findings to satisfy a coherent 

structure to our findings. We involved the thesis supervisor throughout the process of 

writing this thesis to review our progress in an evaluative manner. If the interpretation 

became challenging, or findings were based on weak connections due to unclear data, we 

contacted the respondent to further elaborate on what they exactly meant by their answer.  

3.4.10 Confirmability 

Confirmability of the study revolves around the notion that the researcher should remain 

distanced from influencing the findings, consequently, the findings are not rooted in the 

researcher's objectivity, but rather in the data (Lincoln & Guba, 1985). Being aware of 

the pitfalls of biases, we avoided conducting interviews alone, which allowed us to hinder 

each other’s biases to impede our neutrality as researchers. During the interviews we 

never expressed our interpretations of a certain answer the respondents gave, to avoid 

reactivity and steering the interview in an unnatural direction (Saunders et al., 2012). On 

the contrary, we did ask follow-up questions to the given answers when necessary, 

maintaining a natural development of the interview process. As mentioned earlier, to 

avoid influencing each other’s interpretations, we transcribed and analysed the data 

separately. Furthermore, we went back over the method, analysis and findings to maintain 

consistency in our work. Nevertheless, we reviewed and cross-checked each other’s work 

when a new finding had emerged, and when a single interview had been transcribed or 

analysed.  

3.5 Ethical consideration   

Ethical considerations are crucial for the study's quality. When conducting research 

ethical issues and dilemmas can easily develop, and they must be considered throughout 

the entire research process. The purpose of prioritising ethics is to avoid the research 
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causing any harm to participants or their organisations. An area where potential ethical 

troubles may arise is the participants' anonymity in the study. It is crucial for both 

individuals and companies to remain anonymous throughout the study for numerous 

reasons. For the participants, anonymity assures that they can safely express any feelings, 

opinions or facts about their current or former employer which could potentially harm 

their position, relationship or reputation within the firm. From the firm´s point of view, 

they are keen to keep sensitive information about people or strategies concealed as it 

could potentially affect their reputation or competitiveness. Thereby, anonymity is of 

utmost importance. To comply with this, every company name or personal name has been 

anonymised from the transcripts as well as throughout the study, and we have made sure 

no personal information is used which can be traced back to any specific individual or 

organisation. To assure that all participants are aware of this, they both sign a GDPR-

form which specifies how we will use their personal information, as well as having their 

rights described to them before and at the beginning of each interview, where we have 

clearly articulated and made sure they are aware of their rights. To ensure that the personal 

information does not get in the wrong hands, the video/audio files and transcripts have 

been kept in a password-protected folder on a one-drive folder. Once the research has 

been completed, the data will be deleted, to further make sure that the information is not 

leaked.  

When data is analysed, it is crucial for us as researchers to avoid misinterpretation. To 

reduce the risk of misinterpretation we conducted the interviews in pairs, we transcribed 

the interviews individually and analysed them individually while familiarising ourselves 

with the data. Thereafter, honest and critical discussions about our interpretation were 

held, to ensure we avoid any misinterpretation. If uncertainty was still apparent, we 

contacted respondents for clarification on whether our interpretation of their responses 

was accurate 
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4. Findings  

 

In this section we will highlight the findings from our interviews. We have categorised 

them in line with the template analysis method, which gives this section structure. Due 

to the extensiveness of this section, we constructed a findings road map to help guide 

the reader through this section.  

 

The following themes have been identified to be the focal point of understanding the 

influence leadership has on EO in KIBS-firms, namely, Organisational culture, Leader 

skillset and, Managerial tools. From the findings, key aspects in each category have 

emerged concerning how it influences EO in KIBS-firms. The priori theme, leadership 

personality was not reoccurring enough in the data to be viewed as a separate theme, as 

most of the behaviours were viewed as leadership skills. If a trait were mentioned, it was 

closely related to their skillset, hence leadership skills and traits have emerged as a new 

theme. Knowledge sharing structures from the literature review existed, however, 

additional structures for innovation process emerged as a significant code. Thus, placing 

both codes under the Managerial tools theme.  

Each category has underlying codes which have significance for each theme and are 

ranked following our template analysis (which rank the codes based on frequency).  Most 

of the codes have been identified in the literature review, however, we were able to 

identify a couple of new emerging codes within the themes. The emerging codes are 

appraisal, shared values, communication skills, supportive, and innovation process 

structures.  The roadmap to findings (Figure 5) represents how the themes are structured, 

and which codes have emerged under each theme in a hierarchical order.  
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Figure  5: Roadmap for Findings 

 

4.1 Organisational Culture 

All the respondents have highlighted that leadership and management have a direct 

influence on the organisational culture. Therefore, we have delved into what type of 

culture is necessary for consultants to exhibit entrepreneurial behaviours at a firm and 

how leadership influence that. From the interviews five sub-themes have emerged, which 

are the blocks we have identified as organisational culture aspects. Respondent I´s 

description of the leaders´ role in influencing the culture gives a clear depiction of its 

importance.  

 

“They [Management] are role models for the culture. I feel like it should be 

like that in most organisations, since they are the most experienced and 
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have been there the longest. So, I think it is their job to set the standard or 

policies for how the culture should be”. Respondent I 

4.1.1 Trust & Autonomy 

Having autonomy and the sense of freedom in one’s work and its effect on innovation 

have been explicitly talked about. Respondent A, claims: 

 

” For me the most important thing to promote innovation has been to “let 

me free” – Respondent A    
 

Respondent B, says freedom is the greatest thing at the workplace, however, does not 

make a clear connection with being innovative. Nevertheless, it is crucial for feeling 

trusted by management. Likewise for Respondent G.  

“If we turn the question around, what my manager does [to give me 

freedom]. I never feel monitored in any way. So, the freedom to be able to 

do my work my way is the greatest thing I have. […] The fact that I get to 

do this, that they trust me to do this. This is the most significant element that 

allows me to feel free in my role.” – Respondent B  

“But the biggest thing is that the boss shows confidence in you, I think that 

is absolutely the most important thing.” -Respondent G 

The same respondents claim that the most negative behaviour a manager can do to hurt 

the feeling of trust and autonomy is by micromanaging them.  

“We work very data-driven, which can reduce the feeling of autonomy if 

someone is monitoring and poking at it constantly. That is something which 

I feel. There is a trust between me and my managers, and if they are looking 

at data and waving it at my face, I feel like they lose the confidence in me. 

So, if they are micromanaging or micro monitoring that can definitely hurt 

it” – Respondent A  

“I have had previous managers who were micro-management oriented. 

They have forced themselves to be part of every step of a process, which has 

hampered my creativity and innovation capability. I have also been at 
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companies that have obvious rigidities that have been there a long time, 

which have been resistant to change and constrained innovation.” -

Respondent B 

4.1.2 Failure tolerance  

Many respondents claimed the importance of not being afraid to fail. This has been 

attributed as an organisational cultural question, as the focus is on how managers and 

colleagues react if the consultant makes a mistake, and how that influences their 

willingness to contribute with new and creative suggestions.  

“If they are like very open, a bit humorous and you´re very unafraid to fail. 

Then we will get this kind of innovative culture where people will not be 

afraid to suggest things” -Respondent C 

“I think if you feel a little fearless, "yes but I can do this" and then you can 

take the next step and you can challenge yourself, and when you challenge 

yourself, you have to make mistakes, learn sometimes and one is not afraid 

to challenge oneself here because the managers provide a prerequisite for 

doing so.” -Respondent J 

Respondent A & I´s insights took it a step further, by giving an example of a management 

team that embraces their failures, to instil a culture which makes it acceptable. As the 

respondent puts it, it is not a failure, it is a lesson learned.   

“I think it´s the classic cliché “lesson learned”. And that the manager 

portrays that feeling, by being skilled at telling employees about the 

mistakes they have done, “When I was in this position three years ago, I 

made this mistake, but I learned from it”. Additionally, we have a forum 

every Friday called “F**ked up Fridays” at our office, with the purpose of 

talking about mistakes you have done to really instil the culture that it is 

OK to do wrong” –Respondent A 

“We try something new, and we don´t really know how it´s going to go, 

since no one has tried it before. We do this all the time, and quite often it 

does not work out. We have quite a lot of wiggle-room. My manager would 
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rather react like “okay, now we know this does not work, so we make 

changes to it”. There is not really room for calling something a failure, 

rather that we just try and test something”. Respondent I 

Most respondents explained in different ways how it is important to have an acceptance 

from managers when they make mistakes, and without that acceptance, they would not 

be willing to step out of their comfort zone to be innovative. 

There´s two different mindsets. So, as a colleague of mine would say, either 

we win, or we learn. That's a good one. The other mindset is, either we win, 

or I can punish or kick [Fire] someone. That's the other side of that mindset. 

Yeah. And it gets directly back to psychology and safety of course. So, I 

believe the winning culture [The first example] is just maybe some part of 

the secret sauce in being a well-run innovative company.” -Respondent D 

4.1.3 Psychological Safety 

Managers/management affect the psychological safety of the consultants. Respondent E, 

mentions that the single most important thing a manager has done to promote innovation 

is to provide one with what is in one´s perspective, safety. The feeling of safety gives 

room for creativity as well as less stress, making it easier to contribute with new ideas. 

Additionally, Respondent F says that psychological safety is crucial for having an 

environment where people dare to come up with radical ideas.  

“The best thing my manager has done is to constantly say, "you do not work 

for me, you work here because you want to work here. You should take it 

easy, you should think about your family. Think about living a long life. You 

have 40 years until pension." You get that feeling of... [Breathes a sigh of 

relief]. And that is when ideas begin to come. That is the best thing [A 

manager has done]. She has made me calm and stress-free. And that is what 

I think is the best for coming up with new ideas.” -Respondent E 

“[…] that you have a relationship where you have psychological safety and 

that is when "crazy" ideas come out.” -Respondent F 
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“Having those kinds of people in central roles is super important because 

juniors very easily adapt culture and very easily adapt to strategy. So, if 

those cultures and strategies are toxic and unsafe, and not free, then it 

would be a very horrible place to work and it would be difficult to try and 

test things” -Respondent C 

Respondent C outlines the very opposite environment of safe, and how that would create 

a culture which inhibits trying new things. As a consultant,  some respondents stressed 

the importance of being able to disagree with managers without it being negatively 

reflected on them. Respondent E detailed how their culture allows for disagreements 

among co-workers and management as a method for arriving at the best outcome, and 

everyone having the chance to voice their opinion. 

 

“Everyone resolves their conflicts immediately, because we are open like, 

"okay, what is the actual problem?" [...] They delt with the problem directly, 

and no one goes behind someone's back. For me it is very good, but it is not 

for everyone, as we know. But all of us gather like that, and we can stand 

there and yell at each other and talk about a problem [...] but I think it is 

good when we deal with it directly, that makes one safe.” -Respondent E 

4.1.4. Informal Knowledge sharing   

Informal knowledge sharing refers to an employee’s willingness to share knowledge 

without being told to share, that it occurs naturally based on the environment that 

management and leaders have implemented. By sharing knowledge Respondent F argues 

that knowledge sharing creates conditions where it is easier to innovate, as knowledge 

sharing makes the organisation collectively smarter. 

“After all, collective intelligence is about creating conditions for knowledge 

sharing. Between individuals in complex contexts where you need many and 

you must be able to share knowledge because one person may not know 

everything. And I think it's really the same conditions that are needed to be 

innovative.” - Respondent F 
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Respondent E additionally highlight that informal knowledge sharing, outside the office 

context can strengthen the likelihood of employees sharing “crazy” ideas, and therefore 

operate as a source of creativity. Whereas respondent I, mentions that the firm organises 

activities to improve the social aspect of work life.  

“For instance, when we completed our business plan, we were not in some 

room but rather went to our branch managers house and rented a sauna. 

[…] You get to know colleagues more as a person and can be relaxed. You 

can come up with a crazy idea, and no one will judge you. I think that can 

give birth to more creativity.” -Respondent E 

“We have a very active culture. A lot of sporting events, a football team, 

masseuses. There is a lot of focus on wellbeing and an active life. At the 

same time, we have a lot of fun together. Every Friday at 15 o´clock we have 

afterwork with beers at the office” – Respondent I 

Whereas respondent J merits the easiness of building their network within the 

organisation as a tool for informal knowledge sharing. Additionally, a consultant 

mentioned that there are tools to use for knowledge sharing, however, it is the organic 

dynamic of sharing and seeking answers from co-workers making it feel as a natural part 

of her workplace to share.  

