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Aim: To investigate the impact of national culture on the process of managing change and innovation 

in the sector of higher education and identify what kind of environmental factors could produce a 

moderating effect on the cultural impact.   

Method: Inductive method and qualitative approach were used.  With the purpose of collecting 

qualitative data, 15 in-depth semi-structured interviews were conducted with employees of Faculty of 

Education and Business Studies in University of Gävle, Sweden.  

Results & Conclusions: The study suggests that any innovation is a change, while change is always a 

process and, thus, should be managed as such. Authors draw attention from the process of management 

of innovation itself towards managing through manipulating by such an influencer as national culture. 

At the same time authors point out that not everything can be explained on the basis of culture 

providing a range of potential factors that can strongly moderate the impact of culture.  

Suggestions for future research: Current research is limited by the choice of country, sector of 

economy, number of studied cases, etc. Investigation of cultural impact on change and innovation 

management in universities of other countries or the choice of another economic sector would open 

opportunities for further research.  

Contribution of the thesis: During the study the authors verified a part of the suggested hypotheses 

demonstrating the strength of the impact that national culture produces on management of change and 

innovation. Moderating effect of different environmental factors such as employee’s age and position 

within organizational structure, governmental policies in the sphere of higher education, type of 

organizational structure and type of leadership, was demonstrated. Authors come up with implications 

of managing the process of change and innovation through manipulation of cultural impact.  

Keywords: Hofstede, National Culture, Sweden, Management, Change, Innovation.  
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1. INTRODUCTION 

This chapter is designed to reveal the motivation of the study. Authors aim to provide a general 

overview of the researches conducted in the fields related to the study so to identify the 

theoretical gap that the current study has a goal to fill. In this part authors also underline the 

importance and contribution of the study and formulate its purpose and research questions. 

1.1   WHY CHAGE AND INNOVATION WERE CHOSEN FOR INVESTIGATION 

Competing in challenging business environment requires any organization to perform changes 

that can help it to adapt to the arising instability on the market (Johne, 1999). Mantere et al. 

(2007) claim that organizational change is a process in which discomfort could be involved as 

changes bring vulnerability to the organization. Studies have shown that approximately 70 

percent of planned organizational change initiatives may not be described as success  (Judge & 

Douglas, 2009). This way, only changes can be not enough to sustain business, that’s why John 

(1999) claims that businesses must innovate to survive in today’s business world. Innovation is 

an essential component without which the creation of long term stability, growth, and proved 

shareholders’ returns becomes impossible (Johne, 1999). Johne (1999) states that it is innovation 

that makes the organization to prosper and sustain their profitability. 

There are many books and articles written about organizational change like, for example, those 

written by Furusten (2013), Zumello and Avril (2013), Senior and Swailes (2010), Senior and 

Fleming (2006) and Parry et al. (2014). However, the majority of them fail to provide either a 

clear distinction between change and innovation or any instruction how to drive change to make 

an innovation out of it. Kotter (2012) provides detailed descriptions of basic strategies how to 

bring positive change into life, but they are scarce talking about innovations.  

In different databases and libraries plenty of scientific works about innovations can also be 

found, but despite of that according to Weedall (2004) most of innovations still fail. Introducing 

innovation and managing it perhaps is still one of the most challenging tasks that organizations 

face. Ahmed (1998) argues that all the organizations talk about innovation, and its importance, 

many try to implement it, but only some succeed with it. Thus, some authors like, for example, 

Weedall (2004), make an attempt to draw the attention from innovation on its own towards those 

influences that affect the process of managing change and innovation. Weedall (2004) proves that 
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innovation cannot be implemented just technically without considering the human factor. 

Ignoring of employees and their interests can result in the situation when the organization 

fractures (Weedall, 2004). 

1.2    WHY THE IMPACT OF CULTURE AND HOFSTDE’S THEORY OF CULTURAL 

DIMENSIONS WERE CHOSEN FOR INVESTIGATION 

There are many other authors that investigated the impact of different factors on innovations. For 

example, Fu & Si (2013) investigated the impact of paternalistic leadership on innovations, 

Abuzaid (2014) studied the impact of partner’s characteristics on innovations in strategic 

alliances, Park at al. (2014) focused on the impact of coopetition on innovations, Burcharth  et al. 

(2014)  analyzed the impact of employee’s attitudes on the adoption of innovations. However, 

not many authors investigated national culture as an important factor affecting innovations, while 

according to Hofstede et al. (2010) national culture is one of the most powerful factors that 

affects not only the process of managing change and innovation, but the way people solve any 

problem they face. That’s why the current study suggests to investigate culture as the main 

influencer on the way change and innovation are managed.  

Geert Hofstede managed to build a theory of cultural dimensions that was verified by multiple 

replication researches and proved to sustain over years (Lacerda, 2011). Other concepts such as 

GLOBE or those developed by Fons Trompenaars appeared later, however, as Lacerda (2011) 

states Hofstede’s study remains to be one of the most influential in the world whose dimensions 

easily embrace new dimensions suggested by other concepts. Minkov and Hofstede (2011) write 

about evolution of Hofstede’s doctrine of cultural dimensions emphasizing the fact that the 

recent expansion of the doctrine is rooted in the original research conducted in 1970s that 

enabled the doctrine to stay adaptive and progressive till today. Thus, four main cultural 

dimensions represented by power distance, individualism vs. collectivism, uncertainty avoidance 

and masculinity vs. femininity are those that are verified over time and the most reliable ones. 

Thus, exactly these four dimension will be applied to shape the theoretical framework of the 

current study. 

Moreover, it is important to point out that Hofstede’s theory of cultural dimensions was chosen 

for the purpose of the study not only because its reliability, but also because Hofstede’s cultural 

dimensions provide a holistic picture of culture at the national level embracing all the main 
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dilemmas that people face in everyday life. Furthermore, Hofstede et al. (2010) provided detailed 

descriptions about the impact of each dimension on the process of decision-making and 

management in general. Those descriptions related to Swedish national scores on different 

dimension are displayed in the theoretical discussion and on their basis study’s hypotheses were 

formulated. 

        1.3 THE LINK BETWEEN CHANGE, INNOVATION AND CULTURE 

Nevertheless, the current study cannot be yet considered to be unique just because it suggests to 

investigate the impact of national culture on the process of managing change and innovation. 

There are several authors that have already done research in this field. For example, Wong et al. 

(2008) conducted a comparative study of Chinese and American national cultures and the impact 

they produce on innovations. The study practically embraced five of Hofstede’s cultural 

dimensions and provided information about the general relationship between culture and 

innovations without referring to any particular sphere, industry or types of activities. 

Mahroum and Al-Saleh (2013) provide more extensive research involving a wide range of 

different countries and make an attempt to establish an index of innovation efficacy at the 

national level detecting which part of national culture affect the innovativeness of the nation. 

However, they do not use any of wide-spread cultural concepts like the one that Geert Hofstede 

developed and do not concentrate on any particular industry/activities. 

Puia and Ofori-Dankwa (2013) also focused in their study on exploration of the relationship 

between national culture and innovativeness. Their work is deeply embedded in Hofstede’s 

concept and proves the correlation between cultural dimensions and the ability of nation to 

innovate. 

On the other side there are researchers like, for example, Couto and Vieira (2004) which 

investigation is focused only on one of the activities. Thus, Couto and Vieira (2004) make an 

accent on the impact of national culture on research and development activities which constitute 

only a part of activities necessary to drive successfully through positive changes to innovation. 

The comparative study conducted by Müller et al. (2009) about national cultures, Swedish and 

German ones, is also limited by investigation of just decision-making activities. Nevertheless, it 

still has a practical value to understand the process of managing change and innovation. Turró et 
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al. (2013) links culture with innovations by studying the impact of cultural values on 

entrepreneurship, thus, concentrating more on entrepreneurial activities than on innovative 

processes.  

Efrat (2014) is one more author that investigates the impact of national culture on innovations, 

or, being more precise, explores what motivates people to innovate. This study differs from 

others as its theoretical framework is built according to a multi-layer cultural concept developed 

by Schein (1992) and known as Schein's model. This study is important as it investigates the 

mentioned impact over a period of time comes with a conclusion that culture “demonstrates 

strong and lasting impact on the tendency to innovate at the national level” (Efrat, 2014). 

Hogan and Hogan and Coote (2014) is another example of followers of Schein's  model, but they 

investigate it at the level of organizational (corporate) culture. There is a whole pull of authors 

that investigated the impact of organizational culture on innovations. For example, Ahmed 

(1998) conducted a study identifying suitable culture and climate for innovation. Other authors, 

like Lin and Liu (2012), Martín-de Castro et al. (2013), Zheng  et al. (2010) and Škerlavaj et al. 

(2010) also investigated the impact of organizational climate on innovations, but they left the 

topic of national culture untouched. 

However, Hofstede  et al. (2010) claim that organizational culture is shaped by individuals that 

work in the organization which are, in their turn, representatives of their national culture. This 

way, the study of organizational culture is never complete without considering in which country 

the investigated organization is placed. In other words, national culture has a priority over the 

organizational one. That’s why current study will aim to concentrate on the national culture as 

the main influencer on the process of managing change and innovation. Nevertheless, certain 

attention will be put to creative climate and organizational culture also as they are important 

components of the “innovation system” that will be presented in the theoretical part (Tidd and 

Bessant, 2000).  

However, national culture supposes that there is a “nation” chosen for investigation. For the 

purpose of the current study, Sweden was chosen as one of the most appropriate countries to 

conduct research as it is a developed country that actively implement innovations in different 

sectors of its economy (Sjöö, 2014). 
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      1.4 WHY THE SECTOR OF HIGHER EDUATION WAS CHOSEN FOR INVESTIGATION 

However, if authors would aim to conduct research about the impact of Swedish national culture 

on the management of change and innovation, this research would lose its originality and value 

as Couto and Vieira (2004), Müller et al. (2009) and others already conducted similar studies. 

Thus, it was decided that the study will concentrate only on one sector – sector of higher 

education.  

The sector of higher education was chosen not without a reason. Universities are famous for their 

traditional environment and the main challenge in this sector according to Christensen and 

Eyring (2011) is to convert traditional universities into innovative ones. Christensen and Eyring 

(2011) claim, that traditional universities survive until “disruptive” change comes to the sector 

and “disrupts” the traditional model. Such “disruptors’ according to Christensen and Eyring 

(2011) can be represented by major recessions, private universities or, one of the latest, high-

quality online education.  

Moreover, universities’ communities face operational problems such as dealing with student’s 

fluctuations, expanding capacity of campuses, organizing non-academic activities, etc. (Weedall, 

2004). Christensen (1997) emphasizes more “global” problems that universities have to deal 

with: major economic downturn, slow economic growth, high government and household debt, 

rising college fees, declining graduation numbers, growing competition and others. In addition to 

that, the universities also have to face the pressure of local boosters and governing boards 

(Weedall, 2004). Thus, change, as Weedall (2004) states, become “unavoidable”. Christensen 

(1997) stands for the same opinion: there is only one way to tackle mentioned problem – to 

become innovative. 

