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ABSTRACT 

The purpose of this study has been to investigate entrepreneurial management practices 

and their impacts on Swedish SMEs export activities, from a dynamic capabilities 

perspective. In reaching the study’s purpose we combined the fields of 

Entrepreneurship, Dynamic Capabilities and Internationalization. In order to 

appropriately achieve the aim of the study, we utilized a qualitative research method 

and multiple case study design. The data was collected through semi-structured 

interviews, which we qualitatively coded and analyzed through a template analysis.   

Through an extensive literature review on the fields of Entrepreneurship, Dynamic 

Capabilities and Internationalization, we developed a theoretical framework that 

enabled us to answer our research question. The theoretical framework is explained and 

illustrated with a model to portray how we utilized the chosen theories in the study. The 

main theories from this study consists of: Stevenson’s Conceptualization of 

Entrepreneurial Management, Teece’s Microfoundations which are a categorization of 

Dynamic Capabilities, and internationalization with focus on export activities.  

We compared our theoretical framework with our empirical data in the analysis chapter 

and through a discussion we could identify various connections. We analyzed these 

connections and deviations between our theoretical framework and our empirical data; 

this allowed us to identify entrepreneurial management practices and their impacts on 

export activities, all from a dynamic capabilities perspective.  

From this study we have been able to identify three distinctive entrepreneurial 

managerial practices that impact export activities, all through a dynamic capabilities 

perspective. The first practice we have identified is the deliberate strategy of nurturing a 

close relationship with suppliers, distributors and customers. The second practice is 

SMEs active recruitment of personnel who possess specific market knowledge and 

existing networks within certain markets of interest. The third managerial practice 

identified is the co-ordination of expertise, both within the SMEs and with external 

parties of interests. 
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 1 

1. INTRODUCTION 

This introductory chapter will portray the study’s background and its main objective.  

We illustrate the concepts of importance for the study – entrepreneurial management, 

dynamic capabilities and internationalization – and how they relate to each other. 

Finally, through a problematization we demonstrate identified research gaps in current 

research, which leads onward to the formulated research question-, purpose- and 

disposition of the study.  

 

1.1 Background 

In the last few decades, the increased internationalization of firms has co-evolved with 

their interest in foreign markets and export activities (Knudsen & Madsen, 2002, p. 

475). Global competitive environments have gradually changed and this phenomenon 

has lowered the threshold for small- and medium sized enterprises 1  (SMEs) to 

internationalize. The development of various free-trade agreements and institutions (e.g. 

the European Union) has brought harsh competition for domestic-oriented firms 

(Etemad, 2004, p. 1). Today, firms that takes refuge in their traditional domestic 

markets yields inferior competitive advantages contra their internationalized 

competitors, alongside this is the importance of SMEs in terms of their economic role 

and impact on the society, which has increased in the last two decades (Etemad, 2004, 

p. 1; cited in Etemad, 1999). During this time-period nine out of ten new jobs were 

created by SMEs and 99.8 per cent of the Swedish firms are defined as SMEs today 

(European Commission, 2013, p. 1).  

International competition has intensified in recent years, and in this development SMEs 

has a position as being the engine for growth in product-market innovations and the 

economic development among nations (Knight, 2000, p. 12). Furthermore, 

internationalization enables SMEs to become increasingly active on diverse 

international markets and increase their growth and profit by exploiting new 

opportunities these markets offers (Lumpkin & Dess, 1996; McDougall & Oviatt, 

2000). Benefits that SMEs contribute with or gain while going international is among 

else: the creation of new organizational learning outcomes (Zahra et al., 2000, p. 926); 

increased financial performance and cost efficiency (Pangkar, 2008); countries attempt 

to boost economic growth and creation of employment by encouraging further 

international activities (Ruzzier et al., 2006, p. 477). 

Two major theoretical perspectives on the internationalization processes have emerged. 

The first perspective, presented by Johanson & Vahlne (1977), distinguish 

internationalization of SMEs as being an incremental process that guides firms from a 

domestic market to international markets, firms expand toward psychologically close 

markets where resources are incrementally committed. The second perspective has its 

origin in the international entrepreneurship field, Oviatt & McDougall (1994, p. 30) this 

perspective emphasis that firms are international from inception – so called international 

                                                 
1 The category of small and medium-sized enterprises (SMEs) is made up of enterprises which employ fewer than 

250 persons and which have an annual turnover not exceeding €50mn, and/or an annual balance sheet total not 

exceeding €43mn (European Commission, 2005, p. 5) 
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new ventures (INV). Moreover, Hollensen (2011, p. 335) explains that exporting is 

usually the initial strategy for firms that are planning to internationalize their operations. 

This activity often evolves incrementally over time by including other 

internationalization activities. 

Today’s ever-changing and highly competitive global environment gives rise to 

dynamic markets, in which customer needs rapidly changes alongside technological 

opportunities succeeding each other and competitors continually changes their strategies 

(Teece, 2007, p. 1322). Eisenhardt & Martin (2000, p. 1106) explains that a typical 

dynamic market is characterized by shifting competitive landscape and rapid 

unpredictable change, i.e. similar to the internationalized markets. The global business 

environment has been reconstructed by the fast pace of innovation and virtual 

integration. A key element for firms facing the challenges related to internationalization 

– and thereby dynamic markets – are to develop capabilities that leverage the above 

stated effects and uncertainties (Etemad, 2004 cited in Gölgeci, 2014, p. 2-3). It could 

be argued that the developments of capabilities such as these are of particular 

importance for SMEs due to their limited resources (Tokman et al, p. 272). As a result, 

competitive advantage derives from factors such as: intangible assets, inter-firm 

relationships, human capital and firms’ ability to remain entrepreneurial while growing 

(Al-Ali & Teece, 2014, p. 95).  

Barney (1991, p. 99) suggest in his Resource Based View (RBV) that companies can 

reach competitive advantage by implementing strategies that enable them to exploit 

their internal strengths by recognizing environmental opportunities and at the same time 

neutralize external threats and avoid internal weaknesses. Teece, Pisano & Shuen 

(1997) extended the RBV to dynamic markets and explained why specific firms possess 

competitive advantage in situations of rapid and uncertain change. The authors refer to 

organisations’ abilities to create new forms of competitive advantage as having 

Dynamic Capabilities (DC).  

Helfat & Winter (2011, p. 1244) address a distinction between operational (ordinary) 

capabilities and DC. An operational capability is based on firms’ strategies to maintain 

status quo, meanwhile a capability becomes dynamic when firms adjust how they 

currently operate. In turn, DC are essential and enables firms to command their 

capabilities and resource base to meet the challenges of complicated and dynamic 

markets (Teece, 2014, p. 13). Jantunen et al., (2005, p. 223) continues and argues that in 

order for firms to seize opportunities in dynamic markets, they have to reconfigure their 

existing assets and processes. The DC framework has been developed by Teece et al. 

(1990; 1997), Teece & Pisano (1994), Teece (1996), and the most prominent definition 

of the term is: 

 “The ability to sense and then seize new opportunities, and to reconfigure and protect 

knowledge assets, competencies, and complementary assets with the aim of achieving a 

sustained competitive advantage.”  
Teece et al. (2009, p. 412) 

Eisenhardt & Martin (2000, p. 1107) describes that DC is frequently explained in 

ambiguous terms such as “routines to learn routines”. Early research in the field 

assumed that DC were idiosyncratic for every firm (Teece, 1997, p. 510), later research 

however concludes that DCs share commonalities across firms and juxtaposing them as 

“best practices” (Eisenhardt & Martin, 2000, p. 1106).  
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Teece (2007) describes three categories of microfoundations that DC originate from 

within firms: (i) sensing of opportunities; (ii) seizing of opportunities; and (iii) 

configuration of assets. Additionally, Teece (2007, p. 1344) argues that these 

capabilities are troublesome to develop and firms that succeed at managing this tend to 

be have an entrepreneurial management (EM). 

Firms DC derives from internal EM processes and activities (Zahra et al., 2006; Newey 

& Zahra 2009). Stevenson (1986, p. 10) conceptualized entrepreneurship with a 

management approach that focuses on the pursuit and exploitation of opportunities, 

meanwhile the management favours the pursuit of opportunities before administrative 

tasks associated with managing resources. Managers acting in dynamic markets are 

confronted to manage discontinuities that arise from an interdependent global economy 

such as: increased competition, demographic changes and demassification of certain 

sectors caused by growth in others. Such demanding environmental conditions furthers 

the importance for organizations and management to identify and make sense of 

opportunities and threats in their decision making process (Dess et al., 1997, p. 677). It 

is common that people associate entrepreneurship with individuals who launch new 

ventures that provide innovative products or services (Teece, 2012, p. 1398). It is 

however crucial to note that EM and its relation to the development of DC are not 

restrained to typical start-up activities or individual entrepreneurs. Covin & Slevin 

(1991, p. 7) point out that organizations which possesses an entrepreneurial posture are 

those where specific behavioral patterns are reappearing, these patterns permeates the 

organization at all levels, and they are a manifestation of the managements’ strategic 

philosophies. Extensive evidence advocate that an EM approach is a common 

characteristic found in successful business organizations, several major fast growing 

and profitable firms were founded with an entrepreneurial vision and continued to be 

managed according to this entrepreneurial managerial style (Covin & Slevin, 1988, p. 

217).  

1.1.1 Connections Between the Concepts 

Connection between DC and Dynamic Markets 

Teece et al. (1997, p. 517) states that firm capabilities needs to be understood beyond – 

what the authors label as – items viewable on the balance sheet. The authors argue that 

focus should rather be on understanding capabilities in terms on organizational 

structures and managerial processes – i.e. Dynamic Capabilities. The assertion of the 

importance of DC is of particular importance for firms acting on dynamic markets with 

rapid and unpredictable change (Al-Aali & Teece, 2014; Eisenhardt & Martin, 2000; 

Helfat & Winter, 2011; Jantunen et al, 2005; Kor & Mesko, 2013; Teece et al, 1997; 

Zahra et al, 2006; etc.). The DC research field has grown of importance alongside the 

increased rate of globalization and internationalization of firms, and with it rapid 

competitive responses that firms has to be able to match (Teece, 2012, p. 1396). 

Connection between DC, Dynamic Markets and Internationalization 

Internationalization of firms involves making commitments and acting on opportunities 

which foreign markets – that may be relatively unfamiliar for firms – are presenting, 

Gnizy et al. (2014, p. 479) and Eisenhardt & Martin (2000, p. 1106) states that the 

theory of DC was developed to explain how firms gain competitive advantage in 

changing and uncertain markets. Foreign markets that offer opportunities are uncertain 

for firms due to number of reasons, one being their openness to international commerce 

and with it competition and rapid change (Teece, 2007, p. 1320).  
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Leonard-Bartlett (1992) argues that firms core capabilities risk turning into operational 

rigidities when their external environment changes. Eisenhardt & Martin (2000, p. 

1110) adds to the discussion regarding the importance of DCs by stating that they are 

just as important on moderately dynamic markets where change reoccurs on a regular 

basis but alongside a linear and predicable path. 

“Everything changes and nothing remains the same, so one does not step into the same 

river twice” 
(Heraclitus) 

The research emphasis – when acting on dynamic markets – has switched from the 

organizational core capabilities (RBV) perspective to the DC perspective since these 

capabilities are believed to enable firms to overcome organizational rigidity and inertia 

by making firms more adaptable and swift in their development of new capabilities 

when facing unfamiliar settings (Schreyögg & Kleisch, 2007, p. 914). Teece et al. 

(1997, p. 518) adds to the discussion that firms competitive advantages on dynamic 

markets actually derive from their DC.  

Connection between DC and EM 

Nedzinskas et al. (2013) stress that there are crucial research questions to be answered 

surrounding where, when and how firm resources and processes can be reconfigured. 

The creation and use of DC is associated with entrepreneurship whether it takes place at 

an individual-, team-, or senior management level (Zahra et al, 2006, p. 918). 

Entrepreneurial behavior combined with organizational change when the business 

environment is uncertain and unclear can be a source of competitive advantage 

(Jantunen et al. 2005, p. 223). Brown et al. (2001, p. 954) concludes that value-creating 

entrepreneurial activities can exist within any type of firm. Augier & Teece (2009, p. 

412) explain that the managerial role is important in the development of DC due to their 

involvement in selecting routines, investment choices and orchestrating of non-tradable 

resources, something Helfat (2007, p. 19) supports. In addition, Rosenbloom (2000, p. 

1102) asserts that leadership, ability to make and break commitment, tendency for risk 

taking and the ability to create a learning culture are DC enablers. These factors share 

characteristics with entrepreneurship. Teece (2012, p. 1395) asserts that EM processes 

and activities within organizations are crucial in the establishment and sustainment of 

superior financial performance. In fact, it is internal EM processes and activities that 

enhance firms’ development of DCs (Zahra et al., 2006; Newey & Zahra 2009; 

Ambrosini & Bowman, 2009). EM functions within firms are not confined to individual 

actors nor is it exclusively “intrapreneurial” due to the prominent role of EM in external 

activities (Teece, 2007, p. 1346-1347), activities which internationalization undoubtedly 

entails.  

1.2 Problematization 

Considering today’s globalized markets and the high level of competition and 

uncertainties they entail for internationalized firms – gaining and sustaining competitive 

advantage is of outmost importance. By entering foreign markets that are open for 

international commerce, firms are exposed to uncertainties and rapid change. What was 

once considered the firms operational capabilities, from which competitive advantage 

was derived, has become void in these dynamic markets since they result in 

organizational rigidity and inertia. This revelation resulted in the development of the 

DC perspective, which explains how DC enable firms to gain competitive advantage in 

dynamic markets. In these markets, Sapienza et al. (2006, p. 919) argues that SMEs 

need DC in order to survive, achieve legitimacy, and benefit from their innovations. DC 
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are to be found in organizational structures and managerial processes and authors have 

stressed the importance of research on these (Teece et al., 1997; Nedzinskas et al., 

2013). This study will focus on the EM practices through a DC perspective, Ambrosini 

et al. (2009, p. 14) concludes that managerial perceptions regarding their firms need to 

change are a critical trigger for the development of DC. Johnson et al. (2011, p. 525) 

explains that the term practice, when it comes to strategy, involves the managements 

decision-making regarding who should be involved, what to do and which strategies to 

execute. Helfat (2007, p. 120) stress that research on managers from a DC perspective 

provides a new research context. According to Ambrosini et al. (2009, p. 14) 

researchers must consider the managerial role in change activities in order to truly 

understand DC. We found the relatively sparse existing knowledge within the context of 

managerial practices and their relation to DC quite surprising due to their contribution 

in the making of DC.  

With the above in mind, the importance of DC in today’s business climate is undeniably 

significant and especially for SMEs due their limitations and disadvantages contra 

larger enterprises with more resources. Helfat (2007, p. 120) argues that since 

entrepreneurial activities per definition are interrelated with change there is also a 

connection to DC, a connection with research potential according to the author. Other 

authors have concluded that there is a positive link between EM processes and activities 

and the development of DC (Zahra et al., 2006; Newey & Zahra, 2009), but there has 

not however been research on the impact this link might have on the internationalization 

of firms. We find it relevant to study this relationship, since when a firm 

internationalize their operations they are introduced to dynamic markets and 

uncertainties, upon which DC are designed to facilitate and create competitive 

advantages for firms. Due to the vastness of the field of internationalization and the 

number of activities firms’ internationalization could comprise, we have decided to 

operationalize the term by limiting this study to internationalization activities relating to 

exporting. As stated earlier, exporting is the initial internationalization activity among 

firms, we believe this limitation is well matched to the scope of this study in relation to 

its focus on SMEs. Due to a variety of reasons (e.g. managerial inexperience, various 

resource constraints, underdeveloped network etc.) SMEs are not likely to be full-

fledged internationalized but we do believe that most SMEs at least have reached the 

lowest threshold of internationalization, namely exporting.  

In our discussion with scientific research above, we have illuminated connections and 

relationships between: (i) DC and dynamic markets, (ii) DCs, dynamic markets and 

internationalization, and (iii) DC and EM. In addition, we have presented current 

research gaps between: (i) EM and DCs, (ii) EM and Internationalization, and (iii) EM, 

DC and internationalization. Covin & Miller (2014, p. 35) states that most extant 

literature regarding entrepreneurship and internationalization are based on the 

contributions from quantitative studies. Wang & Bowman (2007, p. 43) calls out for 

more qualitative studies on dynamic capabilities and their impact in firms. Teece (2012, 

p. 1400) states that empirical research on DC is still on an early stage and there are 

plenty of opportunities for research in finding linkages between managerial action, DC 

and firm performance. With the lack of empirical and qualitative research on EM, 

internationalization with the DC perspective we intend to contribute filling a part of the 

void in the extant research with this study. Thus, the recognized gap in the extant 

literature regarding dynamic capabilities, entrepreneurial management, and 

internationalization has led us to be investigating the entrepreneurial managerial 
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practices and their impacts the internationalization of SMEs in terms of exporting 

activities from a dynamic capabilities perspective.  

1.3 Research Question 

From a dynamic capabilities perspective, what are the entrepreneurial managerial 

practices and their impacts in the export activities of Swedish SMEs? 

1.4 Purpose of Study  

As discussed above, the global competitive environments are lowering the threshold for 

SMEs to internationalize their operations. This change enables SMEs to become 

increasingly active on international markets and seize opportunities sensed on these 

markets. By combining the fields of entrepreneurship, dynamic capabilities and 

internationalization we aim to identify EM practices related to firms’ ability to sense 

and seize opportunities, and how they configure their assets and processes in relation to 

dynamic markets. Meaning that the purpose of this study is to investigate the EM 

practices from a DC perspective and their impacts on export activities among Swedish 

SMEs. Through the process of shedding light on these practices and their impacts this 

study will extend the existing research on dynamic capabilities, export activities and 

entrepreneurial management while also offer insights for practitioners to reflect on. 

Furthermore, our research will contribute to the scarce research between: (i) EM and 

DC; (ii) EM and Internationalization, and; (iii) EM, DC and Internationalization.  

1.4.1 Expected Knowledge Contributions to Existing Research 

 Helfat (2007, p. 120) states that entrepreneurial activities are interrelated with change, 

something that connects them to DCs; a connection that Helfat believes has research 

potential. We intend to connect these two concepts in this study and by doing so shed 

further light on how they relate to each other. Something that will support and 

strengthen Helfat’s statement regarding their research potential. 

 Teece et al., (1997) and Nedzinskas et al., (2013) emphasizes the importance on further 

research on the connections between organizational structures and managerial 

processes. This study will be leading up to the EM practices carried out by SMEs active 

on markets that requires them be able to adapt swiftly. These adaptions should 

undoubtedly comprise the SMEs organizational structures as well – to what extent 

remains to be seen – so our study will contribute with new data illustrating the 

connection.  

 Covin & Miller (2014, p. 35) argues that most extant literature regarding 

entrepreneurship and internationalization are based on the contributions from 

quantitative studies. The authors emphasize the need for more qualitative studies 

between entrepreneurship and internationalization, in addition Wang & Bowman (2007, 

p. 43) calls out for more qualitative studies on DCs and their impacts in firms. Since this 

is a qualitative study on entrepreneurial managerial practices in relation to 

internationalization from a DC perspective we will contribute with insights on the 

relationships based on qualitative data. 

 Zahra et al., (2006) and Newey & Zahra (2009) have concluded that EM processes and 

activities are linked to the development of DCs. There has not however been research 

on the impact this link might have on the internationalization of firms. We will study 

the EM practices involved in export activities through the perspective of DC and 

thereby contribute with initial insights regarding the impact this link might have on 

internationalization on SMEs.  
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 Ambrosini et al. (2009, p. 14) argues that research must consider the managerial role in 

change activities in order to truly understand DCs. Since this study involves managerial 

practices in a DC perspective we believe the results of the study will contribute with 

relevant insights to the above.  

 Teece (2012, p. 1400) concludes that empirical research on DCs is still on an early stage 

and there are plenty of opportunities for research in finding linkages between 

managerial action, DC and firm performance. We expect this study will fill a part of this 

void by contributing with scientifically generated linkages between these concepts and 

their impacts on SMEs performance.  

 

1.4.2 Expected Practical Contributions 

 By generating knowledge and insights based on empirical data gathered from SMEs’ 

managerial practices related to internationalization, we believe that practitioners that are 

in an early internationalization phase can benefit from reflecting over this study’s 

results in relation to their own internationalization activities. 

 By investigating entrepreneurial managerial practices and their impacts in export 

activities we expect to reach insights to illuminate inexperienced managers in SMEs 

regarding through what could be seen as “best practices”. 

1.5 Delimitations 

 The scope of this study has been to investigate SMEs only; our research findings are not 

necessarily applicable on firms that are not considered SMEs due to different terms 

when doing business.  

 Since the studied case companies has been located in Sweden, the research findings are 

delimited to Swedish SMEs and not necessarily SMEs from other countries with 

different conditions.  

 Internationalization can involve various activities; this research however has been 

delimited to internationalization relating to export modes and activities.  

 

1.6 Disposition 

The model below illustrates this study’s disposition (fig. I). One chapter of the research 

has been deliberately excluded from the figure, namely the methodological chapter. The 

methodological chapter outlines our philosophical stances that in different ways 

permeates the all following stages and a variety of the chosen methods used throughout 

this research process.   

(i) The research process starts with the development and formulation of the study’s 

research questions and purpose. This chapter guides the reader through the 

background of the study in a comprehendible way in order to create an 

understanding of key concepts and why further research – i.e. this study – on 

these are needed. 

(ii) The next step in the process is a thorough literature review in which we disclose 

theories that will aid us answering the research question. The theories that will 

be accounted are entrepreneurial management, dynamic capabilities and 

internationalization. These theories are synthetized into a theoretical framework 

designed to describe how the theories are meant to complement each other in 

this research process.  

(iii) Next we will account our empirical findings, gathered through semi-structured 

interviews with carefully selected case firms. The empirical findings will contain 

data relating to the case firms’ entrepreneurial management, internationalization 

and dynamic capabilities  
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(iv) Following the empirical presentation is the analysis, in which the theoretical 

framework is set against the found empirical data in regards to the stated 

research question with the purpose of drawing parallels, illuminating 

relationships, any discrepancies in our findings. 

(v) In the concluding chapter we will answer the study’s stated research questions 

by concluding our main findings drawn from the previous chapter. These 

findings will allow us to present the study’s theoretical, practical and societal 

contributions. This chapter will also highlight the study’s limitations, quality 

criteria and ethical considerations. 

 

 

 

 

 

Research Question 

From a dynamic capabilities perspective, what are the entrepreneurial 

managerial practices and their impacts in the export activities of 

Swedish SMEs? 

Theoretical Framework 

Entrepreneurial Management 

Dynamic Capabilities 

Internationalization 

 

Empirical Data Collection 

Discussion & 

Analysis 

Conclusion 

ii. 

iii

. 

v. 

i. 

iv

. 

Figure 1. Disposition 
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2. LITERATURE REVIEW  

This chapter will through a literature review outline the theoretical foundation that this 

study is based upon. The aim is to provide the reader with a better understanding of 

important theoretical concepts for this study: 2.1 Entrepreneurship, 2.2 Dynamic 

Capabilities and lastly 2.3 Internationalization. The chapter ends with a synthesis of the 

chosen concepts that illustrates how the concepts relate to each other and how we 

intend to utilize the concepts as a theoretical framework.  

 

 

2.1 Entrepreneurship 

Entrepreneurship has received several different explanations and it means different 

things to various people (Gartner, 1988; Long, 1983). The definition and development 

of the term entrepreneurship has been widely studied by various authors (Gartner, 1988; 

Long, 1983; Stevenson & Jarillo, 1986). Gartner (1990; cited in Sharma & Chrisman, 

1999, p. 12) identified two clusters of thought for the meaning of entrepreneurship. The 

first clusters focal point is on the characteristics of entrepreneurship (i.e. innovation, 

growth and uniqueness), the second cluster focus more on the outcomes of 

entrepreneurship (i.e. creation of value). Cheah (1990, p. 341-342) extends the insights 

provided by Schumpeter to the ideas offered by the Austrian school in an effort to offer 

a new perspective and understanding of entrepreneurship. Schumpeter’s perception of 

an entrepreneur is a person who carries out new combinations of innovations. These 

innovations can take the form of new products, processes, markets, organizational forms 

or sources of supply. Entrepreneurship would then be the process of carrying out new 

combinations (Cheah, 1990, p. 341-342; Sharma & Chrisman, 1999, p. 12). The 

Austrian school, which has been associated with the early work of Kirzner, criticizes the 

Schumpeterian view of entrepreneurship. Kirzner argues that the entrepreneur benefits 

from his alertness to opportunities that are present in an uncertain and unbalanced 

situation. The entrepreneur’s alertness to opportunities enables him or her to seize them 

before others do (Kirzner, 1973, cited in Cheah, 1990, p. 342). The perspectives on 

entrepreneurship differs in that way that Schumpeterian entrepreneurs promote the 

change of an existing situation, meanwhile Kirzner’s entrepreneurs promote change 

within an existing situation (Cheah, 1990, p. 343). 

Stevenson et al. (1989; cited in Stevenson & Jarillo, 1990, p. 23) view of 

entrepreneurship sees individuals that pursue opportunities without paying attention to 

the resources that they currently control, individuals do this either on their own or 

within an organization. Stevenson & Jarillo (1990, p. 23) argues that this perspective of 

entrepreneurship allows researchers to deal with both individuals and organizations. The 

research field of entrepreneurship has been established and gained acceptance to an 

increased extent as a firm level phenomenon and entrepreneurship is considered 

relevant to managers irrespectively of firm size or age. (Brown et al., 2001, p. 953; 

Lumpkin & Dess, 1996, p. 136; Miller, 1983, p. 770; Stevenson & Jarillo, 1990, p. 17) 

2.1.1 Entrepreneurial Management  

It is crucial to make a clear separation between individuals and organizations in the case 

of entrepreneurial behavior. This cannot be disregarded by equating an organization’s 

path to the wishes of its upper-management. An opportunity should be considered as 

something beyond the current activities of the firm and it is difficult for upper-

management to engage in a pursuit of an opportunity by utilizing the normal managerial 
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Figure 2. The structural and style characteristics of four types of firms. (Covin & Slevin, 1988, p. 223) 

strategies of planning and controlling (Stevenson & Jarillo, 1990, p. 23).Covin & Slevin 

(1988, p. 218) expands on Stevenson et al. (1989) definition of entrepreneurship 

mentioned above (Ch.2.1), meaning that entrepreneurship is a multidimensional concept 

that can be applicable to both individuals and organizations. Furthermore, Miller (1983, 

p. 780) also consider entrepreneurship as a multidimensional concept, he demonstrates 

that the concept is comprised of three dimensions: (i) the risk-taking dimension, where 

managers have a preference of taking business-related risks; (ii) the innovation 

dimension, which favor change and innovation in order for firms to achieve competitive 

advantage and; (iii) the pro-activeness dimension, which explains that firms compete 

aggressively with other firms. Based on this, Covin & Slevin (1988, p. 218) define 

entrepreneurial firms as those where upper-management possesses an entrepreneurial 

management style. A style, which originates from the firms’ strategic decisions and 

operating management philosophies. Organizational structure, corporate culture, 

environmental dynamism, and the level of hostility in firms’ main industries are factors 

that may affect the performance of an entrepreneurial top management style. (Covin & 

Slevin, 1988, p. 218)  

2.1.2 A comparison of Entrepreneurial & Conservative Management 

Stevenson & Gumpert (1985, p. 91-92) discovered that managers, which are 

characterized with an entrepreneurial style, prefer a flat organization structure with 

multiple informal networks. Meanwhile managers with a conservative focus prefer an 

organization structure that is clearly defined by authority, responsibility and formal 

hierarchy. Covin & Slevin, (1988, p, 218) explains that so-called non-entrepreneurial 

firms or conservative firms are characterized with a upper-management style that is 

risk-averse, non-innovative and passive or reactive in nature. Covin & Slevin (1988, p. 