“This is something I'm fascinated by every day I come here. So already the 

first week we had a case, and then it was a matter of networking to get 

answers. And we had like 10 people that we were in contact with in the 

building. So, we have an internal chat where we just wrote in "hello, we 

heard that you are good at this, do you have time for a meeting", it is so 

natural here. And it is also part of being a consultant to build your own 

brand, your own little toolbox that you are good at, so that you will be 

approached and able to share with others”-Respondent J 

“We have a very active culture. A lot of sporting events, a football team, 

masseuses. There is a lot of focus on wellbeing and an active life. At the 

same time, we have a lot of fun together. Every Friday at 15 o´clock we have 

afterwork with beers at the office” – Respondent I 



 

 

 

 

45 

4.1.5 Initiative-taking culture  

From the findings, we have identified initiative-taking culture as a product of an 

organisational culture, which leaders and management have implemented. Respondent C 

mentioned that it was the norm at the consultancy to take initiative.  

“They we´re actually like almost disappointed if you didn't have 

independent initiatives […] I think they [management] are just a really 

appreciating people taking initiatives, even though they ended up not 

successful every time that they would appreciate the fact that someone tried 

something” -Respondent C 

Some organisations have directly focused on making it an atmosphere where it is easy to 

take initiative. Adding what happens if the initiatives are frequently dismissed or 

overlooked.  

“I have been to many places where you have innovation days, or different 

types of conferences for initiatives to be done. Meet people across 

departments in the organizations. And everything is based on trying to take 

more initiatives. […] I think many managers still understand that if they 

start putting people down it will come back and bite them. So, I do not think 

people are so keen on taking the initiative because of that [if put down 

frequently].” -Respondent G 

Respondent D makes a point by arguing that companies should aim to develop their 

business during good times, which makes them more equipped to manage bad times. 

Mainly pointing to a manager's role to remove hurdles and making it easier to take 

initiatives and opportunities when they present themselves.  

“I believe those using energy in good times to prepare for the bad times are 

the winners.  If you have an idea, something you want to innovate, make it 

easy to do it, make it easy to be heard, make it easy to raise a voice and be 

heard, make it easy to actually do something about it.” -Respondent D 
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4.2 Leadership skills and traits  

This section presents the key findings on skills and traits exhibited by managers in relation 

to their impact on EO. From the findings, eight categories have emerged as being relevant 

to develop an EO. The categories which emerged, are in some instances interlinked and 

similar, however, the categories have distinctions which differentiate them. For example, 

communication skills and being supportive can be related, however, they are not 

necessarily inseparable. 

4.2.1 Encouragement  

Management pushing a mantra that the consultant should explore things as a tool for 

learning and sharing was seen as positive. Respondent C implied that their managers were 

very encouraging towards their consultants to do so. 

 

“Our kind of successes would be that, they were very, very, very eager to 

kind of set us free, to kind of let us explore… to really push this in their 

motivation of wanting to learn and to share” 

 -Respondent C 

 

“Initiative-taking and creativity goes through our entire organisation. We 

have recently launched a new organisational agenda, where they encourage 

us to be more innovative and creative. It is grounded in that we have grown 

organically, and we must constantly develop something new to remain 

relevant on the market. [...] How it works in practice, we are allowed to 

take initiatives, like a case that we find interesting. Then it goes through 

managers all the way up to the CEO, to whom you then present your case. 

So, I would say there is a lot of space for this at this company. And that you 

are not just locked in on a specific assignment.”  

-Respondent B 

 

To contrast respondents C and B, we have identified a scenario with Respondent H where 

there is a lack of managerial encouragement towards trying new and creative things, and 

what that in time will likely do with one´s job behaviour.  
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“I would say, in time, I will most likely be a bit institutionalised to work in 

a specific way. And then I am going to be less inclined to test new things 

which is outside of the box […]. So, over time being pushed back inside the 

box when I attempt something creative and when that happens over and 

over again… […] I am probably not completely indoctrinated yet, but in a 

few years' time it is likely that it is me who pushes someone back into the 

box, without even realising it myself. My incentive right now is to work 

within the box, because that is when I get great feedback and can fast-track 

promotions” –Respondent H 

4.2.2. Openness 

A trait which has been identified is openness, especially openness to listening to the 

employees’ individual ideas. Stressing the importance of managerial attitude towards 

creative and innovative initiatives. Whereas some expressed it from the opposite side of 

the spectrum, that a manager’s inability to be open to new initiatives is a hindrance.  

 

“I only have positive experiences.  If we young people have an idea, it is 

very welcome, so it's a lot about the attitude of our managers. And many 

are very open to listening to our ideas.” -Respondent J 

 

“We faced difficulties with the manager who was actually more interested 

in continuing to do as he was used to, what he knew inside out. He had good 

connections in the organization, so then all the initiative died because he 

was there.” -Respondent G  

 

“We had a huge company buying us… things changed, like they often do. 

And then we had a leadership change with a leader that, that was kind of 

the opposite. that was more introverted and didn't meet up with the team. 

He put a new level of mid managers in between himself and the rest of the 

people and things started to not be that good” – Respondent C 

 

The respondents are clear that, when there is a lack of openness to new ideas, and that if 

they are more interested in working in ways which they had done before, it will affect 
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their motivation to contribute with initiatives, thereby, making it more difficult to be 

innovative.  

“Those characteristics that I have experienced from my manager, or the 

managers at the top, all of them have a common characteristic, and to me 

that is... If they do not understand something, they remain unafraid to 

receive information and ask questions, and they do not discard it. They do 

not feel outcompeted of me if I come up with an idea or say, "this will not 

work".” -Respondent E 

 

“What motivates me to contribute to innovation and new thinking, is when 

I am being challenged. But also, when I can challenge my managers way of 

working. The best meetings are when you leave with the most “aha-

experiences” and come up with a new way of approaching a problem is 

those situations. I think innovation and new thinking disappears if everyone 

is a “Yes-Man” so to say… I would not call it confrontations, but you have 

a real honest discussion where everyone is being challenged” -Respondent 

H 

 

Respondents E and H have experienced that a manager who is open to new information, 

and who is not quick to discard something because they do not understand it at first is 

crucial, thereby, showing an openness in receiving new perspectives. An additional aspect 

of the quote is a mangers openness to allowing someone to disagree with them. 

 

4.2.3 Shared Values 

Having values and a vision of what the organisation wants to achieve and what they stand 

for has been highlighted by the respondents. Respondent F signalling that lack of shared 

values and a lack of a community have a negative influence on innovation, additionally 

mentions that it is likely to be a common issue in the consultancy industry.  

 

It was a few years ago where I worked, there it was very "disconnected", 

that everyone ran their own race. [...] One felt "Why am I here, and how 

should I…". There was no community, and no common goal. And then you 
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had a bit of a hard time. In the consulting world that it is perhaps more a 

form of a network, and not a clear common culture. And I do not think that 

is good for innovation and creativity.”  

-Respondent F 

 

Whereas Respondent B experienced a way to build a culture, and how that can influence 

their personal motivation to be an innovative employee. 

 

“We had a kick-off last week, where both our CEO's had a presentation. 

Our company was founded in a cellar in 2003, and after that it's been these 

two have built it from ground up. They showed a movie where they 

described how it all started, all the crap they went through over the years, 

and what lead us to this point. For me, this was very inspirational and a 

driver to be innovative. Because I felt like being part of a company like this 

and understand how it was founded, what the idea is, and what the goals 

are. This created a drive in me. It was not any action that they took but only 

showed how everything went down. All the bumps in the road, people who 

left, people who came back, that gave me an immense drive to be a part of 

this, to take part of the innovation of this company.”  

-Respondent B 

4.2.4 Appraisal  

Developing a culture, where creativity and initiatives are praised and recognised is 

important for the respondents. Management and leaders play a significant role, by setting 

an example.  

 

“They [Management] like quite literally promoted the people that did 

creative stuff on slack and kind of applauded them for doing crazy stuff” - 

Respondent C 

 

“So, if you like initiatives and ideas to be in place, talk about it. Celebrate, 

and reward people in public for having those skills or ideas or using their 

voice […] But one kind of rewarding is also the talking. “Look here, I 
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want to tell the story about Michael, he did enormous things today”. 

Things like that.” -Respondent D 

 

Having forums for only positivity is an additional tool to give appraisal. The appraising 

culture seems to have significance when wanting to have employees take initiative. This 

is an extension of management leading by example and applauding creativity. 

“We have in the company a chat called "consulting praise", and that is for 

when you want to praise someone like, "This worked well on this project". 

And there are people who are really good at highlighting employees, like 

"this was damn well done, or creatively, or great". And I think that is a way 

to show appreciation and gratitude.” -Respondent J  

Respondent D stresses that a lot of management teams are failing in rewarding behaviours 

and outcomes which they want to achieve, creativity and innovation being examples of 

that. Arguing that many managers are not prioritising recognition for the behaviour they 

are searching for.  

 

“To measure and reward what you want to achieve. Like we do with kids, 

[…] But if you want to achieve something, reward it. We do it a lot as 

humans together. If I want you to do something, reward it. But In 

management we are so far out.”  

-Respondent D 

 

“Innovation has never been part of any incentives we have put in place. 

Not so that you highlight it, no”  

-Respondent F 

 

“Nothing formal [reward for innovation]. They have been discussing 

whether there could be, like, some "award" for an entrepreneurial spirit, or 

for coming up with something good as well.”  

-Respondent J 

 

Respondents F and J confirm respondent D´s view, of innovation not being a priority 

when setting up a structure for incentivising consultants.  Nevertheless, as indicated by 
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the respondent’s verbal appraisal and appreciation function as a form of reward for their 

initiatives.  

4.2.5 Feedback  

An aspect which has been of focus is feedback, however, what the respondents focus on 

is how the feedback is being given. Therefore, it is identified as a skill from the managerial 

point of view. Respondent F mentions the different values which feedback provides in 

terms of it being a format in which ideas can be exchanged and having the opportunity to 

get feedback in those settings, however, the quality of the feedback is what makes it 

valuable. Whereas Respondent A views it as important for personal development. 

 

“Formally, we collect feedback from colleagues and customers once every 

six months, which we then share with our closest manager. And then we 

get feedback from the boss, so it's a basic structure that we follow. We 

have an ongoing dialogue where we discuss things, where you can test 

ideas, so it becomes very genuine. Then different managers over the years 

have been varyingly good or bad at this. Feedback is a difficult thing” -

Respondent F 

 

“I appreciate it [feedback] as I want to develop, and I learn what I need to 

work on, and we set up a plan for that. I perceive it as free competency 

development.” -Respondent A 

 

“Feedback is very important. Not only for me to attain my goals, but also 

for me to get that feeling of, "okay, this person has listened to me", and that 

is important.” -Respondent E 

Respondent E stresses the value of appropriate feedback provides in his/her relationship 

with a manager, not only in terms of measuring development but rather as a managerial 

skill as it provides the “follower” with the feeling of being heard and listened to 

4.2.6 Communication skills  

Some respondents highlighted the importance of being a skilled communicator. 

Communication skills configure several dimensions such as being a good listener as well 
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as how a manager expresses themselves in relation to an individual coming up with a new 

initiative.  

“A manager should be a strong listener. Listen to what you say and bring 

that forward. That is a trait some people possess. Additionally, the leader 

should be aiming to create a culture which promotes that it is OK to ask 

questions and be creative. That is important when it comes to creativity, 

being a skilled communicator. For example, if you come with a “crap” 

suggestion, the manager should approach it with “this will not work, 

because of this and that.” And not call it “this is crap”. Because if you get 

that response you won´t do it again” -Respondent A 

Respondent A expressed the value of being a strong communicator in relation to being 

creative. Additionally, the skill is related to having the guts to come up with new ideas, 

dependent on how the manager communicates once a suggestion is brought forth since it 

influences whether respondent A would be likely to do it again.  

4.2.7 Supportive  

Respondent C stresses the importance of support when taking an initiative. Win or lose, 

the manager will have the consultants back at least. The process of initiating something, 

to designing and materialising it is a time where an employee feels they need the support 

from management.  