Innovation is a sign that distinguishes top-8 best universities around the world and helps them to 

leave their competitors long behind (Christensen and Eyring, 2011) However, implementing 

innovative solutions in the universities can be challenging as almost all the reported examples of 

applying innovation in the educational sector showed likability to fail rather to success (Cuban, 

1999). To justify that tendency towards failure many reasons could be involved but one of the 

most effective ones is the lack of the participation from the teachers’ side in the implementation 

of change (Weedall, 2004).  While innovation requires change, traditional and conservative 

teachers may tend to resist it (Cuban, 1999).  
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At the same time it is important to mention why universities are considered to be as 

organizations doing business. The main reason why business management theories can be 

applied in the case of universities is because universities are the same business actors on the 

market of higher education as companies in their industries. Universities also face competition 

and have to fight for their customers – students (Christensen and Eyring, 2011). That’s why for 

the purpose of this study authors make no difference between a university and any other 

company. 

Besides already above-mentioned ones, there is plenty of other authors that have conducted 

researches in the sphere educational innovation. For example, Wang and Lin (2014) investigated 

innovations in science teacher education in Asian countries, McIntyre et al. (2013) specialize in 

innovations in business education, Harpur (2010) makes an accent on innovation opportunities in 

the sector of high education. However, even after all the research that has been done in this field, 

the most sharp question “How to implement/manage innovation?” is still there. 

      1.5 ORIGINALITY AND VALUE OF THE STUDY 

Aiming to investigate the impact of Swedish national culture on innovations in the universities, 

the authors of the current study looked for whether there are similar researches that have already 

been done. Ones of those few that were identified  are Zhu  and Engels (2014), however, their 

research only has its limitation as it is devoted only to instructional innovations and investigates 

culture at organizational, not national level. Mohammed and Bardai (2012) also investigated the 

impact of culture at the organizational level on university’s innovations, but their study is 

focused on universities in Libya.  In other words, none similar study that would investigate the 

impact of Swedish national culture on the process of managing change and innovation in the 

higher educational sector was detected. 

This way, considering all above-stated information, it can be concluded that the present research 

aims to fill the identified gap in the field of management studies and makes a contribution into 

the growing body of knowledge about the impact of national culture on change and innovation in 

the sector of higher education. The choice of Sweden as the country for investigation makes this 

research both rational, as not many authors investigated the impact of Swedish national culture 

on innovations as it was proved above, and unique as no other study with the same research goal 

was discovered. Current research also aims to eliminate the misunderstanding between concepts 
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of organizational change and innovation linking two concepts into one and pointing out a 

significant difference between them at the same time. 

1.6 PURPOSE OF THE STUDY  AND RESEARCH QUESTIONS 

The present research was designed to investigate the impact of culture and other factors on the 

process of decision-making and implementation of new ideas, e.g. management of change and 

innovation in the sector of high education.  To define what culture is and what authors intended 

to investigate Hofstede’s theory of national cultural dimensions was applied. University of Gavle 

in Sweden was chosen as the object of investigation. Therefore, the purpose of the study is 

stated as follows: to investigate the impact of Swedish national culture on the process of 

managing change and innovation in the University of Gavle and identify the factors that could 

produce a moderating effect on the cultural impact. Setting a goal to investigate the mentioned 

impact, the authors aim to answer the question which parts of Swedish culture will favor the 

implementation of new positive ideas and which of them will constitute significant barriers. 

Thus, it is possible to conclude that the study aims to answer the following research questions:  

1. How does Swedish national culture affect the process of managing change and 

innovations in the University of Gavle?  

2. Which environmental factors moderate cultural impact on the process of managing 

change and innovations? 

3. How does Swedish national culture favor/disfavor the implementation of positive 

changes and innovations? 

To answer the first research question authors formulated seven hypotheses on the basis of 

Hofstde’s theory of cultural dimensions and theories of management of change and innovation 

presented in the theoretical part. The answer to second research question was provided during 

analysis of collected data. As deviations from norms of Swedish national culture were observed, 

thus, authors looked after their reasons and detected several environmental factors producing a 

significant impact on the relationship between national culture and management of change and 

innovation. After the analysis of collected data and verification of hypotheses, authors come up 

with implications how to manage change and innovation through understanding and 

manipulating the cultural impact, thus, providing the answer for the third research question. 
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2. THEORETICAL DISCUSSION  

This chapter is devoted to the discussion of different theories that were shaped on the basis of 

previously conducted research about change and innovation management and national culture. 

Reviewing recent research in related fields allows authors to build the theoretical framework of 

the study and formulate hypotheses. 

2.1 HOFSTEDE’S THEORY OF NATIONAL CULTURE. SWEDISH SCORES ON 

CULTURAL DIMENSIONS 

According to Hofstede et al. (2010) culture is a “collective programming of the mind 

distinguishing the members of one group or category of people from another”. Mental 

programming of every individual is unique and consists of three layers: personality which is both 

inherited and learned and specific for every individual, culture which is learned by an individual 

as a member of a certain group of people and human nature which is inherited and common for 

all the people (Hofstede et al., 2010). This way, culture is not about individuals, but about groups 

of individuals, e.g. societies. Hofstede et al. (2010) point out that there are much more societies 

in the world than nations, thus, the definition of national culture is not quite precise as within one 

country different nations can be found that, in spite of all the policies for integration, remain their 

specific cultural traits. However, countries as aggregated subjects for investigation of national 

cultures allow easier comparisons and provide abundant statistics and other measurable 

information, thus, it is common to discuss national cultures, but it is important to remember that 

this is not a precise definition (Hofstede et al., 2010). 

Culture according to Hofstede et al. (2010) can be divided in values and practices. Values are 

more stable and can be measured in comparison with other nations while practices constantly 

change (Hofstede et al., 2011). On the other side, practices “lie on the surface” and can be 

observed easily while values are internal and not obvious for strangers (Hofstede et al., 2010). 

Values are acquired at early stages of life and shape the core of person’s ideas about society and 

the world around; in later stages of life people acquire more practices than values (Hofstede et 

al., 2010).   

Hofstede et al. (2010) claim that all the people all over the world have common problems, 

however, they solve them in different ways on the basis on their national culture. As values are 
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more stable than practices, then it was supposed that they have a greater effect on the way people 

approach different issues. Investigating national values in different branches of IBM place in 

different countries around the world, Hofstede et al. (2010) identified 4 common problems which 

solutions were varying from country to country: 1) social inequality in terms of the relationship 

to authority; 2) the relationship between individual and society; 3) gender implications; 4) the 

problem of dealing with uncertainty.  Hofstede et al. (2010) claimed mentioned problems to be 

dimensions of national cultures that received the following definitions: power distance, 

collectivism versus individualism, femininity versus masculinity, uncertainty avoidance. On the 

basis of comparisons and different statistic instruments every country was given a score on each 

of four main dimensions that reflects the degree with which the country possesses certain values 

and is involved in certain processes comparing with other countries (Hofstede et al., 2010).  In 

spite of the fact that scores are relative and valuable only in comparison, they proved to be stable 

over time (Hofstede et al., 2010).  

Power distance stands for the way people handle inequality (Hofstede et al., 2010). Inequality 

between people can be found in any society, but the attitude towards this problem can be 

different. In some countries authority-holding people can be regarded with respect to their power, 

in others people try to eliminate the distance between those who posses power and who do not 

(Hofstede et al., 2010). Power distance index (PDI), created by Geert Hofstede, reflects the 

degree of dependency of subordinates on their chiefs. In countries with smaller power distance, 

“there is limited dependence on bosses, and there is a preference for consultation”, e.g. 

interdependence between different levels of organizational structure (Hofstede et al., 2010). On 

the contrary, in countries with high power distance the relationship between bosses and 

subordinates is characterized by significant degree of dependency. Hofstede et al. (2010) define 

power distance as the extent to which people with less power expect the power to be distributed 

unequally within the organization they belong to. 

Sweden scores 31 on PDI which is considered to be one of the lowest PDI scores in the world 

(Hofstede et al., 2010). This way, Sweden belongs to the pull of the countries with shortest 

power distance. In this type of countries children are treated as equals by parents and later by 

teachers, thus, the culture of equality cultivated since early age gives its fruits at workplaces 

where employees favor decentralization, subordinates expect to be consulted, hierarchy is 

established just to bring order, not to promote inequality, the best boss is considered to be a 
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“resourceful democrat”, relationships are more pragmatic than emotional and any sign of a 

privileged position provokes negative attitudes (Hofstede et al., 2010). 

Cultural dimension named “Individualism vs. Collectivism” refers to the relationship between 

group and individual. Basically, those countries considered to be more collectivist where the 

interest of a group prevails over the interest of the individual, if it is vice versa, then the country 

correspondingly can be considered as more individualist (Hofstede et al., 2010). Values, that 

employees in individualist and collectivist countries possess, differ radically. According to 

Hofstede et al. (2010) employees in individualist countries stress more personal time that they 

could spend with family after job, freedom and challenge at their work, while employees from 

collectivist countries pay more attention to training, good physical environment at workplaces 

and the proper use of their knowledge and skills.  

Sweden scores 71 on Individualism, which makes the country to belong to the pull of  

individualist countries (Hofstede et al., 2010). The relationship between employers and 

employees in this kind of countries are based on the contract, not on moral attachment like in 

collectivist countries (Hofstede et al., 2010). Therefore, individuals will work for the betterment 

of the company or organization only if their personal interests and aspirations coincide with the 

interests of the employer (Hofstede et al., 2010).  

Cultural dimension “Masculinity vs. Femininity”, according to Hofstede et al. (2010), refers to 

differences in social roles when certain type of behavior is traditionally attributed to men or 

women, but not to gender concept, which means that women can behave in a masculine way and 

men can demonstrate feminine behavior. Hofstede et al. (2010) defines masculine society as a 

society where there is a clear emotional distinction between men and women. Men in masculine 

society are described as tough and assertive, focused on material success, while women are 

tender and modest, and preoccupied with the quality of life. Feminine society is defined as the 

one where gender roles are mixed and both men and women can expose traits of both genders. 

In terms of masculinity vs. femininity Sweden shows outlying results scoring 5 and being 

considered as the most feminine country in the world among those embraced by Hofstede’s study 

(Hofstede et al., 2010). Workplaces in feminine countries according to Hofstede et al. (2010) are 

distinguished by managing through intuition, trying to achieve consensus, wide-spread 

negotiations, preference for compromise rather than confrontation. 
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Uncertainty avoidance dimension refers to the degree with which certain society is capable to 

tolerate ambiguity. Uncertainty is a part of everyday life that every person faces, but high levels 

of uncertainty put considerable pressure on people that can result in anxiety, thus, in all the 

society people try to establish rules and laws to minimize uncertainties (Hofstede et al., 2010). 

Therefore, Hofstede et al. (2010) defines uncertainty avoidance as the extent to which people 

belonging to a certain culture feel themselves threatened by ambiguous or unknown situations. 

Sweden is characterized by weak uncertainty avoidance scoring 29 which is close to Denmark, 

the country with one of the lowest scores on uncertainty avoidance in the world (Hofstede et al., 

2010). People in such countries easily accept uncertainty as a part of daily life and do not 

demonstrate much stress or anxiety about it (Hofstede et al., 2010). They feel comfortable with 

unfamiliar risks and ready to embrace them (Hofstede et al., 2010). Workplaces in countries with 

weak uncertainty avoidance have the following main features: “there  should be  no more rules 

than strictly necessary”,  people aim to work hard only when it is required,  managers are 

concentrated on the process of decision-making rather than on decision content, people are 

“better at invention, worse at implementation”, etc. (Hofstede et al., 2010). 