221) argues that if one assume that managers will perform effectively within their 

preferred organizational context, then it is as Stevenson & Gumpert (1985, p. 92) 

argues: top managers with entrepreneurial styles will function better in organic 

structures, meanwhile top managers with conservative styles are going to fit best into 

mechanistic structures. Stalker (1961; cited in Covin & Slevin, 1988, p. 219) explains 

that flexibility in administrative relations, informality, and authority representation in 

situational expertise characterize organic structures and these promote innovation that is 

a central indicator for an entrepreneurial style. On the other hand, mechanistic structures 

are characterized by severity in administrative relations, formality, and strict devotion to 

bureaucratic values and principles.  

Covin & Slevin (1988, p. 222) created a theoretical framework consisting of four types 

of firms based on their organization structure and management style. The organization 

structure is divided into organic and mechanistic structures meanwhile the management 

style is divided into entrepreneurial and conservative styles (see fig. 2) 
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2.1.2.1 Congruence in Organizational Structure & Management Style 

Effective-entrepreneurial firms and efficient-bureaucratic firms are the only type of 

firms where the organization structure and management style characteristics are 

harmonious. The structure of their organizations support the management style and they 

could therefore function more effectively. Pseudo-entrepreneurial firms and 

unstructured-unadventurous firms’ structure and style are incongruent, these firms 

cannot completely use the potential utility of their management, because of the 

restriction of organizational adaptability. (Covin & Slevin, 1988, p. 223) 

2.1.2.2 Effective-Entrepreneurial Firms 

Having an entrepreneurial upper-management style and organic structure characterize 

effective-entrepreneurial firms. Mintzberg (1979; cited in Covin and Slevin, 1988, p. 

222) explains that the structure assist the progress of entrepreneurial behavior, 

especially in regards to increased communication and minimized bureaucratic barriers 

to innovate. Quinn (1985, p. 76) describes effective-entrepreneurial firms by stating that 

organic structures allow rapid responses to market and industry demands and change – 

an entrepreneurial style is thereby productively employed in these firms. 

Entrepreneurial firms are usually present in dynamic and hostile environments, 

managers prefer these environments due to the potential high reward but there is an also 

high level of various risks involved. The rise of such firms may be because of 

managers’ effort to strategically and structurally act to their environmental contexts 

(Miller & Friesen, 1982, p. 6). 

2.1.3 Conceptualization of Entrepreneurial Management 

Stevenson (1986) conceptualizes entrepreneurial management as being a mode that 

varies from traditional management. Brown et al. (2001, p. 954) explains that Stevenson 

(1983) compare entrepreneurial behavior with administrative behavior: promoter firms 

are placed at the entrepreneurial end meanwhile trustees are placed at the administrative 

end. The promoters’ exclusive intent is to pursue and exploit opportunities while 

disregarding resources controlled. The trustees’ on the other hand aims to efficiently 

utilize their existing resource pool.  Stevenson (1984; cited in Bradley et al., 2011, p. 

539) conceptualizes firms as more entrepreneurial according to a set of management 

practices that are congruent with “the pursuit of opportunity without regard to the 

resources currently controlled”. Brown et al. (2001, p. 954) recognize the contributions 

of the Miller and Covin & Slevin, but the authors argue that there are no measurement 

instruments that look at firm-level opportunity-based behavior. The opportunity-based 

conceptualization of entrepreneurship that Stevenson and colleagues developed has 

contributed with an important takeoff for the development of such an instrument.  

Based on this conceptual work (Stevenson, 1984, Stevenson & Gumpert, 1985; 

Stevenson & Jarillo, 1990; Stevenson et al., 1989), Brown et al. (2001) tested the 

management practices that capture if firms are more or less entrepreneurial contra 

administrative, they empirically validated the following management practices: strategic 

orientation, resource orientation, management structure, reward philosophy, growth 

orientation and entrepreneurial culture. Table I summarize Stevenson’s 

conceptualization and the crucial key factors that firms are most likely to exhibit at the 

entrepreneurial and administrative scope.  
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2.1.3.1 Strategic Orientation 
The strategic orientations of firms are described by the factors that drive the creation of 

strategy. The strategic orientation of the promoters is more entrepreneurial due to that 

the managers’ attention and strategic action are driven by how they perceive 

opportunities. The trustees’ managerial attention and strategic actions are on the 

contrary driven by making the most out of the currently controlled resources (Brown et 

al., 2001, p. 955). A strategic orientation that are considered as entrepreneurial increases 

firms ability to recognize changes in the external environment, they are also better able 

to act upon these opportunities in order to grow the firm. An entrepreneurial focused 

strategic orientation also encourages and enhances individuals’ willingness toward 

entrepreneurship and the pursuit of growth (Stevenson & Gumpert, 1985). The 

administrative focused firms are less likely to pursue an opportunity, they tend to be 

analytical oriented and focus on negotiated strategies, risk reduction, and their behavior 

is more likely to be slow and inflexible (Brown et al., 2001, p. 955). Moreover, Bradley 

et al. (2011, p. 540) cites Bowman (1982) while explaining that firms’ level of financial 

slack could effect if the firms’ strategic orientation is entrepreneurial or administrative, 

firms with a lower level of financial slack are more prone taking risks.  

2.1.3.2 Resource Orientation 

Firms that are managed through an entrepreneurial style attempts to maximize value 

creation by taking advantage of opportunities while minimizing the resources required. 

They can commit small amount of resources in a multi-step way, thereby minimizing 

risk exposure at each step. By using this strategy they can reduce the pressure of capital 

allocation systems, formal planning systems, and certain incentive systems. The 

resource orientation is more administrative when firms prefer ownership control of 

resources that are characterized by thorough analysis in advance with large, irreversible 

investments. (Brown et al., 2001, p. 955). Starr & MacMillan (1990, p. 83) argues that 

an entrepreneurial resource orientation underline co-optation of knowledge, skills, 

processes and financial capital from other parties. Co-optation is one of the most 

flexible and easiest way to gain access to resources by exchanging information and 

exercising influence. Firms that possess greater available discretionary resources feel 

that they need to use them, rather than pursuing opportunistic searches for external 

resources, these firms buy resources at full cost that can be implemented internally. 

(Starr & MacMillan, 1990, p. 83) 

Table 1.  Stevenson's conceptualization of entrepreneurial management. (Brown et al., 2001, p. 955) 
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2.1.3.3 Management Structure 

A management structure is characterized as being entrepreneurial when organizations 

are flat and made of multiple informal networks.  The structures are organic, provide 

flexibility to organizations and allow employees the possibility to create and seek 

opportunities. These entrepreneurial firms might organize themselves in non-traditional 

ways since some of the resources utilized might not be owned in-house. The 

management structure is less entrepreneurial when organizations structures are 

formalized with a clear hierarchy, authority, responsibility and systematization to enable 

efficiency. (Brown et al., 2001, p. 956). Management structures are created in a certain 

way in order for firms to pursue common goals which are dependent on: gathering 

resources from the environment; allocate products and services; training and motivating 

employees and; furnish means to work with other organizations (Scott, 2003; cited in 

Bradley et al., 2011, p. 541). There is a need for flexibility in the management structure 

in order to adjust firms to their environment, this flexible structure allows employees to 

creatively pursue opportunities external to the firm instead of a structure which 

promotes oversight of existing firm resources (Starr & MacMillan, 1990, p. 87). 

2.1.3.4 Reward Philosophy 

Firms’ strategy of reward philosophy is an important contributor to firm behavior. The 

entrepreneurial firms focus on creating and harvesting value, they thereby tend to base 

compensation on how employees contribute in value creation. The organizations’ 

structure is useful to the evaluation because they are structured for independent action 

and accountability. Administrative managed firms base their compensation to the 

number of resources (e.g. employees or assets) that an employee control and is 

responsible for. The compensation-based model for administrative firms promotes 

successful employees to positions with more responsibility (Brown et al., 2001, p. 956). 

Jones & Butler (1992; cited in Bradley et al., 2011, p. 542) explains that an 

entrepreneurial reward philosophy, where employees are rewarded for adding value to 

firms, increases the firms search for opportunities. Firms that enjoys a great deal of 

financial slack can allow managers to experiment with new initiatives, they have few 

incentives to collaborate or combine scarce resources. Firms that lacks a financial slack 

but that are eager to pursue opportunities have to develop reward systems that stimulate 

collaborative use of resources, irrespective of who is in charge of the project. Thus, 

compensation systems should not be solely based on individual achievements, instead, 

they should be structured so that employees can benefit from the performance and 

increased value of the firm (Brown et al., 2001; Stevenson & Jarillo, 1986).  

2.1.3.5 Growth Orientation 

Entrepreneurial firms desire rapid growth and their entrepreneurial management will 

promote it. The administrative oriented firms also desire growth but they do prefer to 

grow slower and at a steady pace, because that a fast growth will increase the risks for 

the already accumulated resources (Brown et al., 2001, p. 956; Stevenson & Gumpert, 

1985). Even though attempts to achieve high growth may not succeed, Wiklund & 

Shepherd (2003, p. 1309) explains that firms that possess a rapid growth orientation 

may also achieve higher level of growth. 

2.1.3.6 Entrepreneurial Culture 

Firms are considered more entrepreneurial when the organizational culture stimulates 

idea generation, experimentation and creativity. Less entrepreneurial firms do not 

encourage these factors to the same extent sincet they are bound to the resources 

controlled (Brown et al., 2001, p. 956). Firms enriched with available resources do not 
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beg, borrow, or seek for resources; behaviors that are considered appropriate in firms 

that are more entrepreneurial oriented (Starr & MacMillan, 1990, p. 84). Stevenson & 

Gumpert (1985, p. 88) explains that limited resources enhance the collective mindset in 

organizations to initiate strategic experimentation, promote trial by error learning, and 

using creative ways to use limited resources. March (1991; cited in Bradley et al., 2011, 

p. 543) argues that administrative focused firms establish a culture where they increase 

the standardization of processes, systems, and job functions. In turn, this advance the 

improved productivity goal. 

2.1.4 Connection to Theoretical Framework 

In this section of the literature review, we have introduced concepts such as: 

entrepreneurship, EM, a comparison of EM and conservative management and a 

conceptualization of EM. The purpose with describing an overview of entrepreneurship 

was to make the reader aware of the concepts main points. We believed that these were 

crucial to explain in order to understand our connections between EM, DC and 

Internationalization. We consider it important to explain the Covin & Slevin model 

since that it will be used in our sampling method to find appropriate firms for the study. 

As discussed in the text above, various researchers discuss the distinction between 

conservative management and entrepreneurial management. Previous research from 

Covin & Slevin have contributed greatly to the distinction of EM and organizational 

structure, their framework is however not suitable as an instrument to measure firm-

level opportunity-based behavior. Furthermore, earlier research puts a lot of emphasize 

on the process of independent entrepreneurship, which would not be suitable as a 

framework to our study since that we aim at identifying EM practices from a firm-level 

point of view. Stevenson’s conceptualization offers valid insights on management 

dimensions to the firm-level, and with Brown et al. (2001) validated dimension, the 

conceptualization proves relevant to our study. EM and Stevenson’s conceptualization 

will be incorporated into our theoretical framework and be the foundation that allow us 

to understand EM practices within organizations. Exactly how we will incorporate these 

theories in our study and how they will contribute and enable us to answer the stated 

research question will be elaborated on in the theoretical framework.  
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2.2 Dynamic Capabilities 

2.2.1 Origin 

The field of strategic management has paid considerably attention on how firms gain 

and sustain competitive advantages (Barney, 1991, p. 99). Before Wernerfelt introduced 

the “Resource Based View” in 1984, research regarding gained and sustained 

competitive advantages had been grounded on the assumptions that: (i) the strategically 

relevant resources and pursuit of strategies are homogeneous among firms within the 

same industry and; (ii) if resource heterogeneity were to be developed within a industry 

it would be short-lived due to the resources high mobility (Barney, 1986, p. 1238-39). 

This early research focused on competitive advantages that derived from external 

analysis on opportunities and threats. RBV however, assumes that firms within the same 

industry can be heterogenic and that resources may not be completely mobile between 

firms (Barney, 1991, p. 99-100). Meaning that competitive advantages are believed to 

derive from inside the firms in terms of the configuration of their resources and 

capabilities (Kraaijenbrink et al., 2009, p. 350). This shift of research focus – from firms 

external environments to their internal resources and capabilities – in strategic 

management and how to gain and sustain competitive advantage was, and is a result of 

the increasing instability in the business environment (Grant, 2013, p.112). Grant 

explains this by reasoning that it is more secure for firms to carry out a strategy based 

on internal factors than it would have been if the strategy were designed on unstable and 

hard-to-predict external factors. 

Helfat (2007, p. 1) describes a capability as “the ability to perform a particular task or 

activity”. Grant (2013, p.116) describes resources as being productive assets – e.g. 

tangible, intangible and human – within firms and by combining various resources 

capabilities are created. Capabilities in RBV are seen as ordinary (operational) and 

enable firms to “earn a living in the present”, they do not however concern change 

(Winter, 2003, p. 991). Prahalad & Hamel (1990) argued that capabilities that generate 

competitive advantage for a firm are to be considered firms’ core capabilities. These 

core capabilities needs to be distinctive or more superior to their competitors’ 

capabilities to add competitive advantage (Peteraf, 1993, p. 179). In order for firms to 

achieve sustainable competitive advantage, their capabilities and resources need to be: 

valuable, rare, inimitable, non-substitutable (VRIN) and the organization (O) must be 

able to utilize them (Kraaijenbrink et al., 2009, p. 350).  

The increased dynamism in the business markets during the 1990’s challenged RBV; it 

was considered as being too static and neglecting of change (Priem & Butler, 2001, p. 

33). Eisenhardt & Martin (2000, p. 1106) asserted that firms are unlikely to gain 

sustained competitive advantage in dynamic markets following the RBV reasoning. 

Wang & Ahmed (2007, p. 33) states that the key assumptions of the RBV perspective 

are unlikely in unpredictable and dynamic markets. The authors assert that the RBV are 

ignoring firms’ development over time and the influence the dynamic markets might 

have on them by assuming that markets features unchanging demands (Wang & Ahmed, 

2007, p. 33-35).  Kraaijenbrink et al. (2009, 355) concludes that there has been valid 

critique directed towards RBV in terms of fulfilling the VRIN/O criteria’s is not enough 

for firms to gain sustainable competitive advantage. These have to be combined with 

successful managerial capabilities that recognize and exploit opportunities offered on 

the market. Teece (1997, p. 515) called out that the increased global competitive 

business environments required a broader paradigm in order understanding how 

sustainable competitive advantages are achieved. As Teece et al (2007, p. 515) 
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Table 2. Different Capabilities (Teece, 2014, p. 332) 

recognized, the firms that enjoyed competitive advantages demonstrated flexibility and 

ability to respond rapidly to changes, he coined the term dynamic capabilities. 

“Strategy matters most during times of change. Businesses and people find it far easier 

to do more of the same than to do something different. But the world does not stand still. 

As markets become more globally integrated and new forms of technology and 

competition arise, companies cannot rest on their laurels. Firms must adapt to and 

exploit changes in their business environment, while seeking opportunities to create 

change through technological, organizational or strategic innovation.” 
Helfat et al. (2007, p. 1) 

2.2.2 Foundations 

In contrast to operational capabilities, DCs concerns change and adaptation (Augier & 

Teece, 2009; Eisenhardt & Martin, 2000; Schreyögg & Kleisch, 2007; Teece, 1997; 

Teece, 2007; Teece, 2012; Winter, 2003; Zahra & Sapienza, 2006) (see table 2). Firms 

which are operating in changing environments needs to be able to anticipate and adjust 

to these changes (Medina-Garrida, 2005, p. 171) Al-Aali & Teece (2014, p. 104) 

explains that through DCs, firms develop old and acquire new resources, competences 

and skills how to configure them over time. As markets emerge or evolve it is the 

dynamic capabilities that allow firms to adapt their resource base to match these 

changes (Eisenhardt & Martin, 2000, p. 1107). Al-Aali & Teece (2014, p. 104) asserts 

that DCs are essential for firms to be able to reach long-term success since they allow 

firms to identify and seize the most promising opportunities.  

Since Teece et al. (1997) made their first contribution to the field of DCs there has been 

a lot of definitions of DCs offered by various authors. The definition below is one of the 

latest recognized contributions, which we throughout this thesis will relate DCs with. 

“A firm’s behavioral orientation to constantly to integrate, configure, renew and 

recreate its resources and capabilities and, most importantly, upgrade and reconstruct 

its core capabilities in response to the changing environment to attain and sustain 

competitive advantage”  

Wang & Ahmed (2007, p. 35) 

Helfat et al. (2007) and Schreyögg & Kleisch (2007) states that DCs are not 

spontaneous reactions or ad-hoc in nature, just as other established processes in firms 

they follow patterns and are repeatable. Zahra et al. (2006) supports this by asserting 

that the use of DCs is intentional and deliberate. Helfat et al. (2007, p.1) explains that 
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DCs comes in various forms: some allows firms to enter new businesses; others extend 

or merge current and old firms through e.g. strategic alliances; other DCs plays a central 

part in the creation of new products or general processes and the list goes on.  

2.2.3 External and Internal DC Enablers 

According to Teece et al. (1997) DCs are processes, which are shaped by positions and 

paths. These processes are the mechanisms in which DCs are developed and put to use 

(Helfat et al., 2007, p. 30), they include: integration, learning, reconfiguration and co-

ordination. Positions and paths, according to Ambrosini & Bowman (2009, p. 39), could 

be both internal and external. Firms’ internal positions relates to their assets (e.g. 

technological-, structural- and financial assets), while the external positions relates to 

firms’ environment and markets (Ambrosini & Bowman, 2009, p. 39). Paths on the 

other hand refer to the history of firms, their past and present guides and constrain their 

future (Teece et al., 1997, p. 552). The routines, from which DCs partly emerge, are in 

fact products from firms’ path-dependent processes (Teece 1997; Zollo & Winter, 

1999). In conclusion, these paths and processes could act as either enablers or inhibitors 

in firms’ deployment of DCs.  

2.2.3.1 External Enablers 

The main body within past and current DCs research asserts that DCs are a necessity in 

rapid changing and uncertain markets (Ambrosini & Bowman, 2009, p. 40). Aragón-

Correra & Sharma (2003, p. 82-85) concludes that it is important to recognize that the 

firms’ environmental characteristics – such as e.g. uncertainty and complexity – 

influences their establishment of DCs. The authors continue stating that these external 

pressures affect firms differently due to the difference in the managers’ perceptions. 

Madhoc & Osegowitsch (2000, p. 328) explains that another external factor, which 

affects DCs, are path dependency inherited from the firms’ country of origin.  

“Their [the firms] country of origin is one of the key contextual factors that shape firms’ 

experiences, and consequently the knowledge and capabilities acquired” 
Madhoc & Osegowitsch (2000, p. 326).   

2.2.3.2 Internal Enablers 

Researchers have positioned managers as having a key position in the development of 

firms’ DCs (Adner & Helfat, 2003; Augier & Teece, 2009; Eisenhardt & Martin, 2000; 

Harreld et al., 2007; Kor & Mesko, 2013; Teece, 2014). Harreld et al. (2007, p. 41) 

asserts that one of the key responsibilities of the managers is to continuously develop 

the firms’ DCs in order “not getting trapped by their own success”, i.e. status-quo 

within the firms even though their external environment changes. In order being able to 

do so, managers needs to be able to carry out to two tasks: (i) sense changes in the 

competitive environment (e.g. shifts in technology, customers, competition) and; (ii) 

they must be able to act when faced with opportunities or threats that changes bring by 

seizing them, which means they need to reconfigure their resources and capabilities to 

meet the new demands (Harreld et al, 2007, p. 24-25). Even though firms share similar 

characteristics, their response in the deployment of DCs will most likely differ due to 

the different perceptions among managers (Aragon-Correa & Sharma, 2003, p. 74) and 

individuals’ bounded rationality (Moliterno & Wiersema, 2007, p. 1081). Meaning that 

just like any other internal processes, DCs are affected by the managements’ 

experiences, skills and insights. All of this adds up to: 
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“…their [the managements’] judgment about what dynamic capabilities to deploy, and 

how and where to deploy, which is critical in ultimate successful performance of 

dynamic capabilities”  
Ambrosini & Bowman (2009, p. 41) 

Eisenhardt & Martin (2000, p. 1116) states that even though DCs might be idiosyncratic 

in detail between firms, they share significant commonalities across the firms. The 

authors state that these commonalities are to be seen as “best practices”. The 

idiosyncratic features of DCs in firms are probably overstated, which puts more 

emphasis on their commonalities between firms (Brush et al, 1999; McGahan & Porter, 

1997; Wernerfelt & Montgomery, 1988; cited in Wang et al, 2015, p., 28). 

Firms’ ability to learn and their existing set of resources are also of critical importance 

in the development of DCs (Ambrosini & Bowman, 2009, p. 42). Eisenhard & Martin 

(2000, p. 1114-1115) adds to the internal factors by stressing the importance of practice 

and experience as contributors to the evolution of DCs. Lavie (2006, p. 163) supports 

this by asserting that depending on how embedded, interdependent and complex firms’ 

present resources are will influence the type of DCs deployed. One last internal factor, 

which is having an impact on the development and deployment of DCs, is social capital; 

Blyler & Coff (2003, p. 678) asserts that social capital is vital in the process of 

acquiring, integrating and facilitating resources and thereby also DCs.  

 

2.2.4 Microfoundations of Dynamic Capabilities  

There has been critique directed towards the DCs framework for being too vague, others 

however argues that DCs: 

 “[DCs] are a set of specific and identifiable processes such as product development, 

strategic decision making, and alliancing. They are neither vague nor tautological.” 

Eisenhardt & Martin (2000, p. 1105) 

Figure 3. Dynamic Capabilities (Ambrosini & Bowman, 2009 
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Teece (2007, p. 1319) adds to the discussion that DCs are distinct skills, processes, 

procedures, organizational structures, decision rules and discipline. Teece (2007) 

concludes that the microfoundations of DCs of firms’ capabilities can be divided into 

three categories, namely: (i) sensing, (ii) seizing and (iii) configuration capabilities. 

These capabilities are difficult to develop and operationalize, firms’ which excel at it 

though tend to have highly entrepreneurial management (Teece, 2007, p. 1344). 

2.2.4.1 Sensing 

In today’s globally competitive environment, customer needs changes rapidly, 

technological opportunities succeed each other in a rapid pace and highly active 

competitors are constantly on the lookout for advantages (Teece, 2007, p. 1322). As a 

result, firms’ ability to sense new opportunities have become very important. Sensing 

includes activities such as scanning, creating, learning, having an interpretive ability 

and lastly investments in research and development (R&D) is a complementary activity 

next to the others. Firms must continually search and scan through close and distant 

markets and technologies (March & Simon, 1958; Nelson & Winter, 1982; cited in 

Teece 2007, p. 1322) in order to figure out what is going on in their business eco-

system (Teece, 2007, p. 1324). Being close to the market, i.e. understanding market 

needs, is of high importance since customers tend to be aware of discrepancies through 

their user-experience. When opportunities are recognized, management and 

entrepreneurs have to interpret the developments. There are a lot of factors one have to 

bear in mind while evaluating the opportunity such as e.g. how the potential customer, 

distributors, competitors reaction will be (Teece, 2007, p. 1322). As we have learned 

from above, it is not certain that the competitors will recognize the opportunity due to 

poor sensing ability or their internal configuration will probably differ in some aspects 

due to the managers’ previous experiences and skills if they do recognize it. Teece 

(2007, p. 1323) explains that opportunity discovery and creation can originate both from 

the organization of the firms’ processes (e.g. R&D) and employees’ experiences and 

extent knowledge. Meaning that highly centralized firms could have a negative impact 

due to restrictions to employees meanwhile Teece (1997, p. 521) asserts that 

decentralization and empowerment decreases the risk for firms to miss out on 

technological advancements and market developments. The author explains that 

hierarchies has a negative effect on the information flow since it dilutes it as it moves 

up or down the steps.  

Teece (2007, p. 1326) divides the structural and individual capabilities to learn, sense, 

filter, shape and calibrate opportunities into four processes which all contributes to the 

aforementioned microfoundation: 

 Processes to identify market segments and shifting customer needs 

 Processes to direct internal R&D and select new technologies 

 Processes to tap suppliers and customers innovations  

 Processes to tap developments in technologies in one’s external environment  

2.2.4.2 Seizing 

As an opportunity has been sensed, firms need to capitalize by seizing it. Depending on 

the opportunity, this means that firms’ need to address the opportunity with e.g. new 

products, services, processes or a combination of them all (Teece, 2007, p. 1326). This 

craves infrastructural investments in forms of e.g. technological competences and 

various assets, Teece (2007, p. 1326) stress the importance of strategizing regarding the 

firms’ investment decisions in terms of their timing and maximization of the returns. 
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Combined with these physical aspects needed for seizing an opportunity is a business 

model, which defines the commercialization strategy and investment priorities (i.e. 

where, when and how to create value). Incumbent firms with clear hierarchies tend to be 

more risk-averse due to existing investments, established assets and their skepticism 

towards uncertain outcomes, something that ill-favors them in the seizing of 

opportunities sensed (Teece, 2007, p. 1328). The ability among managers to make 

unbiased judgments and decisions in uncertain situations is important when it comes to 

seize an unexplored opportunity. Other than making sound decisions, managers can 

impact the firms’ performance by motivating, communicating goals and values in order 

to get the employees dedicated (Teece, 2007, p. 1334).  

Teece (2007, p. 1334) concludes that the processes involved (enterprise structure, 

procedures, designs and incentives) when seizing an opportunity originates from the 

following elements: 

 Specify the customer solution and the chosen business model 

 Selecting decision-making protocols 

 Establish firm boundaries to protect innovation 

 Building loyalty and commitment within the firm  

2.2.4.3 Configuration 

As firms seize opportunities and they result in profits and growth they tend to become 

more and more path-dependent due to the number increasing number of structures that 

growth entails. Teece (2007, p. 1336) explains that decentralization is key during firms’ 

growth since it fosters flexibility and responsiveness. Teece (2007, p. 1335) argues that 

in order to sustain competitive advantage, firms’ needs to “recombine and reconfigure 

assets and organizational structures as the enterprise grows and the markets and 

technologies change”. This reconfiguration ability fosters the evolutionary fitness of 

firms, making them more prone to continuous change together with their external 

environment (Teece, 2007). The reconfiguration also applies to the re-designing of 

business models in order to cope with changes, asset realignment activities and revising 

of routines. Teece (2007, p. 1337) explains that the ability to align strategies, assets, 

structures and processes with each other creating cospecialization is an important 

microfoundation to DCs. 

Teece (2007, p. 1340) concludes that the “continuous alignment and realignment of 

specific tangible and intangible assets” originates from the following elements: 

 Decentralization 

 Governance 

 Managing cospecialization 

 Knowledge-management  

2.2.5 Connection to Theoretical Framework 

In the introduction chapter we highlighted the importance of DCs and throughout this 

theoretical chapter we have thoroughly explained the origin, enablers and foundations 

of the concept. We intend to incorporate the three categories of microfoundations into 

our theoretical framework, since it will enable us to grasp what activities our case firms 

are carrying out that are relating to DCs. Throughout our extensive literature review, we 

could not identify any alternative concepts to measure the process of taking advantage 

of opportunities. However, the microfoundations are well suited to our study and we 

believe that they will be useful in the combination with our EM dimensions. We will 
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use these microfoundations as a lens of sorts while evaluating the entrepreneurial 

managerial practices and their impacts on export modes.  
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Table 3. Definitions of the internationalization of SMEs classified by their focus and research approach 

(Ruzzier et al. 2006, p. 479 

2.3 Internationalization 

2.3.1 Internationalization & SMEs 

Ruzzier et al. (2006, p. 478) summarizes the existing research of SME 

internationalization to the perspective of the firms’ international activities by applying 

product, operation and market analyses or network analyses (See table. 3). Furthermore, 

Gankema et al. (2000, p. 15-16) explains that extensive research has been conducted 

within internationalization, and especially on concepts to capture the process of 

internationalization. The majority of the research conducted has focused on the stage 

models, which focus on a given path for internationalization to be successful.  