 

“they support you and during the way or the road from being super 

ambiguous to actually designing the idea and materializing the idea. This 

is kind of the time where you need the support from management. […] 

Every time you like had an initiative, they would just say, cool, do it, we 

will have your back”  

- Respondent C 

 

Respondent B had the experience of taking an initiative and thereafter was left alone to 

complete it. Thereby, contrasting the experience between someone getting support from 

management contra one who does not. Where the latter was viewed in a negative light, 

giving the consultant the impression that the manager is indifferent about their initiative.  
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“At my previous employer, we had a very old OPS system, felt like it was 

from the 80s. And my first question was how we could change it. I got it as 

my assignment to find a new system and suggestion on how we could 

transfer current databases to the new system. So, that was developmental in 

that way, but I did not get any support. So, they were like, "if you want to 

do this, then you must take it up as a personal case", instead of being 

supportive in helping me and being responsive about things that could be 

changed [...] that they basically did not care.” -Respondent B 

4.2.8 Goal Clarity  

Respondent F expresses that when pursuing a creative idea, there needs to be some clarity 

in what the organisation wants to achieve. Freedom is essential, but vision, goal and 

strategy from management are important as well. 

 

“It's a lot about getting a certain form of freedom, but still with some 

framework for creativity. Being fully free is very difficult for being creative, 

because you do not know which path you should be on. A manager still 

needs to have goals, a vision, maybe some basic strategies to get there. Then 

you as a manager still need to invite questions like, "okay now we are going 

there, but how can we get there?". It is like a freedom within a certain 

framework.”  

-Respondent F 

Respondent G stresses that if the consultant is the person who comes up with a new idea, 

then they need to be the one leading the way. However, a lack of goals/KPIs (key 

performance indicators) is often apparent in advance, which would have otherwise helped 

to evaluate the success of the project. Thus arguing, that it is important for management 

to put up goals for the ideas and initiatives that consultants are acting on.  

 

“It depends on whether you have taken the initiative yourself or if you have 

been assigned to it. If you have thought of the idea yourself, that there is 

something to do here. Then you also have the best understanding of what is 

a good or bad. So, it depends on whether it is assigned, or you took it 
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yourself. But in general, I think there is not enough goals on projects. Or 

so, too few KPI´s that are clearly linked to whether a project is good or bad 

in advance.” -Respondent G 

4.3 Managerial tools  

To set up a structure for an organisation which has an EO, two sub-themes have emerged 

from managerial tools. That is, elements management can concretely implement to 

develop an EO. The sub-themes are “Structure for knowledge sharing” and “Innovation 

process structure”.   

 

4.3.1 Structure for knowledge sharing  

“Knowledge sharing structures” seek to leverage knowledge sharing as a catalyst for 

innovation. As respondent E explains, they set up these events for sharing knowledge and 

brainstorming to generate new approaches for their business, rather than consultants 

doing it individually. 

 

“We also have these "Sweden-meetings" where we present projects that 

has been successful, and the client really satisfied. Those are presented to 

everyone, and then they say, "what a team we have here, who could 

develop this further?". Two times a year we have conferences where we 

discuss different streams. There we present our offerings, and the idea is 

to brainstorm for these projects. So, we actively work to change the 

strategy, what segments we want to go into, and what services we want to 

offer.”-Respondent E 

 

The response from B and C are similar to E, however, the knowledge sharing aspect from 

the second perspective is; 1), more frequent, and 2), more general. This type of knowledge 

sharing structure is to enhance the knowledge of the co-workers, based on what they have 

encountered during the past month/week. By having these structures, they were able to 

utilize their co-worker’s knowledge to sell new things as well as learn new innovative 

approaches from their co-workers. 
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“We would do it in more company-wide exercises and have this, they say 

one Friday a month where we would collect the whole company and teach 

each other, new frameworks [for example] that we could actually sell to 

customers and develop processes afterwards” – Respondent C  

“We have these weekly meetings with the whole company called "stand-

ups", where we share experiences, learnings, tips. We have an agenda 

where different people then go in and... yea, share their knowledge and 

information. We also have something called "hands-up" with smaller 

groups, where we go through what has gone well, less well, tips and tricks, 

and think about innovative way to do things. […] It is rewarding, and I take 

with me innovative ways of thinking.” – Respondent B   

 

4.3.2 Innovation process structure  

The “innovation process structures” are specifically designed to directly lead to 

innovation. Respondent C gave a response with a unique way of setting a structure for 

innovations. By organising a competition where employees can contribute with creative 

pitches, as a formal structure of deciding which initiatives the management should focus 

their attention and resources on.  

 

“before every mission camp, you could pitch ideas, new ideas of new 

companies or new products we could sell. And then we would have internal 

pitch rounds, where we would vote for the ideas that were best to go into 

mission camp. And then in mission camp, you could put three to five 

consultants on each idea. And if the plans, if the MVP [Minimum viable 

product] looked good at the end of that week. They [The management] 

would actually end up investing in some of them and then investing 

consultancy time to read it to further develop the idea” –Respondent C 

 

An additional structure which was described was how employees take their initiatives 

from the idea stage to a formal business proposal internally.  
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“Before a decision on whether the organisation or a process needs a 

change, you need to take advise from 3 people in the organisation which 

you don´t work with directly. “What do you think about this”, “Do you 

believe this would be good for us?” etc. After that you meet the C-level 

managers and present a case. So, we have a clear strategy on how to change 

things”-Respondent A 

 

Respondent G mentioned how they had allocated time each year that they should spend 

on internal development instead of focusing on billing hours.  

 

“I have been with various programs that have been, for example 100 hours 

per year as a consultant to spend time on internal development. I believe 

that it can trigger people to creativity and innovation. So maybe people are 

starting to think outside the box. Where are you and what do you want to 

get out of the 100 hours. So, I think that has been an initiative that has 

definitely promoted creativity and enabled innovation internally.” -

Respondent G 

The three quotes mentioned above, are distinct in their own ways. However, according to 

the respondents, the purpose of them is to set a structure and process for the company to 

innovate.  
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5 Analysis 

 

This chapter analyses the findings in combination with the literature presented in the 

review. The chapter is divided into three themes, Cultural Influence on EO, Leader skills 

and styles, and Managerial systems. The analysis is summarised with a theorisation of 

the findings, where our model is presented. 

 

 

Our findings indicate that there are numerous leadership factors which have 

commonalities with the literature review. However, the findings present further 

dimensions on what factors are the most significant ones from the perspective of a 

consultant. Our framework developed based on the literature review highlighted skillset 

of leader, personality of leader, knowledge sharing and cultural influence to have an 

influence on EO. Our findings have been able to dig deeper into these fields, to identify 

more specifically what constitutes these categories. Our findings have led to the 

identification of three revised categories/themes, namely: Cultural influence on EO, 

Leadership style and skills, and Managerial Systems for entrepreneurship. Each category 

has some similarities with the findings in the literature review, however, the empirical 

material manages to merge specific managerial experiences and their relationship with 

risk-taking, proactive and innovative behaviour in a consultancy heavy KIBS-firm.  

5.1 Cultural Influence on EO 

In this aspect of how leaders can influence EO in a KIBS-firm, we will focus on the 

cultural aspect and how it relates to EO. We identified five sub-themes that collectively 

form the cultural aspect of leadership and have an influence on EO: informal knowledge 

sharing, failure tolerance, psychological safety, initiative-taking, and trust & autonomy.  

 

This section focuses more on informal knowledge sharing in these organisations as a 

natural occurring informal phenomenon. Respondents singled out different methods of 

knowledge sharing in their organisation. For instance, one consultant recalled how they 

were encouraged to network in the organisation, and get in touch with consultants with 

different knowledge and expertise to build a wider perspective of the available knowledge 

resources in the organisation. Another consultant told us about how the firm focus on 

improving their social life at the office by having, for example, a football team and having 
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weekly after works, which can improve friendship relations at the office (Argote, et al., 

2003). We argue this represents informal knowledge sharing since consultants described 

how managers influenced them to proactively share knowledge, without it being an 

organised structure (e.g., meetings, conferences).  

 

Another respondent described how the team was supposed to build a business plan for 

one of their offerings and took the opportunity to do it informally, in a sauna. This gave 

the consultant a feeling of confidence to express their opinion without being judged. 

Santos-Vijande et al. (2012) found in their study on KIBS-firms the antecedent for 

innovation to be organisational learning. As the respondent explained, knowledge sharing 

is about collective intelligence. One consultant might not have all the answers, thus 

sharing knowledge develops the entire organisation. Furthermore, in KIBS-firms, 

leadership practices that foster knowledge sharing and develop employees professionally 

influence the organisation’s innovativeness (Zieba & Zieba, 2014). For an initiative-

taking climate to take place, Bear and Frese (2003) state that an organisation needs both 

formal and informal practices that supports a proactive and self-starting approach to their 

work, which the respondents have mentioned as important to excel their innovative 

efforts. Thereby showing that informal knowledge sharing and initiative-taking climate 

can contribute to the elements of EO, mainly proactiveness and innovativeness. This bare 

resemblance to Taminiau et al (2009) who claim that informal knowledge sharing e.g., 

informal networking, is the most fruitful way to innovate for consultants. However, we 

have not measured if it is the most significant factor, but we have been able to identify it 

as important for consultants in KIBS.  

 

Leadership and management have shown to have a great significance on the 

organisational culture within the organisation, which is aligned with the literature (Ensley 

et al., 2006). Bear and Frese (2003) highlight the importance of psychological safety, as 

an antecedent of having employees feel comfortable and fearless in their ability to take 

initiative. Colquitt and Greenberg (2005) add a layer to the concept of psychological 

safety by adding that ideas or initiatives should be criticised carefully by people in higher 

positions. The respondents have confirmed the necessity to create a culture where it is 

acceptable to make mistakes, especially if it is related to someone taking an initiative, 

which contributes to the risk-taking aspect of EO. 
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The consultants have frequently referred to managers that see mistakes as a lesson 

learned, rather than a failure. Which has encouraged them to test and try new things 

repeatedly. Thereby the concepts of psychological safety and failure tolerance are 

connected. However, failure tolerance is not the only criterion for building psychological 

safety. Aspects such as high-stress levels and high pressure to perform play a role as well. 

However, fear of making mistakes is likely to affect the culture within the organisation, 

and lead to individual initiatives becoming a rarity over time. From an EO-perspective, 

an organisation which has a culture that does not facilitate initiative-taking from 

employees is unlikely to develop an EO. Initiatives are related to innovativeness, risk-

taking and proactiveness in their nature, as without them none of it can be achieved. The 

respondents who viewed their organisation as entrepreneurial at heart were the ones that 

had a culture of initiative-taking. Where management expects them to try new things, 

both as a learning exercise as well as an exercise to innovate proactively. This is supported 

by the literature, mainly by Bear and Frese (2003) who claims that a climate which has 

formal and informal practices to promote a proactive approach to their work on both an 

individual and collective level.  

 

The findings support the multidimensional approach in the aspect of autonomy being an 

important component of EO (Lumpkin & Dess, 1996). Many respondents were less 

motivated to be innovative if a manager interfered too much, as it affected their 

relationship with their manager in a negative way. Micromanagement was seen as a sign 

of mistrust in an individual and thereby making it difficult to act autonomously. 

Autonomy, however, was seen as a vital element from the follower’s perspective in 

consultancy, mainly as it gives the impression that their manager trusts them. The trust 

allows consultants to feel confident in taking on new initiatives and thereby increases 

their likelihood of enacting elements of EO, that is proactiveness, risk-taking and 

innovativeness. Transactional leadership have features of constant monitoring of 

employees for the purpose of goal attainment (Avolio, 2010; Iszatt-White & Saunders, 

2020), however, the respondents view this as a form of micromanagement and a sign of 

lack of trust in their abilities, which demotivates their willingness to be entrepreneurial. 

The reason we consider autonomy a cultural question is because it encompasses the 
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hierarchical structure in an organisation, and what individuals without management titles 

are allowed to do.  

 

One thing that has become apparent is that organisational culture is dynamic. The 

different elements of organisational culture and EO are rooted and built on each other. 

For example, one manager cannot give a consultant autonomy and trust without giving 

them failure tolerance and expecting it to have a positive impact on EO.  

5.2 Leader skills and styles 

A category that our findings have identified as essential in developing an EO in KIBS-

firms, is a leader´s skills and styles. It refers to a range of skills and styles that a leader 

has used to motivate and lead the organisation toward innovative, proactive and risk-

taking behaviour which have been present in both literature and in the empirical data.  