Recently two more dimensions: short vs. long time orientation (or pragmatic vs. normative) and 

indulgence vs. restraint were added to the four main cultural dimensions. However, these new 

dimensions were not included in the current study as the authors aimed to base their research of 

four main dimensions that have been verified over time. 

 

2.2 CHANGE AND INNOVATION 

As Beer and Nohria (2000) claim that organizations are constantly evolving. This means that 

change is an integral part of any organization. In a tough competitive environment the challenge 

is to identify that changes that are already happening within the organization and amplify their 

effect, e.g. find a solution to diffuse and spread the change throughout the organization to 

achieve competitive advantage (Beer & Nohria, 2000). However, the majority of such initiatives, 

according to Beer and Nohria (2000) like downsizing, restructuring, introduction of new 

technology or changes in corporate culture were not quite successful. One of the answers why it 

is this way can be found through the comparison of organizational change with innovation. 

The word “innovation” takes its origin from Latin “innovare” which means “to make something 
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new” (Tidd & Bessant, 2009) . The definition of innovation is often given with the use of 

“change” like, for example, in those that Drucker (1995, p. 17) gives – “Innovation is the specific 

tool of entrepreneurs, the means by which they exploit change as an opportunity for a different 

business or service.” Tidd and Bessant (2009) define innovation as a process of transforming 

opportunities into new ideas which will be later brought to a wide use within the organization. 

This definition coincides with the definition of organizational change given by Beer and Nohria 

(2000), first of all, in terms of its amplification, secondly, in terms of defining innovation as a 

process, because change is also a process. 

Defining four major forms of innovation such as “product innovation”, “process innovation”, 

“position innovation” and “paradigm innovation” Tidd and Bessant (2009) totally eliminate the 

distinction between change and innovation, relating product innovation to changes in products 

and services, process innovation to changes in the ways in which they are created and delivered, 

position innovation to changes in the context in which they are introduced and paradigm 

innovation to  changes in mental models framing the organization. At the time Tidd and Bessant 

(2009) recognize innovation as the ultimate step in the process of bringing an idea to widespread 

and effective use, thus, it can be stated that any innovation comes after a number of changes.  

Chiaburu (2006) agrees that innovation is a stage that proceeds change. Chiaburu (2006) argues 

that these are the managerial decisions that elevate changes up to the stage of innovation through 

the introduction and enhancement of the power of disruption.  

Tidd and Bessant (2009) also claim that there are two main types of innovations – incremental 

and radical. The slogan of the first one is “do what you do but better” while the radical one aims 

to do something different. Senior and Fleming (2006) also state that organizational change can be 

radical and incremental too. However, change can be also planned or emergent, while innovation 

is always emergent as it is difficult to predict whether it will actually happen or not (Kotter, 

2012). 

Thus, we can consider that such terms as “change and “innovation” are closely interlinked, 

however, it is important to make an accent on the distinction between them. Not every change 

brings a positive effect to the organization. It can be also negative or neutral, while innovation is 

always a positive change that provides to the organization new opportunities for business or 

sustainable competitive advantage over rivals (Tidd & Bessant, 2009). Thus, as it follows every 
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innovation can be considered as a change, however, not every change is innovative. 

Figure 1: The relationship between change and innovation 

  

Source: Own construct 

Understanding the relationship between change and innovation is crucial for building the 

theoretical framework of the current study; therefore it was defined as showed on the Figure 1 

above. However, it is important to underline that in this study the terms “change” and 

“innovation” will be used only in that meaning when their definitions are coinciding (the violet 

circle). This means that only positive changes that potentially can lead to innovations are in the 

focus of the study. 

2.3 MANAGEMENT OF ORGANIZATIONAL CHANGE AND INNOVATION 

Elmquiest et al. (2009) state that not every organization manage to succeed in developing  the 

proper strategy to implement positive changes and innovations, however, those that reach the 

goal usually get quantity and quality competitive advantage over their competitors. This way, the 

importance of understanding how change and innovation are managed cannot be underestimated. 

Tid and Bessant (2009) also state that it is not easy to find a person who would not agree with the 

point of view that innovations are important and going to be even more so in the future. 

Meanwhile, Tid and Bessant (2009) wonder whether it is actually possible to manage innovation 

as it is a quite complex process usually characterized by a high degree of uncertainty. However, 

if we consider innovation to be a change or a number of changes, as it was mentioned before, 

therefore, the following theories, that constitute the basis of the management of change, can be 

also applied to the management of innovations too. 

Innovation 

Change 
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Beer and Nohria (2000) describe theories E and O as the main concepts of the management of 

change. In Theory E the leadership is driven from the top to down and the focus of all the 

changes happening in the organization is on the formal structures, systems and strategy (Beer & 

Nohria, 2000). In this kind of organization top and senior management pursue the goal of 

increasing the economic value so to meet the expectations of shareholders (Beer & Nohria, 

2000). In this model managers strongly rely on consultants and often use them in search for 

solutions of organization’s problems (Beer & Nohria, 2000). However, Tidd and Bessant (2009) 

make a warning claiming that innovation should not be seen as applicable only to strategically 

targeted projects, as this way organizations can miss possibilities which may open up 

accidentally out of the scope of strategic projects. 

The prime motivation for employees to work on implementation of changes in Theory E is 

financial incentives (Beer & Nohria, 2000). Beer and Nohria (2000) argue that the power of 

financial incentives should not be underestimated as they can play a leading role in motivating 

employees to bring change. According to the authors the well-developed system of financial 

incentives can improve productivity of employees, stimulate a positive turnover in personnel, 

mobilize valuable specific knowledge through effective decentralization and help to cope with 

inertia and opposition towards change. On the side, Ahmed (1998) warns that financial 

incentives as extrinsic motivation may produce negative effects on employees. Ahmed (1998) 

states that rewards and evaluations can force employees to pay less attention to experimenting 

that leads to innovations and concentrate more on technicalities so to perform the task and get the 

reward.  As a positive alternative and a driver of creativity in the organization Ahmed (1998) 

suggests intrinsic motivation – the situation when employees are driven by internal interest in the 

work they do. 

Theory O, on the contrary change is happening on its own, it is more emergent than planned, 

comparing with Theory E, as it is driven from the bottom to top (Beer & Nohria, 2000). The style 

of leadership can be characterized as participative which supposes high involvement of 

employees and managerial effort to develop human capital in such way so it would not only 

implement the strategy effectively, but also drive the change towards innovation (Beer & Nohria, 

2000). Thus, the focus of the organization is on creating high-commitment culture among 

employees. Therefore, managers try to affect the behavior of employees so they would become 

emotionally committed to the goal of performance improvement (Beer & Nohria, 2000). 
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However, Beer and Nohria (2000) argue that theories E and O are not often used in their pure 

forms, rather their mix can be found more often. In the majority of cases the mix of theories is 

unsuccessful because inherited tensions between them are not reconciled, which leads to growing 

costs and inability to use potential benefits (Beer & Nohria, 2000). In spite of this fact, Beer and 

Nohria (2000) argue that successful implementation of change still lies in a proper integration of 

both approaches. Integration is possible in two following ways: 1) sequencing both approaches 

or 2) employing them simultaneously. The last one is more desirable, but also harder to 

implement, while it can be a source of sustainable competitive advantage in the future. Beer and 

Nohria (2000) underline the importance of role of top and senior managers in this process.  

The role of managers is getting even more importance when Beer and Nohria (2000) claim that 

today, when there is a significant pressure for frequent shifts in organizational strategy, top-led 

changes have more chances for success than changes promoted by lower levels. There are several 

reasons why top and senior managers are in the best position to orchestrate the change 

successfully: 1) they have the ability to embrace the whole specter of perspectives to formulate 

the best strategy; 2) they possess the necessary attributions of leadership; 3) they have the power 

of decision-making (Beer & Nohria, 2000).  However, in both theories the role of leaders, be 

they managers or lower level employees, is to create a climate in the organization that would 

favor changes. Nevertheless, Tidd and Bessant (2009) warn that given too much of importance to 

key people can result in missed opportunities to use the creativity and knowledge of random 

employees to achieve innovation. 

Rather than stressing one key element Tidd and Bessant (2009) suggest to take under 

consideration the whole system of components that are required to manage successfully changes 

and innovations: shared vision, leadership, key individuals, high-involvement and effective team 

work, appropriate organizational structure, creative climate and external focus. Authors claim 

that all the components are closely interlinked and the impact of any of them can become crucial 

for successful implementation of change and innovation. 

Dougals and Judge (2009) also underline the importance of shared vision and leadership; they 

claim that leadership must be trustworthy which means that higher management executives 

should be able to establish trust between them and lower level employees and turn them into 

followers. Discussing about high-involvement, Dougals and Judge (2009) stress the point that 
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middle managers should not be overseen and forgotten as the majority of communication flows 

go through them, thus, it is essential to achieve their high commitment so the communication 

would be affective. To achieve employees’ trust and high-involvement West et al. (2006) 

recommend the following: 1) to increasing the knowledge about the process of all the 

stakeholders including employees; 2) to align the innovation strategy with already existing ones 

to make it easier for the employees to practice; 3) to clarify the direction of the innovation 

process.  

Communication is, probably, the component lacking in the system suggested by Tidd and 

Bessant (2009), while Mantere et al. (2007) proclaimed that communication style can produce a 

significant impact on the process of change introduction.  Moreover, they state that the intensity 

of communication about change can directly affect the volume of changes  (Mantere, et al., 

2007). According to Cuban (1999) setting the trend of regular phone calls and meetings at 

different layers of the structure can help to create a shared vision and high-involvement 

necessary to implement changes and innovations. Dougals and Judge (2009) also claim effective 

communication to be one of the crucial elements for successful implementation of change and 

innovation. Moreover, they state that communication can be considered as effective only if it 

involves well-organized and easy-flowing vertical and horizontal communication within the 

company and also communication with clients and suppliers (Dougals & Judge, 2009).  

Appropriate structure is another element of the system that deserves to be looked at closely. 

According to Hammer and Chapy (2001) the organizational structure determines the line of 

communication and defines the type of decision making hierarchy.  Having said that and 

considering that more and more companies now are going into falter organizational structure, 

Hammer and Chapy (2001) stand for that top managers should promote the structure based on 

the autonomy of different layers and units so to enable employees with the instruments and 

power necessary to implement change and innovation. Ahmed (1998) states that the amount of 

innovations can be increased significantly if a highly participative structure, which the author 

defines as organic structure, is established. Two major characteristics of the organic structure 

according to Ahmed (1998) are flexibility and autonomy. As less hierarchy is associated with 

faster adaptation to change, Tidd and Bessant (2009) also vote for more non-programmed 

decisions and actions, more loose and flexible organizational structure.  
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As an appropriate structure is so vital for organization’s success, therefore, certain companies 

have to pass through restructuring. Hammer and Chapy (2001) claim restructuring to be the 

central concept of business reengineering. Reengineering is “the fundamental rethinking and 

radical business redesign of the processes to achieve dramatic improvements in critical and 

contemporary measures of performance” that aim to bring improvements in such areas like cost, 

quality, services and speed (Hammer & Chapy, 2001, p. 32). Hammer and Chapy (2001) argue 

that reengineering empowers front-line employees with the necessary amount of autonomy to 

decide what will better satisfy customers, with whom they closely work, at same time effectively 

communicating conducted changes to the upper level management.    