 

Research on small firms and internationalization emerged in the 1970s, and the 

theoretical and empirical research evolved with a view of the process of 

internationalization as evolutionary (Bilkey & Tesar, 1977; Johanson & Vahlne, 1977; 

Johanson & Wiedersheim-Paul, 1975). Their research got recognized, and the authors’ 

arguments were that firms become increasingly committed and involved in international 

activities. Two distinctive schools of thought on the internationalization process exists: 

(i) the initial Uppsala Model (U-model) developed by Johanson and Wiedersheim-Paul 

(1975) and Johanson and Vahlne (1977) and; (ii) the Innovation-Related 
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Internationalization model (I-model), derived from Rogers (1962) and developed by 

Bilkey & Tesar (1977) and Cavusgil (1980). (Ruzzier et al., 2006; Gankema et al., 

2000). 

The support for the traditional stage models varies (Coviello & McAuley, 1999). 

Gankema et al. (2000, p. 23) discuss that Cavusgil’s stage model is considered 

appropriate for SMEs, meanwhile Bell (1995, p. 71-72) and Oviatt & McDougall (1994, 

p. 32) criticize the stage theories in their studies of SMEs. In their opinion, small and 

high technology firms are international from inception, and they become so by rapid 

and non-incremental internationalization. The traditional stage model is inappropriate 

for these international-from-inception firms. Instead, the network approach would be 

more appropriate (Bell, 1995; Coviello & McAuley, 1999 Madsen & Servais, 1997). 

Johanson & Matsson (1993, p. 306; cited in Ruzzier et al., 2006, p. 478) extends 

internationalization to a network context, they describe it as a “cumulative process, in 

which relationships are continually established, maintained, developed, broken and 

dissolved in order to achieve the objectives of the firm”. Ruzzier et al. (2006, p. 478) 

mentions that the exclusive focus on relationships seems partially inadequate. Johanson 

and Vahlne (1990, p. 20) extended their view of the U-model with a network 

perspective in which they explained that continuous development of networks of 

business relationships abroad through extension, penetration and integration as a way 

for internationalization. 

The focus of research in defining and analyzing terms of international activities 

switched in the late 1990s in the sense that resources were seen to be crucial in the 

internationalization, Ahokangas (1998; cited in Ruzzier et al., 2006, p. 478) offered a 

view in which SMEs internationalization occurs based on the resources within the 

natural context, i.e. within firms’ networks. Internationalizing firms from this 

perspective is mobilizing rare and interdependent resources that empower and 

contribute to the internationalization activities within firms’ networks (Ruzzier et al., 

2006, p. 478).  

A significant development in the broad research of internationalization is the increased 

and active role that SMEs play in international markets, Oviatt & McDougall (1994, p. 

31) argues that the internationalization of SMEs can expect to receive even further 

momentum due to the changing world economy. Lumpkin and Dess (1996, p. 135) 

explains that internationalization can be characterized as an act of entrepreneurship, 

with background of the strategy of searching for opportunities for firm growth into new 

markets. A substantial part of firms are moving into international markets early from 

their inceptions, these firms are so called International New Ventures (Oviatt & 

McDougall, 1994, 2005). 

2.3.2 Stage Models 

Internationalization consists of two dominant stage models, the Uppsala 

Internationalization Model and the Innovation-related Model. Internationalization 

through stage models takes distinctive stage in a gradual development manner. (Ruzzier 

et al., 2006, p. 482; Gankema et al., 2000, p. 14) 
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2.3.2.1 The Uppsala Model (U-Model) 

The U-model was developed by Johanson & Vahlne (1977, 1990) and Johanson & 

Wiedersheim-Paul (1975), they perceived internationalization as being an incremental 

process of firms’ international involvement based on different types of learning. 

Johanson & Wiedersheim-Paul (1975, p. 306) assumes that the greatest barriers to 

internationalization are the lack of knowledge and resources, these barriers are reduced 

through incremental decision-making and learning about markets abroad. Johanson & 

Wiedersheim-Paul (1975, p. 307) distinguish four different types of stages: 

(i) No regular export activities  

(ii) Export via independent representatives (agents) 

(iii) Sales subsidiary 

(iv) Production/manufacturing 

In order to clarify internationalization across country markets, Johanson & Vahlne 

(1977, p. 24) hypothesized that firms would enter markets with sequential greater 

psychic distance. The term, psychic distance, represent factors that hinders or disturb 

the flow of information between firms and their markets, these factors may be 

differences in language, culture, political system, level of education, or business 

practices (Johanson & Vahlne, 1977, p. 24). 

2.3.2.2 Innovation-Related Models (I-Model) 

The I-model focuses on learning in connection to adapting to an innovation, 

internationalization decisions are thereby recognized as an innovation for the firm 

(Andersen, 1993, p. 212; Ruzzier et al., 2006, p. 483). Gankema et al. (2000, p. 17) 

argues that Bilkey and Tesar (1977), Cavusgil (1980), Reid (1981) and Czinkota (1982) 

explained that internationalization of a firm is a process corresponding to the stages of 

product adaption. Table 4 outlines the major models explaining the internationalization 

process from an innovation-related perspective. The focus is entirely on the export 

development process, and specifically on SMEs (Ruzzier et al., 2006, p. 483). 

Furthermore, Reuber & Fischer (1997, cited in Grankema et al., 2000, p. 18) established 

that the management teams’ knowledge and experience were crucial for the export 

development process of SMEs. 

The models presented in table 5 share some commonalities, the main difference is the 

number of stages and the characterization of each stage. Bilkey & Tesar (1977) and 

Czinkota (1982) illustrate that the incentives to start exporting is different compared to 

the models of Cavusgil (1980) and Reid (1981). The two former assume that firms are 

not specifically interested in exporting at stage one, it must therefore exist a push 

mechanism or external change agent that trigger the export decision. In the two latter 

models, a pull mechanism or internal change agent triggers firms to move to the next 

stage. (Andersen, 1993, p. 212) 

2.3.2.3 Critique on the Stage Models 

Chetty (1999, p. 123) argues that the stage models have received plenty of empirical 

support, but the models have also received some critique regarding their weaknesses. 

Reid (1981) criticized the U-model for being too deterministic, and Anderson (2000) 

argued that if firms were to develop in correspondence to the model then individuals 

would have no strategic choices. Another crucial challenge to the typical stage models 

is that firms do not follow the traditional pattern of internationalization, they are instead 

international from inception (Oviatt & McDougall, 1994; Madsen & Servais, 1997). 

Furthermore, the I-model has been called quite vague in theoretical terms, the problem 
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Table 4. A Review of the Innovation-Related Internationalization Models (Andersen, 1993, p. 213) 

is the criteria for distinguishing and operationalizing different stages (Andersen, 1993, 

p. 217).  The author continues explaining that the determination between different 

stages appears to be of a subjective opinion rather than discovering real differences 

between the stages. Chetty (1999, p. 123) outlines two studies (Nordstrom, 1990; 

Sullivan & Bauerschmidt, 1990) which argues that the psychological distance decreases 

when the markets becomes more homogeneous.  

 

2.3.3 Network Approach to Internationalization 

Johanson & Mattsson (1993; cited in Ruzzier et al., 2006, p. 484) takes a different view 

on the internationalization process by asserting that firms utilize their network as a 

starting point. This approach contributes with a relevant framework for understanding 

firms as ingrained actors in business networks. To be able to study internationalization 

of firms, it is important to comprehend the context in which they operate, especially the 

environmental conditions and the firms’ relationships (Chetty & Holm, 2000, p. 80; 

Madsen & Servais, 1997).  

Madsen & Servais (1997, p. 571) explains that networks do not necessary have to be 

limited to a country; many networks extend beyond borders. There are however some 

differences between countries and products when it comes to the international 

expansion, co-ordination and integration of networks (Madsen & Servais, 1997, p. 571). 

Johanson & Mattson (1988; cited in Chetty & Holm, 2000, p. 80) identified four 
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categories of firms and four different situations that these firms operate within (see fig. 

4). 

Johanson and Mattsson (1988; cited in Chetty & Holm, 2000, p. 80) argues that 

business networks can be seen as the relationship a firm has with its customers, 

distributors, suppliers, competitors and government – all of which are considered as 

actors in a business network. The authors mean that when a firm internationalize, the 

amount and strength of relationships within the business network increases. Firms 

maintain relationships with counterparts in other countries by internationalizing, this 

can be characterized according to three different actions: (i) establishing relationships 

with counterparts in new countries (international extension), (ii) increased commitment 

in foreign networks that they are established in (penetration), and (iii) integration of 

network positions in diverse countries (international integration). (Chetty & Holm, 

2000, p. 80; Madsen & Servais, 1997, p. 572; Ruzzier et al., 2006, p. 485) 

 

2.3.3.1 Critique on the Network Approach to Internationalization 

Ruzzier et al. (2006, p. 485) mentions that various critique has been brought up 

regarding the network approach, these are primarily focused on different types of 

relationships and their constructions but also factors such as trust, control, resources, 

and the reliance between organizations. Furthermore, previous research on the network 

approach seems to have neglected the strategic position and influence of individuals, 

specifically entrepreneurs in the SMEs internationalization (Ruzzier et al., 2006, p. 

485). Research on the network approach has paid little attention to the crucial cross-

national cultural aspect, when international networks are growing in a fast pace, it is 

important to accept and embrace the phenomenon of globalization (Parkhe et al., 2006, 

p. 563). When Chetty & Holm (2000, p. 89) compared their findings with the Johansson 

& Mattsson (1988) model, they found certain weaknesses when it came to possibilities 

to differentiate each matrix and that these are not distinctive enough. Other critique that 

Chetty & Holm (2000, p. 89) mentions are that the model fails to explain how firms 

overcome problems occurring in internationalization though their network relationships. 

2.3.4 International New Ventures & Born Globals 

Johanson & Vahlne (2003, p. 83) argues that there seems to be a necessary need to 

capture the process of early internationalization due to technological development that 

forces firms to internationalize more rapidly than some decades ago. INVs are 

characterized as being innovative in their internationalization, which is something that 

is central to the field of entrepreneurship (Knight & Cavusgil, 2004; Oviatt & 

McDougall, 1994).  

Figure 4. Chetty & Holm  2000, p. 79) 
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Oviatt & McDougall (1994, p. 31) argues that these INV, from inception pursue 

competitive advantages from resources and sale of outputs in several countries. 

Furthermore, researchers explain that the determinants of early cross-border activity 

emphasize early internationalization as an incentive for growth, especially in dynamic 

and technology-intensive industries (Oviatt & McDougall, 1994; Zahra et al., 2000). 

Madsen & Servais (1997, p. 563) explains that the INV utilize a proactive international 

strategy form the beginning with only a few employees or entrepreneurs. Furthermore, 

the INV do not have much resources to spend on expensive investments in distribution 

channels or similar processes, they must therefore rely on hybrid structures when 

controlling the sales and marketing activities (Madsen & Servais, 1997, p. 563).  

One of the key factors that Oviatt and McDougall (1994) present is that new ventures do 

not necessarily have to own their resources in order to internationalize. Entrepreneurial 

firms are characterized by their actions, not by the different resources that they possess, 

these entrepreneurial actions are crucial for the new ventures ability to create value that 

extends beyond their established and resource-rich competitors (Zahra, 2005, p. 21). 

However, to be able to create the most value, entrepreneurial firms have to act 

strategically, it is therefore important to integrate entrepreneurial and strategic thinking 

(Hitt et al., 2001; cited in Ruzzier et al., 2006, p. 489). 

2.3.4.1 Critique on the International New Venture Theory 

The research on international entrepreneurship has made great progress in defining the 

term, Zahra & George (2002, p. 9) are however concerned that the domain of 

international entrepreneurship continues to be vague. Furthermore the authors argue that 

past studies have been limited in their scope due to their concentration on INVs as 

independent entrepreneurs, this limitation has various deficiencies. The focus on an 

independent entrepreneur ignores the entrepreneurial activities that are considered as an 

ongoing process that unravels over time (Zahra & George, 2002, p. 9). These crucial 

activities hinder the creativity from different members of new ventures’ upper-

management, members that usually utilize their inner abilities, skills, talents and 

experience (Zahra & George, 2002, p. 9). Moreover, Sapienza et al. (2006) argues that 

firms of various age and size often engage in entrepreneurial activities when entering 

international markets, Zahra & George (2002, p. 9) are of the opinion that research 

needs to include these firms in the study of international entrepreneurship. 

2.3.5 Export Modes & Activities 

The mode of export is according to Hollensen (2011, p. 335) the most common entry 

mode when embarking international markets. The author explains that exporting is 

normally the initial internationalization strategy, which gradually evolve into other 

activities with time.  A product can be manufactured in firms’ domestic markets or a 

third country before being exported into the chosen host market. There are different 

ways that exporting can be organized depending on what functions of the export 

activities and mode should be put on external agents or be handled internally 

(Hollensen, 2011, p.335). The authors identify three main types of exporting: indirect-, 

direct- and co-operative exporting.  

2.3.5.1 Indirect Export Mode 

McCann (2013, p. 519) explains that indirect exporting takes place through a trade 

intermediary. There is a relationship between firms’ size and their chosen export mode: 

small firms tend to use indirect export to a greater extent than larger firms (Abel-Koch, 

2011, p. 1). In contrast to direct export – which deals with both fixed and variable costs 
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– indirect exporting through intermediaries assumes that the fixed costs are lowered but 

the variable costs remains (Bernard et al., 2010, p. 5). The authors continue explaining 

that one of the costs involved in exporting is managing the exporting network. This is 

avoided by using an intermediary with an already existing network. The truism of this 

being, by using an intermediary the costs is lower than they would have been if direct 

export mode were employed. Cutting costs are however not the only reason for using an 

intermediary. Market specific characteristics such as e.g. market size and cultural 

differences also affect the decision of which export mode to use (Abel-Koch, 2011, p. 

1). Spulber (1996, cited in Abel-Koch, 2011, p. 1) defines intermediaries as “economic 

agents that purchase from suppliers for resale to buyers or that help buyers and sellers to 

meet and transact”. Hollensen (2011, p. 338-341) presents five main entry modes of 

indirect exporting: 

(i) Export Buying Agent: for an exporter this is an easy way to export goods, 

the agent is a representative of foreign buyers that scans markets for 

products and acts as a middle-hand between seller and buyer.  

(ii) Broker: as the name hints the broker brings seller and buyer together and 

does not have handle any of the products/services sold. Often specialized in 

different product.  

(iii) Export Management Company or Export House: acts as the export 

department for firms and it will conduct export business in their clients 

name. Can represent multiple non-competing firms at once 

(iv) Trading Company: buys stock directly from manufacturer and then move the 

stock themselves 

(v) Piggybacking: a smaller firm that rides along with bigger firms established 

exporting activities. The “carrier” firm might use this method to fill a gap in 

their product line. 

2.3.5.2 Direct Export Mode 

As stated earlier, firms that prefer to use the direct export mode tends to be larger (Abel-

Koch, 2011, p. 1). The author continues explaining that this will most likely result in 

higher fixed costs than the alternative indirect exporting. The indirect export however 

does not generate as high revenues due to the profit cuts the usage of intermediaries 

brings. Which of course is an incentive for firms that feel mature enough to undertake 

their own exporting activities. Abel-Koch (2011, p. 2) explains, since larger firms tend 

to be more well-known than smaller firms it is not as hard to find the potential 

customers in the chosen market. Direct export happens when the selling part deals 

directly with an importer or customer without an intermediary of some sort (Hollensen, 

2011, p. 341). The author continues explaining that when firms decide to take care of 

their own export activities it involves: building a network with overseas contacts, 

conducting market research, taking care of all the administrative involved in trading 

goods over boarders and transportation and developing marketing strategies. Hollensen 

(2011, p. 341) describes that direct export includes using distributors and agents in the 

foreign country. Both of these options could be beneficial for an exporting firm since 

they have an established network and relationship with customers on the markets and 

the know-how in the specific market. These agents and distributors handles the contact 

with the e.g. stores and other buyers in the chosen market but they do however differ in 

some aspects (Hollensen 2011, p. 342): 

(i) Distributors: are to be viewed as importer in the sense that they are the one 

responsible for the product being exported. As they often are exclusive 

representatives of the product and brand they bear full responsibility, as such 
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they also enjoy a lot of freedom in choosing customers and conditions for the 

products.  

(ii) Agents: represents the exporting firm and earns their living through 

commission in contrast to distributors who earns money on the difference 

between the buying and selling price. Agents sell to e.g. wholesalers and 

retailers but the exporter and the buyer makes all the administrative 

arrangements between each other such as payment and delivery terms etc.   

2.3.5.3 Co-operative Export Strategy 

Researchers in the field of management have argued of the critical importance of co-

operation and co-ordination to achieve objectives (Smith et al., 1995, p. 8). The general 

agreement of previous studies is that co-operation is a process where individuals, groups 

and organizations join together in order to benefit from mutual gain (Smith et al., 1995, 

p. 9). Firms decide to co-operate with each other to gain competitive advantage 

(Beamish & Banks, 1987; Tallman & Shenkar, 1994). Firms usually set up co-operative 

strategies to extend their resource base, which is not sufficient enough internally.  

Co-operative strategies are more important for the survival of SMEs compared to large 

enterprises, SMEs also deploy co-operative strategies to a greater extent (Suarez-Villa, 

1998, p. 8). Co-operation enable SMEs to take advantage of internationalization 

opportunities that otherwise would have been difficult for them to participate in (Fink et 

al., 2008, p. 430). Furthermore, liability of newness (especially for young firms) might 

be reduced through co-operation with firms that possess stronger reputation in the new 

market. By joining competencies, co-operation through internationalization can lower 

the required know-how that firms would need in order to enter a market. Another 

benefit that a SME can gain when internationalizing through co-operation is the help to 

overcome legal barriers. SMEs have to be aware that they sacrifice short-term gain 

when using co-operative arrangements, there is however a great possibility for long-

term advantages (Fink et al., 2008, p. 430-431). 

Haahti et al. (2005, p. 127) explains that co-operative strategies can be both formal (i.e., 

joint ventures, licensing or management contracts) and informal. Informal co-operation 

includes adaptable arrangements where behavioral norms determine the participation 

from both firms, rather than contractual obligations. The informal co-operative strategy 

could be compared to Ouchi’s (1980) clan structure, where informal cultures and 

systems determine the member’s behavior (Smith et al., 1995, p. 10).  Zhao & Aram 

(1995, cited in Haahti et al., 2005, p. 128) explains that organizations can improve their 

knowledge base about a new market by receiving information from their informal co-

operative strategies and social networks. Forsman & Solitander (2003, p. 10-11) extends 

the view and ads that networks and clusters ease knowledge acquisition and transfer 

between firms, especially due to physical, social and cultural closeness.  

(i) Licensing is when a firm license out the control over operations and strategy 

to a licensee, in turn the firm receives a lump sum payment, a royalty fee 

per-unit, and a commitment to that terms regarding the licensing contract 

will be followed (Hill et al., 1990, p. 118). 

(ii) International joint ventures represent an equity-based contractual co-

operation between two firms who combine complementary resources. These 

resources could consist of firm-specific knowledge, and the combination is 

based on how each firm will share knowledge with each other (Buckley & 

Casson, 1996, p. 850). Furthermore, Hill et al. (1990, p. 118) explains that 
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the level of control is dependent on the ownerships split, control must 

however be share between the venture partners. 

2.3.5.4 Connection to Theoretical Framework 

In our introduction we argue about unfamiliar and dynamic markets in relation to 

internationalization and how firms act on opportunities through EM and DCs. In this 

section we explained the major frameworks within internationalization in relation to 

SMEs and how these has developed. This section has provided us with a wider view of 

internationalization that will allow us to connect it with EM and DCs. 

Internationalization can be characterized as an act of entrepreneurship and SMEs are 

dependent on their ability to use resources. Internationalization can thereby be 

considered as an act of innovation for the firm. Management teams with their 

knowledge and experience are crucial for the export development process of SMEs, and 

this section will contribute to the theoretical framework with an elaboration on 

internationalization that connects it together with the DCs and EM, which will be 

necessary in order to fulfill our research’s purpose.
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2.4 Theoretical Framework 

Our theoretical framework will function as guide on how we intend to utilize the 

selected theories in our research. In order to extend the understanding for our theoretical 

framework, we synthesize how the theories connect and relate to each other. This 

structured synthesis is created so that the theories interconnections to our research are 

explained and illustrated with clarity in order to make it easily comprehendible for the 

reader. Additionally, the research gaps identified in the introductory chapter are 

illustrated as well. 

 

 

 

1. 2. 

3. 

(i) 

(ii) 

(iii) 

Management Structure 

Figure 5. Illustration of the theoretical framework 
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1. We have decided to include Stevenson’s conceptualization in our study, by utilizing 

this concept as a validated instrument will allow us to thoroughly investigate crucial key 

factors relating to EM. These key factors that firms managerial activities are 

characterized by within an entrepreneurial and administrative scope, gives us the 

opportunity to make a distinction between various management techniques. 

Furthermore, the instrument will allow us to gain a deeper understanding of firm-level 

opportunity-based behavior. Brown et al. (2011) empirical validated six of Stevenson’s 

management practice dimensions. We intend to utilize the dimensions that Brown et al. 

(2001) validated in order to increase the validity of our own research. However, after 

careful consideration we decided to revise the dimensions in relation to our own 

research in order to create a good fit. As Fig. 5 illustrates, we have integrated the 

entrepreneurial culture and reward philosophy dimensions into the management 

structure dimension. This integration was argued to be necessary since the 

entrepreneurial culture and reward philosophy was considered to a product of firms’ 

management structure, and would therefore prove redundant to treat as being separate 

dimensions. By lowering the emphasis on these dimensions and integrating them to the 

management structure we believe our theoretical framework will be more feasible and 

the data collected to be less repetitive and have more substance. Several authors 

conclude that there is a strong relation between leadership as an enabler of DCs 

(Rosenbloom, 2000; Salvato, 2003). As argued in the introduction chapter, there are 

many connections between the next part of our framework – DCs – and EM, but these 

assertions concludes and justify our mixture of the two in order to answer our stated 

research questions. 

2. For us to fully understand DCs, we need to consider firms’ managerial perception of 

the need to change in relation to their external and internal environments (Hambrick & 

Mason, 1984). It is crucial for managers to continuously develop the firms DCs, 

otherwise they might get stuck in a position where they just maintain status-quo and risk 

missing out on opportunities. Aragon-Correa & Sharma (2003, p. 74) argues that firms 

may share similar characteristics but this does however not mean that the response in 

deployment of DCs will be the same due to different perceptions among managers. We 

can from our literature review conclude that the microfoundations of DCs, which Tecce 

(2007) presents, are appropriate to utilize in this study. However, we have after careful 

consideration decided to exclude the following microfoundations: the processes to 

direct internal R&D and select new technologies, establish firm boundaries to protect 

innovation and governance. These microfoundations were excluded since they we 

deemed them to be too similar to other microfoundations and the data would most likely 

prove being redundant and repetitive. We are set out to shed light on how EM impacts 

SMEs export modes and the remaining microfoundations will enable us to identify 

specific EM practices that might play a crucial part in this relation. Teece’s (2007) 

microfoundations can be divided into three main levels: (i) sensing, (ii) seizing, and (iii) 

configuration capabilities. Furthermore, Eisenhardt & Martin (2000, p. 1116) argues 

that DCs might be idiosyncratic in the detail across firms, but they also share significant 

commonalities across firms. As the authors argue, we could therefore extend our 

detailed findings in specific firms to be considered as “best practices”.  

3. A complex business environment is usually associated with proliferation and 

diversity of factors in the environment as well as interdependencies between these 

factors. Uncertainty is characterized with unpredictability in the external environment, 

both from the individual perception and objective factors (Aragon-Correa & Sharam, 
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2003). Such demanding environmental conditions increase managements’ role in 

identifying and making sense of opportunities and threats in their decision-making 

(Dess et al., 1997, 677). Our theoretical section of internationalization will enable us to 

identify and understand firms that are making commitments and seize opportunities that 

relatively unfamiliar foreign market present (Gnizy et al., 2014, p. 479). 

Internationalization enables SMEs to increase their presence on foreign markets, 

increase their growth and profit by exploiting new opportunities that these markets 

present (Lumpkin & Dess, 1996; McDougall & Oviatt, 2000). This is where we connect 

internationalization and DCs and as argued in chapter one, markets that are open to 

international commerce present challenges that DCs has potential to help firms 

overcome. Exporting is according to Hollensen (2011, p. 335) the initial 

internationalization strategy and it does often gradually evolve into other activities with 

time. To include export modes and activities into the previous mentioned theories 

allows us to explore the EM practices and DCs connection to internationalization. Based 

on our literature review we could identify different ways how exporting can be 

organized, depending on what functions of the export activity that should be kept 

internal or that should be put on external agents. The three main types of exporting that 

Hollensen (2011, p. 335) mentions are: (i) indirect exporting, (ii) direct exporting, and 

(iii) co-operative exporting. 
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3. METHODOLOGY 

This chapter comprises the methodological framework of this study, which has been 

designed to enable us to conduct this research. We argue for our methodological 

choices by clarifying our philosophical stances, which serves as a foundation for our 

reasoning regarding the: research approach, research design, research strategy, data 

analysis and operationalization. All methodological choices have been taken with the 

ultimate aim to enable us to answer the study’s research question. 

 

3.1 Philosophical Approach 

Science is a social construction that varies on the researchers’ beliefs and values on the 

one hand and the methods and measures used on the other (Vasilachis de Gialdino, 

2009) Morgan & Smirich (1980, p. 492) states that the different philosophical stances 

one has taken characterize one’s view regarding human beings and their world. Hughes 

(1980, p. 6) states that philosophical positions are related to the different views in which 

the world is to be made known. Creswell (2013, p. 15) explains that researchers always 

bring certain beliefs and philosophical assumptions to their research. Burrell & Morgan 

(1979, p. 1) explains that “all theories of organization are based upon a philosophy of 

science and a theory of society” and continues that researchers’ philosophical 

assumption underpin their different approaches to social science. These philosophical 

assumptions are divided into ontological, epistemological (Burrell & Morgan (1979, p. 

1-2) and axiological (Somekh & Lewin, 2011, p. 2; Saunders et al., 2012, p. 137). 

Saunders et al (2012, p. 127) explains that researchers’ philosophical approaches guide 

them in the development of knowledge. In contrast to natural sciences, social sciences 

deal with the unpredictability of human beings. Somekh & Lewin (2011, p. 2) explains 

that due to the complexity concerning human experiences and actions, social 

researchers need to follow certain methods and theories. Morgan & Smirich (1980, p. 

491) adds that a methodological choice and its suitability is a result of the researchers’ 

assumptions regarding the nature of knowledge (epistemology) and the nature of the 

phenomena (ontology) being investigated.  

3.1.1 Ontological Assumptions 

Ontological assumptions concern the very essence of a phenomena being investigated, 

i.e. what constitutes reality. Reality could be viewed as being either an external product 

perceived by the individual or an internal product of the individual’s consciousness 

(Burrell & Morgan, 1979, p. 1). Saunders et al. (2012, p. 131) refers to the two views as 

objective and subjective. In which the objective view sees that the reality of social 

entities exists independent from social actors. This view emphasizes that the reality is 

not a product of individual cognition – it is given out there (Burrell & Morgan, 1979, p. 

1). In contrast, subjectivism considers that the reality is a product of one’s mind (Burrell 

& Morgan, 1979, p. 1), i.e. a social actor attaches his or her own meanings to things 

(e.g. such as a job) (Saunders et al., 2012, p. 132). Bryman & Bell (2011, p. 22) 

explains that from the subjectivism viewpoint, reality is in a continuous state of 

construction and reconstruction since things always evolve and craves adaptions. It has 

been established that the development of DCs within firms are heavily dependent on 

both the insight of entrepreneurial upper-management and firms’ history, values and 

routines (Al-Aali & Teece, 2014, p. 106). In accordance to the above, DC could be 

studied with both an objective view regarding the organizational structures that generate 

DCs and a subjective view in relation to the managers’ perceptions and their effect on 



Methodology 

 35 

DCs. The literature regarding our chosen research topic entrepreneurial management 

clearly concludes that individual manager’s past experiences guides perceptions and 

actions which ultimately affect the development on the DCs in firms (Augier & Teece, 

2009; Helfat et al., 2007; Ambrosini et al., 2009). Since this study seeks to investigate 

the entrepreneurial managerial role in the internationalization process through a DC 

perspective, the subjective stance is our apparent ontological view. The dynamic 

elements of internationalized markets crave continuous firm adaption in order for them 

to stay competitive, something that DCs facilitates. This is related to the subjectivism 

viewpoint of an ever-changing reality that craves continuous adjustments. Creswell 

(2013, p. 20) supports this by stating that qualitative studies embrace the possibility of 

multiple realities rather than one universal and repeatable (as in objectivism). Even 

though our research topic is underpinned by prior scientific research it also reflects our 

own philosophical assumptions and biases on what we consider to constitute reality. 