 

Communication has been highlighted as an important ingredient. However, what 

constitutes good communication skills are a wide range of features. For example, listening 

skills, the ability to articulate goals and vision as well as how they encourage employees. 

Thereby, making communication skills an attribute difficult to define. Communication 

skills, however, were not apparent in the literature review, so it has emerged as a new 

code. However, it could be because of the ambiguity of what constitutes a strong 

communicator.  

 

Openness emerged as a major theme from the consultants´ experiences. They identified 

that managers who showed openness towards new ideas and initiatives allowed 

consultants to have an open dialogue with managers. This corresponds with that of trait 

theory’s five-factor model of openness (Goldberg, 1990: Judge & Bono, 2000). 

Moreover, the consultants appreciated managers that were open to having disagreements 

on certain issues, as well as managers showing that they are open to being challenged by 

others and opening the discussion for constructive criticism. This feature of openness as 

a leadership skill parallels the transformational leadership element; Intellectual 

stimulation, which suggests transformational leaders should encourage their followers to 

be critical of their current way of working to facilitate creativity and innovation (Bass & 

Avolio, 1990). Furthermore, Smith et al. (2012) stressed the importance of developing an 
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environment where employees are encouraged to question current norms and practices to 

stimulate an innovative atmosphere. Behavioural leadership pinpoints this feature as 

important, as well as one of the most important aspects of the most efficient form of 

Behavioural leadership; “Team management”, by stating that getting issues into the open 

and behaving open-mindedly is critical (Northouse, 2016). Li et al. (2018) concluded in 

their study on the effects of directive and participatory leadership in management 

consulting team projects, where directive leadership tends to lead to higher efficiency 

while participatory leads to higher creativity. As mentioned by some of the respondents, 

managers who exhibited lower levels of openness, or purely closed-mindedness, lead to 

consultants giving up on trying to initiate new ideas, due to the manager´s continuous 

effort to resist change. Additionally, this shows resemblance to the proactiveness element 

of EO, due to the consultants becoming unlikely to act proactively if their managers 

exhibited low levels of openness. In contrast, as we mentioned in the literature review, 

managers should develop positive attitudes towards projects possessing uncertainty to 

sustain EO (Covin & Lumpkin, 2011).  

 

Quality of directedness has previously been identified as an essential ingredient (Miller 

et al., 1982). Our interpretation of the quality of leading in this context is a manager’s 

ability to articulate goals. In our model, the concept of Goal clarity is referred to as leader 

skills and styles, as those aspects of leadership skills have shown tendencies toward 

affecting innovativeness. Consultants found goals to be a fundamental part of their ability 

to successfully progress on the projects and initiatives they have taken. Moreover, many 

of the respondents alluded to there not being enough guidance, or a framework, for their 

projects, leading to an unwanted level of ambiguity and uncertainty as to whether their 

innovative efforts are successful.  

 

Encouragement was held in high regard by the respondents. As many of them noted, they 

were very often encouraged to explore and test new things with the specific intention of 

coming up with creative or innovative ideas to remain competitive in the market. To 

contrast this view, some of our respondents recalled their experiences of not being 

encouraged to innovate. As one respondent described in detail how their manager 

continuously steered the consultant to not go outside of the box, but rather solely focus 

on the tried and tested methods to minimise time lost on uncertain initiatives and rather 
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maximise billing hours towards clients. This clearly demonstrates how a manager's 

encouragement can have a profound impact on the innovativeness of both employees and 

the company. This is supported by Alasoini (2013) who suggested that broad-based 

employee-driven innovation should be encouraged by the management of the 

organisation. Meaning that encouraging employees to take initiative and go outside of the 

box engages them in the process, thus being more motivated to continue the same path. 

Similarly, Bass and Avolio (1990) found in their work on transformational leadership, 

that motivating employees as being a crucial part of successfully implementing 

transformational leadership, which Muchiri and McMurray (2015) found to be beneficial 

for elevating EO in an organisation.  

 

According to trait theory, leaders can aim to give the organisation shared values, which 

gives the employees a purpose (House, 1977). One of the respondents highlighted how 

their owners/CEOs showed them a video, which was about their journey from being a 

basement start-up, to where they are today. The purpose of the video was to highlight 

their entrepreneurial spirit with the ambition to instil that attitude in their own 

organisation. The video served the purpose of making the respondent feel more inclined 

to participate in internal innovation. An alternative interpretation of the purpose of the 

video can be inspirational motivation (Bass & Avolio, 1990). An aspect of making 

followers feel inspired to place the organisation's interest over their own. Regardless of 

either interpretation, it served the purpose of making a respondent more engaged in 

innovation. Furthermore, Reicher and Schneider (1990) identified culture as deep 

underlaying values and sets of meanings for employees within a firm, which respondent 

F specifically highlighted as significant for their motivation to show innovativeness and 

creativity.  Thus, shared values code is a new emerging finding as the previous literature 

talked about it in terms of increasing motivation, but not its effect on innovation efforts. 

 

One aspect which was highlighted in the literature, on the topic of transactional leadership 

was the concept of contingent reward. Meaning, complete a task – get rewarded 

financially (Bass and Avolio, 1997). However, many of the respondents viewed appraisal 

for innovative and creative efforts as an effective communication strategy to promote 

those types of behaviours. Subsequentially, there is a gap in what a consultant perceives 

as a reward, as it necessarily does not need to be monetary or a promotion. It is the 
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appraisal and recognition for efforts which inspires them to continue a path of 

proactiveness, risk-taking and innovativeness. Many of the consultants in the study 

described how management has implemented structures to ease the process of praising 

consultants for their work, not just from manager to consultant, but also from consultant 

to consultant. Therefore, those platforms are used to inspire others to follow suit, 

subsequentially appraisal of new ideas and ways of working promote EO-behaviours. 

Appraisal represents another code emerging as a new finding since it has not been 

identified in previous literature as having a direct effect on EO.  

 

The respondents additionally illuminated cases where they need to feel support from 

management when they take on an initiative. Some cases where it was evident that support 

existed, and a case where the respondent did not feel supported. One aspect of coupling 

support with leadership is the element of “Individualised consideration” from 

transformational leadership, where leaders seek to develop an individual to their highest 

level through a supportive climate (Bass & Avolio, 1990). In practice, when consultants 

need support, feedback, and advice, the leader possesses the ability to cater to that need 

(Iszatt-White & Saunders, 2020). Lee et al., (2019) assessed it as one of their 13 

leadership variables which correlated with innovation and creativity in individuals, and 

the empirical data has given us insight from the perspective of what happens when 

employees get it and vice versa and therefore confirms the need for a manager to show 

support for developing an innovative organisation. However, Lee et al., (2019) concluded 

their research by stating that many of the leadership variables were likely redundant, 

making the existing literature inconclusive. Through this research, we can support the 

claim that being Supportive as a leader is important for consultants to promote EO in 

KIBS.   

5.3 Managerial systems for entrepreneurship 

As part of our model constructed from the literature review, knowledge sharing was 

highlighted as important. However, structure for innovation processes was not mentioned. 

Nevertheless, they emerged as very important elements described by the consultants 

taking part in the study.  
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Informal knowledge sharing (section 5.1) was argued to be very important, and the same 

line of thought permeates this analysis as well. Knowledge sharing structures were found 

to be prevalent in all the consultants’ companies. As mentioned in the findings, we made 

a distinction between knowledge sharing structures and informal knowledge sharing. The 

structures reflect more on elements the management has placed in the company to allow 

for knowledge sharing to take place. These represented company-wide initiatives, where 

consultants took part in scheduled meetings and conferences specifically intended for 

sharing and brainstorming, which could eventually be commercialised as the knowledge 

was distributed. KIBS-firms work in close collaboration with their clients to customise 

their solutions (den Hertog et al., 2010). This close relationship results in an abundant 

reservoir of unique knowledge from clients and industry, which can be utilised 

opportunistically to generate new offerings (Cabigiosu & Campagnolo, 2018). These 

structures for knowledge sharing take advantage of this, allowing consultants to seize the 

opportunity and advance the firm’s commercial offerings (Figueiredo et.al., 2017). Thus, 

highlighting the importance for managers to set structures which leverage the position 

consultants find themselves in, to ensure that their knowledge is shared across 

organisational functions, enacting the proactiveness, and innovativeness dimensions of 

EO.  

 

The findings provided us with many examples of innovation process structures which 

companies had deliberately set up with the sole intention of generating innovative 

solutions. An example of these structures was a company´s “Mission camp”, where 

consultants had pitch competitions, where the management would invest resources in the 

“best” proposal. This ties back to Miller’s (1983) and Covin and Slevin’s (1989) 

unidimensional EO framework of risk-taking, proactiveness, and innovativeness. Perhaps 

most significantly, innovation process structures parallel that of proactiveness, where 

management is thoughtfully assembling the consultants to prepare innovative solutions 

to be commercialised in the future. Being proactive and seizing the opportunities in hopes 

of future success additionally contains some level of risk. Management must show 

acceptance towards risk-taking due to the uncertainty regarding the new innovations’ 

success. If these structures for innovation bear fruit, then subsequently they will represent 

the third aspect as well, that is innovativeness.  
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The innovation processes in combination with knowledge sharing structures have a 

resemblance to Rosing et al.´s (2011) theories about ambidextrous leadership and having 

the ability to manoeuvre between explorative and exploitative behaviours. For example, 

having structures which encourage brainstorming and structures for implementing the 

idea which emerges from it is a sign of ambidextrous leadership where opening and 

closing behaviours are present. However, Rosing et al. (2011) do not specify knowledge 

sharing structures or innovation process structures. They are merely arguing that it is 

essential for managers to turn knowledge and creativity into innovations by exhibiting 

ambidextrous leadership behaviour. Thus, innovation process structures have emerged as 

a new finding.  
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5.4 Theorisation of findings 

The theoretical framework does have a hierarchy in place, dependent on the significance 

of the elements. The overall themes i.e., Cultural influence, Leader skills and styles, and 

Managerial systems for entrepreneurship are not ranked from higher to lower importance 

as each theme is significant for developing an EO, however, the element within each 

theme is ranked from most important to least. The importance of the “sub-categories” has 

been ranked based on the hierarchy which emerged from the template analysis.   

 

 

Figure  6: Theoretical Framework 
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6. Discussion & Conclusion 

______________________________________________________________________ 

Managerial implications and theoretical implications based on our research are 

presented in the discussion part of the chapter. Thereafter, a conclusion on how 

leadership influences EO in KIBS is presented.  

______________________________________________________________________ 

6.1 Discussion 

6.1.1 Managerial Implications  

The study has not pinpointed which specific leadership style is the most appropriate for 

developing an EO. However, many features of transformational leadership have become 

apparent, such as intellectual stimulation, individual consideration and inspirational 

motivation. Additionally, some aspects of behavioural leadership, transactional 

leadership, trait theory, and ambidextrous leadership emerged from the findings. 

Charismatic leadership was the only leadership style identified in the literature, that did 

not emerge from the findings in a natural way. The framework does not specify a single 

leadership style as the most appropriate, rather the most appropriate approach has been 

identified as a combination of elements from several leadership styles/theories. 

 

An important finding is that one specific manager cannot create an EOO. EO 

encompasses beyond individual leadership skills, behaviours and styles. Many aspects of 

EO are supported by the organisational culture which is the management´s responsibility 

to set. The organisational culture affects how both managers and individuals share 

knowledge, how they support and encourage each other, and how they make it a culture 

where individuals feel safe and not afraid to fail. Structures to promote innovation, 

knowledge sharing and initiative-taking behaviours are key aspects of developing EO in 

KIBS. An individual leader has an influence on individual consultants' behaviour in the 

organisation, thus potentially developing, or constraining, EO in one segment of the 

organisation. However, most often an individual leader cannot directly affect Managerial 

systems (Knowledge sharing structures & innovation process structures), since they are 

determined by the top management team. Therefore, EO should preferably be supported 

from a top-down perspective. C-level executives aim to develop a strategy supporting 
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EO, which influences midlevel managers, and subsequentially the consultants. Thus, 

allowing EO to flourish throughout the organisation.   