Creative climate pointed out by Tidd and Bessant (2009) can be often mixed with the concept of 

organizational culture or innovative culture. Tidd and Bessant (2009) make an attempt to identify 

the difference between two terms claiming that climate refers to patterns of behavior, attitudes 

and feelings within the organization while culture is more about values, norms and beliefs that 

people  share at the workplace. However, it is obvious that authors mean practices and values 

that both constitute the definition of culture according to Hofsede et al. (2011), Kotter (2012), 

etc.  

A better definition of creative organizational climate, probably, can be found in works of 

Dougals and Judge (2009) that consider it as organization’s ability to establish rules and 

regulations encouraging the process of change. However, even this definition has its flaws. 

Taking a closer look at climate factors listed by Tidd and Bessant (2009) such as trust and 

openness, challenge and involvement, support and space for ideas, conflict and debate, risk-

taking and freedom, the question, whether it is possible to create such things like trust and 

support  through rules and regulations, arises. Obviously, creative climate is not only about 

established rules and their practicing, but also about the efforts of managers of all the levels to 

create an atmosphere where new ideas can spring, be accepted and successfully implemented in 

organization’s routines.  

External focus, the last component of presented system, refers to external environment 

surrounding the organization that can affect it in many different ways that are often 

unpredictable. More thoroughly the definition of environment and factors shaping it will be 

discussed in the next section. 
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2.4 LINKING CHANGE AND INNOVATION WITH CULTURE AND ENVIRONMENTAL 

FACTORS 

 

Tidd and Bessant  (2009) claim that innovation is  a process, not a single event, and needs to be 

managed as such. They also state that there are different influencers that affect this process and 

they can be manipulated to affect the outcome (Tid & Bessant, 2009). This means that the 

management of innovations is happening through obtaining the understanding about influencers 

and their management. 

One of the most important influencers that is in the focus of this study is national culture defined 

through several dimensions that were described above. Kotter (2012)   argues that the secret of 

the power of culture underlies in three main reasons: 1) culture is deeply embedded in people’s 

minds; 2) culture appears through the actions of big numbers of people; 3) people act on the 

basis of their culture unconsciously. Kotter (2012) agrees with Hofstede stating that culture 

consists of norms of group behavior which are “hard to change” and shared values which are 

“extremely hard to change”. Considering above-stated facts, it is possible to conclude that it is 

easier to investigate the effect of culture and learn how to manage it to achieve necessary goals 

instead of trying to change the culture of people. 

However, culture is not the only influencer that affects the process of managing change and 

innovation. Senior and Fleming (2006) point out that cultural, political and leadership influences 

strongly affect the process of managing change. Beer and Nohria (2000) also underline a number 

of influences  -  economic, regulatory, social, technological, or physical - over which the 

organization in the majority of cases does not have direct control, but which affect it and its 

employees. Beer and Nohria (2000) define these influences as environmental factors since they 

constitute the most essential components of the environment in which organizations operate. 

 Tidd and Bessant (2009) describing national, regional and local contexts in which changes and 

innovations take place refer to such influences as government, financial, educational, labor 

market, science and technology infrastructure and others, that constitute the environment 

surrounding the organization. Tid & Bessant (2009) claim that a synergetic effect can be 

observed when some of the environmental influencer together favor the creation of conditions 

helping innovation to happen. 
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However, Tidd and Bessant (2009) refer only to “external” factor while Senior and Fleming 

(2006) point out that there are two type of environment – internal and external. Internal one 

includes formal subsystem that consists of strategy, goals, formal structure, operation, 

technology and management, and informal subsystem that is about culture, politics and 

leadership. External environment includes technological, socio-cultural, political-legal and 

economic influences.  

However, it is also important to remember that the sector of higher education in Sweden that 

authors aim to investigate is also affected by environmental factors, for example, such as 

governmental policies in the educational sector. 

Höög et al. (2005) state that education in Sweden historically was always characterized by high 

level of centralization.  Allocation of resources, appointment of principals and other was decided 

by National Board of Education.  However, Höög et al. (2005) claim that after mid-1980s 

situation changed and universities got more autonomy. That was the time when universities could 

pass through restructuring towards creating more flexible organization (Höög et al., 2005).  

Berg (2001) claims that there were many changes in the sector of higher education in Sweden 

conducted within a reform of 1977. That year all the Swedish post-secondary institutions were 

incorporated in one system – “the högskola - or college system” (Berg, 2001). Since that time 

societal expectations about universities increased, they were perceived to play many roles and be 

responsive to the needs of local authorities, but also to be efficient in their operations. To be able 

to meet those expectations, universities were given significant autonomy.  

 Berg (2001) also states that in 1993 Swedish Government introduced a reform of the system of 

governance for Swedish Universities. The new management system was characterized by 

concept of governing by goals and results (Berg, 2001). Thus, universities found themselves in a 

stiff framework where they must achieve all the claimed goal to avoid the official critics of 

authorities.  

All above-mentioned statement allow to conclude that environmental factors such as 

governmental policies indeed strongly affect the sector of higher education in Sweden, however, 

whether they produce the impact of the situation with change and innovation within the higher 

educational sector is an important question to answer during current research. 
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Which of mentioned environmental factors actually affect the relationship between Swedish 

national culture and management of change and innovation the researchers aim to detect in the 

analytical part of the study. 

2.5 FORMULATION OF HYPOTHESES AND BUILDING THEORETICAL FRAMEWORK 

Blumberg et al. (2008) define proposition as a “statement about concepts that may be judged as 

true or false if it refers to observable phenomena”. However, when a proposition is formulated 

with a purpose of being tested empirically later, Blumberg et al. (2008) claim that it can be called 

as “hypothesis”. Thus, the following assumption that authors of the current study make can be 

called as hypotheses as they will be verified or denied during empirical study.  

According to Hofstede et al. (2010) Sweden has a low PDI score. This means that at workplaces 

the distance between managers and subordinates is short and managers rely on subordinates 

while subordinates expect to be consulted. Such a management style can be characterized as a 

participative one (Hofstede et al., 2010). Meanwhile, referring to described Theory O, 

participative management style, when changes and new ideas are driven from bottom to top, 

creates more innovative climate and generates more opportunities for innovation to happen than 

the top-led management style of Theory E (Beer & Nohria, 2000). Therefore, it can be assumed 

that low PDI will contribute into more participation of both managers and subordinates in 

making decisions about the introduction and implementation of new ideas that will increase 

chances for innovation to happen and at the same time will contribute into less top-initiated and 

top-led changes in the organization. Thus, Hypothesis 1 can be stated in the following way: 

H1. Low PDI score will contribute into more participative management style and as a result to 

more bottom-driven changes and innovations.  

In countries with high IDV scores like Sweden employees are perceived as “economic persons” 

who will pursue the employer’s interest only if it coincides with their own personal interests and 

goals (Hofstede et al., 2010). Thus, it can be assumed that high score on IDV will contribute into 

employee’s openness and willingness to accept and implement the innovation if this innovation 

is connected with any personal material or non-material benefits that they are expecting to 

receive, for example, financial incentives that according to Theory E play an essential role in 

motivating employees (Beer & Nohria, 2000). Thus, it is possible to suppose that high IND score 
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can be related to the concept of Theory E where the majority of the change is driven by the top 

management. This way, the following hypothesis can be formulated: 

 H2.1. If there are enough of personal material and non-material rewards for employees, high 

IND score will contribute into more top-led changes. 

Vice versa, it can be expected that employees will be less eager to work on changes and 

innovations if this work is associated with personal disadvantages, additional workload, more 

stress and responsibility. Thus, one more hypothesis can be formulated: 

H2.2. If there are any personal disadvantages attributed to changes and innovations by 

employees, high IND score will contribute into less changes and innovations or slower process 

of their implementation. 

According to Hofstede et al. (2010) in countries with low masculinity like Sweden management 

is run through intuition and consensus and resolving conflicts through compromise and 

negotiations. Such situation creates the atmosphere of high-involvement claimed by Tidd and 

Bessabt (2009) as one of the vital components of the management of change and innovation. 

High-involvement is also one of the basic characteristics of Theory O that supports bottom-led 

changes (Beer & Nohria, 2000). However, according to Hofstede et al. (2010) low MAS 

associated with abundance of  new ideas is also related to  the lack of implementation of those 

ideas as attempts to reach compromise  or consensus take a long time and the focus is moved 

towards decision-making instead of controlling the execution of already taken decisions. Thus, 

on this basis of mentioned facts the following hypothesis can be stated: 

 H3.1. Low MAS score will contribute to the management of change and innovation through 

negotiations, compromise and consensus when there are plenty of bottom-driven ideas, but 

implementation is poor or slow. 

Moreover, Hofstede et al. (2010) claim that low MAS is also characterized by loose 

organizational structure when different organizational units have a significant amount of 

autonomy which according to Tidd and Bessant (2009) is the best organizational structure to spur 

innovations. At the same time decentralized structure would mean that lower level employees 

will get more autonomy to make decisions about which changes to implement (Kotter, 2012) 

This, way, one more hypothesis on the basis of MAS dimension can be formulated: 
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H3.2. Low MAS score will contribute to more decentralized and loose structure that, in its turn, 

will lead to more bottom-driven changes and innovations in the organization. 

Concerning the last cultural dimension, uncertainty avoidance, Sweden is characterized by weak 

UA (Hofstede et al., 2010). Hofstede et al. (2010) claim that it leads to the situation when “top 

managers are concerned with strategy” more than with “daily operations”, e.g. they overlook 

tactics with the purpose to develop a perfect strategy. Kotter (2012) argues that both carefully 

planned strategy and well-developed tactics for following execution are important to bring a new 

idea to life. Thus, overlooking tactics can cause serious problems with implementation. This way, 

it can be assumed that: 

H4.1. Low UAI will contribute to the situation when the holistic (strategic) approach will 

dominate concerns about daily operations, which, in its turn, will lead to poor implementation of 

change and innovation. 

As it was also mentioned before in countries with low UAI people more willingly embrace 

unfamiliar risks and perceive them as an integral part of life. Tidd and Bessant (2009), 

meanwhile state that risk-taking is an essential component of the system necessary to spring 

innovations. At the same time if employees are willing to participate in new ventures with high 

level of uncertainty, then it can be also supposed that change and innovation will be driven in 

Swedish organization rather by front line employees than by top managers (Beer & Nohria, 

2000). Based on presented facts, the following hypothesis can be formulated: 

H4.2. Low UAI will contribute to the situation when employees will show more willingness to 

participate in new risky projects and easily accept unfamiliar risks that, in its turn, will mean 

more bottom-driven changes and innovations. 

Summarizing all above mentioned hypotheses it is possible to assume that Sweden’s scores on 

PDI, MAS and UA should contribute into more bottom-driven changes and innovations rather 

than top-driven ones, however, at the same time it can be assumed that Swedish scores on IND, 

MAS and UA will be responsible for poor or slow implementation of changes and innovations.  

Nevertheless, high score on IND gives the opportunity for top-led change also to take place in 

Swedish organization, but only at the condition that there are enough of material and non-

material rewards motivating employees to work on it. 
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On the basis of above-presented theoretical discussion and according to the purpose of the study 

Figure 2 was created to illustrate the theoretical framework of the study.  