These philosophical assumptions are according to Creswell (2013, p. 19) deeply fixed 

from our experiences and reinforced by the scholarly community in which we are 

active. This study’s point of departure is based on the assumption that the managers 

(social actors) affect the internationalization process (social phenomenon) through their 

actions and perceptions.  

3.1.2 Epistemological Assumptions 

Hughes (1980, p. 6) explains that epistemological assumptions on the other hand are 

what one considers constituting acceptable knowledge. Slife & Williams (1995, p.  66) 

refer to epistemology as the nature, origins and limits of knowledge. The ontological 

and epistemological concerns are related.  

“Claims about what exists in the world almost inevitably lead on the issues about how 

what exists may be known” 
 Hughes (1980, p. 6) 

One can distinguish between two main assumptions what is considered as acceptable 

knowledge, hard and soft data. Saunders et al. (2012, p. 134) explains that soft data is 

related to feelings and attitudes among the subject researched. In contrast, hard data are 

“real” things such as a firm’s resources (e.g. number of employees and machines). The 

advocates of hard data (resources) as acceptable knowledge are mostly found within 

natural sciences meanwhile the soft data (feelings) is more common in social science 

(Saunders et al., 2012, p. 134). While conducting qualitative studies, researcher are 

getting close to their subjects in order to gather subjective – and soft – data based on 

their attitudes and actions (Creswell, 2013, p. 20). The author concludes that it is 

through this process knowledge is made known. Since we in this study will explore the 

entrepreneurial managerial role in the internationalization process, we intend to get 

close to managers involved in this process. As illuminated in the literature review, a 

contributing factor to the development of DCs is the perceptions among managers. 

Considering the above, what is considered to be knowledge in this study is evidently 

soft data, i.e. we will have to get close to our objects in order to observe in which way 

the managers themselves contribute to the job with their own subjective perceptions. In 

studies relating to the capabilities from a RBV perspective, the view of hard data as 

acceptable knowledge would probably be embraced since the perspective partly relies 

on the configuration of tangible resources. However, as we are conducting a qualitative 

study designed to understand SMEs – and ultimately managers’ – ability to sense 

changes, seize opportunities and configure assets the end-result is undeniably reliable 

on the soft data we can interpret from our interaction with the management.  
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According to Saunders et al. (2012, p. 134) the soft data perspective is related to the 

philosophical view of interpretivism. Creswell (2013, p. 24) explains that researchers 

with the philosophical view of an interpretivist seek to interpret the subjective meanings 

others have of the world. Research related to interpretivism seeks to rely as far as 

possible on social actors’ views on the situation at hand. Views, which tend to be 

subjective due to their derivation in the social actors experiences and understandings 

from the world in which they operate (Creswell, 2013, p. 24-25). The challenge for the 

researcher is to enter their subjects’ social world and see it from the point of view of 

these (Saunders et al., 2012, p. 137). The authors continues explaining that 

interpretivism considers the business and management world to be far too complex to 

organize it into law-like theories. Certain business situations being studied are complex 

and unique due to their particular circumstances and individuals that brings their own 

set of attitudes and feelings into the mix (Saunders et al., 2012, p. 137). We identify our 

study – and thereby ourselves – with the interpretivism philosophical view strongly. 

DCs are as stated earlier dependent on managers and their attitudes, prior knowledge 

and experiences. Meaning that the subjective connotations among our research subjects, 

which we will interpret, are of great importance for this particular study in relation to its 

purpose. As Denzin & Lincoln (2011, p. 92) states, researchers within the interpretivism 

paradigm want to produce understandings regarding the social world. We intend to 

study how the entrepreneurial managerial role affects the internationalization process 

and what part DCs play in this process, i.e. we intend to create an understanding 

regarding these matters happening in the social world.  

3.1.3 Axiological Assumptions 

According to Creswell (2013, p. 20) axiology concerns values and their potential effect 

on research. Heron (1996, p. 286) argued that values are the guiding reason for all 

human action. Creswell (2013, p. 20) states that all researchers bring their own values 

into their studies, meaning that their axiological assumptions characterize the studies. 

The author continues explaining that in qualitative studies, researchers must admit the 

value-laden nature of their studies. Consequently, what follows is an account of our 

values, their background and how they have impacted our choices in terms of research 

areas, research topic research strategy and data collection technique.  

Our main research areas are entrepreneurship, internationalization and management. 

Both authors are holding a bachelor degree within international business and having 

been on multiple exchange studies the presence of the internationalization element in 

this study has been markedly influenced by our academic background and personal 

interests. The entrepreneurship and management components are related to our current 

studies within business development and internationalization, during which both areas 

has been a common feature. We were apt to incorporate the academic knowledge we 

have gathered throughout our years in the university with our own interests of study and 

the end result – this study – has evidently been strongly impacted by these axiological 

assumptions. Our topics of entrepreneurial management, dynamic capabilities and 

export activities have been synthetized into a framework, which we believe will 

generate relevant contributory data to the fields but also practical implications. Having 

realized the importance of competitive advantage and how to achieve that in this 

globalized era, the practical implications were of importance to us. During the process 

of deciding a suitable research topic we valued not only its potential practical 

implication but also its relevance to our future professional careers. These values are 

also apparent in our study’s stated research question that is foremost exploratory but 

also explanatory in nature. Also relating to the practical implications and the personal 
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relevant knowledge gain is our choice of conducting a multiple case study and our data 

collection technique of interviewing our case companies. We value personal interaction 

since it allows one to get a sense of the subject’s feelings, opinion, biases, background 

and experiences, motivations and it allows for additional questions regarding question 

marks. Having been accustomed to the field of social science we have realized the 

importance of this close interaction in order to secure valid and relevant data.  

3.1.4 Research Paradigm 

Burrell & Morgan (1979, p. 21) presents a model with four research paradigms (see fig. 

6). Burrell & Morgan (1979, p. 23) explains that the basic assumptions for researchers 

within respective paradigm are alike and fundamental different from the assumptions 

shared within the other paradigms. The authors explain that the two dimensions are 

subjective versus objective and regulation versus radical change. The first dimension is 

related to assumptions regarding the nature of science and the other is related to the 

assumptions regarding the nature of society. The four dimensions are: radical humanist, 

radical structuralist, interpretive and functionalist. To be placed within a paradigm 

means having a specific world-view based on meta-theoretical assumptions in relation 

to the two dimensions – a world-view that reflects itself in researchers’ work (Burrell & 

Morgan, 1979, p. 24). The authors explain that it is not possible to synthetize the 

different paradigms, one can only operate within one paradigm at a given time.  

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

In the bottom-left of the matrix (fig. 6) is the interpretive paradigm, in which 

researchers according to Kelemen & Rumens (2008, cited in Saunders et al., 2012, p. 

143) are concerned with understanding and explaining phenomenon in firms. As the 

name of the paradigm suggest, it is related to the epistemological view of interpretivism. 

Burrell & Morgan (1979, p. 28) explains that this paradigm views the social world as a 

developing processes created by the social actors involved. As this paradigm is aligned 

with both our ontologies and epistemologies stated above it summarizes our 

philosophical assumptions and clarify this thesis philosophical point of departure.

Figure 6. Four Paradigms (Burrell & Morgan, 1979) 
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3.2 Research Approach 

There are three approaches to take into consideration when formulating the research 

approach, namely: inductive, deductive and abductive (Saunders et al., 2012, p. 144; 

Bryman & Bell, 2011, p. 14). The inductive approach is designed to start out with 

specific observations and thereafter build general patterns based on this (Patton, 1987, 

p. 15). Saunders et al. (2012, p. 14) explains that the inductive approach is built out of 

empirical data, and by finding relationships between autonomous variables the approach 

create theories. The deductive approach requires specification of main variables before 

the empirical data collection begins (Patton, 1987, p. 15). The deductive approach is 

based on the idea that knowledge is the first source and the approach therefore originate 

from the theories and the gathered data should falsify or verify the theory (Saunders et 

al., 2012, p. 144; Gummerson, 2000, p. 63). Furthermore, Alvesson & Sköldberg (2008, 

p. 55) explains that the deductive approach is less risky than the inductive approach and 

that it is based on a generic rule that can interpret and explain independent variables, but 

it is at the same time considered as speculative. The third approach, abductive, differs 

from induction and deduction by including understanding to the research context. The 

abductive approach consists of influences from both the inductive and the deductive 

approach, but it is not a simple mix of them, it contributes with its own element. During 

its process, the abductive approach develops the empirical scope successively by 

adjusting and redefining the theory. The abductive approach follows the inductive by 

using an empirical basis for its start point, but the approach does also accept the 

theoretical preconceptions similar to the deductive approach (Alvesson & Sköldberg, 

2008, p. 55). 

This study has been conducted through a deductive approach. We argue that this is 

applicable due to the relevance of receiving an appropriate understanding of 

entrepreneurial managers’ perspective on their actions in relation to internationalization, 

from a dynamic capabilities perspective. In that case, we can interpret and explain 

independent variables from a generic rule. We built our theoretical framework based on 

theory, in accordance to the deductive approach and it allows for great insight in the 

designing of the interview questions. Our data was collected through interviews and we 

could thereafter verify or falsify the theoretical framework. The research approach 

process is thus according to the deductive approach. Even though existing literature 

about the combination of entrepreneurial management, dynamic capabilities and 

internationalization were vague, a deductive approach was an applicable advance in 

order to capture the existing knowledge and provide with an understanding of the 

research fields. 

3.2.1 Considerations Regarding Research Approach 

Deductive and inductive approaches are overly simplified and idealized when it comes 

to the interaction between theory and data (Van Maanen et al., 2007, p. 1146; Ketokivi 

& Mantere, 2010, p. 321). Furthermore, Van Maanen et al. (2007, p. 1149) explains that 

it is challenging to recognize and produce good theory, and that it is more likely to be 

the result of extensive thought trail, modest speculations and approximations rather than 

a sudden “aha-moment”. Van Maanen et al. (2007, p. 1149) describes that Charles 

Sanders Peirce introduced the best answer to the problems of discovery, he argued that 

discovery primarily arrives from abductive reasoning by the methods way of working 

backwards to invent a more plausible theory that could make the discovery meaningful. 

In order to generate interesting theories, Van Maanen et al. (2007, p. 1149) explains that 

moving back and forth from data-based theorizing to a hunch based on experience, 

habits of mind and the research context are crucial factors. Patel & Davidsson (2011) 
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argues that there is a risk when using existing theories as a base, this might influence the 

researcher so that new and interesting observations would not be discovered. We can 

justify the chosen approach due to the relative new topic, our limited pre-understanding 

and that we considered it necessary to get deeper knowledge and understanding from 

theory in order to localize the gap within this study’s topic. We have been aware of the 

limitation with the deductive approach concerning the theory building, however, we 

have also kept this crucial importance in mind during the study’s process. In order to 

decrease the risk of sudden discovery we initiated a thoroughly theory building from an 

abundance of sources by reasoning from the general to the particular. 

3.3 Research Design 

3.3.1 Qualitative Research Method 

There are two main research methods available: quantitative and qualitative. 

Quantitative method is associated with collecting information through e.g. surveys, 

where researchers’ generates quantifiable data (Bryman et al., 1997, p.  20). Researchers 

formulate hypothesizes that will be tested, the procedure of measurement is of high 

importance in this case. Data collection is standardized and the researcher’s work with 

numbers in a statistical way (Saunders et al., 2012, p. 161-163; Flick, 2011, p. 10). The 

qualitative research method allows the researchers to study specific and selected issues, 

cases, or events in a deep manner. Through the qualitative method, researchers collect 

data from in-depth interviews, direct observation or written documents (Patton, 1987, p. 

9). Flick (2011, p. 12) explains that the qualitative method should be used when the 

research situation is not standardized. Instead it is designed as open as possible, leaving 

room for interpretative analysis of data. 

Patton (1987, p. 9) argues that the qualitative research method has an advantage when it 

comes to producing a lot of detailed data from a small number of people or cases. 

Furthermore, Flick (2011, p. 14) mentions that respondents have more freedom to 

present what is relevant for them, they can thereby contribute with information that has 

relevance in their context. This study has utilized the qualitative method, this choice 

was based on our objective to cover the identified gaps and research question mentioned 

in the introduction. In order to answer our research question, we needed to perceive EM 

practices through a DC perspective and their impacts on export activities. This is only 

possible from a flexible and open data collection, which the qualitative research method 

allowed us to do. Furthermore, the qualitative research method allowed us to interpret 

individual experiences that could explain these factors. Merriam (2009, p. 5) strengthen 

our choice in utilizing a qualitative method approach by explaining that qualitative 

researchers want to: understand how people interpret their experience; how they create 

their own world and; what kind of attributes that is featured in their experiences. We 

considered that the qualitative research method would permit us to receive an overall or 

complete perspective of the research problem.  

3.3.2 Considerations Regarding Research Design 

Flick (2011, p. 13) argues that both approaches have received criticism. Since that this 

study is based on a qualitative research method, we are of the opinion that it is 

important to take the criticism into considerations. Unlike the quantitative method, 

qualitative research method is characterized with weakness when it comes to 

generalization, the criticism is mostly about the possibility to generalize beyond the 

empirical base (Alvesson & Sköldberg, 2008, p. 53). Furthermore, (Patton, 1987, p. 9) 

describes that the number of respondents in a qualitative research method will limit the 

ability to generalize the empirical data. We have been aware of the limitations regarding 
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generalization in this study and we aimed to reduce it by conducting interviews with 

several companies in order to be able to generalize the findings from our empirical 

frame of reference. 

It is difficult to avoid personal assessments, interpretations and a variety of different 

unconscious and non-reflective decisions regarding language or metaphors during the 

whole research process (Alvesson & Sköldberg, 2008, p. 421). Additionally, we as 

researchers might be subjective in our analysis and interpretation of the data to that 

extent so that our own values and beliefs might influence the result. While conducting 

this study, we had the criticism in mind and worked in a manner to always minimize the 

risk of being subjective and bias by proofreading and discussing the meaning of our 

text. We believe it was beneficial being two researchers who could discuss, complement 

and revise the text in order to decrease bias and subjectivity. 

3.4 Research Strategy 

In this research strategy section of our methodology, we discuss our systematic 

approach on how we formulated our research question in order to receive valid and 

relevant answers. When conducting research there are several different strategies that 

the researcher can choose between, such as: experiment, survey, case study and archival 

research (Saunders et al, 2012, p. 173). For us to fulfill the aim of this study, it was 

important to find an appropriate design and we considered three aspects developed by 

Yin (2009, p. 8): (i) the type of research question posted; (ii) the extent of control an 

investigator has over actual behavioral events and; (iii) the degree of focus on 

contemporary as opposed to historical events. 

“How” questions are considered as explanatory and are more likely to be used in case 

studies, histories, and experiments. These questions deal with operational links that 

need to be followed over time, instead of mere frequencies. Research questions that 

focus mainly on the “what” question tend to be exploratory, these questions can be used 

for various different qualitative methods. (Yin, 2009, p. 9). Our research question tend 

to be exploratory in its context since that we structured the question according to a 

“what” based formulation. 

From a dynamic capabilities perspective, what are the entrepreneurial managerial 

practices and their impacts in the export activities of Swedish SMEs? 

Case studies are characterized with an in-depth description and analysis of a confined 

system (Merriam, 2009, p. 40). Moreover, Yin (2009, p. 4) explains that the specific 

need for case studies emerge from the wish to understand complex social phenomenon. 

As we in our thesis investigate EM, DC and internationalization in a deep manner, 

meanwhile we want to understand the complex and contemporary relationships based 

on our research question, we argue that a case study is the most appropriate strategy. 

Merriam (2009, p. 50) are of the opinion that case studies are the best plan for 

answering a research question. 

3.4.1 Multiple Case Study 

Variations exist between case studies, the research can be structured according to 

single- and multiple case studies (Yin, 2009. P. 19). Multiple case studies involves 

collecting and analyzing data that is conducted from several cases. Opposite to this is 

single case studies that is appropriate design for single experiments (Merriam, 2009, p. 

49; Yin, 2009, p. 47). Yin (2009, p. 60) argues that multiple case studies are preferred 



Methodology 

 41 

over single case studies when the researcher has a choice and their resources allows 

them to conduct them. Creswell (2013, p. 101) argues that the more cases one 

researcher studies, the less in-depth every single specific case has to be. Moreover, 

Creswell (2013, p. 101) explains that the motivation to select a large number of case 

firms comes from the willingness to generalize, a term that holds little meaning for 

qualitative studies. Merriam (2009, p. 49) argues on the other hand that when more 

cases are included in a study, the interpretations are more likely to become more 

compelling.  

This study will be conducting a multiple case study, our decision for this design was 

rooted in our aim to investigate multiple cases from a dynamic capabilities perspective, 

and how the entrepreneurial managerial practices and their impacts affect export 

activities. Graziano & Raulin (2013, p. 131) argues that case study research are 

beneficial as exploratory research in the beginning of a research area when little 

information is available. As we argued in the introduction, our study’s topic is in the 

early stages and we are conducting an exploratory study when there is little information 

regarding the combination of our research fields. Our purpose for choosing a multiple 

case study was to gather relevant data from more than one case. In this way we could 

use aspects from our findings and generalize to a higher extent. In order to maintain the 

depth in the interviews, we decided to conduct studies on eight case firms. By using 

more than one case, we could increase the possibility to replicate our findings. We 

could also choose case firms where we knew that the insights would offer similar result, 

this would also increase the replicability. Yin (2009, p. 61) argues that single case 

studies have received criticism regarding the fear about the uniqueness or artifactual 

conditions that surround the case, having more than one case firm will eliminate such 

issues. 

Even if researchers have decided on conducting a multiple case study, it does not 

eliminate the variation between holistic or embedded cases (Yin, 2009, p, 59) If one is 

studying a whole organization it is a holistic study, meanwhile if a researcher is 

studying a sub-unit within that organization then it is an embedded study (Saunders et 

al., 2012, p. 180). In our case, it is difficult to determine if our study followed either of 

the options. We conducted studies on the upper-management within firms, but to 

consider them as a sub-unit might make it confusing. The management can be 

considered a sub-unit within an organization, but we assume that they operate in various 

parts of the organization. Our study can thereby be regarded as mix between the 

embedded and holistic view. 

3.5 Time Horizon  

The research design also account for the time horizon and the timing of the research. 

Two forms of time horizons can be distinguished between different research, cross-

sectional and longitudinal. Cross-sectional studies focus on a specific phenomenon in a 

particular time meanwhile longitudinal studies refers to studies conducted over a longer 

period of time and those studies do therefore have the ability to identify changes and 

developments happening over time (Saunders et al., 2012, p. 190; Bryman, 2012, p. 59; 

Graziano & Raulin, 2013, p. 147). Within the cross-sectional design, time-focus is less 

crucial and the focus is rather on the current phenomenon of the research subject. The 

approach from the researcher is that the phenomenon is quite balanced over time, thus 

the point of time becomes less important.  
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This thesis is designed according to the cross-sectional approach, since that we 

conducted interviews with people from various organizations during a shorter time 

period. A longitudinal approach would have been impossible since that this study is 

limited by a time frame, the outcome of conducting longitudinal study would in that 

case have been unsatisfactory. By investigating various organizations, we could study 

the difference in importance and decisions made by the entrepreneurial upper- 

management and how these influence the export activities.  Moreover, as this thesis 

investigates the relationship between different variables, we can benefit from a cross-

sectional study design by being able to compare these variables at the same time. Since 

that the cross-sectional design offers a snapshot of a single moment, similar to an annual 

report, we cannot consider what happens after the snapshot has been taken. The issue 

for us will arrive from the lack of definite cause and effect relationship regarding the 

possible development of our studied variables. 

3.6 Data Collection Methods 

There are two approaches that a researcher can utilize when gathering data: primary and 

secondary data collection. The researchers’ ability to obtain data from either of the 

collection approaches is dependent on gaining access to relevant sources and 

respondents (Saunders et al., 2012, p. 210; Creswell, 2013, p. 147). 

 

3.6.1 Secondary Data 

Secondary data consist of data such as statistics, figures or documents with text (i.e. 

scientific articles) and is collected from an outsider (Bryman & Bell, 2012, p. 304). 

Secondary data is usually easily accessible via libraries or online platforms (e.g. Google 

Scholar). Moreover, Bryman & Bell (2012, p. 307) argues that secondary data can be 

used for both quantitative and qualitative studies and that it consist of raw- or compiled 

data that have received some form of selection or summarizing. Jacobsen (2011) 

explains that a gap might exist regarding which sources researchers actually can use. 

This is based on the idea that the secondary data that researcher will use probably have 

been created for another purpose. The decision of which data researcher will use might 

affect the studies credibility (Jacobsen, 2007). In our thesis, we have mainly used 

primary data. Secondary data are included in this thesis but we have been sure to be 

prudent and careful when deciding which sources to include in order fulfilling the 

study’s purpose. We used secondary data from the firms’ websites in order to 

complement information regarding their background. 

3.6.2 Primary Data 

Yin (2009, p. 101) argues that primary data are usually collected through interviews, 

documentation, archival records, physical artifacts, direct observation or participant-

observation. This study use primary data as a main source, more specifically, we have 

conducted interviews to gather our data. Bryman & Bell (2012, p. 372) explains the 

research interview is a general term for various types of interviews. This is crucial to 

notice since that the research interview should be consistent with the thesis research 

question and the research strategy chosen. The primary data that we collect can thereby 

be considered as custom-made according to the study’s purpose. This is one of the main 

reasons for our decision to mainly use primary data, the data will be collected through 

semi-structured interviews with respondents selected purposely to fit the objective of 

the study.  
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3.6.3 Sampling Method 

Sampling techniques can be divided into two types: probability sampling and non-

probability sampling. Probability sampling is often associated with surveys and 

experiment research strategies, meanwhile non-probability sampling is associated with 

exploratory stages and provides with a range of different techniques to select a sample, 

and purposive sampling is one of them. (Bryman & Bell, 2012, p. 261-281) 

Creswell (2013, p. 154) explains that there are three considerations to take into account 

when conducting purposeful sampling: (i) the decision of who to include as participants 

for the study; (ii) the specific type of sampling strategy and; (iii) the size of the sample 

to be studied. These considerations differ widely depending on the specific approach.  

3.6.3.1 Types of Sampling 

The concept of purposive sampling is applied in qualitative research, the inquirer select 

individuals and sites to study based on that they can purposefully gain a perceptive 

understanding of the research problem (Creswell, 2013, p. 156). When using a 

purposive sampling researchers select firms that best enables an answer to the research 

question and firms that will increase the chance of fulfilling the purpose of the studies 

(Bryman & Bell, 2012, p. 287). Furthermore, Bryman & Bell (2012, p. 288) explains 

homogenous sampling, where focus is put on one particular sub-group in which all the 

samples are similar. Participants from these sub-groups can be characterized by their 

occupation or level in an organizational hierarchy. Since that the participants are 

similar, the researchers receives the opportunity to explore certain characteristics in a 

greater depth, which increases the visibility of minor differences (Bryman & Bell, 2012, 

p. 288). Creswell (2012, p. 156) describes that the sampling strategy can change during 

a study and that researchers should be flexible in order to adapt to the changes.  

In this study, we have used a purposeful and homogenous sampling strategy. We 

preferred this strategy since that it allowed us to explore EM and DC characteristics in 

relation to internationalization in a deeper manner. As we mentioned earlier, we 

consider EM as a mix between holistic and embedded, but with the homogenous 

sampling we could categorize them according to their occupation and the level that they 

possess in the organizational hierarchy. In order to find appropriate firms that would 

show similar features, we used the Covin & Slevin model as criteria (explained in Ch. 

2.1.2). By utilizing the Covin & Slevin model, we could categorize typical features 

according to the effective-entrepreneurial firms to find the most suitable firms for our 

study. By determining that firms should possess features according to the effective-

entrepreneurial firms, we could increase the probability of finding firms that would be 

managed according to EM and we did therefore increase the chances of finding firms 

with similar features. By planning as much as possible beforehand, we could decrease 

the risk of having to adapt our sampling strategy to upcoming changes. However, it 

would be impossible to secure the strategy from the risk of changes completely.  

3.6.3.2 Sample Size 

Yin (2009, p. 58) explains that studies that use multiple-design encounter the question 

regarding how many case firms that will be used in order for research to be sufficient. 

Moreover, Yin (2009, p. 58) argues that the typical criteria for sample size is irrelevant, 

instead the researcher should reflect on how many case firms that could be replicable. 

Creswell (2013, p. 157) argues that 4-5 case firms are enough to provide with an 

opportunity to discover the themes of the selected case firms as well as to conduct a 

cross-case analysis. Yin (2009, p. 58) explains that the number of replicates (case firms) 



Methodology 

 44 

depends on the certainty that the researchers’ aim at; greater certainty lies with a larger 

number of case firms. Additionally, Yin (2009, p. 58) argues that five, six, or more 

replicates would provide with enough credible support if studies’ theories are subtle, it 

would however be enough with two or three cases when the theory is straightforward. 

Important to take into consideration when using only two or three cases is that the issue 

at hand should not demand for an excessive degree of certainty (Yin, 2009, p. 58). 

Our decision regarding how many case firms that we would need to include in order to 

receive sufficient findings revolved around the anticipated degree of certainty. We were 

of the opinion that our theoretical framework was relatively straightforward, but in 

order to discover relevant themes and to construct a cross-case analysis we considered it 

necessary to interview more than two or three firms. Since that we had a limited time 

frame, we had to consider how many case firms that we could appropriately manage 

within the given period. Thus, to make sure that we would find certain and replicable 

case firms that could provide enough data, we decided to collect data from eight 

different case firms. 

3.6.3.3 Case Participants  

Eisenhardt (1989, p. 536) explains that the selection of cases is a crucial part for 

building theory from case studies. The main focus when deciding on participants in the 

sampling is the possible replicability of previous cases, to extend emergent theory or 

that cases could be selected to fill theoretical categories.  

Our selection of participants were based on what Saunders et al. (2012, p. 287) explain 

as the researchers judgment to choose the most relevant cases that would enable us to 

answer our research question and to fulfill the thesis objective. Additionally, we 

followed the steps mentioned above to make sure that we selected cases that would be 

replicable and could provide with greater depth regarding EM and DC characteristics. In 

order to fulfill the aim of the thesis we had to determine a target population that would 

make it easier for us to decide which cases that should be included in this study. A few 

criteria’s were applied: (i) a firm have to fulfill the criteria of being a SME; (ii) a firm 

should be international in sense of having a foreign sales ratio of at least 25 per cent 

and; (iii) all firms have to be based in the same home country in order to avoid any 

country effects. We could increase the replicability since we selected case firms with 

similarities, which this increases the probability of finding similar insights.  

3.6.4 Semi-structured Interview 

Alvesson (2011, p. 7) argues that most research within social science is empirical-based, 

meaning that knowledge and understandings are gathered from social actors. According 

to Merriam (2009, p. 87) all qualitative research utilizes interviews to some extent to 

gather data. The author states that interviews are necessary since it is fairly difficult to 

observe peoples’ behavior, feelings and interpretations of the reality. DeMarrais (2004, 

cited in Merriam 2009, p. 87) defines the interview process as: 

 “A process in which a researcher and participant engage in a conversation focused on 

questions related to a research study” 
  DeMarrais (2004, cited in Merriam 2009, p. 87) 

An interview is carried out with the purpose of gathering a specific kind of information, 

which the interviewee is believed to possess (Merriam, 2009, p. 87). Kvale (2007, p. 22) 

argues that an interview is not a dialogue between two equals. The interviewer is 
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expected to set the stage for the interviewee and be in control. Interviews can be 

conducted with one interviewee, with a group or couple-interviews (Alvesson, 2011, p. 

16). Interviews take different forms depending – mainly – on how detailed their 

structure and pre-determined questions are (Alvesson, 2011, p. 16). Merriam (2009, p. 