 

A topic which has been present with all the respondents is feedback. Listening and 

personalised interaction is essential for developing an EO according to Muchiri and 

McMurray (2015).  Which relates to transformational leadership and its focus on the role 

feedback (Iszatt-White & Saunders, 2020). What the findings highlight in this aspect, is 

how feedback should be presented from a leader. One of the things respondents have in 

common is that feedback is important for their personal development. However, they 

stressed different ways in which receiving feedback was important, where most of it was 

the manager's ability to communicate it to them in an appropriate way. Highlighting the 

need for individual consideration between manager and follower (Muchiri & McMurray, 

2015), when giving feedback. What the findings suggest is that even though feedback is 

crucial for personal development according to the respondents, it was not mentioned as a 

feature which affected their motivation to act innovatively, take more risks or act more 

proactively. Thus, making quality feedback ambiguous in its role in affecting the 

individual consultants to become more entrepreneurially oriented. The ambiguity of 

feedback does not mean it is not important, however, a relationship between feedback and 

EO has not been expressed by our respondents, therefore it is not included in the 

framework.  

Current and future managers in KIBS can take inspiration from the framework if their 

goal is to have an EOO. By identifying in the framework what needs to be focused on, 

what they are currently doing well and if there are elements which have been ignored 

entirely. The findings come from consultants in various industries without any significant 

differences in experiences, therefore it can be used for managers across the KIBS-sector.  

Moreover, as discussed previously, some of the features of this framework can be 

implemented by an individual manager, whereas other features must be present 

throughout the entire organisation. Thus, implementing this framework should be 

organised as an overall strategy for the entire organisation beginning at the top, as Covin 

and Slevin (1989) described EO in their original work.  
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6.1.2 Theoretical Implications  

As George and Marino (2011) argued, it is crucial in EO-research to remain consistent 

with the theoretical concepts which already exist, however they add that refinement of 

the current theories is acceptable. From our findings, we have been able to identify that 

managers should give consultants autonomy for them to feel trusted and participate in 

innovative work. We have not added autonomy as an additional pillar to the 

unidimensional version of EO, however, it is an element which has significance for 

consultants in KIBS. Since research which investigates leadership as an overall concept 

has not been applied in the context of EO and KIBS before some theoretical implications 

have surfaced. By identifying specific skills, systems and what cultural role a leader has, 

it highlights the need to not focus on a specific leadership style when researching 

leadership qualitatively, at least not in this context. Our framework can help researchers 

understand what consultants have experienced as contributing to their efforts when 

engaging in risk-taking, proactive and innovative activities.  

 

An additional theoretical implication worthy of discussion is what EO is. One argument 

is that it is an overall strategy, whereas arguments could be laid out to claim that it is a 

corporate culture which needs to be facilitated by management and leaders. In essence, to 

have individuals take initiative, act proactively and risk-takingly the company culture 

needs to support that type of behaviour by, for example, focusing on psychological safety 

and informal knowledge sharing. To build that culture individual leaders need to have 

appropriate leadership styles to facilitate that culture. From our understanding, 

organisational culture is a foundation in any organisation, and it affects the way anyone 

behaves and acts by setting norms and creating shared values. Therefore, one perspective 

of viewing EO is as organisational culture, rather than a company strategy.  

 

Finally, as we have argued in this study, one leadership style cannot fully address the 

need for developing an EOO. As our findings suggest, it is rather elements of various 

leadership styles combined that are more suitable for this purpose. On one hand, 

leadership should be viewed from a more holistic perspective when using qualitative 

methods where the researchers allow the respondents to highlight any leadership 

attribute/skill. On the other hand, testing and validating a specific leadership style, where 

the leadership variables are predetermined, may be more suited for quantitative 
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approaches. However, to fully grasp the complexity of leadership and its influence on 

different phenomena within business, a mixed-methods approach is in our view the most 

suitable, as it allows the researchers to explain the real experiences with statistics.  

6.2 Conclusion 

Our study has investigated the research question “How does leadership influence EO in 

KIBS-firm from the perspective of consultants?”. Our model (Figure 6) presents how both 

individual leaders and management influence consultants in KIBS to behave proactively, 

risk-takingly and innovatively. What the findings represent is that there are numerous 

factors, ranging from specific leader skills and styles to a leader’s ability to establish and 

support a culture which drives the organisation forward in an entrepreneurial manner; as 

well as the overall management capability to implement structures which promotes 

knowledge sharing and innovation. The theory presented is a visualisation of elements 

that impact risk-taking, proactivity and innovativeness in KIBS from the perspective of 

consultants. The complexity of leadership is highlighted in the thesis, by establishing that 

there are 14 factors (Informal knowledge sharing, Failure tolerance, Psychological 

safety, Initiative-taking, Trust & autonomy, Encouragement, Openness, Supportive, 

Shared values, Appraisal, Goal Clarity, Communication, Knowledge sharing structures, 

Innovation process structures) influencing the consultants whether they are more prone 

to act in an Entrepreneurially Oriented way.  

 

From our understanding of the findings, the themes highlighted are tightly interlinked 

making them difficult to separate in many cases. However, there have been examples 

presented in the analysis that interlink certain skills with an EO-dimension. Our model 

highlights that leader skill and style not only affect consultants directly but also by 

leaders´ ability to influence consultants indirectly via organisational culture and 

managerial systems.  
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7. Limitations  

This section presents limitations with our thesis based on the choice of methods.  

Results of qualitative studies always beg the question of whether they are credible or not. 

All the respondents have their subjective truths, which we cannot dismiss or verify. 

Additionally, limited time to collect data does provide barriers to how many interviews 

we were able to attract, as well as we must restrain from gathering too much empirical 

data to avoid rushing through the analysis aspect of the data. If the collected data would 

have been too extensive, the coding and analysis of it could have been affected. However, 

we are confident that we were able to reach a satisfactory saturation level, as no new 

themes emerged from the last interviews. 

  

An additional limitation of our study is based on its qualitative structure. Even though the 

codes have been hierarchically prioritised, they have not been statistically proven to be 

accurate in that precise order. To do so, a quantitative study would need to be conducted 

to statistically test the different variables and their respective importance in relation to 

each other and in relation to EO. Therefore, at this stage, there are no statistically proven 

links between which elements affect which pillar of EO. Each pillar of unidimensional 

EO is tightly integrated, thus, making it difficult to separate from each other. For example, 

if a manager focuses on encouragement and failure tolerance, it might lead an individual 

to take initiatives with more risks. Thereby, failure tolerance and encouragement can be 

linked with initiative-taking, which then relates to proactiveness and risk-taking. Which 

ultimately are key ingredients in being innovative. To solidify the links between specific 

skills/styles, cultural influence and managerial systems with specific components of EO 

become challenging without statistical tests. 

 

Two out of the ten interviews were conducted in English. English is neither our nor the 

respondents’ native language. Even though the interviews were not hindered by language 

barriers, we cannot be certain that the respondents or we would have guided the interviews 

in the same directions if they were conducted in our respective native languages. 

Additionally, the interviews which were conducted in Swedish and translated into English 

can potentially have some translation discrepancies due to language differences. An 

additional factor which influences the interviews are the use of video tools. Due to Covid-
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19 circumstances and geographical distances between us and the respondents, all the 

interviews were conducted via Zoom. Conducting interviews via video, in contrast, to 

physically interviewing the respondent makes it more difficult to build rapport with the 

respondents, as body language and reaction are not as prominent over video. However, 

since all the respondents, as well as we have become used to and more skilled at 

conducting meetings over video during the last two years due to Covid-19, it probably 

has had a lesser effect on the interviews in comparison to if the study was conducted at 

the beginning of the pandemic.  

 

One of our study’s major points was to focus on the experiences of the consultants, rather 

than perceived preferences. The distinction was intended to better understand what 

experiences would indicate as contributing leadership elements to EO, rather than 

preferences, which might have given us very different answers. Regardless of explicitly 

differentiating and explaining these two views to the respondents, there is a chance that 

sometimes the respondents would have given an answer based on perceived preferences.  

 

Lastly, we as authors have made the judgement on whether the organisations the 

consultants belong to are KIBS-firms, as it is neither common for firms nor individuals 

to refer to themselves to be a part of that category. The respondents who have been 

interviewed have from our subjective understanding been part of organisations where 

knowledge is one of the prioritised resources. From our understanding, 

Recruitment/Talent Acquisition consulting, management consulting, financial consulting 

and IT-Security consulting are fit to be included in the configuration “KIBS-firm”.  
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8. Future Research  

Suggestion 1. Since this study has produced findings using a qualitative method, one 

avenue for future research would be to verify the findings through a quantitative study. 

The quantitative study could be based on our theorised framework, which could also help 

to solidify if the features in this framework are ranked the same way as a statistical proven 

model. By doing so, the findings become either generalisable or disproven.  

 

Suggestion 2. A different quantitative study could serve the function of proving if the 

elements highlighted by our findings have an actual effect on innovative output, or if it is 

just the perception of the respondent that leads them to believe these aspects generate 

tangible results in terms of innovation output.  

 

Suggestion 3. A study which includes managers to get their insight and motivation as to 

why they do certain things, or why they use a specific set of skills in their ambition to 

drive entrepreneurship within a firm. The insight could paint a more nuanced picture of 

leadership and the dualities which exist in corporate entrepreneurship between innovation 

and maintaining current business strategies.  

 

Suggestion 4. By identifying organisations which have an entrepreneurial orientation 

established, and interviewing managers/people in management positions more insight can 

be generated into how the EO was developed. By doing so it could be executed by 

conducting a case study in the identified firm.  

 

Examples of future research could include hypotheses/RQs such as:  

Which leadership skills and styles affect EO within KIBS? Quantitative  

How have leaders in KIBS established an EO? Qualitative 

  



 

 

 

 

74 

9. References  

Alblooshi, M,, Shamsuzzaman, M., & Haridy, S. (2021). The relationship between 

leadership styles and organisational innovation: A systematic literature review and 

narrative synthesis. European Journal of Innovation Management, 24(2), 338–370. 

https://doi.org/10.1108/EJIM-11-2019-0339 

Alasoini, T. (2013). Rethinking Employee Contribution: A Framework for Promoting 

Employee-Driven Innovation. European Conference on Innovation and 

Entrepreneurship, 1, 9–. 

Alexander, L., & van Knippenberg, D. (2014). Teams in Pursuit of Radical Innovation: 

A Goal Orientation Perspective. The Academy of Management Review, 39(4), 423–

438. https://doi.org/10.5465/amr.2012.0044 

Anand, N., Gardner, H. K., & Morris, T. (2007). Knowledge-Based Innovation: 

Emergence and Embedding of New Practice Areas in Management Consulting 

Firms. Academy of Management Journal, 50(2), 406–428. 

https://doi.org/10.5465/AMJ.2007.24634457 

Ang, S. (2014). Research design for Business & Management. Sage Publications. 

https://dx.doi.org/10.4135/9781473909694  

Antonakis, J. (2011) Predictors of leadership: The usual suspects and the suspect traits. 

In A. Bryman, D. Collinson, K. Grint, B. Jackson, & M. Uhl-Bien (eds), The SAGE 

handbook of leadership. (pp. 269-285) Thousand Oaks: Sage Publications. 

Argote, L., McEvily, B. and Reagans, D. (2003), "Managing knowledge in organizations: 

an integrative framework and review of emerging themes", Management Science, 

Vol. 49 No. 4, pp. 571-82. https://doi.org/10.1287/mnsc.49.4.571.14424 

Avolio, B. J. (2010). Full range leadership development (2nd edition). SAGE 

Publications. 

https://doi.org/10.1108/EJIM-11-2019-0339
https://dx.doi.org/10.4135/9781473909694
https://doi.org/10.1287/mnsc.49.4.571.14424


 

 

 

 

75 

Bass, B. M., & Avolio, B. J. (1990). Developing Transformational Leadership: 1992 and 

Beyond. Journal of European Industrial Training, 14(5), 21–. 

https://doi.org/10.1108/03090599010135122 

Bass, B. M., & Avolio, B. J. (1994). Improving organisational effectiveness through 

transformational leadership. SAGE Publications.  

Bass, B. M., & Avolio, B. J. (1997). Full range leadership development: Manual for the 

multifactor leadership questionnaire. Mind Garden.  

Bass, R. M., & Riggio, R. E. (2006). Transformational leadership (2nd edition). L. 

Erlbaum Associates. 

Bear, M., & Frese. M., (2003). "Innovation is not enough: Climates for initiative and 

psychological safety, process innovation and firm performance" Journal of 

organisational behaviour 24: 45-68. https://doi.org/10.1002/job.179 

Benner, M. J. T., & Tushman, M.L (2003). Exploitation, exploration, and process 

management: The productivity dilemma revisited Academy of Management Review 

28(2): 238-256. 