Figure 2: The impact of national culture and environmental factors on the management of 

organizational change and innovation. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Source: Own construction 
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center of attention of the investigation. Environmental factors are introduced as a moderating 

variable that, probably, can interfere and affect the effect produced by national culture on the 

management of change and innovation. Their possible moderating influence is illustrated by 

dashed arrows directed towards the continuous arrows demonstrating potential interference. 
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3. METHODOLOGY 

In this chapter authors aim to describe the method and approach applied to conduct the study as 

well as to provide motivation why they were preferred over other methods and approaches.  At 

the same time this chapter contains detailed description of data collection and analysis 

processes. 

3.1.  METHOD AND APPROACH 

Current research represents a case study as it is designed to investigate the process of acceptance 

and implementation of innovations in Academy of Business and Education in University of 

Gavle. Case study can be defined as an empirical inquiry investigating a phenomenon in its real-

life context (Blumberg et al., 2008). According to Blumberg et al. (2008) case study research is 

widely spread in the field of management studies and proved to be effective. As the relationship 

between managers and subordinates are at the focus of the researches of the current study   and 

study aims to contribute to the field of management studies by revealing the impact of culture on 

the process of managing change and innovation, thus, the choice can be considered as suitable to 

the purpose. 

Moreover, Blumberg et al. (2008) claim that case study suits for exploratory and descriptive 

researches which the current study is. Present study can be considered as a descriptive one as it is 

partly structured with clearly stated hypotheses, but it is explorative at the same time. Neuman 

(2006) suggest that explorative study can be particularly at help to researchers who lack 

understanding of the problem they can face during study (Neuman, 2006). This statement reflects 

the situation that authors faced since the beginning of the study supposing that collected data 

may be able not only provide the answers to verify or deny formulated hypotheses, but, probably, 

also reveal hidden sides of the investigated phenomenon (Neuman, 2006).  

Exploratory research is also suitable to answer the questions ‘why” and “how” as any qualitative 

research that current one represents (Blumberg et al., 2008). Qualitative research is a method of 

inquiry traditionally used in social sciences to collect an in-depth understanding of human 

behavior and the reasons that stay behind this behavior (Denzin & Lincoln, 2005). One of the 

most popular qualitative techniques is in-depth interviewing   that was chosen as a method of 

data collection. 
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At the beginning of the study abductive method was planned to be used as a main method of the 

study as, first of all, several hypotheses were formulated on the basis of Hofstede’s theory of 

cultural dimensions and authors intended to verify or deny them (Bryman & Bell, 2007).  

Abductive method of reasoning usually starts with having a set of observation of the available 

data and then link it to the highest likability possible explanations when it comes to analyzing 

qualitative research (Kovacs & Spens, 2005). Patokorpi (2007) claims that under pressure of 

uncertainty abductive is the best method for researchers who aim to come up with new ideas. As 

authors did not know with what kind of results they could come up after data collecting stage, 

thus, abductive method was considered to be suitable to the purpose of the study. 

However, during data analysis inductive processes became obvious. First of all, environmental 

factors that interfered and affected the process of implementing positive change and innovation 

in the sector of higher education were identified after holding the interviews. It was observed by 

the authors that the responses from the interviews varied based on such factors as the position of 

the interviewee or age. Moreover, the theoretical framework shaped by authors was not borrowed 

or adapted from any other study or theory, but presented by own construct. Thus, no traces of 

deduction were observed and the method of this study can be stated as inductive. Hyde (2000) 

claims that in the majority of cases qualitative research follows an inductive process, and current 

research didn’t become an exception. 

 

3.2 DATA COLLECTION AND ANALYSIS PROCESSES 

To find out which method of data collection is the most suitable according to the purpose of the 

study, the authors took under consideration the following parameters:  the type of required data 

(qualitative) and the type of empirical study they were going to carry (experience study). 

Designing empirical part of the study authors aimed to collect the data about employees’ 

experience of change management in Academy of Business and Education in University of 

Gavle. Thus, their empirical study can be considered as an experience survey which is 

characterized by detection of interviewees’ perceptions about important issues of the subject and 

identification of the most important of them across the interviewees’ range of knowledge 

(Blumberg et al., 2008). They claim that interview is the best instrument to conduct experience 

study which verifies author’ choice of interviewing as the principal method of data collection. 
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Moreover, interviewing is one of the main qualitative techniques to collect qualitative data as 

author’s aim which was stated in the previous paragraph (Neuman, 2006). 

There are three types of qualitative interviews: structured, semi-structured, unstructured (Bryman 

& Bell, 2007). The use of structured interviews would help authors to verify the hypotheses, 

however, most probably, the reasons standing behind investigated phenomenon would not be 

revealed. Unstructured interviews were also excluded as it would make the process of data 

analysis more difficult as authors, probably, would not easily find repeating answers and 

common opinions of interviewees to show statistics. Moreover, using unstructured interviews 

authors would risk missing the chance to verify formulated hypotheses. Thus, semi-structured 

interviews were considered to be the optimal choice. 

According to Bryman and Bell (2007) semi-structured interviewing usually starts with specific or 

precise questions, but later interviewees get the chance to follow their thoughts and to express 

their opinion about matters that they consider to be important. This way, researchers get the 

opportunity to detect the issues important for the understanding the situation (Bryman & Bell, 

2007).  This method of data collection is often defined as in-depth interviewing which looks 

more like a conversation between interviewer and interviewee rather than an interview lead by 

interviewer within a certain structure (Blumberg et al., 2008). 

According to the definition of Blumberg et al. (2008), in the interrogation or communication 

study which the present one is, the researcher asks questions to the research subjects and gathers 

their answers by using personal or impersonal means. Authors preferred personal face-to-face 

communication to impersonal one. Personal interview is defined by them in the following way: 

two-way conversation organized by an interviewer with the purpose of information collection 

from an interviewee.  

As face-to-face semi-structured interviewing was chosen as the most appropriate method of data 

collection for the current study, thus, it is possible to conclude that the study is based on primary 

data collected through in-depth interviews with employees of Faculty of Education Business 

Studies of the University of Gävle in Sweden.  

As follows targeted population was represented by all the employees of stated Academy. 

However, interviewing all the employees would take a significant time and provide unnecessary 

abundance of information. To solve this problem authors decided to use a sample. According to 



28 
 

Blumberg et al. (2008) a sample is a part of the target population chosen to represent that 

population. Thus, it was decided to shape the sample that would include all the necessary 

representatives of different groups according to the main parameters of interest such as age, 

position within the organizational structure, degree of involvement in developmental projects  

and nationality that will be described below. 

 It was considered to be important for the purpose of the study to gather different perspectives of 

view of people working at different levels of organizational structure as it was supposed that 

answers of managers and subordinates placed closer to and further from the top management can 

differ significantly. Thus, to reach the whole spectrum of representative opinions the following 

categories were initially included into the list of interviewees: President of the University,  Chief 

of the Academy of Business and Education, chiefs of departments structurally included in the 

Academy of Business and Education, teachers, researchers, assistants of teachers, and the 

Representative of Student Union. All the targeted categories were reached during the study 

except the top manager – President of the University. To get both perspectives of view from the 

“top” and from the “bottom” the authors also aimed to reach an equal proportion of managers 

and lower-rank employees.  

Age was considered to be another important parameter of interest while shaping the sample as it 

also could affect employees’ answers, thus, the authors tried to balance between young and elder 

people approaching them for interviews. However, as the amount of young people working in the 

Academy is smaller than elder people, then, the proportion was taken under consideration and 

authors didn’t aim to reach the 50 per cent of young and 50 per cent of elder people as it 

wouldn’t show the real situation in management of change in the Academy. 

 After the interview with the Chief of the Academy and getting the information about seven main 

developmental projects that were run through the implementation under last year from Intranet 

(internal communication platform for university employees), authors decided also to pay 

attention to the degree of  involvement of different sample representatives into those projects. 

This way, project leaders were added as a new category to the list of interviewees. 

Almost all the interviewees were Swedish which means that they are the representatives of 

Swedish national culture which impact on the process of managing change authors aimed to 

investigate. Only two interviewees originated from other countries, however, they have been 
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living in Sweden for a long time that can be considered as sufficient to adapt to local culture.  

The majority of interviewees were male except two women. However, since Hofstede et al. 

(2010) doesn’t make an accent on gender differences in terms of national culture, thus, the 

authors didn’t aim to reach an equal proportion of both genders. Thus, gender was not considered 

to be a parameter of interest. 

When all the main parameters of interest were identified and the sample was shaped, then the 

interviewees were relatively divided in two groups: 1) decision-making personnel and 2) 

decision-implementing personnel. Using such a classification authors aimed to facilitate the 

process of study. This way, the sample chosen for this study can be considered as stratified. 

Stratified sampling is designed to “provide adequate data for analyzing the various sub-

populations” (Blumberg et al., 2008). They claim that when the population is divided into strata, 

then a random sample can be taken within each stratum, thus, interviewees were chosen 

randomly, however, with regard to mentioned list of categories and other parameters of interest. 

According to two mentioned stratums two different types of lists of questions were designed to 

approach each of groups (see Appendix 1, Appendix 2). However, during interviews it was 

revealed that decision-implementing personnel often participated in the decision-making process, 

this way, sometimes during interviews questions were mixed from both lists to obtain holistic 

view.  

   The questions aimed to get answers that would not only verify or deny authors’ hypotheses 

based on theory, but also to identify deviations, their nature and reasons as well as to provide a 

general overview of the situation with change management at the investigated Academy of 

Business and Education. The lists of interview questions have a logical order, however, some 

questions were skipped if the interviewee provided the answer to them replying to other 

questions. 

   All the interviews were conducted in English language. Since the majority of interviewees 

were Swedish people and English is a foreign language both for interviewees and interviewers, 

then, after interviews small clarifications about used terminology and authors’ interpretations of 

collected data were done.  

   Totally 15 interviews were conducted. The duration of interviews was as it follows:  5 one-hour 
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interviews, 4 fifty-minute interviews, 1 forty-minute interview, 3 half-an-hour interviews and 2 

twenty-minute interviews. There were two interviewers one of whom was asking questions and 

the other one was typing simultaneously. Almost all the interviews were recorded except one.  

All the interviews were carefully transcribed for further analysis.  

Quinlan (2011) state that data analysis is inevitably related to reduction of gathered data. As data 

accumulated during 15 in-depth interviews turn to be abundant, authors decided to look for 

repeating patterns in answers provided by interviewees. Thus, all the information was aggregated 

in 15 excel tables displayed in Appendix 3. Each table consisted of two columns – first one 

representing the question or the types of information authors were looking after in the interviews 

and second one presenting interviewees’ answers.  

However, to be able to analyze collected data, further aggregation was required as it was difficult 

to come to a conclusion tracking several tables at the same time. Thus, first of all, authors 

divided items from the first column into five groups: one of the pulled together all the data 

relevant to the situation with changes and innovations at the Faculty of Education and Business 

Studies, in other four data was divided according to four cultural dimensions: power distance, 

individualism, masculinity and uncertainty avoidance. After that authors looked for 

positive/negative answers counting them and often labeling as yes/no results. This way, all 

collected data was aggregated in Table 1 which is presented in the following section. Those data 

that could not be aggregated was left to be presented in a descriptive form. 
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4. EMPIRICAL STUDY 

In this chapter authors provide the background of the investigated university and present the 

data collected during semi-structured interviews with employees of the Faculty of Education and 

Business Studies. Empirical data presented in a descriptive form as well as aggregated in a table 

form with necessary explanations and interpretation. 