89) explains that there are three types of interviews that a researcher needs to decide 

between: standardized (highly structured), semi-structured and unstructured (informal) 

(See table. 5).  
 

Highly Structured 

(Standardized) 

Semi-structured Unstructured 

(Informal) 

 Wording of questions is 

predetermined 

 Order of questions is 

predetermined 

 Interview is oral form of a 

written survey 

 In qualitative studies, 

usually used to obtain 

demographic data 

 Interview guide includes a 

mix of more and less 

structured interview 

questions 

 All questions used flexibly 

 Usually specific data 

required from all 

respondents 

 Largest part of interview 

guided by list of questions 

or issues to be explored 

 No predetermined 

wording or order 

 

 Open-ended questions 

 Flexible, exploratory 

 More like a conversation 

 Used when researcher 

does not know enough 

about phenomenon to ask 

relevant questions 

 Goal is learning from this 

interview to formulate 

questions for later 

interviews 

 Used primarily in 

ethnography, participant 

observations and case 

study 

 
Table 5. Interview Stucture Continuum (Merriam, 2009, p. 89) 

The interviews to collect empirical data in this study have been carried out in a semi-

structured fashion, as according to Merriam (2009, p. 103) most interviews within 

qualitative research are. This approach for interviewing was deemed the most suitable in 

relation to the nature of the data we needed to collect and the prerequisites of the 

study’s research topic in general. The research topics craves some theoretical 

knowledge, which the interview guide (see app. C) was based upon, but also room for 

follow-up questions that allows clarifications, further explanations and development 

regarding matters of various nature that is illuminated during the interview. All of 

which, with the ultimate aim of widening our own understanding and clarity, Kvale & 

Brinkman (2009, p. 180) and Kvale (2007, p. 80) also argues that this adds to the 

quality of an interview. Merriam (2009, p. 101) labels the technique with follow-up 

questions as probing, and concludes that it is impossible to specify these questions in 

beforehand. As we realized that follow-up questions – to our pre-determined interview-

guide – would prove vital and therefor inevitable, the standardized interview style was 

never an option. The informal interview style was never really an option either since 

there has been considerably previous research within our chosen areas. As stated in 

table 5, the informal style is used when researchers do not know enough regarding a 

phenomenon. We have throughout our literature review gathered data regarding relevant 

theories, which will aid us, answer the stated research question. These theories have 

been synthetized into a theoretical framework that further allowed us framing the 

interviews within the research topics with an interview guide. Consequently, the 

informal interview was deemed unsuitable for this study. 
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Both authors were present and conducted the interviews, due to the semi-structure 

nature of our interviews this proved advantageous since both authors could contribute 

with follow-up questions. This is aligned with Bechhofer, Elliott and McCrone (1984, 

cited in Bryman & Bell, 2011, p. 206) who argues that it is indeed beneficial to be more 

than one interviewer in unstructured and semi-structured interviews. Additionally, most 

of our interviews were conducted via Skype, only one interview were done in-person. 

All of the interviews, except one was done in English. The interview that was conducted 

in Swedish was on request from the respondent who did not feel comfortable speaking 

English. As Kvale (2007, p. 56) suggests we outlined our questions in an easy and 

comprehensive way and avoided the use of academic and theoretical terminology in 

order to facilitate the communication and maintain a flow throughout the interview. 

Kvale & Brinkmann (2009, p. 98) argues that the data production in qualitative 

interviews relies on the interviewers skill and judgment when asking questions. As our 

questions were fairly open-ended, as suggested by Merriam (2009, p. 104), they opened 

up for follow-up questions. 

“Researchers are his or her own tool” 
Kvale (2007, p. 60) 

Meaning that the researchers’ ability to sense the meaning of an answer and possible 

elaborations and explanations of the answer is essential during interviews. Kvale & 

Brinkmann (2009, p. 98) states that theoretical knowledge is important in order to sense 

and ask relevant follow-up questions. Due to a thorough literature review we felt 

comfortable that our theoretical knowledge regarding the topics treated during the 

interviews would prove adequate and enable us to ask relevant follow-up questions and 

being two interviewers further secured the data collection. As recommended (Kvale & 

Brinkman, 2009, p. 187; Kvale, 2007, p. 88; Merriam, 2009, p. 99) we avoided stating 

leading question in order to reduce the risk of bias and us effecting the answers gained 

and thereby increase the validity of the data gathered. Our questions were tested in a 

pilot interview in order to secure that the terminology and formulation of the question 

were comprehensive. This test proved useful since we realized that some of our 

formulations confused the interviewee and disturbed the flow since we had to explain 

the question, which also endangered the answer being affected by bias.  

3.7 Data Analysis Method 

Case studies involve a data collection aimed at depth and focus on the research object 

(Ghauri & Firth, 2009, p. 30). According to the authors, the data collected must be 

sufficient enough for researchers to be able to characterize and explain unique features, 

and in addition draw parallels between different cases. The data does not only need to 

be understood from the point of view of the subject being interviewed, but it also need 

to be interpreted in relation to the background of the researchers’ study (Hammersley & 

Atkinson, 2007, p. 162). When analyzing qualitative data it is very important to have a 

well-structured method for the analysis, with few guidelines the interpretation risks 

being contaminated by the researchers’ subjectivity (Miles, 1978, p. 591). However, 

interpreting and analyzing qualitative data derived from e.g. – as in this study – case 

studies are arguably the most time-consuming and challenging task during a research 

(Ghauri & Firth, 2009, p. 34). Case studies in general generate an extensive amount of 

data that one has to sort and make sense of, in addition Sinkovichs et al. (2005, p.14) 

argues that the globalization and with it increased complexity in the business 

environment has resulted in an overload of information for researchers and managers 

alike.  
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In relation to the above we have realized the importance of systematically organize our 

collected data in this study. We have decided to utilize the template analysis method 

since it was deemed most suitable. In addition to the method chosen we also employed 

the suggestion by Ghauri & Firth (2009, p. 34) on how to ensure the validity of our 

interpretation by having our data collection closely interconnected with the analysis 

time-wise. Meaning that we directly followed up our data-collection with the execution 

of the analysis while our recollection of the data-collection was still fresh in mind.  

3.7.1 Template Analysis 

Our primary data in this study consist of transcripts from our semi-structured interviews 

with managers and Waring & Wainwright (2008, p. 85) explains that the researchers’ 

are required to implement analytical strategies for the process so that their research can 

contribute with worthy consideration. Furthermore, Sinkovichs et al. (2005, p.10) 

argues that when conducting international marketing and entrepreneurship research, it is 

necessary to use an open, creative and flexible research design. Sinkovich et al. (2005, 

p. 10) continues and argues that this creative orientation is crucial in a researchers 

process since that the development of SMEs are usually chaotic and non-linear. Waring 

& Wainwright (2008, p. 85) mentions template analysis approach as a tool to deal with 

rich unstructured qualitative data from the primary data collection phase. Template 

analysis approach has recently developed as an analytical strategy and it emerged from 

more structured approaches such as: Grounded Theory and Interpretative 

Phenomenological Analysis. However, even if the approach uses coding of data, it is 

not consider as prescriptive as Grounded Theory (King, 2004; Waring & Wainwright, 

2008).  

Sandelkowski (2000, p. 338) argues that researchers might begin the qualitative content 

analysis process with an existing coding system. The author continues and describes 

that this system might be modified in the course of analysis, or it may even be rejected 

in favor for a new system that would be a better suitable for the data. Miller & Crabtree 

(1992, p. 18) described this analysis approach as the template analysis method. The 

collected text is analyzed thorough the use of an analysis guide (codebook) consisting of 

numbers, categories or themes that are relevant to the research question. The codebook 

could be revised after collection of data, and the pattern of themes that emerge is 

interpreted in qualitatively manner rather than statistically. Finally, the codebook can be 

built on existing knowledge or be advanced from initial analysis of the interview data. 

(King, 1994) 

“…researchers can develop codes only after some initial exploration of the data has 

taken place, using an immersion/ crystallization or editing organizing style. A common 

intermediate approach is when some initial codes are refined and modified during the 

analysis process.”  
Miller and Crabtreee (1999, p. 167) 

King (2004, p. 260) explain that the process of organizing, connecting and 

corroborating/legitimizing involves:  

(i) Creating a code manual/coding scheme  

(ii) Hand or computer code the text  

(iii) Sorting segments to get all similar text in one place  

(iv) Reading the segments and making the connections that are subsequently 

corroborated and legitimized. 
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We followed King’s (2004) process in order to analyze our data. Firstly, we created a 

coding scheme (see app. B). Secondly, coding textual data was probably the most 

crucial step in the analytical process and we coded our transcribed text manually by 

identifying the keywords from our coding scheme (for example see app. A). Sinkovich 

(2005, p. 27) argues that the coding process could be seen as a process where 

researchers’ continuously interpret and examine textual data. Thirdly, we started off by 

sorting according to heading styles in order to get a first rough coding, Sinkovich (2005, 

p. 27) describe this as auto coding. To get all similar text at one place, we used the 

headings developed in the interview guideline. Lastly, our comprised segments were 

analyzed with more scrutiny and we developed concepts and statements that could be 

used to explain the phenomenon of our study. 

3.8 Operationalization 

This qualitative study aims to investigate the research gaps highlighted in Ch.1.2 and 

ultimately answer the stated research question: from a dynamic capabilities perspective, 

what are the entrepreneurial managerial practices and their impacts in the export 

activities of Swedish SMEs? The research question has been formulated in relation to 

the above mentioned research gaps, which we identified in the current literature relating 

to the main topics of this study: dynamic capabilities, entrepreneurial management and 

internationalization. In order to answer the research question, the study has been 

standing with one leg in the theoretical framework and the other the collected empirical 

data. The study’s theoretical framework was carefully designed in order to enable us to 

answer the study’s research question, the empirical data was gathered from interviews 

with a carefully selected sample that fitted the preferences of study’s objective. This 

theoretical framework together with the collected empirical data culminated in a 

discussion, in which correlations between the theoretical framework and the empirical 

data was identified. We collected the empirical data related to entrepreneurial 

management from our case firms by inquiring about their strategic orientation, growth 

orientation, management structure and resource management. Since entrepreneurship 

more or less evolves around the themes of opportunity, innovation, risk taking and 

inclined to change, most questions was related to either of those themes. Combined with 

these themes, some questions also contained elements of the microfoundations of DCs. 

In addition to the above elements the interviewees were notified that the majority of the 

questions were asked in relation to internationalization and their firms export activities; 

his in order to ensure that the findings regarding entrepreneurial management and the 

microfoundations were actually connected to exporting activities.   
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Table 6. Operationalization 

Research Question Category Researcher Question Question # 

From a dynamic 

capabilities 

perspective, what are 

the entrepreneurial 

managerial practices 

and their impacts in 

the export activities of 

Swedish SMEs? 

Export activities 

(Internationalization) 

History on other 

markets 
1, 2, 3 

Current Markets 4, 5, 6 

Environmental 

Dynamism 
7, 8, 9 

Entrepreneurial Management 

Strategic Orientation 
10, 11, 12, 13, 14, 

15, 16, 17 

Resource Orientation 18, 19, 20, 21 

Growth Orientation 22, 23 

Management 

Structure 

24, 25, 26, 27, 28, 

29, 30, 31 

Background Company information No number 



Empirical Data Collection 

 50 

4. EMPIRICAL DATA COLLECTION 

In this chapter we present our empirical findings. The chapter is arranged in 

accordance to the structure of the interview guide. Additionally, we present our findings 

in relation to our theoretical framework. The findings that we present are thoroughly 

selected after being transcribed and coded and the chapter is only a summary of the 

collected data, we use quotes to exemplify and strengthen specific data. 

 

4.1 Firms Background and Export Activities  

 

 

 

4.1.1 Westermo 

4.1.1.1 Background 

Westermo develops, produces and sells robust industrial data communication devices 

for harsh environments. These devices provide communication infrastructure for control 

and monitoring systems and serves as an alternative when commercial products are not 

sufficiently resilient due to harsh environments. The product-portfolio consists of 

various components varying from telephone modems, switches and routers. Westermo 

are positioned somewhere in-between by being a company whose customer base is 

industrial companies, to whom they deliver IT-components and products that are 

usually not fit for the demanding environments.  

4.1.1.2 Export Activities 

Westermo started their operation in Sweden and gradually expanded out in Europe 

starting in Great Britain, Germany and then the rest of Europe followed. Recently, they 

have also entered USA, Southeast Asia and China. Westermo have their fully owned 

sales-subsidiaries in key-markets: Sweden, UK, Germany, Austria, France, US, China 

(Shanghai, Beijing) and Singapore.  

 

Table 7. Overview of the Firms 

 
Table 8. Overview of the Firms 

 
Table 9. Overview of the Firms 

 
Table 10. Overview of the 

Firms 
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“With this strategy [subsidiaries], we are not in a hurry to penetrate several markets at 

the same time. Instead we can focus all of our resources on a proper penetration on our 

decided key markets.” 
Peter Berglund (Financial Manager) 

In those countries they do not have their own sales-subsidiaries Westermo is 

cooperating with distributors. The R&D and other central functions are centralized in 

Sweden, meanwhile the sales-subsidiaries in addition to the sales-function holds strong 

technical support.  

Their initial decision to expand internationally derived from a breakthrough in their 

product, the first industrial telephone modem. Entering Great Britain and Germany was 

considered an obvious step due to their advanced status. When entering the US market 

they initially started to use distributors, and the trigger to open up a subsidiary in the US 

was when they through their network employed a former employee who possessed 

existing knowledge and network on that market. Another important factor when 

choosing which markets to enter has been the existence of big potential customers. 

There are some segments that suits the expertise of Westermo better than others and the 

markets which they have chosen as being key-markets, has been deemed to have 

significant potential within their segment of expertise.  

4.1.2 Rototilt 

4.1.2.1 Background 

Rototilt is the world-leading manufacturer of tilt-rotators and system solutions for 

excavators and other construction equipment. They pride themselves of continuously 

testing, evaluating and developing new technical innovations. As a result there has been 

significant interest among international firms who have turned to them to develop 

products and system solution. By offering the best products available under their strong 

brand their vision is to provide customers with significant added product value.  

4.1.2.2 Export Activities  

Rototilt is expanding their business through multiple export activities. They have fully-

owned subsidiaries in Finland, Norway, Germany and Canada. In addition, they also 

work with distributors, importers and have collaboration with leading multinational 

machine-manufactures. They have grown from being a Nordic based company to 

having an international presence and focus on the Central- and Western European, and 

North American market. 

As the Nordic markets started to mature, Rototilt initially focused their efforts on the 

German and North American market. In Germany they established a subsidiary with 

sales, service and support functions. The expansion to Germany was considered to be a 

natural next step for the company due to its closeness both physically and culturally. In 

order to establish a presence on the North American market, Rototilt collaborated with a 

group of firms from Västerbotten. By doing this they were able to minimize the risks 

and split the costs while getting a foothold on the market. The people that were involved 

in this venture had extensive knowledge and experience within their industry and had an 

existing network of distributors on the Canadian market. The Canadian market was 

chosen since it was deemed to be closer to the European culturally wise than USA and 

therefore it was considered easier to establish. Due to the technological complexity of 

Rototilt’s products, another pre-requisite for potential markets are that they have to be 

somewhat open to new ideas and concepts. 
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“…if one would go to a very underdeveloped market for excavators the journey would 

be very long before sales would get rolling” 
Per Väppling (Sales & Marketing Manager) 

In the case of Rototilt, they perceive that it is the end-user and customer themselves that 

plays a bigger part in the internationalization rather than the country itself. They have 

practiced a step-wise interaction with customers in order for their advanced products to 

gain recognition and acceptance, something that has been vital in order for Rototilt to 

expand.  

4.1.3 Qmatic 

4.1.3.1 Background 

Qmatic is a market-leader within their industry that develops, produces and sells 

solutions (hard- and software) that are built around state of the art software, which 

makes it easier for their customers to deliver good experiences for their customers. They 

have a broad portfolio varying from queue management systems to other applications 

that facilitates a firm’s channels to their customers. With their portfolio they are 

operating within various businesses and industries. The founder came up with the 

business idea when he experienced how inefficient and unfair queuing systems in stores 

tended to be. Their vision is to simply offer their customers the opportunity and 

possibility to deliver great customer experiences to the customers in their turn.  

4.1.3.2 Export Activities 

Qmatic’s export activities started directly from inception of the company, one of the 

first countries that they entered was Japan and since then they have continued to operate 

on a global scale as an export-company. Today they are actively doing business in 70 

countries and consider themselves as having a global reach. Their export strategy today 

is to cover the blind spots that are left.  

“Its not like we grew in Sweden for 4-5years in order to establish the products and the 

markets, we actually starting exporting immediately.” 
Stefan Persson (Commercial Director) 

Today they are targeting ten markets directly through fully owned subsidiaries, in the 

remaining markets where they are present they have partners that are representing them. 

In the beginning it was not a conscious decision and directed effort of targeting Japan, 

instead there was a pull-effect and interests from customers on that market that 

contacted them after Qmatic had attended a trade fair.  

Their partners represent them in respective market in the same way that Qmatic should 

have done themselves, meaning that the partner delivers a full-range of services, 

products, implement solutions and after-sale support and service.  

“It [the partner] is a distributor, but not that either really. It is a partner in our sense, 

which means that they represent us in that market and defined sector almost as we 

would have done.” 
Stefan Persson (Commercial Director) 

Some partners are exclusively dealing with Qmatic’s products and others have a broader 

portfolio with similar solutions or even products within a completely different field. The 

partner-strategy started off as a more or less unconscious decision, when an opportunity 

presented itself a partnership was developed. Qmatic did not reflect as much on the 
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partner profile, what skills and expertise they would possess and how to act. This has 

changed throughout the years and today they have a structured partner-program and 

defined characteristics that future partners should possess. Their fully owned 

subsidiaries are today spread throughout Western Europe and US. These subsidiaries 

have sales, administrative and support functions. The product development is done 

centrally from the headquarter (HQ).  

4.1.4 Powerbox 

4.1.4.1 Background 

Powerbox’s business idea is to provide power-supply solutions for demanding 

applications, after been evaluating the market throughout the years they have now 

landed in a chosen number of niche markets for power-supply. They focus on 

professional applications and are not involved in consumer electronics in any way. 

Their products are at the heart of what makes delicate and complex systems tick.  

4.1.4.2 Export Activities 

Powerbox operates on a global level and besides South America they are present 

everywhere more or less. It all started in Sweden however, and after a while they 

gradually expanded to the neighboring Nordic countries. This expansion was carried out 

after a franchise-model, meaning that Powerbox identified potential franchisees of their 

brand in the other countries. The policy for this franchise-concept was a 50-50 share and 

the use of Powerbox’s products and brand name. Through this strategy the expansion 

continued out in Western Europe and an office in the US was established quite early as 

well. Today Powerbox has subsidiaries in most Western European countries, US, China 

and a franchise business in Australia, New Zeeland and Israel. The initial franchisees 

have been bought out over the years and are today fully owned by Powerbox. This 

strategy was considered suitable in the beginning of their internationalization since it 

was a quick way to establish themselves on new markets, and they achieved know-how 

and access to existing networks through the franchisees.  

“This meant they [the franchisees] already knew the market, customers and spoke the 

local language and knew the culture. It was also a way of establish ourselves in new 

countries without carrying the full investment cost.” 
Örjan Blomberg (Director Factory Management) 

The transition from the franchising concept to their fully owned subsidiaries of today 

was based on the revelation that if they wanted to continue to grow and expand the 

business, it was critical to have a clear and common understanding of their strategy and 

where they were heading in the future. This was quite hard to establish with all of their 

franchisees, and in order to be able to move forward they needed to gain more control. 

This meant gaining full ownership and they streamlined the organization, meaning that 

all the subsidiaries had to work under the same routines and use the same suppliers. 

Powerbox recognize the importance to meet the cultural aspects of each country so the 

staff at the subsidiaries is still local people.  

4.1.5 Midsummer AB 

4.1.5.1 Background 

Midsummer was founded for the purpose of being engaged in renewable energy by 

selling solar panels. They are providing complete solutions for manufacturing 

lightweight and flexible solar panels, being the only successful supplier of this 

particular manufacturing equipment. In addition to the equipment they also support their 
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customer in the set-up and provides know-how and technology to their customer, all 

with the purpose to create an efficient manufacturing process. The equipment and the 

process of educating their customers in the art of manufacturing solar panels is 

considered equally important in order for them to be able to generate sales. Midsummer 

prides themselves of having an extensive R&D operation, securing them to offer state of 

the art equipment to potential customers.  

4.1.5.2 Export Activities 

Midsummer considers themselves as being a born global firm. The founders brought 

extensive international business experience and when they started to sell their 

equipment the most aggressive target markets was greater China and Japan. Their 

strategy is to focus the efforts where investments in production capacity are high. The 

founders followed the trend they had witnessed, that western companies had been 

moving their production to Asia. They experienced a tremendous expansion in China 

between 2009-2011, but after that, the market saturated due to over-investments and 

was dead until 2014. The interest from the market has started to come alive again so 

Midsummer is once again focusing their efforts on the Chinese market. Japan, Eastern 

Europe, Turkey and South African are other markets that Midsummer focus on.  

Due to the specific and niched firms that are targeted as potential customers, 

Midsummer does not actively market themselves. They have tried to market themselves 

actively towards these specific firms but have experienced it to be difficult. By being 

fairly known within the industry, most companies contact Midsummer directly, often 

through their website. Otherwise they get in contact with Midsummer through a 

middleman, this is not an active strategy carried out by Midsummer, and instead they 

are approached by freelancing middlemen.  

“This passive strategy has proven to be cost efficient and we have seen that trade shows 

and similar events did not pay of due to that it is difficult to get through all the noise.” 
Sven Lindström (Founder, CEO, Chairman of the board) 

Midsummer have tried to use an agent in China, but experienced it to be difficult due to 

the highly specialized equipment of theirs. Instead they are now practicing non-

exclusive finders agreements with some agents based on a commission of successful 

sales. It takes 6-12 months to sell a system and most agents are not willing to spend that 

much time on one single sale.  

4.1.6 Maximatecc 

4.1.6.1 Background 

CrossControl was acquired in 2012 and is today a part of Maximatecc, a firm, which is 

created through a merger of three companies. Maximatecc’s products are specialized 

operator-machine interface solution for demanding environments. With their broad 

portfolio of both products and services they support customers within industrial 

machinery on a global scale. Through their advanced technology, engineering expertise 

and operational excellence they pride themselves of making machines more smart, safe 

and productive. Maximatecc’s initial main business has changed throughout the years 

from being engineers working on a consultancy basis developing systems for customers 

to what they are today, a producing company with their own developed and 

manufactured products. They have gone from making highly customized solutions to 

more semi-standardized solutions, which has allowed them to invest more in their own 

product development.  
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4.1.6.2 Export Activities 

CrossControl initially started in Sweden, pretty soon they moved into the Finnish 

market and after that the rest of the Nordic market followed. Their customer base 

consists of major, international firms within various industries. So even though they 

have been quite Nordic-based their products have been carried all over the world 

through their customers. At the moment they have customers in Western Europe, US, 

New Zeeland and some other markets, they consider themselves global.   

“As we were looking to expand our business, around the time we became a product-

company, we started to look at Western Europe. We worked together with export 

agency [Business-Sweden] which helped us to form a strategy how to internationalize.” 
Jan Carlsson (Founder, Key-account manager, former CEO & board member) 

With the help of the export agency they formed a strategy how to expand their business 

into – among else – Western Europe, US and China. The strategy consisted of finding 

suitable distributors that could represent them on the particular markets, for an example 

they had at one point three distributors in China. Considering the amount of effort put 

into the expansion the results however was not satisfying. The processes was considered 

slow and they experienced it hard to keep customers due to the distances and the use of 

distributors. The positive side was that they broadened their international business-

network and that they actually generated some business. They started to focus more on 

the German market when they realized that they needed to create a footprint on the 

market in order for the German customers to accept them. Thus they established a sales-

subsidiary in Germany, which proved successful since the potential customers viewed 

them as being more German. Since, this initial sales-subsidiary has been further 

developed to hold engineers and administrative support as well. Since then they also 

have subsidiaries in Finland and Malaysia, which has proved helpful to further develop 

their operations. Their first venture into Finland was considered an important first step 

to internationalize their business before moving on to Germany. Presently, they only use 

distributors for their standardized products meant for smaller customers, meanwhile 

they contact larger customers on the international arena themselves. With their sister-

firms within the Maximatecc-group new markets has opened up due to their presence on 

those, the US market is one example where their sister-firms are representing them 

sales-wise. The initial model of using distributors is getting more and more replaced 

with their operations and their sister-firms.  

4.1.7 Hexatronic  

4.1.7.1 Background 

Hexatronic Cables & Interconnect Systems AB (Hexatronic) is a part of an innovative 

Swedish technology group called The Hexatronic Group. The group’s business idea is 

to deliver a total solution for fiber networks and everything surrounding for both 

corporate and private consumers. Hexatronic, as an independent part of this group, sees 

themselves as an entrepreneurial company with the goal of strengthening their leading 

position in connecting people and businesses to the global digital infrastructure. The 

company was previously a part of Ericsson. Their portfolio consists of a wide selection 

of different systems solutions and products for various networks. The combination of 

their flexible and entrepreneurial organization spirit and long experience of 

manufacturing allows Hexatronic to offer cutting edge and high-quality products.  
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4.1.7.2 Export Activities  

Hexatronic’s products are today spread throughout the world spanning from the Nordics 

to North America, The Middle East, Africa, New Zeeland and more. Their main market 

is the Nordics, foremost the Swedish and Norwegian ones. With their background of 

being part of the highly multinational communication technology and services firm 

Ericsson their products have been carried out in the world.  

With their strong ties and business relationship with Ericsson, Hexatronic’s exports 

have been heavily reliant on this relationship. Even in the present Hexatronic receives a 

lot of international requests through recommendations made by Ericsson from their 

international endeavors. The ties between the companies are still strong and Ericsson is 

an important partner for Hexatronic export-wise.  

Now being an independent firm, Hexatronic is looking to expand their international 

activities, their main efforts are directed towards the North American market. In doing 

this they have acquired a sales-manager designated for that region, a former Ericsson-

employee with experience of those markets. Hexatronic has recognized that due to the 

size for their solutions and products the logistical part has been a problem so they have 

also opened up a logistical hub in the US, which is operated by a third-party.  

“Through this hub we are looking to distribute our products throughout the North 

American markets. Before we have only gone through Ericsson on the US market.” 
Thomas Norlund (Site Manager) 

This hub allows them to be closer to their potential customers and enables them to 

distribute their products more swiftly. Earlier their directed export activities were more 

passive, going mainly through Ericsson. In addition, they also operate through a 

distributor in the Canadian market.  

4.1.8 Big Image Systems AB 

4.1.8.1 Background 

Big Image Systems (BIS) was founded by Werner Schäfer in 1981, they were one of the 

first companies in the world to print large images on flexible material. Today, Big 

Image Systems are one of the leaders in Europe at producing large image 

communication, and the entire world is their canvass. Their HQ and production facility 

is located in Täby, just outside of Stockholm. They also have a branch with production 

capacity in Berlin. 

4.1.8.2 Export activities 

Big Image Systems started their export activities early on by emphasizing focus on 

Germany, Denmark, Finland, Iceland and Norway. They did also receive some 

unexpected orders from customers in Turkey, Greece, Spain and Portugal. 

“We were one of the first companies providing this kind of product, so sales where kind 

of widespread.” 
Johanna Schäfer (Market Manager) 

Big Image Systems used distributors as an initial export strategy and they have 

continued to use this strategy since. The main focus now is put on markets where they 

already established a network with resellers and dealers. Big Image Systems has 

agreements with resellers in US, UK, Italy, France and some in Netherlands. Besides 
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the reseller agreements, they have established sales representatives in 24 different 

countries. 