Benlamri, R., Sparer, M. (2016). Leadership, Innovation and Entrepreneurship as Driving 

forces of the global economy. Proceedings of the 2016 international conference on 

leadership, innovation and entrepreneurship (ICLIE), Springer Cham. 978-3-319-

43434-6  

Bettencourt, L. A., Ostrom, A. L., Brown, S. W., & Roundtree, R. I. (2002). Client Co-

Production in Knowledge-Intensive Business Services. California Management 

Review, 44(4), 100–128. https://doi.org/10.2307/41166145 

Blake, R., & Mouton, J. (1964). The Managerial Grid. Gulf Publishing Company. 

Bowers, D. G., & Seashore, S. E. (1966). Predicting Organizational Effectiveness with a 

Four-Factor Theory of Leadership. Administrative Science Quarterly, 11(2), 238–

263. https://doi.org/10.2307/2391247 

https://doi.org/10.1002/job.179


 

 

 

 

76 

Bruccoleri, M., & Riccobono, F. (2018). Management by objective enhances innovation 

behavior: An exploratory study in global management consulting. Knowledge and 

Process Management, 25(3), 180–192. https://doi.org/10.1002/kpm.1577 

Bryman, A. (1992). Charisma and leadership in organisations. SAGE Publications.  

Burns, J. (1978). Leadership. Harper and Row. 

Cabigiosu, A., & Campagnolo, D. (2018). Innovation and Growth in KIBS: The role of 

clients´ collaboration and service customisation. Industry and innovation 26(5): 

592-618. https://doi.org/10.1080/13662716.2018.1483823 

Carlyle, T. (1846). On heroes, hero worship and the heroic in history. Wiley & Putnam. 

Cassell, C., Cunliffe, A., & Grandy, G. (2018). The SAGE Handbook of Qualitative 

Business and Management Research Methods: History and Traditions. Sage 

Publications. 

Castellacci, F., 2008. Technological paradigms, regimes and trajectories: manufacturing 

and service industries in a new taxonomy of sectoral patterns of innovation. Res. 

Policy 37, 978–994. 

Ciriaci, D., & Palma, D. (2016). Structural change and blurred sectoral boundaries: 

assessing the extent to which knowledge-intensive business services satisfy 

manufacturing final demand in Western countries. Economic Systems Research, 

28(1), 55–77. https://doi.org/10.1080/09535314.2015.1101370 

Charmaz, K. (2001) 32 Qualitative interviewing and grounded theory analysis. In J.F. 

Gubrium, & J.A. Holstein (eds). Handbook of interview Research (pp.675-694). 

SAGE publications. 

Cheng, J. Y.-J., & Groysberg, B (2018). Innovation should be a top priority for boards. 

So why isn´t it? Harvard Business Review. Retrieved 2022-05-01, 2022, from 

https://hbr.org/2018/09/innovation-should-be-a-top-priority-for-boards-so-why-

isnt-it.  

https://doi.org/10.1080/13662716.2018.1483823


 

 

 

 

77 

Colquitt, J. A. & Greenberg, J (2005). Handbook of organisational justice. Hillsdale, N.J, 

Lawrence Erlbaum Associates  

Conger, J. A., & Kanungo, R. N. (1987). Toward a Behavioral Theory of Charismatic 

Leadership in Organizational Settings. The Academy of Management Review, 12(4), 

637–647. https://doi.org/10.2307/258069 

Covin, J. G., & Slevin, D. P. (1989). Strategic management of small firms in hostile and 

benign environments. Strategic Management Journal 10(1): 75-87. https://doi-

org.proxy.library.ju.se/10.1002/smj.4250100107  

Covin, J. G., Lumpkin, GT (2011). Entrepreneurial orientation theory and research: 

Reflections on a needed construct. Entrepreneurship Theory and Practice 35(5): 

855-872. 

Covin, J. G., Wales, W.J (2012). The measurement of entrepreneurial orientation. 

Entrepreneurship Theory and Practice 36(4): 677-702. 

De Brentani, U. (2001) Innovative versus incremental new business services: different 

keys for having success. Journal of product innovation management 18 (3) 169-

187.  

den Hertog, P., Van der Aa, W. & de Jong, M.W. (2010). Capabilities for managing 

service innovation: Towards a conceptual framework. Journal of service 

management 21(4): 490-514. http//:doi.10.1108/09564231011066123. 

Denison, D. R., Hooijberg, R., & Quinn, R. E. (1995). Paradox and Performance: Toward 

a Theory of Behavioral Complexity in Managerial Leadership. Organization 

Science, 6(5), 524–540. https://doi.org/10.1287/orsc.6.5.524 

Denti, L. & Hemlin, L. (2012). Leadership and innovation in organizations_ A systematic 

review of factors that mediate or moderate the relationship. International Journal 

of Innovation management 16(3): Article: 1240007. DOI: 

http://doi.10.1142/S13639196124000751240007-1  

https://doi-org.proxy.library.ju.se/10.1002/smj.4250100107
https://doi-org.proxy.library.ju.se/10.1002/smj.4250100107


 

 

 

 

78 

Deprez, J., & Euwema, M. (2017). You can’t always get what you want? Leadership 

expectations of intrapreneurs. Journal of Managerial Psychology, 32(6), 430–444. 

https://doi.org/10.1108/JMP-04-2016-0107 

Doloreux, D., & Frigon, A. (2020). Innovation in Knowledge Intensive Business Services 

(KIBS). Canadian Journal of Administrative Sciences, 37(2), 122–134. 

https://doi.org/10.1002/cjas.1525 

Bouchard, W., & Basso, O. (2011). Exploring the links between entrepreneurial 

orientation and intrapreneurship in SMEs. Journal of Small Business and Enterprise 

Development, 18(2), 219–231. https://doi.org/10.1108/14626001111127043 

Downton, J. (1973). Rebel leadership: Commitment and Charisma in a revolutionary 

process. Free Press. 

Drazin, R, Glynn, M.A & Kazanjian, R.K (1999) Multilevel theorizing about creativity 

in organizations: A sense making perspective. Academy journal of management 

review, 24, 286-307. 

Droege, H., Hildebrand, D., Forcada, M.A.H (2009). Innovation in services: Present 

findings, and future pathways. Journal of service management 20(2): 131-155. 

http://doi:10.1108/09564230910952744. 

Dubrin, A. J. (2007). Leadership: research findings, practice, and skills (5th edition). 

Houghton Mifflin. 

Dubrin, A. J. (2010). Principles of leadership (6th edition). South-Western. 

Dunne, D. D., & Dougherty, D. (2016). Abductive Reasoning: How Innovators Navigate 

in the Labyrinth of Complex Product Innovation. Organization Studies, 37(2), 131–

159. https://doi.org/10.1177/0170840615604501 

Dunford, R. (2000) Key challenges in the search for the effective management of 

knowledge in management consulting firms. Journal of knowledge management 

4(4) 295-302. 

Easterby-Smith, M. (2018). Management & business research (6th edition). SAGE. 

https://doi.org/10.1108/JMP-04-2016-0107
https://doi.org/10.1002/cjas.1525
https://doi.org/10.1108/14626001111127043


 

 

 

 

79 

Edvardsson, B. & Olsson, J. (1996). Key Concepts for new service development. The 

service industries journal 16(2): 140-164. 

http://doi.10.1080/02642069600000019. 

Eisenberg, E. M. (1984). Ambiguity as strategy in organizational communication. 

Communication monographs 51: 227-242.  

Engelen, A., Gupta, V., Strenger, L. & Brettel, M (2015). Entrepreneurial orientation, 

firm performance, and the moderating role of transformational leadership 

behaviours. Journal of management studies 41(4): 1069-10997. 

http://doi.10.1177/0149206312455244 

 

Ensley, M. D., Hmieleski, K.M & Pearce, C.L (2006). The importance of vertical and 

shared leadership within new venture top management teams: Implications for the 

performance of startups. The leadership quarterly 17(3): 217-231. 

http://doi.10.1016/j.leaqua.2006.02.002 

 

Figueiredo, J., Ferreira, J., Lima, G., & Vieira Neto, J. (2017). Innovative capacity 

dynamics: KIBS dimensions. Brazilian Journal of Operations & Production 

Management, 14(4), 438–. https://doi.org/10.14488/BJOPM.2017.v14.n4.a1 

 

George, B.A., & Marino, L. (2011). The Epistemology of Entrepreneurial Orientation: 

Conceptual Formation, Modeling, and Operationalization. Entrepreneurship 

Theory and Practice, 35(5), 989–1024. https://doi.org/10.1111/j.1540-

6520.2011.00455.x 

Gibson, C. B., & Birkinshaw, J. (2004). The Antecedents, Consequences, and Mediating 

Role of Organizational Ambidexterity. Academy of Management Journal, 47(2), 

209–226. https://doi.org/10.2307/20159573 

Goldberg, L. R. (1990). An alternative description of personality: the big-five factor 

structure. Journal of Personality and Social Psychology, 59(6), 1216–1229. 

https://doi.org/10.1037//0022-3514.59.6.1216 

http://doi.10.1177/0149206312455244
http://doi.10.1016/j.leaqua.2006.02.002


 

 

 

 

80 

Gomes G., Seman, L. O., & De Montreuil Carmona, L. J. (2021). Service innovation 

through transformational leadership, work-life balance, and organisational learning 

capability. Technology Analysis & Strategic Management, 33(4), 365–378. 

https://doi.org/10.1080/09537325.2020.1814953  

 

Goswami, A., Nair, P., Beehr, T. & Grossenbacher, M. (2016) The relationship of leaders' 

humor and employees' work engagement mediated by positive emotions 

Moderating effect of leaders' transformational leadership style. Leadership & 

Organization Development Journal, 37 (8), 1083-1099 

 

Grimshaw, D., & Miozzo, D. (2006). In Knowledge Intensive Business Services.  Edward 

Elgar Publishing.   

Hertog, P.D., (2000) Knowledge-intensive business services as co-producers of 

innovation. International journal of innovation management, 4 (04) 491-528. 

https://doi.org/10.1142/S136391960000024X  

Hertog, P. D., & Bilderbeek, R. (1998). Conceptualizing (service) innovation and the 

knowledge flow between KIBS and their clients. SI4S Topical paper, 11. 

Hidalgo, A., Lemus-Aguilar, I., & Uruena, A. (2021). Innovation management in 

consulting firms: identifying innovation processes, capabilities and dimensions. 

European Journal of International Management, 15(2-3), 415-430 

10.1504/EJIM.2021.113229 

Hoch, J.E., Pearce, C.L., & Welzel, L. (2010) Is the most effective team leadership 

shared? The impact of shared leadership, age, diversity, and coordination of team 

performance. Leadership and organization development journal 37 (8) 105-116. 

10.1027/1866-5888/a000020 

House, R. (1977) A 1976 theory of charismatic leadership. In J. G. Hunt, and L. L. Larson 

(eds), Leadership: the cutting edge (pp.189-207). Southern Illinois University 

Press. 

https://doi.org/10.1142/S136391960000024X
https://dx.doi.org/10.1504/EJIM.2021.113229
http://dx.doi.org/10.1027/1866-5888/a000020


 

 

 

 

81 

House, R., Hanges, P., Ruiz-Quintanilla, S., Dorfman, P., Javida, M., Dickson, M., & 

Associates (1999). Cultural influences on leadership and organizations: Project 

Globe. Project Globe. 

Ireland, R. D., Covin, J. G., & Kuratko, D. F. (2009). Conceptualizing Corporate 

Entrepreneurship Strategy. Entrepreneurship Theory and Practice, 33(1), 19–46. 

https://doi.org/10.1111/j.1540-6520.2008.00279.x 

Iszatt-White, M., Saunders, C. (2020). Leadership (3rd edition.). Oxford University Press. 