4.1. BACKGROUND AND THE STRUCTURE OF THE UNIVERSITY 

To gather the information about the background of the University of Gävle, university’s website 

http://hig.se/ was actively used and will be cited below. Other information was obtained through 

extensive interviews with a number of university’s employees. 

The University of Gävle was established in 1977 and had been continually growing over decades 

(Öhrbom, 2012, paragraph 1)  Nowadays the university offers more than 50 first- and second-

cycle study programs in a wide variety of study fields together with around 1000 of freestanding 

courses (Öhrbom, 2012, paragraph 1).  There are approximately 14 500 students currently 

studying in the university (Öhrbom, 2012, paragraph 1). Annually the University of Gävle 

accepts thousands of new students and grows its capacities to accept even more in the future. 

The University of Gävle considers its mission in developing “the understanding of a sustainable 

living environment” and defines itself as a “human-centered” organization (Liljeroth, 2011, 

paragraph 1). It has passed environmental certification according to ISO 14001 and maintains top 

rankings in its environmental work (Johansson, 2013, paragraph 1). Nowadays the University of 

Gävle is a leader in “education and research for a sustainable human living environment” 

organization (Liljeroth, 2011, paragraph 2). She means that the University of Gävle became one 

of the most successful Swedish Universities in terms of exploring online educational 

opportunities with the aim to reach students from remote areas with high quality university 

education. 

Organizationally The University of Gävle previously consisted off several independent units with 

a high level of autonomy to make and execute decisions within the unit. However, years ago the 

university passed through restructuring, the main consequence of which was that departments 

lost their autonomy and were grouped in three major faculties united into one centralized 

management system. Thus, nowadays the organizational structure of the university includes the 

http://hig.se/
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Rector, three faculties, the university’s library and joint management. The present hierarchy of 

university’s structure is illustrated on Figure 3 below. 

The leader, e.g. top manager of the university, is its Rector who makes all the major decisions 

about universities strategy and all over university projects. However, Rector is not taking 

decisions alone, there is also the Board of Governors which is responsible for institution’s 

activities. Rector and the Board of Governors together constitute the high management of the 

university. 

Each of the three main faculties  - Faculty of Health and Occupational Studies, Faculty of 

Engineering and Sustainable Development and Faculty of Education and Business Studies -  

have their Heads of faculties that are responsible for designing faculty’s development strategy 

and controlling its execution (Liljeroth, 2013, paragraph 4). Each faculty consists of several 

departments which, in their turn, have their own chiefs to whom teachers, professors and other 

faculty stuff can directly communicate their new ideas. As the Faculty of Education and Business 

Studies is at the focus of the current investigation, thus, its structure is illustrated separately on 

Figure 4 below.  

Figure 3: Organizational structure of the University of Gävle 
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Source: Own construct, adapted from the electronic source  http://hig.se. 

 

Figure 4: Organizational structure of the Faculty of Education and Business Studies. 
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results of those.  Plan for 2013 consisted of the following 7 developmental projects: 

1. Communication project.  Purpose: to continue the dialogue between students and teachers 

started for the first time in 2010 and at the same time to investigate the condition of 

tutoring in English. 

2. Interaction project. Purpose: to establish internal interaction order within the Faculty and 

to develop new forms of interaction, to work on increasing the flexibility of official 

planning and to make the participation of employees in interaction project possible. 

3. Online education project. Purpose: to establish nationally approved high quality online 

education within the Faculty. 

4. Project concerning Business Studies. Purpose: to provide the reaction measures to 

officially received external critics from educational authorities and to lift the field of 

Business Studies up to required standards. 

5. Project concerning Master’s in research-based pedagogic development. Purpose: to 

prepare the application for the right to conduct master’s examination. 

6. Project concerning financial control system. Purpose: to create a new system of financial 

control including up-to-date planning, following and reporting of Faculty’s activities. 

7. Leadership Academy project. Purpose: to establish the structure for university’s forum 

about leadership issues and to initiate the work leadership academy, to investigate the 

conditions for leadership as a topic within a pedagogic education. 

 

4.2.   PRESENTATION AND INTERPRETATION OF COLLECTED DATA  

In this paragraph authors provide the general outlook on the data collected during 15 interviews 

with employees of the Faculty of Education and Business Studies at University of Gavle.  As in-

depth interviews provided a large amount of information, thus, all the interviews were reviewed 

in search of repeating questions. All the massive of collected data was approximately divided 

into five parts: four according to Hofstede’s cultural dimensions and one group – answers to the 

questions related to the situation with changes and innovations at the Faculty of Education and 

Business Studies (see Table 1 below). However, this division is relative as some questions that 

interviewees answered for are closely interconnected and may provide answers that can be 

relevant to several hypotheses. Moreover, here the data is presented in numbers which are 
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counted to track statistics and tendencies about what the majority thinks. On the left side of Table 

1 authors placed questions that were asked during interviews, on the right side researchers 

provided answers that were given by interviewees with respective numbers that demonstrate how 

many interviewees actually expressed the same opinion about a certain issue.  

Table 1. Presentation of interviewees’ aggregated answers. 

Changes and Innovations 

Was it your own initiative to lead the project or were you 
appointed by administration? own initiative - 5, appointed - 5 

Were you satisfied with project result? dissatisfied - 2,  satisfied -7 

Is the Faculty striking to survive? yes - 6, no - 1 

Power distance 

Are you participating in decision-making /implementing/ 
initiating processes? making - 7, implementing - 9, initiating - 6 

Is it easy to communicate new ideas at the workplace? easy - 12, no - 3 

Are you aware of other developmental projects? yes - 6, not much- 3, no -4 

Are you involved in  developmental projects? 
high involvement - 8, low  involvement - 6, not 
involved at all - 1 

Individualism 

Are there any rewards, signs of recognition, personal 
benefits to derive from participation in the project? no - 12, yes -0 

Do you pursue any self-interest participating in the 
project? yes -10 

Are changes and innovation associated with additional 
workload, working extra hours? no - 4, more workload - 5, extra hours - 3 

Masculinity 

How are complaints handled: through redesigning the 
project (compromise ) or disregarded? compromise - 3,  disregarded - 3 

Are decisions taken through consensus? no -5, yes - 7 , 50/50 -2 

Did restructuring affect the process of implementation of 
projects? 

implementation became slower - 2, implementation 
became more difficult - 2, didn’t affect at all -1 

Were many people complaining about new structure? yes -6, no -1 

Uncertainty avoidance 

What gets more attention: strategy or tactics? strategy -7 , tactics -2, both -2  

Are you willing to participate in risky projects? yes -5, no - 3,  neutral - 1, forced to participate - 2 

Are you willing to participate in new projects? on scale 
from 1  (strongly disagree) to 6 (strongly agree) 

1 – 7 people, 2 – 2 people,  5 – 1 person,  6 – 2 people 
(options 3 and 4 were not chosen by anyone) 
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Source: Own Construction  

 

Presented data is impersonal without direct quoting or mentioning names as several interviewees 

expressed a desire to stay anonymous. Despite the fact that there were 15 interviews conducted, 

not every interviewee provided the answers to all the questions due to different reasons, thus, in 

Table 1 only responses of those interviewees are counted who expressed their opinions about the 

related issue.  

Changes and innovations at the Faculty of Education and Business Studies 
 

 As it is obvious from Table 1 presented above, faculty’s employees were asked whether they 

were appointed to work on new projects or they came with their own initiative to participate or 

lead it. This question intended to clarify where changes and new ideas at the faculty are imposed 

on employees by managers or employees willingly initiate them, e.g. to understand whether 

changes are bottom-driven or top-led. As it is shown on Table 1 the amount of appointed 

employees is equal to the amount of those who demonstrated their own initiative, thus, it can be 

concluded that there are both top-led and bottom-driven projects at the Faculty. 

However, it is also important to take into consideration that all the appointed leaders claim that 

they were chosen because project ideas were connected to their fields of interest and actually 

they had the right to say “no”.  On the other side, several interviewees stressed the situation that 

ideas and projects more and more often come from the top, e.g. they are imposed, but there is no 

forcing from the side of managers when it comes to choice of people who will work on them.  

Faculty’s employees also showed a high level of satisfaction with the results of the projects: 7 

said that they were satisfied while only 2 expressed dissatisfaction.  Many interviewees at the 

same time showed their concern about the current situation at the Faculty. Being asked whether 

the problems of the Academy of Business and Education are really that big and sharp and 

whether it really stays at the surviving edge, 6 interviewees were convinced that it is a tipping 

point for the Faculty and they are struggling for survival while only 1 interviewee replied 

negatively saying that it is early to be pessimistic and opinions about surviving are exaggerated. 

This means that general satisfaction with the results of the projects that have been implemented 

should not be misunderstood in a too positive way. Employees still expect more changes and 

innovations to be implemented, otherwise, as several of them claimed, the Faculty is not going to 
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survive in the tough competitive environment. 

However, generally, managers claimed to put sufficient effort to encourage new initiative, to 

make subordinates to speak out loud, to support leaders during implementation and to build trust. 

Obviously, this effort was recognized and appreciated by subordinates as generally the majority 

of them admitted that managers were encouraging and supportive enough. 

Besides that, among main obstacles on the way to implement changes and innovations the 

following were named: traditional way of doing things in the university environment, 

conservative people, complaining from the side of teachers, structural problems, bureaucracy that 

make the implementation of ideas slow, lack of freedom in shaping projects, lack of cooperation, 

lack of financial resources and time. 

As Blackboard, IT-based platform for formal communication between teachers and students, is 

one of the most innovative solutions that have been implemented in the university recently, thus, 

it was decided to ask the opinion of interviewees about it. The spectrum of received answers was 

wide and it is almost impossible to give statistics. Some people claimed that they are totally 

satisfied with the Blackboard, others said that the official platform for communication with 

students was needed, but they regretted that, probably, not the best one was chosen for 

implementation, some people complained about poor implementation and that resources and 

capabilities of the platform are underused, while others claimed that Blackboard is used too 

much and they should use it less. 

 

Power distance and participative management style 

 

To identify whether the Faculty applies a participative management style or not, interviewees 

were asked about their participation in the following processes: decision-making, decision-

implementing and decision-initiating. From Table 1 it is obvious that there are many employees 

participating in each type of mentioned activities. The most interesting issue about the answers is 

that almost each employee associates himself/herself with more than one activity. The majority 

of such “mixed” activities were presented by “decision-making/decision implementing” which 

means that people who make decision often personally participate in the implementation of 

those. 
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To understand whether the management style is participative it is important to know that the 

working environment is open to new ideas, thus, employees were asked how easy it is to 

communicate new ideas about potential changes and innovations. Thirteen interviewees claimed 

that it was easy to communicate new ideas in their workplace. Many pointed out that colleagues 

were open and helpful in terms of discussing and shaping new ideas. There was a unity among 

respondents in term of easiness to communicate to their immediate boss. All the interviewees 

expressed the feeling that their bosses were enough supportive, encouraging and perceptive to 

new ideas as well as tending to give sufficient autonomy in implementation after receiving their 

agreement. However, 4 interviewees were dissatisfied with top management of the University 

and labeled it as “stiff” or “bad” leadership. Only 2 interviewees showed a positive opinion about 

the top management and were satisfied with its decisions.  