4.2 Entrepreneurial Management Dimensions 

4.2.1 Westermo 

4.2.1.1 Strategic Orientation 

Being aware of the changes that are occurring in Westermo’s external environment is 

something that they believe to be important since change could present both 

opportunities and threats. Trying to understand these changes and make sense of which 

ones’ could have a – positive or negative – impact on their operations is something they 

believe to be crucial. Westermo rates their ability to recognize these changes in the 

external environment to be very good. They have a management philosophy that 

encourages continuous scanning for changes in their external environment in order to 

recognize how the markets are developing. A more concrete activity, in addition to the 

management philosophy, is their annual planning meeting. In which input and insights 

from key-employees and product managers – that are considered to possess knowledge 

about current changes – are gathered, evaluated and implemented in Westermo’s 

planning. The product managers inputs regarding external environmental changes are 

considered especially important since they are working through a lot of different 

channels (e.g. attending trade fairs, involved in sales processes, contact with 

distributors), all of which offers market information and knowledge. In addition, the 

CEO holds monthly meetings with their subsidiaries in order to gather knowledge about 

potential improvements that can be made in relation to current or foreseeable changes. 

During these meetings the sales manager at respective subsidiary have an opportunity to 

contribute with important input from interpretation they have made on the current 

movements on their markets.  

Westermo’s ability to recognize change is something they proactively are trying to 

enhance even further, in both the strategic and operational levels of managements 

decisions. This has had an impact in their recruitment of staff, a significant part of their 

management team and CEO has previously worked within the industry and this has 

proven to be very useful since they had an existing network within the industry and can 

contribute with knowledge and insights about the markets and external environment.  

“Our CEO has recruited several persons from companies that he knows has knowledge 

within our industry and that can contribute with great knowledge and insights about the 

market and the external environment.”  
Peter Berglund (Finance Manager) 

When it comes to choosing what identified opportunities to focus on, Westermo is quite 

restrictive and prioritize after their existing – and limited – resources. They stress the 

importance of the opportunity being coherent and not deviating from their set strategy. 

When approaching opportunities the CEO has the final decision regarding which ones 

to focus on, he appoints employees with the right skillset to key-positions to be 

responsible for the chosen projects and ensures that the responsible person has access to 

the necessary resources needed.  

Westermo’s ability to recognize change and sort out opportunities has resulted in an 

abundance of opportunities discovered. Meaning that they do not have resources enough 

to attempt seizing them all. This put a lot of emphasis on their ability identifying which 

ones holds the greatest potential and how to seize it.  
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4.2.1.2 Resource Orientation 

Westermo believes that the human resources are the most important resource when in 

pursuit of a business-opportunity. By appointing people with certain skillsets to hold 

key-positions in projects, the upper-management is relieved workload-wise. Westermo 

has experienced that knowledge is a big issue, it has been difficult to appoint suitable 

key-positions on the market side on the projects. To overcome this and strengthen other 

central functions in the organization they are actively recruiting new personal with the 

desired skillsets. The strategy of recruiting for central positions is believed to enable 

them get better at seizing opportunities (such as e.g. winning global sales contracts).  

In order to obtain needed human resources, Westermo is partly dependent on their 

network. For an example: they are utilizing their network quite much on the R&D-side 

of their business in order to obtain needed external human resources with certain 

skillsets, such as various consultants and companies. When it comes to the management 

and sales sides of the business the network it has not been used as much, whilst filling 

these position has proven to be a challenge for Westermo.  

4.2.1.3 Growth Orientation 

Related to Westermo’s recognized lack of human resources and their actions how to 

overcome these constraints is their growth orientation, which is positive. They want to 

grow, and in order to do so they have to focus on sales. Their growth strategy is to focus 

and penetrate their key-markets and grow in a stable and controlled fashion. As stated 

previously, they have taken certain measures in order to be able to grow and expand 

their business by recruiting more personal. The largest risks Westermo relates to growth 

is that the organizational structure might not be able to scale up in the same pace as 

sales. If this were to happen they risk having problem fulfilling their customers’ 

expectations. This could be illustrated by e.g. certain functions in the organization is 

lagging behind, such as R&D and production capacity. In order avoiding scenarios such 

as these they have realized the need to develop organizational fundamentals and make 

sure they are steady in order to have a good foundation to build upon.  

4.2.1.4 Management Structure 

Control is considered to be important for the CEO and the management team at 

Westermo. Decision-making material is on a monthly basis gathered to the CEO in a 

report from the different departments within the company. To disregard control in order 

to get things done is not an option for Westermo, they believe that the upper-

management needs to be involved in all the major decisions taken. Westermo describes 

two different levels that they operate on. The first level includes the CEO, which is 

highly involved in the decision-making, and the management team. The management 

team is schooled in the same leadership philosophy that advocates teamwork. This 

translates to the organization through different projects where employees are 

encouraged to cooperate and share their ideas. This is where the second level in which 

they operate comes in, a level where they expect and demand employees to share and 

contribute with ideas.  

“Secondly, we demand that our employees should be involved and engaged in the 

organizations development process, this should be based on their capacity.” 
Peter Berglund (Financial Manager) 
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Westermo believes it to be important to promote idea creation among their employees to 

foster an atmosphere where idea creation is a process throughout the company rather 

than having a few upper-managers that makes all the decisions. Engaging their 

employees to be involved in the development of the organization is believed vital, 

therefore Westermo has created development groups throughout the organization where 

the employees can contribute with their personal inputs to their respective team leaders. 

Usually the employees brings matters involving minor improvement ideas for various 

processes that do not require any significant financial investment, which in that case 

will allow them to spend time to develop the project further. In the case of ideas 

involving higher financial investments, employees are expected to create a budget to 

bring to their team leader.  

Westermo has been taking small step towards standardizing their internal processes in 

order to create clearer structures. They do not believe standardized routines and 

processes would smother their creativity in any way, partly because this standardization 

has been created jointly with the employees and allows for flexibility while using them.  

4.2.2 Rototilt 

4.2.2.1 Strategic Orientation 

Rototilt is working really close to their customers and try to maintain a proximity to the 

markets and this makes them better aware of changes and at recognizing different 

needs. Due to the size of the firm, they prioritize and put extra focus on certain markets 

and customers. Rototilt consider themselves being flexible and able to adapt quickly to 

the changes in customers’ needs or challenges that are developed in the market. They 

are looking at different geographical and product segments to identify changes, both 

from current and future customers. 

“Different actors within the value-chain [from suppliers to end-users] are being closely 

evaluated to recognize opportunities.” 
 Per Väppling (Sales & Marketing Manager) 

They consider it important to recognize change in the external environment in order to 

stay competitive in the international market. Rototilt are building up necessary 

resources in order to exploit potential opportunities. One strategy that they use is to 

initiate a project-team with members from sales, marketing, administration and 

production. They combine diverse knowledge and backgrounds in the project team to 

get all point of views and to reach a balance. However, depending on the potential of 

the opportunity and how long it would take to gain profits, Rototilt will use different 

actions regarding the scale, effort and resources invested. When Rototilt sense an 

opportunity, they cooperate with a partner and this cooperation requires time. It is 

important for Rototilt to adapt to their partners needs and the potential itself.  

4.2.2.2 Resource Orientation 

The sales people are a crucial resource in the early phase of identifying an opportunity 

for Rototilt. Based on the requirements and directions of the opportunity, Rototilt might 

involve the management team to incorporate technical requirements.  

“There is also interaction between different departments [e.g. sales and tech] and also 

between internal and external environment.” 
 Per Väppling (Sales & Marketing Manager) 
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Flexibility is the key for Rototilt when managing its employees and to take advantage of 

an opportunity. They might have to adapt a product extensively to the customers’ 

requirements, and they always appoint a project leader who will make sure that they are 

able to specialize accordingly. The know-how in the organization is the most important 

skill when identifying opportunities from technological developments and using the 

experience of how to commercially exploit opportunities. 

“Knowledge and experience is the limiting factor right now.” 
 Per Väppling (Sales & Marketing Manager) 

Rototilt utilize their network to access this limited resource, most key-people in the 

organization has been employed from their network (suppliers, customers, community, 

competitors). As a matter of fact, 90 per cent of the key-people that Rototilt recruited 

derives from their own network.  

Rototilt has a very positive view of the future development of the market compared to 

where it is today, but they believe that existing resources and investments are something 

that could constrain them. They consider it difficult to keep up (organizational-wise) 

with the future market development, especially outside the Nordic countries.  

4.2.2.3 Growth Orientation 

Rototilt consider it important to grow in a balanced way, in this way they can make the 

organization grow as a unit. They might experience difficulties when marketing and 

sales departments are growing really fast and in an unplanned way meanwhile other 

departments lack behind. With big marketing and sales departments, Rototilt may open 

up new segments and markets while it becomes difficult for the production to keep up. 

They have implemented a growth strategy that will follow a balanced and well-

controlled growth.  

“It is hard if marketing and sales jump ahead the rest of the organization….” 
Per Väppling (Sales & Marketing Manager) 

The risk when growing too fast is that R&D and resources could have problems being 

in phase. It takes a lot of time for Rototilt to extend or build new production facilities 

and they have some self-limiting factors constraining too rapid growth.  

4.2.2.4 Management Structure 

Rototilt consider it very important to maintain control in the management team. This is 

because they experience some challenges in their export markets. The challenges 

developed due to lack of control in their subsidiaries and the connection to the HQ, they 

did however increase control by implementing frequent meetings. However, these 

meetings are also supposed to give the subsidiaries support. Rototilt believes that it 

would be dangerous to disregard control in order to get things done, the previous 

experience of loose control made them more aware of the side effects. The management 

in Rototilt support projects with high risk and high return but they think it is important 

to try to control the risk as much as possible. They use methods to calculate the risk and 

then they evaluate the pros and cons regarding specific opportunities.  

“If we do this, what could happen risk-wise?” 
Per Väppling (Sales & Marketing Manager) 
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Rototilt is always trying to make sure that various outputs in the organization are 

synchronized. However, there are some factors that they can’t control, especially in the 

external environment. They try to balance these uncertainties with their own processes, 

this is crucial in a market and customer driven company such as Rototilt. The marketing 

and sales departments are the driving force and the other departments adapt accordingly.  

Rototilt promote and support flexible decision making to a high extent in their 

organization. They delegate and encourage employees to take on as much responsibility 

as possible. They have various standardized business system where information goes 

through. These business systems are the foundation of the routines that exist in the 

organization. Rototilt works extensively according to their set processes and routines, 

perhaps more so internally than externally. The factory is more controlled and is 

expected to follow set routines and processes but the subsidiaries on the other hand have 

more flexibility in terms of how they work.  

4.2.3 Qmatic 

4.2.3.1 Strategic Orientation 

Qmatic have a good ability when it comes to recognizing change, they are also 

relatively fast at doing it. They detect opportunities from several different sources. Their 

biggest challenge is however to prioritize and invest in the best trends, that is a gamble 

and they sense change early which makes it even more difficult to know which one to 

focus on. The most difficult part of sensing change for Qmatic is to predict the 

customer’s behavior and understand what they expect, Qmatic tries to improve this 

knowledge by keeping an ongoing dialogue with the customer. Another strategy that 

they use is to exploit their network, subsidiaries and sales people for input. Qmatic has 

also hired analytical firms that provide with information. Finally, Qmatic takes all the 

gathered information from the different sources and try to identify trends that are 

relevant for them and then test the most promising ones. They do this on a regular basis 

in relation to their long-term strategy.  

“Earlier Qmatic was too far from the market and its pulse, we recognized this and made 

some changes in the organization” 
Stefan Persson (Commercial Director) 

Qmatic made changes in the organization to be closer to the customer and sense 

changes, this improved their knowledge and understanding of which opportunities to 

prioritize and focus on. Qmatic consider it important to do the right change and 

communicate to employees so they understand why they are doing it and what the 

benefits could be. They consider that change can offer both opportunities and 

challenges. 

“We did a lot of change in the fundamentals of the company 6 years ago regarding 

cultural aspects and attitudes, and that is of course a lot more difficult since we were 

trying to adjust things that has been sitting in the wall for the last 30 years” 
 Stefan Persson (Commercial Director) 

In order to discover opportunities, Qmatic use a strategy where they try to scan, support 

and drive operations at the same time. They are very proactive and aim at being as close 

as possible to the customer to provide them with knowledge and solutions. They focus a 

lot on educating the market but also at picking up trends that occur and funnel that back 

to the organization.  
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Qmatic implements a commercial assessment when an extraordinary opportunity is 

presented, then they try to figure out if it’s worthwhile prioritizing it. They identify 

plenty of opportunities, so most of the time they come to a conclusion that the 

opportunity is not good enough on a long-term basis. They try to avoid short-term 

oriented opportunities since that they believe in better returns from the long-term 

development, but they have also focused on a few short-term opportunities. When 

deciding on if they should focus on an opportunity they execute a business case, which 

later on is presented to the executives with a recommendation on how to proceed. There 

is no super analytic perspective involved, instead Qmatic use a more commercial 

assessment point of view.  

“There is a lot of gut-feeling involved, where we as a company wants to be rather than 

just looking at the mechanics and excel-sheets.” 
Stefan Persson (Commercial Director) 

4.2.3.2 Resource Orientation 

Qmatic believes a lack of resources or time exists and it is therefore important for them 

to prioritize. They always have more opportunities than they can handle, but they regard 

it as a healthy situation. Qmatic’s most important resource is a combination of pre-sale 

resources that are crucial for gaining customer confidence and sales-people since that 

they have to communicate what and how Qmatic can deliver. They overcame this 

restraint in human resources by coordinating over borders; they have a team that decides 

where and how to coordinate resources in order to get the most out of them. Another 

strategy that Qmatic use to overcome restraints in resources is their utilizing of the 

network, this do however depend on the deal. Usually they team up with external 

system integrators since that would enable them to be regarded as a more serious player 

that can provide a better solution for a specific customer.  

“We are working with a deal right now with a global context in which we can’t give 

them an offer where they can feel comfortable believing us that we can manage, but 

then we have gone with system integrators with thousands of people that can help out to 

deliver the solution and then of course that makes the customer feel more comfortable.” 
 Stefan Persson (Commercial Director) 

Since Qmatic is a relatively small company, they use their network to team up with 

partners and share resources. Normally, Qmatic decides early on that they should team 

up with a partner in the sales-process. It happens that existing resources and investments 

constrain Qmatic, especially when they have invested in a certain project and then a 

change occur which makes it irrelevant. Qmatic believes that change never stop, so 

these risks will occur from time to time. They try to maintain a balance between the 

projects that they invest in and decline the potential sales-investment for some 

opportunities. Internal investments are usually constraining depending on how much 

Qmatic can carry at a certain period of time.  

4.2.3.3 Growth Orientation 

Qmatic have a positive view on growth, they want to grow and do it in a fairly rapid 

way. They are however very conscious of profits. They are not interested in driving top-

line growth and giving away profits, instead the focus is to double annual turnover. 

Their strategy is to grow with the same profit margins as they have today, the margin 

does therefore have to grow in the same pace as the organization. 
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“I would say that on single markets, we have been prioritizing growth but we as a 

company as a whole we would not give away profit for pure top-line growth.” 
Stefan Persson (Commercial Director) 

When Qmatic are entering markets and tries to establish a strong foothold, they are 

willing to give away more profits to the partners that are starting up their business. They 

do this to enable a stronger financial situation that allows for strong growth in the 

market. Qmatic gives their partners up to 12 months to make profits meanwhile Qmatic 

makes less in order to drive growth, this is however not a global or long-term strategy.  

Qmatic’s competition is driving more of a top-line growth and Qmatic can find 

themselves in deals where they are challenged, this is a balance that they try to manage. 

They are monitoring the development of competitors fairly closely, and they identified 

that some competitors are growing very rapidly but they are also running out of money 

after a while. 

“The price of beating us is a challenge for them, we are not as short-sighted as they 

are” 
 Stefan Persson (Commercial Director) 

4.2.3.4 Management Structure 

Qmatic goes by the philosophy of freedom under responsibility, they have some 

controlled structures but the freedom is relatively big. The management does however 

try to control that employee’s does not deviate too much from set routines since that this 

could potentially hurt and risk Qmatic’s business. Qmatic’s management are positive 

towards risky opportunities with higher returns under controlled conditions. They do 

weekly assessments in teams with a project leader in order to decide if they should 

continue with an opportunity by investing in it or just cancel the process. Qmatic’s 

communication and transparency within the management team is great and empowers 

them to take on more risky opportunities, especially since that they are doing it jointly 

within the firm.  

Qmatic use KPIs to measure and make sure that each process and operation are 

synchronized. The high extent of transparency gives every employee a better 

understanding of how the processes and operations should be implemented. The 

communication is key for Qmatic, creating an atmosphere where everyone knows how 

things go and how Qmatic performs. Qmatic has fairly well established and defined 

processes in the company when it comes to high volume transactions. 

“We have consciously working towards and building these processes and implementing 

the checkpoints and KPIs to make sure that the company runs the way it is supposed 

to.” 
 Stefan Persson (Commercial Director) 

Qmatic is continuously optimizing their processes rather than doing it within a 

structured and detailed framework. Most of Qmatic’s processes and KPIs are based on 

experiences and the only downside to their strategy is that they would like to be able to 

identify trends earlier. 

Qmatic encourage its employees to deviate from set routines if they believe they can do 

it better. Qmatic believe that they could become even better at allowing employees to 

deviate even more from the routines, especially since that the management cannot see or 
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control everything that needs to be done. It is better for Qmatic when individuals 

attempt to identify improvements and flag for change or do it themselves. Qmatic’s 

compensation plan is leaning towards responsibility-based compensation, but they are 

gradually moving into a more value added compensation. They have started to use a 

compensation plan that involves a performance-based part of the salary and this also 

includes personal development. Creation of change within Qmatic is highly valued. 

4.2.4 Powerbox 

4.2.4.1 Strategic Orientation 

Powerbox’s ability to recognize change in their external environment is considered to 

be good. They believe it is important to follow the market trends and values business 

intelligence. This insight has proven valuable through the experiences gathered 

throughout the changes their industry has undergone the past 15 years. Powerbox enjoys 

a broad network throughout their industry itself and their suppliers and customers, 

through these channels they know what is happening out on the market. Powerbox 

views change as a source of opportunities as well as challenges, the last 15 years 

changing industry landscape has offered mainly opportunities for Powerbox and they 

have been able to secure new business during this time. Seizing opportunities by taking 

on new business and customers has proved to be challenging however, due to their 

restrictions resource-wise.  

“We need a lot of resources when we get approached by a larger organization. It takes 

time to get to know how they work, culture and their needs.” 
Örjan Blomberg (Director Factory Management) 

Due to the quite specific nature of their industry, they experience it difficult to translate 

technical developments and opportunities in other industries in to their own. In order to 

discover new opportunities – sales-wise – they have a standardized method in place 

which the sales representatives follows. In the case of a discovered promising 

opportunity Powerbox have set routines as well in order to seize the opportunity. Firstly 

they set up a project team designed after the specific opportunity, which consists of 

employees from different departments in order to cover all aspects in their organization. 

Powerbox have learned that in order to build a good relation to the customer they need 

to approach all of their customer’s different departments, something the project 

constellation needs to be able to meet. Doing this, rather than just have a sales 

representative in contact with the customer, is believed to be one of their key-concepts. 

It ensures a contact interface on all levels within the customers’ organizations and 

enables superior personal contact and closeness between the organizations. This has two 

purposes, both enabling them to integrate their product in a better way to their customer 

needs but also to tie the customers closer by being in contact with various of 

representatives at their customer organization. They believe in something they call “life-

management”, which puts emphasis on strong customer-support through the whole 

process from sales to after-services.  

4.2.4.2 Resource Orientation 

Powerbox experience that the resource that constrains them the most is human resources 

in terms of manpower when being faced with a lot of opportunities at once. They 

consider that employees that possess the right expertise is the most important resource 

when in pursuit of an opportunity. When an opportunity – in this case a potential 

customer - is presented it is evaluated by using a checklist of items to ensure it has long-

term potential. A prerequisite when deciding if an opportunity is going to be pursued is 
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that Powerbox must have some experience related to it, either internally or through their 

partner-network, they are careful when presented with a completely new situation since 

they have realized there is a high risk to miscalculate what resources the opportunity 

requires. If needed, Powerbox utilize their network in order to obtain needed resources 

that they may lack internally, in the case of overcoming lack of financial resources they 

have in the past turned to Almi Företagspartner. They have experience that their 

network can be a bit limited sometimes when they have not been able to find the needed 

resources through it, in those cases – when they cannot obtain needed resources through 

the network – they obliged to pass on the opportunity. They rather decline a presented 

opportunity than risk that it backfires due to lack of needed resources – e.g. such as 

certain technical expertise – within the organization. History-wise the network has been 

really important for Powerbox:  

“We use our network of suppliers, combined with our internal processes –such as 

design – and get hold of designs or parts which are later incorporated into our own 

organization or products.” 
Örjan Blomberg (Director Factory Management) 

When it comes to invest resources into various projects or opportunities, Powerbox – 

being a fairly small company – is quite cautious and research thoroughly before acting 

in order to reduce the risks involved and they have procedures for this. They recognize 

the importance of researching opportunities before investing since it could either not 

turn out as expected or they risk missing out on opportunities due to existing 

investments limiting them.  

4.2.4.3 Growth Orientation 

In the past Powerbox’s orientation was very focused on growth, it was the number one 

priority and profit second to it. This has changed however, today they are considered 

equally important. Powerbox’s growth plan is at the moment quite aggressive, and in 

order to do so they are strengthening their organization by recruiting human resources. 

They emphasis that it is important to establish a balance between their growth and 

profit, in order avoiding experiencing e.g. a cash issue.  

4.2.4.4 Management Structure 

Powerbox has a rather flat organization, they emphasis exercising trust and encourage 

their employees to assume a lot of responsibility, something Powerbox also experience 

the employees do. This flat organization and empowerment of the employees has made 

it easy for Powerbox to get decisions made. The upper-management of the company is – 

due to their vast experience in the industry – quite realistic what to expect when facing 

opportunities, in addition there is procedures in place when evaluating uncertain 

situations and presented opportunities. The management also has key-performance 

indicators that are monitored closely in order to ensure that the different outputs of the 

organization are synchronized. The standardization of Powerbox’s subsidiaries has 

made the work-routines more coherent throughout the organization. Before the 

standardizations were made it was complicated to run cross-country projects together 

with different subsidiaries. Even though Powerbox consider themselves having a flat 

organization and empowerment of their employees, the local staff at the subsidiaries is 

not allowed to work in different ways. Instead it is encouraged - from the management - 

that if the subsidiaries feel that e.g. some processes must be changed it should be 

brought to the management’s attention for consideration of the implementation of 

separate routines for that specific subsidiary. Heading in to a new project, a project-
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leader is dedicated to oversee the process and make sure it runs according to the 

timetable, budget etc. The project management are managed from a central point of 

view, meaning from the HQ. There are procedures in place that ensures that there is 

always an on-going follow-up throughout the life span of a project.  

In the past Powerbox was considered to be very entrepreneurial, but lately they have 

experienced more structuring and implementations of standardized routines. These 

implementations have been made since it is believed they need a more industrial 

approach in order to grow. At the same time after these implementations have been 

made they recognize and emphasize the importance of keeping their entrepreneurial and 

innovative culture in the company and believe a mix of the two business approaches 

would be ideal.  

4.2.5 Midsummer AB 

4.2.5.1 Strategic Orientation 

Midsummer takes advantage of their small size and recognizes change much better than 

their larger competitors. They consider if difficult to adapt to change and believe that it 

is crucial to make major changes in the organization in order to be efficient. Due to 

Midsummer’s small size, they have lower cost in the organization and can therefore be 

faster and more efficient when adapting to change. It would have been easier for 

Midsummer to adapt to change if they had a stronger financial situation that would have 

allowed them to grow much faster. They do not have a management policy for change 

instead they try to employ people with great qualities at identifying and understanding 

trends and changes. Midsummer is working towards their overall goal to constantly 

make the financial situation more stable in order to handle change. Two years ago, 

Midsummer made a decision to differentiate their product due to changes in the external 

environment. The management was relatively conservative towards the change and it 

was rather the employees that pushed for the change. Midsummer is an organization 

that considers change as an opportunity but their financial capabilities might constrain 

them in some situations. This increase the importance for them to have a focus mind 

and use their resources in the best possible way to seize opportunities.  

Midsummer is actively observing competitors and exchanging ideas and practices 

within their community through conferences and similar events to identify new trends. 

When an extraordinary opportunity is presented, they spend a few days analyzing it and 

then they start a task force with a few employees that possess the right capabilities. It is 

rather the resources available than the time it takes to seize an opportunity that 

constrains Midsummer.  

4.2.5.2 Resource Orientation 

When facing an opportunity, the most important resource for Midsummer is to have a 

project manager with a broad view. This is crucial for Midsummer since that they really 

need to have an open mind and be able to identify which path to follow. Another 

difficult decision that Midsummer has to make is whether they should continue with a 

project that they initiated or if they should just say that this was a waste of money and 

do something else. 

Midsummer utilizes their network to obtain necessary resources in terms of supply 

chain. That is important for them since that they need the right sub-supplier that can 

support and supply the correct material and manufacturing method. In certain markets 

(i.e. China) it is almost impossible for Midsummer to have a well-defined network. 
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They emphasize focus on creating a well-known brand by using local media and their 

own press releases. 

4.2.5.3 Growth Orientation 

Midsummer considers profit and growth equally important and that it goes hand in 

hand. They have a healthy margin on their products and 70 per cent profit margin on 

their equipment. 

“If we would lower the price with 50 per cent, we would still be profitable, but the 

market doesn’t work in such a way that it would be price sensitive.” 
Sven Lindström (Founder & CEO) 

They have a growth strategy of achieving growth as fast as possible and they do not 

really have any organizational or resource limitations. They use their well-established 

network with sub-suppliers that help them build the machines. Another factor that 

allows Midsummer to grow in an unlimited way is that they receive full payment of the 

machines before delivery, so they can basically produce as many machines as they want 

to. The possibilities overweigh the risks since that a fast growth would give Midsummer 

so much more profit and a stable financial situation. The greatest risk with growing too 

fast - which they did in 2009-2011 – is that they become inefficient and absorb higher 

costs. In 2012-2013, they had to fire 20-25 per cent of their staff in order to achieve 

growth again.  

4.2.5.4 Management Structure 

Midsummer’s CEO prefers to maintain control in the organization but are aware that he 

cannot control everything. Recently, they established a middle management team in 

order to decentralize the control. The strategy for Midsummer is to create a better 

management team with the middle managers and allow the CEO to focus on other 

things rather than being involved in everything.  

“We are reaching the level of 30-35 employees and this is necessary. In 2011 when we 

had approximately 40 employees we didn’t have this structure and that made us 

inefficient.” 
Sven Lindström (Founder & CEO) 

The upper-management in Midsummer support projects that are associated with risks 

since that they know that they have high profit to gain from it. They did also disregard 

the focus on control when implementing the new decentralized management structure, 

but the CEO and VP are still informed about all the major decisions. Midsummer’s 

CEO and VP are now able to have a broad view in the firm and focus on ensuring that 

each process is synchronized with the various operations. The goal with the 

management team is however to enable them to make the right decisions whether the 

CEO is there or not.  

“But I also get some feedback that people are afraid of sharing ideas that are different 

to mine so I’m not sure how successful I am.” 
Sven Lindström (Founder & CEO) 

Midsummer does not have any standardized system for routines. The CEO is trying to 

promote that middle managers should inform him regularly with the progress that they 

made or various improvements that they implemented that made the processes or 

routines more efficient. 



Empirical Data Collection 

 68 

 

“I am totally against trying to standardize things through a computerized system. A lot 

of responsibility should be with the middle managers.” 
 Sven Lindström (Founder & CEO) 

Midsummer uses a mix of value added and responsibility based compensation. The 

management is not completely satisfied with their compensation structure at the 

moment, they are however going in the right direction. Midsummer’s CEO would like 

to disclose everyone’s salary on a list and put it up in the office, then he should be able 

to motivate why a certain person earns more than another.  