Jovičić Vuković, A., Damnjanović, J., Papić-Blagojević, N., Jošanov-Vrgović, I., & 

Gagić, S. et al. (2018). Impact of Leadership on Innovation: Evidence from the 

Hotel Industry. Management (Belgrade University, Faculty of Organizational 

Sciences) 23(3): 57-67. http://doi.10.7595/management.fon.2018.0008 

 

Jansen J. J. P., Vera D. & Crossan M. (2009) Strategic leadership for exploration and 

exploitation: The moderating role of environmental dynamism. The Leadership 

Quarterly, 20 (1), 5-18. https://doi.org/10.1016/j.leaqua.2008.11.008  

Judge, T. A., & Bono, J. E. (2000). Five-Factor Model of Personality and 

Transformational Leadership. Journal of Applied Psychology, 85(5), 751–765. 

https://doi.org/10.1037/0021-9010.85.5.751 

Judge, T. A., Bono, J. E., Ilies, R., & Gerhardt, M. W. (2002). Personality and Leadership: 

A Qualitative and Quantitative Review. Journal of Applied Psychology, 87(4), 765–

780. https://doi.org/10.1037/0021-9010.87.4.765 

Khan, C. B. A, & Ahmed, R. (2019). Organizational culture and entrepreneurial 

orientation: Mediating Role of entrepreneurial leadership. Business and Economic 

Review 11(4): 149-178. http://dx.doi.org/10.22547/BER/11.4.7 

King, N. (2004). Using templates in the thematic analysis of text. In C. Cassell, & G. 

Symon (Eds.), Essential guide to qualitative methods in organizational 

research (pp.256-270). SAGE Publications Ltd. 

https://dx.doi.org/10.4135/9781446280119.n21 

https://doi.org/10.1016/j.leaqua.2008.11.008
http://dx.doi.org/10.22547/BER/11.4.7


 

 

 

 

82 

King, N. (2012) Doing template analysis. In G. Symon, & C. Cassel (eds) The practice 

of qualitative organizational research: Core methods and current challenges. 

(pp.426-449). Sage Publications. 

King, N. & Brooks, J.M. (2017). Template analysis for business and management 

students. Sage Publishing.  

King, N. and Horrocks, C. (2010) Interviews in qualitative research. Sage, London. 

Koellinger, P. (2008). The Relationship between technology, innovation and firm 

performance - Empirical evidence from E-Business in Europe. Research Policy 

37(8): 1317-1328. https://doi.org/10.1016/j.respol.2008.04.024  

Kirkpatrick, S. A., & Locke, E. A. (1991). Leadership: Do Traits Matter? Academy of 

Management Perspectives, 5(2), 48–60. https://doi.org/10.5465/ame.1991.4274679 

Kuratko, D. F., & Morris, M.H (2013). Entrepreneurial assessment instrument for an 

effective corporate entrepreneurial environment. Strategic Management Journal 

11(Article, 4958). 

 

Lincoln, Y. S., & Guba, E. G. (1985) Naturalistic Inquiry. Sage Publications. In 

Establishing trustworthiness: 289-321.  

 

Lechner, C, & Gudmundsson, S.V (2014). Entrepreneurial orientation, firm strategy and 

small firm performance. International Small Business Journal: Researching 

entrepreneurship 32(1): 36-60. http://doi.10.1177/0266242612455034 

Lee, A., Legood, A., Hughes, D., Wei Tian, A., Newman, A, & Knight, C (2019). 

Leadership, Creativity and innovation: A meta-analytic review. European journal 

of work and organizational psychology 29(1): 1-35. 

https://doi.org/10.1080/1359432X.2019.1661837 

Lee, B, & Aslam, U. (2018). The SAGE Handbook of Qualitative business and 

management research methods: Methods and challenges. Sage Publication ltd. 

https://dx.doi.org/10.4135/9781526430236  

https://doi.org/10.1016/j.respol.2008.04.024
https://doi.org/10.1080/1359432X.2019.1661837
https://dx.doi.org/10.4135/9781526430236


 

 

 

 

83 

Li, H., Liu, H., & Luo, Y. (2018). Directive versus participative leadership: Dispositional 

antecedents and team consequences. Journal of Occupational and Organizational 

Psychology, 91(3), 645–664. https://doi.org/10.1111/joop.12213 

Li, Y.-H., Huang, J-W, & Tasi, M-T (2009). Entrepreneurial orientation and firm 

performance: The role of knowledge creation process. Industrial Marketing 

Management 38 (4): 440-449. http://doi.10.1016/j.indmarman.2008.02.004 

Ling, S., Z., Lubatkin, M. H., & Veiga, J. F (2008). Transformational Leadership's Role 

in Promoting Corporate Entrepreneurship: Examining the CEO-TMT Interface. 

Academy of Management Journal 51(3): 557-576. 

https://doi.org/10.5465/AMJ.2008.32626023 

Ling, Y., López-Fernández, M.C., Serrano-Bedia, A.M, & Kellermans, F.W. (2020). 

Organizational culture and entrepreneurial orientation: Examination through a new 

conceptualization lens. International entrepreneurship and management journal 

16(2): 709-737. 10.1007/s11365-019-00600-w 

Lumpkin, G. T, & Dess, G. G (1996). Clarifying the Entrepreneurial Orientation 

Construct and Linking It to Performance. The Academy of Management review 

21(1): 135-172.  https://doi.org/10.2307/258632 

Luu, T. (2017). Ambidextrous leadership, entrepreneurial orientation, and operational 

performance: Organizational social capital as a moderator. Leadership & 

Organization development journal 38(2): 229-253. https://doi.org/10.1108/lodj-09-

2015-0191 

Mansury, M. A, & Love, J.H. (2008). Innovation, productivity and growth in US business 

services: A firm level analysis. Technovation 28: 52-62. . 

10.1016/j.technovation.2007.06.002 

Manz C. C., Bastien D. T., Hostager T. J. & Shapiro G. L. (1989). Leadership and 

innovation: A longitudinal process view. In A. H. Van de Ven, H. L. Angle & M. 

Poole. Research on the management of innovation: The Minnesota studies (pp. 613-

636). Harper & Row. 

https://doi.org/10.5465/AMJ.2008.32626023
https://doi.org/10.1108/lodj-09-2015-0191
https://doi.org/10.1108/lodj-09-2015-0191


 

 

 

 

84 

Merriam, S. B., & Tisdell, E. J. (2016). Qualitative research: a guide to design and 

implementation (4th edition.). Jossey-Bass, a Wiley Brand. 

Miles, I., Kastrinos, K., Flanagan, R., Bilderbeek., Hertog, P.D, Huntik., & Huntik, W. et 

al. (1995) Knowledge intensive business services: Users, carriers and sources of 

innovation. European innovation monitoring systems (EIMS) 15, European 

Commission.  

Miles, I. (2005), "Knowledge intensive business services: prospects and 

policies", Foresight, Vol. 7(6) 39-63. https://doi.org/10.1108/14636680510630939 

Miller, D., Kets de Vries, M.F.R. & Toulouse, J.K. (1982). Top Executive locus of control 

and its relationship to strategy-making, structure and environment. Academy of 

Management Journal 24(2): 237-253. https://doi.org/10.2307/255988 

Miller, D. (1983). The correlates of entrepreneurship in three types of firms. Management 

Science 29(7): 770-791.  https://doi.org/10.1287/mnsc.29.7.770 

Montiel-Campos, H. (2018). Entrepreneurial orientation and market orientation: 

Systematic literature review and future research. Journal of research in marketing 

and entrepreneurship 20(2): 292-322. https://doi-

org.proxy.library.ju.se/10.1108/JRME-09-2017-0040 

Morgan, G., & Smircich, L. (1980). The Case for Qualitative Research. Academy of 

Management Review, 5(4), 491-500. https://doi.org/10.2307/257453 

Morrison, E. W, & Phelps, C.C (1999). Taking charge at work: Extrarole efforts to initiate 

workplace change. Academy of Management Journal 42(4): 403-419. 

https://doi.org/10.2307/257011 

Muchiri, & McMurray, A. (2015). Entrepreneurial orientation within small firms: a 

critical review of why leadership and contextual factors matter. Small Enterprise 

Research, 22(1), 17–31. https://doi.org/10.1080/13215906.2015.1017076 

https://www.emerald.com/insight/search?q=Ian%20Miles
https://www.emerald.com/insight/publication/issn/1463-6689
https://doi.org/10.1108/14636680510630939
https://doi.org/10.1287/mnsc.29.7.770
https://doi-org.proxy.library.ju.se/10.1108/JRME-09-2017-0040
https://doi-org.proxy.library.ju.se/10.1108/JRME-09-2017-0040


 

 

 

 

85 

Mumford, M. D., Scott G. M., Gaddis B. & Strange J. M. (2002) Leading creative people: 

Orchestrating expertise and relationships. The Leadership Quarterly, 13 (6), 705-

750 https://doi.org/10.1016/S1048-9843(02)00158-3 

Northouse, P. G. (2010). Leadership: Theory and Practice 5th edition. SAGE 

Publications 

Northouse, P. G. (2016). Leadership: Theory and Practice 7th edition. SAGE 

Publications.  

OECD (2019). Innovation in services: the role of R&D and R&D policies (INNOSERV). 

Retrieved 02-11, 2022, from 

https://www.oecd.org/innovation/inno/innovationinservicestheroleofrdandrdpolici

esinnoserv.htm. 

Oh, I-S., Wang, G., & Mount, M. K. (2011). Validity of Observer Ratings of the Five-

Factor Model of Personality Traits: A Meta-Analysis. Journal of Applied 

Psychology, 96(4), 762–773. https://doi.org/10.1037/a0021832 

Palinkas, L. A., Horwitz, S. M., Green, C. A., Wisdom, J. P., Duan, N., & Hoagwood, K. 

(2015). Purposeful Sampling for Qualitative Data Collection and Analysis in Mixed 

Method Implementation Research. Administration and policy in mental health, 

42(5), 533–544. https://doi.org/10.1007/s10488-013-0528-y 

Palus, C. J., & Drath, W. H. (1995). Evolving leaders a model for promoting leadership 

development in programs (1st edition). Center for Creative Leadership. 

Pilar, L., Pokorná, J, & Balcarová, T (2014). Pro-active behaviour in context of team 

climate. Acta Universitatis Agriculturae et Silviculturae Mendelianae Brunensis 

62(4): 685-695. 10.11118/actaun201462040685 

Quinn, R. E., & Rohrbaugh, J. (1983). A Spatial Model of Effectiveness Criteria: Towards 

a Compelling Values Approach to Organizational Analysis. Management Science, 

29(3). 

https://doi.org/10.1016/S1048-9843(02)00158-3
https://doi.org/10.1037/a0021832
http://dx.doi.org/10.11118/actaun201462040685


 

 

 

 

86 

Reichers, A. E, & Schneider, B. (1990). Climate and culture: An evolution of constructs. 

CA: Jossey-Bass. 

Rezaei, J, & Ortt, R. (2018). Entrepreneurial orientation and firm performance: The 

mediating role of functional performance. Management Research Review 41(7): 

878-900. https://doi.org/10.1108/MRR-03-2017-0092 

Rosing, K., Frese, M., & Bausch, A. (2011). Explaining the heterogeneity of the 

leadership-innovation relationship: Ambidextrous leadership. The Leadership 

Quarterly, 22(5), 956–974. https://doi.org/10.1016/j.leaqua.2011.07.014 

Rotter, J.B., (1966). Generalized expectancies for internal versus external control of 

reinforcement. Psychological monographs: General and applied. 80 (401) 

https://doi.org/10.1037/h0092976  

Liu, C-H. S., & Lee, T. (2019). The multilevel effects of transformational leadership on 

entrepreneurial orientation and service innovation. International Journal of 

Hospitality Management, 82, 278–286. https://doi.org/10.1016/j.ijhm.2018.10.006 

Santos-Vijande, M. L., López-Sánchez, J. Á., & González-Mieres, C. (2012). 

Organizational learning, innovation, and performance in KIBS. Journal of 

Management & Organization, 18(6), 870–904. 

https://doi.org/10.5172/jmo.2012.18.6.870 

 

Santos-Vijande, M. L., López-Sánchez, J. Á., Pascual-Fernández, P., & Rudd, J. M. 

(2021). Service innovation management in a modern economy: Insights on the 

interplay between firms’ innovative culture and project-level success factors. 

Technological Forecasting & Social Change, 165, 120562–. 

https://doi.org/10.1016/j.techfore.2020.120562 

Sarkar, S., Coelho, D.M, & Maroco, J. (2016). Strategic Orientations, Dynamic 

Capabilities, and firm performance: an Analysis for knowledge intensive business 

services. Journal of the knowledge economy 7(4): 1000-1020. 

https://doi.org/10.1007/s13132-016-0415-3  

https://doi.org/10.1108/MRR-03-2017-0092
https://doi.org/10.1016/j.leaqua.2011.07.014
https://psycnet.apa.org/doi/10.1037/h0092976
https://doi.org/10.1007/s13132-016-0415-3


 

 

 

 

87 

Saunders, M., Lewis, P., & Thornhill, A. (2012). Research methods for business students 

(6th edition). Pearson. 