Nevertheless, despite the unity of answers about easiness to communicate new ideas to 

colleagues or immediate boss, several respondents pointed out that situation is different when it 

comes to communication between layers of organizational structure where ideas travel much 

slower and environment is tougher than at any certain level. People expressed their concern 

about ongoing centralization of power and control within the university and growing power 

distance between different layers of university’s structure.  Some respondents claimed that there 

is an illusion of short-power distance, but in reality it is much more difficult to bring new ideas 

to life.  

As it is presented in Table 1, eight employees demonstrated high level of involvement in 

developmental projects and implementation of other changes happening at the Faculty. However, 

the amount of employees who were not involved or can be characterized by a low degree of 

involvement was almost equal to the amount of involved ones (totally 7 people). The situation 

with degree of awareness about other projects (in which interviewees were not involved) was 

even worth as only 6 had some understanding what is happening with other undergoing changes. 

The rest showed a low degree of awareness or were not aware at all about other projects at the 

Faculty. 

 

Individualism and employee’s motivation 

 

On the basis of formulated hypotheses H2.1 and H2.2 relevant to the dimension of IND, several 
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questions about personal rewards/disadvantages connected to the implementation of changes and 

innovations were asked. Interviewees provided the following answers. 

On the question about personal rewards or benefits, that staff could get participating in the 

projects and successfully implementing them, 100 percent of interviewees responded “no”, that 

means that those kind of rewards did not exist. However, on the question about self-interest the 

majority of respondents gave a positive answer naming different interests or basically pointing 

that they wouldn’t work on the project or idea they are not interested in. Only one interviewee 

claimed that he got involved into the project because it was crucial for the survival of his 

department, therefore, his participation was “forced” by circumstances. Nevertheless, this 

interviewee points out that the project was connected to his field of interest.  

Besides the relatedness to personal fields of interest the following factors were named as 

potential motivations for staff to participate more in new projects: achieving high level of 

student’s satisfaction, improvement in day-to-day work, personal development in teaching and 

research, career possibilities, challenge and fun, development of personal network. 

On the other side, answering questions about personal disadvantages associated with the 

implementation of new ideas, several respondents pointed out that new projects are time-

consuming. Three interviewees including the representative of the student union claimed that 

they do not have time to participate in such kind of activities. Out of 15 interviewees 8 also 

claimed that the implementation is connected to additional workload. However, only one 

employee gave a positive response about working extra hours, the majority stated that they have 

to work less on teaching and research under project implementation so not to stay extra hours. 

The position of managers about this question goes align with the subordinates’ one: they think 

that it is up to employees to arrange their work in such a way so not to work extra. 

Those interviewees who had had an experience of working in other universities were asked to 

compare their work and give their opinion whether it is better or worse in the University of 

Gävle in terms of introducing and implementing new ideas. Generally, respondents pointed out 

that the University of Gävle is smaller than other universities and have a nicer atmosphere where 

it is easier to discuss new ideas, 2 interviewees even preferred the University of Gävle to other 

Swedish universities that are more prestigious and have higher ranking. They thought that they 

could contribute more into the development of their Departments in the University of Gävle than 
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in other universities, however, both of them are disappointed as the reality didn’t meet their 

expectations. 

 

Masculinity, organizational structure and managing through compromise and consensus 

 

 As there are two hypotheses that were shaped on the basis of the MAS dimension, thus, the 

questions, employees were asked, can also be divided in two groups: first of them concerns 

compromise, negotiations and consensus and the second one is devoted to organizational 

structure. 

To identify whether or not compromise is widely-used at the Faculty, employees were asked 

about the ways their managers handle complaints and react to them. Provided answers can be 

divided in two halves: 3 interviewees assured that they redesign the projects carefully 

considering all the complaints and trying to make it better. Three interviewees claimed that they 

talk and convince complaining people or seek the support of higher manager to proceed with the 

implementation instead of complaints.  

To understand whether Swedish people indeed use a lot of negotiations before making a 

decision, employees were asked about the ways feedback is provided at the Faculty. Answering 

this question, interviewees mentioned different ways among which the most popular was 

discussions, those that are hold on regular basis and occasional when the person drops in the 

office of his/her chief to have a short conversation. E-mails and questionnaires were claimed to 

be used rarely. The role of the intermediary between students and university played Student 

Union which gathers information and new ideas from students and communicate them to the 

President of University on regular basis. Moreover, four interviewees commented that “there are 

a lot of discussions at the Faculty, but not much gets done”, complaining about poor 

implementation of new ideas and slow change. 

The answers to the question, whether decisions to introduce changes and innovations are taken 

usually through consensus or personally by managers, provided the following result. In spite of 

the fact that more than a half of the interviews claimed consensus to exist during decision-

making process, the common tendency of answers showed that managers more and more take 

decisions personally without waiting for others to agree. One of the respondents even said that 

nowadays the proportion is 50/50 which means that only half of the decision is taken through 
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reaching consensus. Among the reasons why consensus doesn’t work nowadays the following 

were mentioned: 1) lack of time, some decisions are urgent, 2) strengthening centralization that 

oblige managers to act in a more professional way, 3) structural problems as consensus takes 

place within the same level of the organizational structure, but not between different levels. 

Structural problems have a long history in the University of Gävle and being asked how to 

improve the work of the Faculty several interviewees expressed the point of view that 

university’s structure should be reconsidered. Among the answers on the question about new 

structure with three faculties that were introduced around 5 years ago, there was no unity, but 

generally respondents pointed that there were “pros” and “cons” of new structure. Among the 

advantages better division of financial resources, more control, centralization and concentration 

were named. Two respondents claimed that restructuring was needed, but now it must be 

improved otherwise, according to one of the respondents, it threatens the survival of the Faculty 

in tough market conditions. Among disadvantages of new structure less freedom, centralization 

and worsen position of teachers whose voices are not heard now were mentioned as the main 

consequences. Some people preferred to stay neutral and not to talk about this question, which 

probably, can mean that the topic of restructuring is sensitive for staff.  

However, several people expressed the opinion the new ideas, especially innovative ideas, cannot 

come from the top to bottom, e.g. cannot be imposed by management; new ideas always come 

from bottom layers of organizational structure and strengthened centralization of power doesn’t 

contribute to the creation of innovative climate where new ideas travel easily between layers and 

get fast implementation.  

How new structure affected the process of implementing new ideas, whether it became more 

difficult to implement them or the process became slower, gathered answered showed the 

following result. Two interviewees answered that it was easier before, however, one of them 

stated that now they have a more clear way how to implement new ideas. Other two interviewees 

stated that the process became slower. One interviewee claimed that it is up to initiators to make 

the process of implementation faster if they want it; another one expressed the opinion that the 

current structure is more flexible, one stated that new structure didn’t affect the process of 

implementation of new ideas, answers from the rest of the respondents were not received.  

Six interviewees showed in their answers that they heard their colleagues complaining about the 
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new structure, three of them said that there were “many” rather than “some” who were 

dissatisfied. Among the main complaints heard from colleagues are higher hierarchical structure 

and slower process of decision-making and implementation. 

There is a new organizational change that is going to happen in the nearest future in the 

Department of Business Studies when a part of the administration will have another chief and, 

probably, to move to another building.  Being asked about their attitude to the new organizational 

change, 4 employees claimed that it is not good and 1 preferred to stay neutral (out of 9 

interviewed employees of the Department). Employees complained that this change will make 

the process of communication with administrative staff inconvenient for them and the degree of 

awareness about what is happening in the Department will be lower, thus, miscommunication 

problems can appear. One of the interviewees pointed out that new organizational change is 

connected with reducing costs and will be implemented any way despite people’s complaints. 

Some people preferred to avoid this question. The person responsible for the change refused to 

hold the interview referring to lack of the information about upcoming change. Probably, these 

facts can also be used as the evidence of sensitivity of structural issues for university employees.  

 

Uncertainty avoidance, strategy vs. tactics and willingness to participate in risky projects 

 

To collect the data necessary to verify/deny H4.1 the following question was asked: “What is the 

main concern of university managers: strategy or tactics?” Seven respondents claimed that 

managers are concentrated more on strategy. However, one of them mentioned that this 

concentration is not enough and managers could do more in terms of strategy. Another one pulled 

attention to the fact that nowadays managers are also involved into decisions concerning tactics, 

but not often. Two respondents said that managers are concerned both about strategy and tactics. 

Other two, on the contrary, had an opinion that managers work more on tactics than strategy. 

To collect the data for H4.2 employees were asked about their willingness to participate in new 

projects that aim to bring positive change and innovation and are characterized by high degree of 

uncertainty and also about their willingness to participate in projects with a high risk to fail. 

Ranking the willingness to participate in new projects on a scale from 1 to 6 where 1 is strongly 

agree and 6 is strongly disagree, respondents demonstrated the following result. Seven people 

chose 1 which means that are willing to participate and are ready to engage in new projects. 
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However, 3 out 7 interviewees mentioned that their choice was conditional and it would become 

1 on scale only at the following conditions (one mentioned by each of respondents): 1) the 

project is within his/her field of competence, 2) if he/she believes in the project and it is possible 

to implement it, 3) if he/she doesn’t need to work alone. Two respondents chose option 2 being 

asked to rank their willingness to participate which according to the scale means “agree”. 

However, it is important to notice that one of them said that he/she would choose 1, but this way 

the implementation would take too much of energy, another one out of the three was not quite 

sure and chose “2 or 3” (3- “somewhat agree”). Another three respondents preferred to place 

themselves on the other end of the scale choosing 5 and 6 and explaining their choice by the lack 

of time. 

On the question about willingness to participate in projects characterized by high level of risk, 5 

respondents claimed that they are more interested in those projects as they feel challenged by 

working on their implementation, other 2 respondents stated that they had to implement risky 

projects after receiving the official criticism about the work of their Department, other 3  

interviewees gave negative answers showing their preference for a safe way of doing things and 

high level of risk aversion.  
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5. ANALYSIS/DICUSSION 

In this chapter authors provide the analysis of collected data which aims to verify/deny 

formulated hypotheses as well as to explain identified deviations from national culture on the 

basis of moderating effect produced by several environmental factors detected during analytical 

processes.  

5.1 ANALYSIS OF THE SITUATION WITH CHANGE AND INOVATION AT THE 

FACULTY OF EDUCATION AND BUSINESS STUDIES 

As it was shown in the presentation of collected data, there are changes initiated both by bottom-

level employees and top managers. Thus, it can be concluded that approaches of Theories E and 

O are mixed at the Faculty (Beer and Nohria, 2000). However, at the same time different 

problems appeared to be obvious: 

1. There are several changes at the Faculty, but there is a lack of innovations.  The 

developmental strategy consisting of 7 projects looks more like a plan of gradual 

development rather than disruptive solutions (Christensen and Eyring, 2011). Blackboard, 

one of the most innovative projects, is not perceived as a true success by employees. 

2. People are despaired about the future of the faculty and eager to see more radical 

changes. 

3. Employees are concerned about strengthening centralization and that projects are initiated 

by top management. 

4. Employees do not always feel that their voices are heard and they point out 

communication problems between different layers of the organizational structure. 

Mentioned problems do not allow to argue that the mix of approaches was successful. The most 

innovative ideas coming from the bottom not always reach the decision-making personnel. At the 

same time projects introduced by top managers show the lack of understanding about faculty’s 

needs. The process of implementation doesn’t appear to be easy or fast even despite the fact that 

the majority of employees demonstrate high level of satisfaction with introduced changes. Lack 

of innovations proves that bottom-driven ideas get much less attention than top-initiated ones.  