4.2.6 Maximatecc 

4.2.6.1 Strategic Orientation 

Maximatecc consider themselves as being very strong at recognizing change in their 

external environment since they work closely with their customer when developing the 

clients operations with their products. They also consider being a quite small 

organization an advantage after having recognized changes since they can adjust to 

them faster than larger organizations. The ability to recognize change and be able to 

adapt to them is very important for Maximatecc, and they believe it will get even more 

important in the future. There is a common understanding within Maximatecc that they 

must actively observe their external environment and scan for changes. This 

understanding creates a natural awareness of what is happening within their field among 

their employees. Due to the nature of their products this ability is very important since 

they are actively tapping developments in other industries and trying to implement these 

developments into their own products and industry. In general, these external 

environmental changes are viewed as offering opportunities for Maximatecc since they 

allow them to get innovative and offer certain solutions before competitors. By being 

first out with certain solutions also brings challenges however, they have experienced 

that they have to educate their customer so that the solution is reliable in their customers 

environment. Since the ability to discover changes and sense opportunities is an 

important part of their business, Maximatecc has taken actions how to enhance this 

ability.  

“I think we have enhanced our ability (to discover opportunities), today we have more 

people in product management. From the beginning the focus was a lot on engineering, 

inside looking. With the product management people they are scanning the external 

environment more, we are more active on business fares and stuff like that. Dedicated 

people working with future products and application in order to be closer to the tech. 

development.” 
Jan Carlsson (Founder, Key Account Manager, former CEO & board member) 

If an opportunity is considered significant Maximatecc is willing to do some adaptions 

to their products, and in some cases also develop new products if the opportunity is big 

enough. A prerequisite however is that the opportunity must be aligned and fit their 

strategy and customer focus. They have experienced that their new strategy (being a 

product company with standardized products) has been somewhat constraining when 

opportunities has appeared which they could not pursue since they do not want to 

deviate from chosen strategic path. Going from being more of an entrepreneurial 

company to implementing the restrictions and strict approach to their strategy has been 

considered to be a good thing in general since Maximatecc needed to get control over 
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their operations. It has also meant that less human resources are needed in the sales 

processes since the standardized products does not need alternation to every individual 

customer. In line with this, their switch in their business model has been good from an 

economical point of view, but restrictive from an innovative point of view.  

When pursuing promising opportunities, Maximatecc is very flexible when it comes to 

e.g. allocating financial resources and prioritizing in order to seize it. They perceive 

their stature as being a smaller company to be an advantage in this sense since they can 

be more flexible and have the ability to change rapidly after what certain situations 

demands. Practically speaking when pursuing opportunities, Maximatecc forms a 

project group with employees form the different departments of the organization in 

order to have a wide area of expertise within the group. 

4.2.6.2 Resource Orientation 

Maximatecc has experienced that when they have been in pursuit of an identified 

opportunity the most important resource has been financial assets, which has been a 

constraint. For Maximatecc to overcome this constrain they have been taking on private 

equity and traditional bank loans in order to allow themselves to seize opportunities and 

grow their operation. Human resources has also been important throughout the history 

of Maximatecc, but recruiting people with the right expertise – in this case engineers – 

to the right positions was especially important in their inception. Their network has 

proved valuable in this recruitment process. Their network has also played an important 

part when obtaining new customers.  

“Utilizing our customer network in obtaining new customer by demonstrating successful 

cases has proven to be of big importance. Also future customers has encountered our 

products through their network and then tracked us down, one could say this has been a 

sort of network related marketing activity.” 
Jan Carlsson (Founder, Key Account Manager, former CEO & board member) 

The strategy of using customer references from earlier success cases has proved 

successful in obtaining new business on foreign markets such as the German and 

Chinese. Using these references from renowned multinational companies has proved 

very important in order to get a foothold on those markets. 

4.2.6.3 Growth Orientation 

Growth has been in Maximatecc’s genes from the inception, when opportunities have 

been presented Maximatecc has tried to meet them in order to grow. The financial 

resources was however limiting their growth and Maximatecc were not willing to “risk 

it all” by taking high financial risks (e.g. significant bank loans) in order to grow faster 

than they could with their own means. This did reduce their dedication to growth 

because profit was not their main concern in the beginning. Instead they pursued 

opportunities that they felt were manageable while continuously being aware of risks in 

order to avoid them. 

4.2.6.4 Management Structure 

As Maximatecc has grown in size, their management philosophy has changed with it, 

gradually moving towards more structures and involvement of people in management 

activities. Meanwhile they have been careful not to constrain the firm growth by 

exercising absolute control, this is not their management philosophy. Before 

Maximatecc took in external investors they offered employees the opportunities to 
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become part owners and involved their employees in various participation programs. 

There are processes for more or less everything Maximatecc are doing, this to have 

control and be able to synchronize processes and decisions in various projects 

throughout the organization. The extent, which they encourage their employees to take 

their own initiatives, differs between different levels. Employees within certain 

functions – such as sales and product development– enjoys more responsibility and 

freedom than others. Within product development for an example, the employees are 

allowed to do certain adjustments that they deem necessary, as long as the end-result 

leads specifications that was agreed upon. Employees throughout the organization are 

encouraged to contribute with ideas and suggestions how to make things better in the 

company, there is a system in place that facilitates this.  

Throughout their history, when recognizing opportunities with great potential and at the 

same time high-risk they have been prone to attempt seizing them. Still, they have been 

trying to keep a balance by never risk things too much, investments were made with 

their own means and they avoided falling into debt. Their attitude towards these kind of 

all-or-nothing opportunities was that if it did not turn out successful, they would be able 

to scrap the project without hurting the business too much.  

4.2.7 Hexatronic Cables 

4.2.7.1 Strategic Orientation 

Hexatronic’s ability to recognize change is quite good and they have evolved into a 

customer-focused and more innovative firm. When Hexatronic was a part of Ericsson, 

they had to follow established instructions. The ability to adapt and be more customer 

oriented developed when they became an independent firm. The main strategy now is to 

become even better at recognizing change and to increase the customer focus, they are 

however not there yet. The ability to adapt is important for them in order to stay 

competitive, even though the basics of the products – as the fiber – has not changed that 

much, instead Hexatronic focus on the installation methods according to their 

customer’s preferences. Their main intention is to change and adapt to the customers 

preferences, Hexatronic maintain a dialogue with their customer’s to be able to this.  

Hexatronic view change in the external environment as an opportunity and they can 

gain market share by acting quickly to the offered opportunities.  

Hexatronic tries to identify and stay updated on practices used in other industries, but 

they do not have any set routines or methods on how this should be done. Hexatronic’s 

strategy is to identify a niche in the industry that they are scanning, both technology-

wise and in different regions and markets. To be able to detect change within their own 

industry, Hexatronic reshaped their organization so that they would be closer to the 

market. They have recruited sales-persons who are experienced on this and really know 

how to be customer oriented. When an extraordinary opportunity is presented, they 

analyze if they can meet the opportunity both financially and logistically. The logistical 

part is important for Hexatronic due to the specification of the products, they cannot 

transport by air for instance. They have some internal routines for how to handle these 

opportunities and they usually appoint a Sales Manager as project leader. Hexatronic 

implements marketing projects for opportunities that is larger and require more attention  
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4.2.7.2 Resource Orientation 

 

“There is a lot of opportunities out there, but we can’t handle them all.”  
Thomas Nordlund (Site Manager) 

Hexatronic have a strategy where they focus on being present mainly in the Nordic 

countries and by following Ericsson into the markets that they enter. Due to a positive 

market development, they also started to focus on seizing more opportunities by placing 

a regional sales manager and to establish a local hub in North America. The human 

resources are the most crucial ones when Hexatronic is pursuing an opportunity, 

especially the technical knowledge among individuals. The resources are not 

constraining Hexatronic at the moment since that they are trying to stabilize their 

business and they are relatively new as an independent firm. In the future, Hexatronic 

might experience difficulties in recruiting individuals with technical knowledge, 

especially since that they are located in Hudiksvall, which is a small city. Hexatronic 

developed a long-term strategy on how to grow - both financially and employee-wise - 

it is crucial for them to be prepared and to avoid potential bottlenecks that might evolve. 

The North American market was an opportunity that Hexatronic took advantage of 

through their network and the close cooperation with Ericsson. They recruited some key 

employees that had great connection with Ericsson and would enable better access and 

potential to utilize this network.  

Hexatronic have experienced difficulties when investing in certain projects, which also 

led to some constrains for the firm. They consider it important to be very detailed when 

selecting and prioritizing opportunities. Employees within Hexatronic have different 

perspectives on what to focus on and Hexatronic need to focus on having a good 

priority to avoid misalignment.  

4.2.7.3 Growth Orientation: 

Hexatronic have an expansive growth strategy and intend to grow annually with 20 per 

cent. They focus on this aggressive strategy but does at the same time want to show 

good profits. They experienced difficulties in their growth and would prefer to have 

more capital to ease the export activities. On the other hand, Hexatronic are also aware 

of the risk with growing too fast. They believe that it would be easier to handle the 

business when it is stable and if they would sell few products based on volume. With its 

current export strategy, Hexatronic have to take a lot more active and risky decisions.  

 “It is always question marks when growing, are we betting on the right customers and 

products?” 
Thomas Nordlund (Site Manager) 

4.2.7.4 Management Structure 

It is very important for Hexatronic to make quick decisions, even if they risk that some 

will turn out to be wrong. They will rather disregard control and get things done than to 

wait and see the opportunity fly right by them. Hexatronic are very innovative and the 

management are used to take quite high risks, they are very supportive with allowing for 

projects associated with high risks and high returns. At the moment, Hexatronic are in 

the middle of a restructuring of the organization and strategy, and they currently have 

little control in the management team. They are restructuring to gain more control in the 
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management team since that they have been doing things that did not turn out as they 

intended. They consider it crucial with a balance of control and they will try to avoid 

placing too much control on the management level.  

Hexatronic believe that communication is the key when ensuring that the processes are 

synchronized. They have worked a lot with making sure that each department share and 

work towards the same goal. Communication is in this sense more important for 

Hexatronic than having strict control over the processes.  

“We do not want the technical department to work with things that the other 

departments do not believe in and vice versa.” 
Thomas Nordlund (Site Manager) 

Hexatronic does not believe in creating different routines and hope that things will work 

out, in some situations like the economical part it might be more important, but 

otherwise they rely more on great communication. They promote flexibility and 

informal decision-making and believe that it is important to give employees the 

possibility to take responsibility.  

“I have been in this industry for a long time and I have recognized that things are 

happening more and more quickly now a days and we can’t afford to sit and wait for 

decisions from the top-management – we need our employees to take their own 

decisions themselves.”   
Thomas Nordlund (Site Manager) 

Hexatronic does not encourage their employees to deviate from set routines, they 

believe that it should not be a conflict between the routines and the way to work. 

Instead, this should be synchronized and an employee should not start with creating 

routines, they should start with learning how to do their job well. When they have 

established a way to work, then routines can be added in order to teach new employees 

in the future.  

4.2.8 Big Image Systems  

4.2.8.1 Strategic Orientation 

BIS’ ability to recognize change in their external environment is considered to be very 

good. Meanwhile they rely on their ability to adapt to change. BIS attempts to observe 

trends in their own and other industries in order to locate potential threats and 

opportunities. They do however acknowledge that their ability to seize opportunities can 

be enhanced.  

“…[We can] on the other hand be better able to turn possibilities into reality where we 

sometime are too slow.” 
Johanna Schäfer (Market Manager) 

In order to enhance this ability and not miss out on opportunities BIS have restructured 

their organization and implemented a new management structure. These changes was 

brought with a newly recruiter manager, who recognized that in order for the firm to be 

able to seize opportunities they have to make things more clearer for all the employees 

and managers where their efforts should be concentrated. BIS recognize that the ability 

to recognize changes and be able to adapt is important in order to stay competitive, and 

the strategy of dividing task clearly among the managers is an important step in order to 

achieve this.  
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There is no specific and defined strategy on how to discover opportunities but BIS are 

actively attending trade fairs and exhibitions in which they get accesses to people with 

insights both within and outside their industry. These trade fairs are considered very 

important in order for BIS to extend their network and to identify future opportunities. 

Other activities to scan for opportunities are to stay updated on is written in e.g. relevant 

magazines and blogs. When a promising opportunity is presented BIS starts of 

discussing and evaluating it in the management group before deciding what to do. 

Depending on the size and what resources are believed necessary to seize the 

opportunity BIS might dedicate a project group for that specific opportunity.  

4.2.8.2 Resource Orientation 

When pursuing opportunities, BIS always values human resources the highest. They 

believe that the knowledge, drive and passion that the right kind of employees brings to 

projects are the most crucial part in the pursuit. Even though financial resources 

sometimes could be limited, BIS consider the most important success-factor in these 

projects to be the expertise possessed by their employees. BIS’ network has been very 

important for discovering new opportunities. The newly recruited manager, who has 

transformed their organization, also brought an existing network that has proven 

valuable since their prior network was considered quite limited and used-up.  

Prior investments and existing resources are nothing BIS experience to be constraining, 

they feel it is quite easy to let to go projects and switch focus if the results are not 

satisfactory.  

4.2.8.3 4 Growth Orientation 

BIS’ focus is to grow their organization in a stable and organic manner. Growth is 

considered important but they see problems and risks with growing too fast. They 

believe that the risk grow alongside firm growth because it also involves commitment in 

terms of big resource investments. Another aspect that is important while growing is to 

have a solid organization, in which the employees are informed otherwise BIS believe 

the employees risks becoming disaffected. 

4.2.8.4 Management Structure 

The management orientation within BIS encourages the involvement and empowerment 

of their employees. Everything does not have to go through the management instead 

they have fostered a culture where improvements are being carried out directly by the 

employees on the floor. 

“It is absolutely crucial for us to allow employees to bring new ideas into reality” 
Johanna Schäfer (Market Manager) 

As long as the adjustments made regarding issues does not involve large financial 

investments, BIS is willing to disregard control in order to get things done. This 

philosophy is something they have implemented and runs through their organization.  

BIS is a decentralized organization, but there have been recent changes on management 

level, which will create more structure in the company. They believe it is important that 

this does not affect their orientation when it comes to promoting employees to 

contribute with own ideas and general development to the organization. BIS do not 

consider themselves as gamblers when facing opportunities with great potential 

meanwhile they have high risks, but at the same time they are not afraid of trying new 

things but there is a limited amount of capital that they are willing to invest in those 
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kind of projects. In these uncertain situations they would delegate one or two employees 

to work with the opportunity while continuously reporting back to the management 

group and have a discussion about the progress. Depending on the kind of opportunity, 

these employees would possess different expertise. In order to ensure that the processes 

within their organization are synchronized their project leaders are a part of the upper-

management.  

“One of the persons in the top management takes the lead of a project and then they 

look around for what resources they need, for example certain know-how from specific 

persons. The whole process is really informal and discussions occur in groups where 

everyone can contribute. “ 
Johanna Schäfer (Market Manager) 



Discussion & Analysis 

 75 

 

5. Discussion & Analysis 

In this chapter our theoretical framework will be set against the gathered empirical 

findings in an analysis that will discuss correlations, deviations and other findings – 

what do the theory say? What do the empirical findings indicate? How can this be how 

can this be interpreted? What assumptions can we draw from this? We discuss and 

analyze the data through the lens of dynamic capabilities; meaning that the structure of 

the chapter allows for a comprehensive analysis that follows the three categories of 

microfoundations and treat them separately.  

 

 

5.1 Sense 

Identify market segments and customer needs 

Teece (2007, p. 1323) states that both organizational processes (e.g. R&D) and 

individuals within a company are important in order to discover opportunities. 

Opportunity discovery among individuals within a company is dependent on their 

access to knowledge and ability to sense changes. The individual’s abilities derive from 

their prior experiences in terms of holding specific knowledge, ability to understand 

customer decision-making and practical wisdom (Nonaka & Toyama, 2007). Instead of 

leaving the scanning and interpretation up to certain individuals within the company, 

establishing organizational processes as monitoring activities in order identify potential 

market segment and customer needs could be a more desirable approach. Teece (2007, 

p.1323) explains that companies are vulnerable if the scanning activities are left to the 

cognitive traits among a few individuals. Information regarding the market needs to be 

filtered and directed to flow through individuals within the company that are capable of 

making sense of the information (Teece, 2007, p. 1323). Teece et al. (1997) explains 

that the more decentralized companies are the risk of them missing out on market 

changes is reduced. 

All of our studied case companies display common characteristics in their confirmatory 

attitudes towards the importance of identifying market segments and customer needs in 

order to stay competitive. They believe these microfoundations are important due to the 

opportunities they can generate. The strategic orientation of being close to the market 

by having a dialogue with customers, distributors and suppliers and monitoring them 

closely in order to recognize change and opportunities was common characteristics 

among our case companies. Some companies had actively trying to enhance these 

capabilities by actively recruiting experienced and skilled personnel with existing 

networks about certain markets. We also found that a couple of our case companies had 

started cooperating with other companies in order to get closer to certain markets and 

obtain knowledge. A common element related to resource orientation we could 

distinguish among these companies – that were having a dialogue, recruiting personnel 

or cooperated with other companies – were the utilization of their networks while doing 

so. One company that utilized their partner network and another its customer-network in 

order to obtain information about the markets exemplifies this, other networks enable 

them to recruit personnel with key market knowledge. 

Tap customer and supplier innovations. 

It is important for firms to search the core as well as the surrounding environment of 

their business’ ecosystem in order to identify innovative activities. Firms must therefore 
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embrace potential collaborators, customers and suppliers. Customers are amongst the 

first to identify potential opportunities for new technology and suppliers does also play 

a crucial part in driving innovation. (Teece, 2007, p. 1324) 

Based on the empirical data that we gathered, we can see a distinctive pattern that the 

case companies used the strategic orientation of being close to the market in order to tap 

customer and supplier innovations. They scan and evaluate the external environment to 

sense customer and supplier innovations. Another strategy that we could distinguish 

from the majority of the case companies was their focus on exchanging ideas and 

practices through their community, usually at trade fairs or through industry 

conferences. The empirical data revealed that some case companies’ resource 

orientation strategy was to exploit their external network to identify innovative activities 

meanwhile others used sales- and product managers that work close to suppliers and 

customers. Meanwhile others used their network to identify innovative solutions among 

suppliers, distributors and customers that they themselves did not possess. 

Tap developments in technology in the external environments 

Teece (2007, p. 1322) argues that technological opportunities succeed each other in a 

rapid way and eager competitors are actively searching for new advantages. Changes 

and developments that occur in various fields of science and technology generate 

opportunities for companies to innovative if they know how to tap the developments. 

Companies can search after new possibilities and thereafter engage in development 

activities, when successful this development can impact the future of the firm and 

determine the market structure. To identify these possibilities, firm tasks involve 

scanning and monitoring internal and external technological developments and 

determine customer needs. It does also cover learning, interpretation and creative 

activity. (Teece, 2007, p.1323 -1325) 

Our data indicates that most of the case companies consider that the technological 

developments within their industry changes quite rapidly. Basically all of the case 

companies have a strategic orientation where they scan the external environment to 

sense changes and opportunities. All of the case companies consider the external 

changes in the environment as opportunities rather than constraining developments. A 

couple of firm’s observe competitors and exchange ideas and practices within their 

community through conferences and trade fairs to improve their knowledge of the 

industry development. Once again, the case companies identified market and customer 

proximity as the major strategic orientation to sense opportunities. A couple of firms 

described that their potential to sense technological developments improved by 

scanning different geographical and product segments. Some case companies 

experienced that the scanning of other industries could contribute in the identification of 

both opportunities and threats. Another common characteristic between some case 

companies was to focus on niche segments when scanning the external environment. . 

The general point of view from the firms was that they have to prioritize their focus and 

use the network as much as possible. However, some companies explained that lack of 

specific internal expertise constraints (or will constrain) their ability to sense external 

opportunities. 

5.1.1 Discussion – Sensing 

Teece (2007, p. 1322) states that the activity of monitoring the market in order to 

identify segments and customer needs involves having an understanding of latent 

demand, the structural evolution of the industry and its markets and the likely responses 
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from supplier and competitors. An entrepreneurial managerial strategic orientation 

enhances a company’s ability to recognize change in the external environment 

(Stevenson & Gumpert, 1985). Our empirical data shows that the case companies found 

it important to be close to their markets and maintain a dialogue with suppliers and 

customers. By being close to the markets they have been able to obtain knowledge and 

resources that enables them to sense potential future opportunities in their markets. A 

strategy that is relevant according to Teece (2007, p. 1324) since customers and 

suppliers are usually the first ones to identify necessary and possible technological and 

market innovation. In addition, Scott (2003; cited in Bradley et al., 2011, p. 541) argues 

that by structuring the organization in certain ways enables them to cooperate with other 

organizations to achieve common goals together by utilizing each other’s resources. 

This goes along with Starr & MacMillan (1990, p. 83) who explains that an 

entrepreneurial managerial resource orientation emphasize co-optation of knowledge, 

skills and processes. Further, co-operation enable SMEs to take advantage of 

internationalization opportunities that otherwise would have been difficult for them to 

participate in (Fink et al., 2008, p. 430. In order to get close to their markets we can see 

that most companies consciously recruited people with existing relevant experiences, 

expertise and existing networks. In obtaining this knowledge, expertise and networks, 

the recruitment strategy enabled the companies to discover new international market 

opportunities. We believe this conscious strategic orientation – of being close to their 

markets and customers and recruitment of personnel with specific knowledge while not 

having defined processes for sensing these opportunities – allows the companies to 

monitor their markets in a organic way due to its non-structural nature meanwhile the 

information is directed through employees equipped with the necessary tools to make 

sense of the information. This goes along with what Quinn (1985, p. 76) describes 

regarding entrepreneurial firms that responds to market and industry demands in a more 

efficient way by having an organic structure. This conscious recruitment can also be 

viewed as a procedure that has created mechanisms in the companies that ensures 

important information to go through the correct channels with the skillset to interpret 

possible opportunities from that information.  

5.2 Seize 

Specify the customer solution and chosen business model 

Once a market opportunity is sensed it must be addressed. The designing of a customer 

solution and a company’s business model are activities involved when seizing a 

discovered opportunity. According to Teece (2007, p. 1329) these activities reflect the 

management’s perception of what their customer wants and how to meet that need while 

getting paid while doing so. A business model defines the way a company “goes to 

market” and selecting, adjusting, and improving the business model could be a 

challenge (Teece, 2007, p. 1328). The author explains that the choices, when designing 

the customer solution and the company’s business model, involves: technological 

choices, market segments to target, financial terms (sales vs. leasing), joint venture vs. 

franchising vs. fully owned subsidiaries. 

As discussed earlier we have found that more or less all of our case companies believe it 

is important to be close to their markets and customers to be able to identify changes in 

an early stage. In addition to this, a majority of the companies believe it is important to 

use this closeness to work with their customers rather than just towards in the 

development of their products. Some companies used this closeness to convince and 

educate their customers of the value with their solutions; another carefully selected 

customers abroad to develop their products together with as test pilots; others did it take 
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advantage of their customers innovation. We can see that this joint development with 

their customer has been important when venturing into new markets with different 

technological conditions and needs. From the empirical data we have extracted we can 

see that strategic orientation of initially using distributors – often due to a lack of 

resources and experiences – has been a common feature among our case companies. 

Others utilized different kinds of join-operations to reduce risks, share costs and gain 

market knowledge and expertise. Recruiting sales-personnel with experience from 

respective market to help the company to venture into that market has also been a 

recurrent strategy. Parts of some companies exporting business model was to let their 

customer carry their products to new markets and gain recognition that way. Lastly, 

those of our case companies which are now having subsidiaries abroad seem to have 

transitioned from using distributors to setting up their fully-owned subsidiaries on key-

markets. These subsidiaries often involves functions such as sales, administrative, 

technical, support and after-service meanwhile product development is centralized. The 

subsidiaries have allowed most of our case-companies to get more control and focus 

their resources on thorough penetration on the key-markets, others to get recognition 

from the market as being legitimate. Most companies experienced that they were limited 

financially-wise when pursuing opportunities but when formulating a customer solution 

and choosing business model on how to expand internationally a vast majority of the 

companies stated that the human resources was the most important. Ways to overcome 

the financial limitations was said to execute step-wise integration in order to grow and 

the ability to make the right priorities regarding what opportunities to pursue, which 

puts a lot of emphasis on the expertise among the employees. An overwhelmingly 

majority stated that their growth orientation regarding their exporting business model to 

be focused on stable, manageable growth through carefully develop the markets in order 

to reduce the risks involved in growing too fast.  

Decision-making protocol 

Teece (2007, p. 1332) explains that quality decision-making involves foresight and the 

ability among managers to shape outcomes. Teece (2007, p. 1333) explains that 

investment decision errors include e.g. excessive optimism and program persistence and 

Nelson & Winter (2002, p. 22) explains that organizational decision-making protocols 

often display irrational features which borderlines bizarreness. Small and frequent 

decisions and investments offer many opportunities to learn from mistakes in order 

avoiding making decision errors on larger investments that are likely to damage the 

business seriously (Teece, 2007, p. 1333). Sustainability competitive advantage can 

derive from a company’s ability to adapt to protocols that limits decision bias and 

errors. In addition Teece (2007, p 1334) explains that the management’s communication 

regarding goals, values and expectations while motivating their employees can lead to 

higher quality among decisions. 

When opportunities have been sensed the majority of our case companies expressed the 

importance of evaluating and prioritizing what opportunity to focus their resources on. 

They explained this decision making process is important since they – due to the 

limitations in resources – can not pursue all opportunities and it is critical that the ones 

they do invest bear successful outcomes. Most companies seemed to prioritize 

opportunities that were in line with their current strategy contra those opportunities that 

were not in order to minimize the risks and stay within their field of expertise. Due to 

their rather small size and limited resources some companies stressed the importance of 

the ability to make quick decisions in order to gain advantages contra competitors. The 

most common process for decision-making regarding presented opportunities is that a 
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upper-management group consisting of managers from different departments are 

evaluating the opportunities together before making the decision of what opportunity to 

pursue. When a decision of what opportunity to pursue has been taken all of our case 

companies explained that they assigned a project group to work towards the 

opportunity. The groups were in most cases assembled with employees from different 

departments and different expertise in order to cover all the aspects of the organization 

and with a project leader from the upper-management. Some companies explained the 

importance of the continuous evaluation of the project in order to minimize risks and to 

decide on further allocation of resources (e.g. marketing, financial, human). Meanwhile 

all of our case companies believed it is important to encourage their employees to take 

their own initiatives and bring forth ideas for improvements most of them had 

implemented more structures, defined routines and emphasized the importance of 

“freedom under control”. We have observed that the growth orientation while taking 

decisions on which opportunity to pursue has been quite restrictive and high growth has 

not been prioritized. It rather seemed that most case companies preferred slow and 

manageable growth since fast growth was related to high risks. 

Building loyalty and commitment within the firm 

There is a clear role for leaders in making quality decisions, communicating goals, 

values and expectations, and motivating employees. Top management plays a critical 

role in enhancing loyalty and commitment through their actions and communication. 

(Teece, 2007, p. 1334) Entrepreneurial firms aim at creating and accumulating value 

and tend to base compensation on how individuals contribute to value creation 

meanwhile administrative managed firm’s base their compensation on the number of 

resources that an individual control (Brown et al., 2001, p. 956). Teece (2007, p. 1334) 

argues that organizational identification and commitment can develop the firms 

performance, it is however doubtful if it can override misaligned incentives.  

Based on the empirical data, we found that most of the case companies used a strategic 

orientation where they encourage employees to contribute with ideas in the 

development process. It was important for the companies to allow for an open 

discussion and give employees responsibility surrounding their own work. The data 

reveals that the management structure within the firms promote flexible and informal 

decision making in order to enhance communication and commitment. A few case 

companies expressed a fear of losing the organizational identification if the growth 

would be too fast. One company explained that they did major changes in the 

organization, which included cultural aspects and attitudes, and they experienced 

difficulties in doing these changes. The case companies explained that it is crucial to 

communicate why they are doing the change and to make sure that the employees in the 

organization understand the potential benefits. We can identify that the most of the case 

companies use a mix for their compensation plan and that Sales Managers are usually 

compensated through the value based compensation. A common point of view from a 

couple of case companies is that they would like to move in the direction of value-based 

compensation. 

5.2.1 Discussion – Seizing 

We found that most of cases our companies sensed more opportunities than they had 

resources to pursue. Their limitation in resources puts a lot of emphasis on their ability 

to prioritize which opportunities to pursue and focus their resources on. Teece (2007, p. 