Schein, E.H., (1985) Organisational Culture and leadership. San Fransisco. Jossey-Bass 

publishers. 

Shalley, CE & Gilson, LL. (2004) What leaders need to know: A review of social and 

contextual factors that can foster or hinder creativity. The leadership quarterly 15, 

33-53. https://doi.org/10.1016/j.leaqua.2003.12.004 

Shamir, B., House, R. J., & Arthur, M. B. (1993). The Motivational Effects of Charismatic 

Leadership: A Self-Concept Based Theory. Organization Science, 4(4), 577–594. 

https://doi.org/10.1287/orsc.4.4.577 

Shoa, L., & Webber, S. (2006). A cross-cultural test of the “five-factor model of 

personality and transformational leadership.” Journal of Business Research, 59(8), 

936–944. https://doi.org/10.1016/j.jbusres.2006.02.005 

Smith, P. Ulhöi, J.P, & Kersting, P. (2012). Mapping key antecedents of employee-driven 

innovations. International Journal of human resources development and 

management 12 (3): 224-236. https://doi.org/10.1504/IJHRDM.2012.048629 

Sobrinho, A. B. F, & Glâveanu, V.P (2017). Creativity, Communicability and 

organisational culture: an introduction to the study of hierarchy as both facilitator 

and constraint in organizational change. Creativity Theories Research Applications 

4(2): 178-196. https://doi.org/10.1515/ctra-2017-0010 

Stogdill, R. M., (1948).  Personal factors associated with leadership: a survey of the 

literature. Journal of Psychology, 25, 35-71. 

Stogdill, R. M., (1974). Handbook of leadership: a survey of the literature. Free Press. 

Stogdill, R. M., & Coons, A. E. (1957). Leader Behavior: Its description and 

measurement. Ohio State University, Bureau of Business Research.  

https://doi.org/10.1016/j.leaqua.2003.12.004
https://doi.org/10.1504/IJHRDM.2012.048629


 

 

 

 

88 

Strauss, A. & Corbin, J. (1998). Basics of Qualitative Research (2nd edition). Sage 

Publications.  

Sturdy, A., Schwarz, M. and Spicer, A. (2006), "Guess who's coming to dinner? 

Structures and uses of liminality in strategic management consultancy", Human 

Relations 59(7), pp. 929-60. 10.1177/0018726706067597  

Su, Z., Xie, E. & Li, Y. (2011). Entrepreneurial orientation and firm performance in new 

ventures and established firms. Journal of small business management, 49(22): 

558-577. 10.1111/j.1540-627X.2011.00336.x 

Suddaby, R. (2006). From the Editors: What Grounded Theory is Not. Academy of 

Management Journal, 49(4), 633–642. 

https://doi.org/10.5465/AMJ.2006.22083020 

Taminiau, Y., Smit, W. & de Lange, A (2009) Innovation in management consulting firms 

through informal knowledge sharing. Journal of knowledge management 13 (1) 42-

55.   https://doi.org/10.1108/13673270910931152 

Timmermans, S., & Tavory, I. (2012). Theory Construction in Qualitative Research: 

From Grounded Theory to Abductive Analysis. Sociological Theory, 30(3), 167–

186. https://doi.org/10.1177/0735275112457914 

Tracy, B. (2014). Leadership (1st edition). American Management Association. 

Van der Aa, W., & Elfring, T. (2002). Realizing innovation in services. Scandinavian 

journal of management 18 (2) 155-171. 

Verlander, E.G (2012) Practise of professional consulting 1st ed. Jossey-Bass.  

Wales, W. J. (2016). Entrepreneurial Orientation: A review and synthesis of promising 

research directions. International Small Business Journal 34(1): 3-15. 

https://doi.org/10.1177/0266242615613840 

http://dx.doi.org/10.1177/0018726706067597
https://doi.org/10.1177/0266242615613840


 

 

 

 

89 

Warren, C. (2001) 4 Qualitative interviewing. In J.F. Gubrium, & J.A. Holstein (eds) 

Handbook of interview research SAGE Publications, Inc: 83-102. 

https://dx.doi.org/10.4135/9781412973588.n7 

Weber, M. (1946). The theory of social and economic organizations (R. Henderson, & T. 

Parsons, Trans.). Free Press. (Original work published 1920). 

Walle, A.H. (2015). Qualitative Research in Business : A Practical Overview, Cambridge 

Scholars Publisher,. ProQuest Ebook Central, 

https://ebookcentral.proquest.com/lib/jonhh-

ebooks/detail.action?docID=2076546. 

Wiklund, J., & Shepherd, D. A. (2011). Where to From Here? EO-as-Experimentation, 

Failure, and Distribution of Outcomes. Entrepreneurship Theory and Practice, 

35(5), 925–946. https://doi.org/10.1111/j.1540-6520.2011.00454.x 

Yukl, G. (1994). Leadership in Organizations (3rd edition). Prentice Hall.  

Yukl. (2013). Leadership in Organizations (8th edition). Pearson. 

Zaccaro. S (2007). Trait-Based Perspectives of Leadership. The American Psychologist, 

62(1), 6–16. https://doi.org/10.1037/0003-066X.62.1.6 

Zacher, H., & Rosing, K. (2015). Ambidextrous leadership and team innovation. 

Leadership & Organization Development Journal, 36(1), 54–68. 

https://doi.org/10.1108/LODJ-11-2012-0141 

Zahra, S. (1991). Predictors and financial outcomes of corporate entrepreneurship: An 

explorative study. Journal of business venturing 6: 259-285. 

https://doi.org/10.1016/0883-9026(91)90019-A  

Zahra, S. A., & Covin, J. G. (1995). Contextual influences on the corporate 

entrepreneurship-performance relationship: A longitudinal analysis. Journal of 

Business Venturing, 10(1), 43–58. https://doi.org/10.1016/0883-9026(94)00004-E 

https://dx.doi.org/10.4135/9781412973588.n7
https://doi.org/10.1016/0883-9026(91)90019-A


 

 

 

 

90 

Zhang, X., Cao, Q. & Tjosvold,D. (2011). Linking transformational leadership and team 

performance: A conflict management approach. Journal of management studies 

48(7): 1586-1611. http://doi.10.1111/j.1467-6486.2010.00974.x 

Zieba, M. (2021a). Understanding knowledge-intensive business services: identification, 

systematization, and characterization of knowledge flows. Springer. 

Zieba, M. (2021b). Knowledge-Intensive Business Services. In: Understanding 

Knowledge-Intensive Business Services. Knowledge Management and 

Organizational Learning, vol 10. Springer, Cham. https://doi-

org.proxy.library.ju.se/10.1007/978-3-030-75618-5_3 

Zieba, M., & Zieba, K. (2014). Knowledge Management Critical Success Factors and the 

Innovativeness of KIBS Companies. Inžinerinė Ekonomika, 25(4). 
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10. Appendices  

10.1 Literature review procedure  

To conduct the literature review, we organised an Excel document to ensure that we have 

a methodological strategy to keep track of our sources. We used the library resources to 

search for relevant literature. The search engines used were Web of science and Primo. 

We started our search wide with the search terms: Entrepreneurial orientation and 

Leadership, and as we gathered a better understanding of the subject, we narrowed down 

the searches too, “Entrepreneurial orientation” and/or “leadership”, “KIBS”, 

“Consulting”, “Innovation”. In addition to online sources, we made sure to make full use 

of JU´s extensive campus library.  

 

In the beginning, we read the abstract of the articles, and by doing so identify whether the 

article was relevant to us. If so, the article was added as a reference in the Excel document 

with relevant author information, journal, notes describing what theories were used, if the 

conclusion were of interest as well recommended future research (if interesting). Once 

we had established a foundation in the excel document, we read the article which seemed 

the most interesting to our topic with closer attention. Many of the “most significant”, or 

review articles were used for snowballing, to further identify relevant reading and 

sources.  
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10.2 Consent form 
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10.3 Interview Guide 

 

INTERVIEW GUIDE  

1. COULD YOU TELL US MORE ABOUT YOUR JOB?  

2. IN YOUR EXPERIENCE, HOW HAVE MANAGERS SUCCESSFULLY 

ACTED TO ENCOURAGE YOU TO TAKE INITIATIVES?  

3. COULD YOU GIVE SOME CONCRETE EXAMPLES OF SOMETHING 

WHICH A MANAGER HAS IMPLEMENTED WHICH MAKES IT 

EASIER TO TAKE INITIATIVES?  

4. WHICH LEADERSHIP TRAITS HAVE YOU EXPERIENCED TO 

PROMOTE INITIATIVE TAKING FOR YOU?  

5. HOW HAVE MANAGERS ACTED/BEHAVED TO PREVENT YOU 

FROM TAKING INITIATIVES?  

6. HOW WOULD YOU DESCRIBE THE CULTURE AT WORK?  
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7. HOW DOES THE MANAGERS INFLUENCE THE CULTURE?  

8. HOW DOES THE ORGANISATIONAL CULTURE AFFECT YOUR 

WORK?  

9. FROM YOUR EXPERIENCES HAVE YOUR MANAGERS BEEN ABLE 

TO IMPLEMENT AN ENTREPRENEURIAL CULTURE? 

10. HOW HAVE YOUR MANAGERS WORKED TO GIVE YOU A SENSE OF 

SAFETY? 

11. HOW DOES YOUR MANAGERS ENCOURAGE YOU TO “TRY NEW 

THINGS”?  

12. IF YOU WOULD ATTEMPT SOMETHING NEW, AND IT WOULD NOT 

MEET THE EXPECTATIONS. HOW HAVE YOUR MANAGER 

HANDLED THAT?  

13. NEW IDEAS CARRIERS SOME RISK AND UNCERTAINTY, HOW 

DOES YOUR MANAGERS VIEW RISK? 

14. DOES YOUR MANAGER GIVE YOU TOOLS TO SHARE KNOWLEDGE 

WHICH YOU EXTRACT FROM CLIENTS TO YOUR OWN 

ORGANISATION? IF SO, PLEASE DESCRIBE HOW.  

15. PLEASE TELL US ABOUT HOW YOUR MANAGERS WORK WITH 

INDIVIDUALISED FEEDBACK?  

16. HOW DOES THAT AFFECT YOUR RELATIONSHIP WITH YOUR 

MANAGER?  

17. HOW DOES THAT AFFECT YOUR RELATIONSHIP WITH YOUR 

WORK?  

18. HOW ARE YOU ENCOURAGED TO WORK INDEPENDENTLY?  

19. HOW YOU OR YOUR TEAM BEEN HINDERED TO WORK 

INDEPENDENTLY? 

20. HAVE YOU EXPERIENCED THAT YOUR MANAGERS ENCOURAGE 

TO GO WORK ON THINGS (OUTSIDE OF YOUR DAILY 

ROUTINES/TASKS) TO INVENT? 

21. HOW HAVE YOU BEEN MOTIVATED TO INNOVATE?  

22. ARE THERE ARE INCITEMENTS TO INNOVATE?  

23. HOW HAVE YOUR MANAGERS BEEN ABLE TO BALANCE THE 

ROLE OF AIMING FOR GOALS AND CREATING A SUPPORTIVE 

ENVIRONMENT?  

24. LASTLY, WHAT IS THE BEST THING ANY OF YOUR MANAGERS 

HAVE DONE TO ENCOURAGE INNOVATION AND WHY?  
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10.4 Interviews 

 

 

RESPONDENT  COUNT

RY   
INDUSTRY  EXPERIENCE  DURATION 

RESPONDENT A Sweden HR/Recruitment 1 35 min 
RESPONDENT B Sweden  HR/Recruitment  1,5 years  39 min 
RESPONDENT C Norway  Digitalisation  3 years  64 min 
RESPONDENT D  Norway  Digitalisation 8 45 min 
RESPONDENT E Sweden  IT-Security  7 years  48 min  
RESPONDENT F  Sweden  HR-Development  6 years  38 min 
RESPONDENT G  Sweden  Finance/Accounting 3 years  44 min 
RESPONDENT H Sweden  Management Consulting 1,5 years  52 min 
RESPONDENT I Sweden  Implementation 

Consultant  

3 years  29 min 

RESPONDENT J Sweden Management Consulting  1 year  37 min 