1330) explains that the ability to analyze multiple alternatives is an important part when 

designing a business model. Several of our companies stated that they had experienced 
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that it was hard to select between different opportunities due to their rapidly changing 

nature and the difficulty to evaluate its future promise. In order to overcome this 

difficulty we can see that the companies have – on an upper-management decision level 

– tried to coordinate various expertise from different departments in order to be able to 

make as rational decisions as possible regarding which opportunity to commit their 

resources to. When they have chosen what opportunity to pursue they have delegated 

the task to a project, also containing employees with relevant considered expertise in 

relation being able to seize the opportunity. By delegating the tasks of pursuing 

opportunities to smaller project groups with the right expertise found within the 

companies they utilized currently controlled resources, something that goes alongside 

Brown et al. (2001, p. 955) arguments regarding entrepreneurial managerial strategic 

orientation and Starr & MacMillan’s (1990, p 83) arguments of having an 

entrepreneurial resource orientation through co-optation. It can also be argued that by 

involving managers and employees with various fields of expertise in the decision-

making and the pursuit of opportunities, they have implemented protocols how to 

minimize the risk of decision-making bias and error. 

We can also draw a parallel between these strategic- and resource orientations having an 

impact on another important element when designing a business model, namely to have 

a deep understanding of user need (Teece, 2007, p. 1330). By bringing expertise from 

various functions they can meet their user needs at multiple levels, both from e.g. a 

marketing perspective to product development. More importantly perhaps, the 

companies have utilized different innovative strategies (e.g. join development with 

customers, recruitment, joint-operations) with the purpose to get closer to the market 

and obtain that imperative market knowledge. The use of innovative strategies to meet 

user needs at multiple levels are coherent with Miller’s (1983, p. 780) multidimensional 

view of entrepreneurship where managers promote innovation and change in order to 

gain competitive advantage.  

We can see a common pattern among a majority of our case companies that indicates 

that their internationalization process has been approached in an incremental manner, 

both geographically and organizationally, as their resource base has grown. The 

companies implemented this strategy due to limitations in financial- and human 

resources. The incremental growth strategy enabled them to make more well-founded 

decisions regarding what opportunities to seize and how to expand further. This notion 

is strengthened by Johanson & Wiedersheim-Paul (1975, p. 306) who states that firms 

gain different type of knowledge from their incremental involvement in international 

markets. Additionally, by having a business model with stable and manageable growth, 

the firms could decrease various risks related to their internationalization process. Even 

though this contradicts what Brown et al. (2001, p. 956) and Stevenson & Gumpert 

(1985) argues about entrepreneurial growth orientation, it could be argued that 

incremental growth might be necessary due to their limitations in financial and human 

resources such as specific market knowledge and networks. So even though the lack of 

knowledge and resources are hindering rapid growth, the firms are able to reduce the 

market barriers by implementing an incremental growth strategy. This could arguably 

be preferable due to the dynamic nature of international markets and their limited 

knowledge acting on those.  

 



Discussion & Analysis 

 81 

5.3 Configuration 

Decentralization 

By decentralizing decision-making, it allows different managers and employees to 

observe different information and control different decisions. At the same time, there is 

no need for communication to a single decision-maker. Decentralization must continue 

even when a firm expands otherwise they might risk losing flexibility and 

responsiveness. The multidivisional form is widely used by firms when they grow, the 

form involves restructuring decision rights to different parts of the organization such as 

departments and subsidiaries. This reconfiguration enhances the recognition of 

opportunities and threats due to greater accountability of managerial decisions. (Teece, 

2007, p. 1336) 

The empirical data indicates that all of the case companies are decentralized to a certain 

extent. The firms’ strategic orientation is to involve employees from different levels in 

the idea creation process. A couple of the firms considered it crucial to allow employees 

to contribute with new ideas and bring them into reality in order to seize opportunities 

since the upper-management cannot be involved in every decision. The case companies’ 

management structure are created in a way to encourage “freedom under responsibility” 

as one interviewee put it. A couple of firms established a middle management to 

decentralize decision-making and ease the pressure on the top management. This 

structure made it easier for employees to bring their ideas forward and to create an 

atmosphere where idea creation is a process rather than having a few intellectual 

managers that makes the decisions. The case companies promote informal decision-

making and believe that communication and creating transparency is the key to involve 

people in the organization. A few firms did also point out that they have to maintain a 

balance in the decision-making and that the management should be informed of what is 

going on. The case companies utilize the decentralized structure by delegating tasks in 

project teams when they want to proceed with an identified opportunity. Our data 

presents that a couple of firms consider fast decision-making important when they have 

recognized change, especially since that opportunities change rather fast. They believe 

that they might lose the opportunity if they wait for decisions from the top management 

– employees have to be able to make decisions on their own in some situations. 

Managing co-specialization 

Strategic fit in an organization needs to continuously achieved, meaning that alignment 

and co-specialization of a company’s resources, structure, strategies or processes needs 

are important in changing environments – things needs to complement each other 

(Teece, 2007, p. 1337). Special value can be created through co-specialization (Teece, 

2007, p.1337) and ultimately create sustainable competitive advantage. Kor & Mesko 

(2013, p. 233) mentions that a firm’s evolutionary fitness depends on its ability to 

extend, create or modify its resource base to changes in the external environment. The 

management’s ability to identify needs within their organization to develop and utilize 

co-specialization between e.g. resources or creation of alliances is a vital dynamic 

capability but not however always present (Teece, 2007, p. 1337).  

As presented earlier, we found that the project-groups, which are designated to work 

towards identified opportunities, consisted of employees from different departments and 

are chosen since they can contribute with specific expertise and resources to the project. 

Some of the companies stated that they teamed-up with external consultants and 

companies in certain projects in which they deemed they lacked the expertise in-house 

in order to deliver full value to their customers. To combine their own expertise with 
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those of within their supplier-network was a way of establishing this. Others believed it 

important to approach their customers on a broader scale rather than just with a sale-

representative to be able to fully integrate their products to the needs of their customers. 

Communication both within the companies and with towards customers was considered 

important. Most companies implied it was advantageous of having a smaller and 

flexible organization to achieve the above since it was easier to adapt the organization 

to different conditions. Co-specialization in regards to strategies relating to export 

shows common features among our case companies in the way they have used 

distributors. The strategy of using distributors has been embraced due to their existing 

network and presence on the markets of interests. Other use of co-specialization to 

expand internationally consisted of various formations of alliances in order to reduce 

risk, costs and obtain market knowledge and existing networks. 

Knowledge Management 

Intangible assets are considered critical for company success, the governance and 

incentive structures that functions to enable learning and generation of knowledge does 

therefore become essential. The many types of learning include: experiential, vicarious, 

individual and organizational. In order to sense opportunities, a firm has to learn about 

the external environment and new technological capabilities. (Teece, 2007, p. 1339). 

The ability to integrate and combine intangible assets is a core skill in the context of 

dynamic capabilities (Kogut & Zander, 1992; Grant, 1996; cited in Teece, 2007, p. 

1339). Furthermore, Teece (2007, p. 1339) explains that it is important with a 

combination of know-how within the organization, and between the organization and 

other organizations external to it, especially when systems and networks are present. 

The majority of the case companies have implemented a strategic orientation where 

they seek to team up with relevant partners that they could coordinate with and gain 

specific expertise. The empirical data also show that the companies share knowledge 

between different departments within the organization. The management in most of the 

case companies integrate and combine knowledge from various departments by creating 

project groups, which works to identify and take advantage of opportunities. All of the 

case companies have a similar resource orientation strategy with focus on exploiting 

their network. Pretty much all of the case companies were dependent on their network 

in order to recruit skilled employees, one firm have recruited 90 per cent of their 

employees from their network. The majority of the firms considered human resources as 

the most crucial resource, but they also experience that the lack of skilled employees 

limits their growth. 

5.3.1 Discussion – Configuration 

Teece (2007, p. 1338) explains that co-specialization can result in idiosyncratic assets 

that are not easily obtained. Achieving successful co-specialization is dependent on the 

management’s entrepreneurial capacities and is a fundamental dynamic capability 

(2007, p. 1338). It can result in differentiated products and unique processes that 

competitors cannot rapidly produce or assemble, meaning it can result in sustainable 

competitive advantage if successfully implemented. We can see from our empirical data 

that the upper-management has tried to achieve co-specialization within their companies 

through combining internal and external expertise in order to deliver superior value to 

their customers. Being rather small companies with limited resources, we believe this 

co-specialization of internal and external resources has proved important for them to 

achieve a much-needed competitive advantage in order to establish themselves on 

foreign markets. This goes along what Beamish & Banks (1987) and Tallman & 

Shenkar (1994) states regarding firms that decide to co-operate with each other gain 
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competitive advantage by extending their resource base. Harreld et al. (2007, p. 24) 

argues that sustainable competitive advantage derives from the management's ability to 

leverage and reconfigure available resources, something that supports our notion above. 

We can see that the companies’ networks has proved being a vital resource in achieving 

this since it has allowed them to recruit needed personnel and get in contact with 

external parties to co-operate with. This hints that the entrepreneurial capacity among 

their management-groups is strong, since their strategic orientation has been to seek up 

relevant partners to co-operate with in order to obtain needed resources. Meanwhile this 

also relates to their resource orientation, in which the utilization of their network has 

both strengthen their internal resources through recruitment and also provided them 

with the necessary resources they do not hold internally through co-operation with 

customers, distributors and suppliers. The use of these resources, both internal and 

external, could be argued to have complemented each other and enabled the companies 

to deliver value to their customers. This goes along with Brown et al. (2001, p. 955) 

notion regarding how entrepreneurial managers seeks to make the most out of the 

resources that is currently available to them. We can see that having decentralized 

structures has facilitated the co-operation of resources with other parties since it add 

flexibility in the firms organizational structures. The flexibility enhances their ability to 

identify necessary resources that can complement their own organization. The 

decentralized structure enables employees to contribute with insights that would be 

difficult for the upper management to identify since that their involvement in all 

processes are limited. This goes along with what Teece (2007, p. 1336) explains about 

loss of flexibility and responsiveness when expanding if decentralization is not 

promoted. Furthermore, this is related to how Mintzberg (1979; cited in Covin & 

Slevin, 1988, p. 222) argues that a flexible and decentralized structure enhances the 

process of entrepreneurial behavior. One can argue that the entrepreneurial behavior 

increases due to decreased hierarchical organizational structures and having high 

flexibility in the management team. 
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6. CONCLUSION 

In this chapter we answer our research question and concludes our main findings that 

was based on our empirical data from Ch. 4 and our discussion and analysis from Ch. 

5. Our conclusions allow us to present the study’s theoretical, practical and societal 

contribution. The study's limitations are presented with suggestions for future research. 

Lastly, we describe the study’s quality criteria in terms of validity and reliability and 

ethical considerations. 

 

 

6.1 Research Findings 

This research has combined the fields of entrepreneurship, internationalization and 

dynamic capabilities. Through this combination, our objective has been to identify 

practices and their impacts regarding how entrepreneurial managers sense, seize and 

reconfigure assets and processes according to opportunities. 

From a dynamic capabilities perspective, what are the entrepreneurial managerial 

practices and their impacts in the export activities of Swedish SMEs? 

We have as a result of this research process been able to identify three entrepreneurial 

managerial practices related to export activities through the lense of dynamic 

capabilities. In addition we have also been able to identify specific impacts each of 

these practices have on export activities. These managerial practices share some generic 

aspects relating to their entrepreneurial spirit in seizing opportunities: they all bear 

elements that indicates SMEs are very prone to maximize the use of their existing 

resources, tangible as well as intangible. Related to the previous aspect is the central 

role of their network and how it is utilized in order to overcome challenges and seize 

opportunities. The identified practices are the following: 

(i) The first practice we have identified is the deliberate strategy of nurturing a 

close relationship with suppliers, distributors and customers. Through this 

practice, SMEs are getting close to their markets of interest. Being close to 

the markets allows SMEs to obtain valuable knowledge and resources that 

they do not currently possess and can yield in competitive advantages. The 

competitive advantages can derive from sensing future changes and 

opportunities when SMEs act on these in an early stage. 

(ii) The second practice is SMEs active recruitment of personnel who possess 

specific market knowledge and existing networks within certain markets of 

interest. This active recruitment of personnel possessing market knowledge 

and existing networks has enabled the SMEs to discover opportunities that 

they otherwise would not have been able to. This strategic recruitment of 

finding and hiring key personnel is an important practice for SMEs to 

overcome their limitation in resources related to interpreting certain market 

knowledge in order to sense opportunities.  

(iii) The third managerial practice identified is the co-ordination of expertise, 

both within the SMEs and with external parties of interests. Gathering 

various expertise – both at management and project level – allows SMEs to 

utilize existing resources in an efficient manner. By combining various 

available expertise, SMEs maximize their capacity to make as rational 

decisions throughout the whole organizations. The co-ordination of various 
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expertise that are involved in decision-making allows SMEs to evaluate their 

opportunities in a multi-faceted way, something that increases the 

probability of selecting the most suitable opportunities to commit their 

limited resources on. Also, this co-ordination of internal and external 

expertise – in form of suppliers, distributors and customers – allows SMEs 

to design their solutions to specific market needs at multiple levels, from e.g. 

market to product requirements. Additionally, by having a decentralized and 

flexible organizational structure, SMEs increase their ability to sense and 

configure co-operations of resources both internally and with external 

parties. 

6.2 Theoretical Contributions 

The scientific findings generated as a result from this study has contributed with 

knowledge and extended the fields of entrepreneurial management, dynamic capabilities 

and internationalization in relation to the three identified research gaps between: 

(i) Entrepreneurial Management and Dynamic Capabilities. We have in this 

study combined the fields of entrepreneurship, change (in terms of the 

change internationalization activities bring) and DCs. A combination that 

yielded results and thereby should be seen as successful since it proves there 

is a positive link between the two. This supports Helfat’s (2007, p. 120) 

assertion that the combination of the two has research potential and 

hopefully motivates further research on the two fields in combination. Since 

we through a DC perspective have shed light that EM practices are involved 

in the construction of organizational structures relating to sensing 

opportunities, seizing these and configuration of assets we have contributed 

with scientific findings that Teece et al. (1997) and Nedzinskas et al. (2013) 

has called out for. The study’s results has also contributed to the sparse 

existing research on managerial practices and how they relate to DCs 

through the found managerial practices that has been identified through 

utilizing a DC perspective.  

(ii) Entrepreneurial Management and Internationalization. Covin & Miller 

(2012, p. 35) has called out for more qualitative studies on entrepreneurship 

and internationalization. We have bridged these two concepts in this 

qualitative study, and also contributed with another dimension we found 

relevant to complement these two, namely DCs. We believe our findings on 

has contributed filling a part of the existing void between these two research 

fields by viewing EM practices’ impacts on internationalization through a 

DC perspective. 

(iii) Entrepreneurial Management, Dynamic Capabilities and Internationalization. 

Teece (2012, p. 1400) has concluded that empirical research on DC is still on 

an early stage and there are plenty of opportunities for research in finding 

linkages between managerial action, DC and firm performance. More 

specifically, Zahra et al. (2006) and Newey & Zahra (2009) concluded that 

there is a link between EM processes activities and the development of DCs 

but research that link might have on internationalization presents a gap. By 

distinguishing certain EM practices and their impacts from a DC perspective 

in export modes and activities this study has indeed contributed with initial 

relevant knowledge to the research gap between these concepts and 

illuminated that there indeed is positive link them. This proved our initial 

assumption that when a firm internationalize their operations they are 
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introduced to dynamic markets and uncertainties, upon which DCs are 

designed to facilitate and create competitive advantages for firms. Our 

findings indicate that EM from a DC perspective influence how SMEs sense 

changes, seize opportunities in the external environment and their 

configuration of resources. Ambrosini et al. (2009, p. 14) stated that in order 

to truly understand DCs, research must consider the managerial role in 

change activities. We have in this study illustrated that internationalization 

undoubtedly entails change activities for firms and what entrepreneurial 

managerial practices through a DC perspective are carried out to deal with 

this change. Since we have been studying a relationship that has been 

neglected in research relating to DCs so far, we believe the findings might 

contain elements regarding the nature of the microfoundations of DC that 

can contribute to the understanding of DCs. By adding the DC perspective 

on EM practices we have also contribute to Wang & Bowman (2007, p. 43) 

request for more qualitative studies on DCs and their impacts in firm. Seeing 

that DCs are important in dynamic markets we believe the study’s 

internationalization element has contributed with relevant findings relating 

to what the authors above calls out for.  

In addition to the above-mentioned gaps this study also contribute to Stevenson’s 

conceptualization of EM by utilizing and revising Brown et al. (2001) validated version. 

We revised the model by integrating the entrepreneurial culture and reward philosophy 

dimensions into the dimension of management structure, this was deemed necessary in 

order to decrease repetitive and abundant information. We also excluded a few 

microfoundations from Teece (2007) framework for the same purpose. We believe that 

the revised frameworks and combination of these can function as a useful 

operationalization for future research. This is due to our thorough process in their 

development and the actual findings the frameworks have yielded in this particular 

research. Hopefully, our operationalization of the frameworks will contribute to future 

research on both the fields of dynamic capabilities and entrepreneurship.  Since that our 

findings present specific EM practices and how they can impact export activities among 

SMEs, we believe it to be relevant to the fields of internationalization and 

entrepreneurship, fields that lack qualitative studies according to Covin & Miller (2013, 

p. 35).  

6.3 Practical Contributions 

Regarding our practical contributions, the research findings are applicable across 

different types of industries and types of firms. We believe that our study contributes 

with practical insights to decision-makers in resource limited SMEs that strives to 

expand their business internationally through exporting. We have identified specific 

managerial practices enhances SMEs ability to maximize their use of resources. 

Through this study managers can improve their understanding of entrepreneurial 

managerial practices and their impacts on export activities, allowing them to develop 

tools on how they should structure their organization in order to sense changes, seize 

opportunities and configure resources.  

6.4 Societal Contributions 

Due to the narrow focus of our research, our societal contributions are limited. As we 

discussed in the introduction chapter, globalization has lowered the threshold for SMEs 

to enter international markets and their societal impact has in the same time increased. 

The findings from our study will benefit SMEs by providing them with knowledge on 
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how EM practices can improve their decision-making in relation to external 

environments. These practices can have a positive effect on SMEs growth and societal 

influence, which in extension has potential to contribute to the society’s economic 

progress. The study was focused on commercial SMEs, but the findings regarding the 

EM practices that allows for maximization of limited resources could be applicable for 

non-profit organizations as well since these often experience lack of resources. Thereby 

possibly enabling them to be more efficient, which would benefit their well-meaning 

cause.  

6.5 Limitations 

 Gathering qualitative empirical data through interviews makes the data subject 

to bias, misinterpretation and human error. This risk has been reduced through 

our efforts conducting well-designed interviews.  

 We guard ourselves by acknowledging that there might be, and most likely are, 

entrepreneurial managerial export practices among Swedish SMEs that has not 

been illuminating in this study. Those practices found in this study is a result 

and limited by the chosen theoretical framework and qualitative empirical data.  

 The time-span for conducting this study has not been unlimited, meaning that 

the time available has limited the scope and execution of the study.  

6.6 Suggestions for future research 

We have in our study identified and contributed filling parts of the research gaps within 

and between the research fields of entrepreneurship, dynamic capabilities and 

internationalization. As we discussed in our problematization, research that combines 

these fields are in the early stages and there is great potential to develop it even further 

with future research. By conducting a longitudinal study, future researchers can 

investigate SMEs in a deeper manner and interview several employees within the 

organizations. This focus might allow researchers to identify further insights about 

various managerial processes and their relation in establishing DCs. Rather than focus 

on EM practices, a study with a similar theoretical framework with more emphasis on 

DCs can be used to determine and identify specific DC and how they can contribute to 

competitive advantage. Moreover, future researchers can use our theoretical framework 

and apply it to a different context such as other countries, larger firms or specific 

industries. Another approach would be to compare EM practices and their impacts on 

export activities between different countries. Conducting a similar study in other 

countries could be used to test our theoretical framework and potentially validate and 

extend it.  

6.7 Quality Criteria 

6.7.1 Validity 

Creswell (2013, p. 244) argues that there are many various perspectives and terms to 

choose between when it comes to validation in qualitative research. For this study we 

decided to use the terms: internal validity, external validity and reliability.  

Merriam (1994, p. 177) argues that internal validity is about to what extent a study’s 

result is consistent with the reality. Validity is based on the researcher’s interpretation, 

which in turn is affected by previous experiences. Within qualitative research, it is 

important that the reality is viewed from a multidimensional, holistic and changeable 

perspective (Merriam, 1994, p. 178). Furthermore, Merriam (1994, p. 178) argues that 

validity is always relative and should be considered as a goal.  It is inevitable for a 

qualitative researcher to avoid and influence the study from its personal experience. We 
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were aware that the changeable and diverse world display different perspectives for 

each event and experience and that these experiences are bound to our personal 

characteristics as observer. The reader has to be aware of our view of the world and 

personal experience, see detailed description in our philosophical approach. Merriam 

(1994, p. 183-184) explains that external validity determines to what extent a study can 

be replicable and generalized. The critique address whether if it is possible to generalize 

from one or a few cases (Meriam, 1994, p. 184). 

There are several different validation strategies that a qualitative researcher might use 

(Cresewell, 2013, p. 250; Merriam, 1994, p. 180). Rich, thick descriptions are used to 

allow the reader to understand and make decisions regarding transferability. In this 

strategy, the researcher creates rich descriptions of the participants or the setting, which 

enables the reader to understand information and transfer it to other settings. This 

detailed information can emerge from describing from the general to the narrow 

(Creswell, 2013, p. 252). Validity is the most common used method for case studies 

since that the researcher seek to understand how and why a phenomenon are connected 

to another (Yin, 2009).  

 

We used the rich, thick description strategy in our thesis by pointing out details about 

participants in the study. Moreover, in order for our study to be transferable, we decided 

to interview several different companies. In our interview guide and operationalization, 

the reader finds details from how we decided on which questions to ask and how they 

evolved. In the semi-structured section, we explain our interview approach in detail, this 

makes it easier for future researchers to understand our process and to use our findings. 

Furthermore, it is important for the reader to know which setting the interview took 

place, we did therefore explain if the interview was conducted via Skype or at the 

headquarter of the company.  

6.7.2 Reliability 

Merriam (1994, p. 180) describes reliability as to what extent a study’s findings can be 

replicable. Yin (2009) argues that reliability measures the dependability of a specific 

method or approach. Writing via this approach while following the original study’s 

approach should enable the researcher to find similar discoveries as the original study. 

The goal of reliability is to minimize errors and biases in the study (Yin, 2009). 

Merriam (1994, p. 182) explains that reliability might be difficult within social science 

since that it manage people and human behavior is never static, the result could 

therefore vary even if it handles similar conditions.  We structured our analysis and 

approach in a detailed manner to increase the replicability and trustworthiness of our 

study. In addition, we made sure to be clear and consistent in our research methodology 

to facilitate future researchers with replicable findings. Another measure to make sure 

of increased replicability was to use the same interview guide to all the interviews and 

we also transcribed all of interviews. The data analysis was conducted by coding the 

collected data and categorizes the codes. The codes were generated from the theoretical 

framework and could thereafter connect the data to the research question. All of the 

interpretations in the analysis section are supported by our carefully selected theories in 

order to increase the reliability of the paper.  
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6.8 Ethical Considerations 

Ethics in research context refer to the researchers’ behavior while conducting research, 

and when the research can interfere and influence the people involved (Saunders et al., 

2012, p. 226). Merriam (1988, p. 179) explains that ethical dilemmas are most likely to 

emerge at two points in case study research, during the data collection and the 

distribution of findings. Ethical dilemmas in semi-structured interviews may occur due 

to the reduced control over self-presentation, respondents may find it difficult to share 

its opinion to certain questions or they might lack an opinion and feel pressured to 

answer (Merriam, 1988, p. 180). The analysis of data may present ethical dilemmas 

since that the researcher is the primary instrument for data collection, this issue arrives 

from how the data has been filtered through his or her theoretical position (Merriam, 

1988, p. 180). Furthermore, the researcher decides what is important to include in the 

study which give rise to the option of excluding data that is contradicting (Merriam, 

1988, p. 180).  

Since that there are no ethical alternative to show how we acted non-biased, accurate 

and in a complete trustworthy manner; our purpose was to plan, analyze and report with 

accuracy in our methodological controls. Throughout our methodology section we 

explain, display and discuss biases that we could not control. When the data did not 

completely support our predictions, we made sure to include as much data to allow the 

reader to draw its own conclusions.  

Merriam (1988, p. 182) explain that the distribution of a case study’s findings can create 

further ethical issues. Since a case study is an intensive investigation of a certain 

phenomenon and respondents, it may be difficult to protect the identity of either the 

case or the respondents. It could be troublesome to publish sensitive information. 

Considering the dilemmas of ethics was crucial in our study since we conducted semi-

structured interviews that covered opinions and the influence from the upper-

management. During the interviews, we talked with the respondents about issues that 

could be considered as company politics, this increased the importance for us to 

consider the ethical dilemmas. We did therefore actively work to avoid any ethical 

conflict by asking if the firms wanted anonymity, privacy, confidentiality and by 

promising that the research would not bring any harm to the respondents in regard to 

judicial matters.  

When talking about ethics and ethical behavior we had to keep several things in mind, 

which should be considered in order to not create any ethical conflicts. This includes the 

informed consent and voluntary participation and the principle that research should not 

bring any harm to participants.  
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Appendix A. Example Coding 
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Appendix B. Codes 
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Appendix C. Interview Guide 

 

Background 

When was the company founded? 

How many employees? 

Turnover? 

What is the company’s vision and business model?  

Which markets are you currently doing business on?  

Market share? 

 

Guiding question: From a dynamic capabilities perspective, what are the entrepreneurial 

managerial practices and their impacts in the export activities of Swedish SMEs? 

 

Export activities (Internationalization) 

Briefly describe your company’s history of acting on other markets 

1. Which market did you go to first, second etc.?  

2. Why did you decide to go there?  

3. How did you get to that market?  

Current markets 

4. How many markets are you active on today? 

5. Export modes; are they similar or do they differ between markets? 

6. How much do the export represent in the total turnover (%)? 

Environmental Dynamism 

7. Is the tech. development within your industry rapid? 

8. Is the products life cycle within your industry typically long/short? 

9. Are your customers’ preferences stable/unstable? 

 

Entrepreneurial Management 

Strategic Orientation 

10. How would you rate the company’s ability to recognize change in your external 

business environment? 

11. Is this an ability you are proactively trying to enhance? 

12. Is this an ability considered important (in relation staying competitive versus 

international competition)? Why? 

13. Do you believe that change offers opportunities as well as challenges (rapid 

tech. change)? 

14. Are you actively observing new practices developed in other industries and 

exploit them in your own company? 

15. What measures do you take to discover new opportunities? Is there a strategy in 

place? 

16. If an extraordinary opportunity were to be presented, how would you proceed in 

order to exploit it? Allocation of resources, organizational wise 

17. Number of discovered opportunities versus time and resources at hand? Is the 

one constraining the other? 

Resource Orientation 

18. When in pursuit of an opportunity, what resources do you deem most important? 

Do the need evolve over time?  

19. When an opportunity is discovered, how limited resource-wise are you (e.g. 

knowledge, skills, processes, financial, material)? Stage-wise investment 

allocation etc. 
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20. Do you consider it necessary to utilize your network (e.g. co-op) in order to 

obtain needed resources? 

21. Do you believe existing resources and investments are something that could 

possibly constrain rather than enable?  

Growth Orientation 

22. What is your view on growth? Positive/negative, fast/slow, growth/profit 

23. Are possible risks related to growth constraining your company? 

Management Structure 

24. How important is control to you? 

25. If important, would you consider it possible to disregard control in order to “get 

things done”? 

26. Do the upper-management of the company support projects that are associated 

with risks and expectations for returns higher than average? 

27. In uncertain situations that present opportunities, how would you proceed to 

exploit that opportunity? 

28. Is it ensured that the output of each process is synchronized with that of the rest 

of the processes in operation? 

29. To what extent do you promote flexible and informal decision-making amongst 

your employees? Decentralization/centralization 

30. Do you have any standardized systems for setting routines (e.g. in case of new 

information, tech. and knowledge)? Are employees encouraged to deviate from 

or improve set routines if they consider it to be needed?  

31. Value added versus responsibility based compensation?  
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