Thus, it is possible to conclude that at the Faculty of Education and Business Studies of the 

University of Gävle the focus is moved towards top-led projects which contradicts to the majority 
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of the formulated hypotheses that suppose that Swedish national culture should contribute into 

more bottom-driven changes and innovations. On the other side, poor or slow implementation of 

new ideas corresponds to study’s hypotheses that assumes that Swedish scores on MAS, IND and 

UA will lead to troubles with implementation. 

5.2 ANALYSIS OF THE HYPOTHESES 

H1: Low PDI, participative management style and bottom-driven changes and innovations 

First hypothesis assumes that low PDI that characterizes Swedish national culture will affect the 

process of implementation of change and innovation in a way that both managers and 

subordinates will participate in it. From above-presented data, it can be seen that university 

managers put sufficient effort to encourage their subordinates to speak out loud their new ideas 

and concerns about projects running through implementation. Subordinates claim this effort to be 

true as they feel enough of support from the side of managers. The majority of interviewees 

agrees that it is easy to communicate new ideas to their immediate boss and university 

environment is rather open than conservative. Abundance of discussions is a common practice 

for getting feedback from employees and the main method to communicate new ideas.  

Thus, it can be stated that participative management style was indeed observed in the Faculty of 

Education and Business Studies and the effect of Swedish national culture in terms of power 

distance id still strong. Nevertheless, participative style do not correlate to more bottom-driven 

changes and innovations as it was proved before. However, this fact doesn’t allow to conclude 

that  H1 is not verified as it, probably, could come true and more bottom-driven changes and 

innovations could be generated at the Faculty if certain factors, like for example, increased 

centralization, would not interfere and affect the relationship.  

 

H2.1: High IND, material and non-material rewards and top-led changes 

Collected data shows that there is no personal reward that would motivate employees to 

participate in the implementation of new ideas, however, self-interest constitutes the prime 

motivation for all the interviewees. It can be the search for new knowledge or experience, desire 

to get recognition or build a network or other motives given during interviews, but self-interest 

proved to be the key to motivating people to participate. Several interviewees showed that their 
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willingness to participate was conditional and depended on what kind of project it is and what 

they can get out of it. Only one of the respondents said that got involved into the project because 

it was a matter of survival for the  Faculty, but even this person revealed personal interest 

claiming that he/she could lose his/her job if the Faculty would be closed. Thus, it can be stated 

that there are no extrinsic motivations for employees to participate in the implementation of 

changes and innovations, but the majority of the employees showed different types of intrinsic 

motivation to do that. As it was mentioned in the theoretical part intrinsic motivation is more 

normal for Theory O rather than Theory E. Thus, according to H2.1 faculty’s employees cannot 

be expected to support top-led changes and innovations. If university’s management decides to 

push forward more top-led changes, then, probably, the introduction of personal rewards could 

help to motivate employees to work more on new projects and H2.1 could be verified. 

 

H2.2: High IND, personal disadvantages and slow process of implementation/less changes and 

innovations 

 Among the main consequences of being enrolled in the implementation of new projects the 

following were named by faculty’s employees: additional workload and lack of time for other 

activities (teaching, researching). However, as only one respondent claimed to work extra hours 

because of project implementation and the rest say that they find the way to manage their 

additional workload, thus, it can be concluded that personal disadvantages do not constitute a 

significant barrier for employees to get involved in implementation of new ideas. Nevertheless, it 

is important to point out that all the interviewees that expressed their non-willingness to 

participate in new projects referred to the lack of time and additional workload as main obstacles 

that prevent them to participate. This way, it is possible to conclude that there are personal 

disadvantages attributed by employees to implementation of new changes and innovations. At 

the same time as it was proved before the Faculty experiences problems with implementation and 

there are not enough of changes and especially innovations. This, H2.2 can be considered as 

verified.  

 

H3.1: Low MAS, managing through negotiations, compromise and consensus and poor/slow 

implementation of changes and innovations 

H3.1 which claims that impact of Swedish national culture in terms of low masculinity level will 
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be seen through multiple negotiations, compromises and seek for consensus which is closely 

related to H1. The presence of these three factors pointed out by Hofstede et al. (2010) would 

additionally verify the presence of participative management style as intense negotiations, 

compromises and consensus would definitely means that managers and subordinates are 

interdependent on each other as Hofstede et al. (2010) claims it to be in Swedish culture.  

From above-presented data it is known that negotiations/discussions are popular in the Faculty of 

Education and Business Studies. Some interviewees even complained that there were too many 

discussions while more implementation was needed. Considering the unity of answers to this 

question, the presence of negotiation as a managerial method is proved. 

However, the situation with consensus and compromise is not that easy as with negotiations.   

Equal numbers of interviewees claimed 2 different ways of conflict resolutions to exist: 1) when 

complaints are successfully communicated, voices are heard and the project/idea is redesigned; 

2) when managers try to “convince” employees and insist on implementation of the project as it 

was planned before. Thus, compromise indeed takes place at the Faculty, but not during solving 

all the conflicts.  

Nevertheless, it is important to pay attention to the situation that even imposing certain decision 

managers make an attempt to persuade their subordinates that taken decision was the optimal and 

it will bring more positive, than negative consequences. According to Hofstede et al. (2010), 

handling social contacts with care is a feature of feminine countries like Sweden.  Thus, even 

deviating from the norm (compromise), actions of Swedish people still demonstrate the impact of 

national culture. An attempt to “convince” employees can be considered as a way to reach 

consensus when compromise cannot be applied because of certain reasons such as need to act 

fast that was named by interviewees.  

On the direct question about the use of consensus by managers the answers also split in two 

approximately equal halves which means that consensus, that admitted by interviewees to be “an 

old Swedish tradition” of decision-making, is used only in half of cases. However, this deviation 

from national culture is claimed to be caused by external factors such as increased centralization 

(a current governmental policy in educational sector) and structural problems. 

Thus, it is possible to conclude that MAS dimension in terms of Swedish culture does strongly 

affect the process of managing new ideas (Hofstede et al., 2010).  On the other side, being asked 
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whether they have any ideas how to further improve the work of the Faculty, almost all the 

interviewees expressed some of them, which means that there are many ideas coming from the 

organizational bottom, but many of them are lost in the processes of communication and either 

not executed or going through slow execution process. Thus, H3.1 can be considered as verified. 

 

H3.2: Low MAS, decentralized organizational structure and bottom-driven changes and 

innovations 

H 3.2 which supposes that Swedish low score on MAS dimension will lead to more decentralized 

and loose organizational structure which, in its turn will lead to more changes and innovations 

brought by front-line employees cannot be either verified or denied. On the one side, university’s 

structure is characterized by high level of centralization and there are not many bottom-driven 

changes and innovations, which doesn’t allow to conclude that hypothesis is correct. But, on the 

other side, it is impossible totally deny H3.2 as autonomy and flexibility of organizational 

structure are perceived by employees as “traditional” for Swedish culture and they did exist in 

the University of Gävle before restructuring. In this situation a clear interference of 

environmental factors can be observed. Governmental policy in terms of higher education forces 

universities to move towards centralization (Berg, 2001). The pressure of tough market 

conditions, the need to be effective and reduce costs so to survive in the industry makes 

university’s to unite previously independent units that lose their autonomy and flexibility. The 

roots and the impact of mentioned external factors will be analyzed more carefully after analysis 

of all the hypotheses. 

 

H4.1: Low UAI, strategy vs. tactics and poor implementation of changes and innovations 

H 4.1. assumes that faculty’s managers  will  pay more attention to the development of strategy 

than to planning of its careful execution, e.g. tactics which will lead to poor implementation of 

change and innovation at the Faculty. In employees’ answers there was no unity about strategy or 

tactics as a main concern of university managers according to above-presented data. However, 

the majority of respondents are sure that strategy is more in the focus of their managers.   Few 

interviewees mentioned strategy together with tactics or just tactics.   

Nevertheless, it is important to take under consideration that many interviewees expressed their 
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concern with growing shift of attention from strategy to tactics. Tactics are closely related to the 

process of implementation while strategy relates to decision-making process. Hofstede et al. 

(2010) argue that implementation is a weak side of countries with low UA like Sweden. As the 

majority of interviewees claimed that their Faculty experiences more problems with 

implementation than with making decision, thus, the shift towards tactics, can, probably, be 

explained with the desire of manager to improve the situation with implementation.  

Considering about-stated facts, it can be concluded that the impact of Swedish culture in term of 

uncertainty avoidance was observed in reality and H4.1. is verified. 

 

H4.2: Low UAI, willingness to participate in risky projects and bottom-driven changes and 

innovations 

To verify H4.2 authors would like to refer to the fact that the majority of interviewees claimed 

that they are risk-takers by nature and feel more challenged to work on risky projects. New 

projects aiming to bring positive change always involve unfamiliar risks and can be 

characterized by a high degree of uncertainty, however, there were few people who expressed 

hesitation to work on them. The majority of employees demonstrate high level of willingness to 

participate in implementation of changes and innovation, especially if there are connected to 

their fields of interest. Thus, H4.2 can also be considered as verified. 

This way, it is possible to conclude that H2.2, H3.1, H4.1 and H4.2 were verified while H1, H2.1 

and H3.2 could, probably, come also true if external factor would not interfere and corrupt the 

impact of cultural dimension on the process of managing change and innovation at the Faculty of 

Education and Business Studies of the University of Gävle.  

As it was showed before during analysis hypotheses H1, H2.1 and H3.2 were not verified as 

particular deviations from culture were observed. Thus, authors decided to identify and 

investigate those factors that could produce a moderating effect on the impact that Swedish 

national dimensions produced on the process of managing change and innovation at the Faculty 

of Education and Business Studies. The factors were detected with the use of inductive method 

and on the basis of data collected during interviews with faculty’s employees. 
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5.3 ANALYIS AND DUSCUSSION OF THE IMPACT OF ENVIRONMENTAL 

FACTORS 

Age issue 

During interviews it was noticed that age could play a certain moderating role affecting 

interviewees’ answers. Despite interviewees were not asked how old exactly they were, the 

following tendency was observed: younger people (approximately below 35 years-old) on 

average demonstrated more willingness to bring positive change to their workplaces and the 

desire to communicate their initiatives. They were also more positive about implementation of 

new ideas. Therefore, all the interviewees were roughly divided in “young” (under 35 years-old) 

and “elder” (above 35) categories as they will be referred further in the text. 

Hofstede et al. (2010) point out that at early age both men and women are more assertive than at 

elder age, which means that growing older people become more feminine than masculine. 

Probably, this fact then can explain why young people are considered to be more creative and 

open to change (Laycraft, 2014). On the other side it can be supposed that consensus, 

compromise and negotiations as typical elements of feminine culture will be more used by elder 

people than younger ones. 

There is another fact about young generation that interviewees underlined – they are more aware 

about new technologies and more proficient in using them. In tough modern environment such 

instrument as web-based learning, for example, according to Liaw  et al. (2002), Liu et al. 

(2003), Poon, et al. (2004) and others, become important instruments in competing for students.  

Thus, more young people could make the Faculty more innovative and push forward positive 

changes.  

Moreover, all the interviewed young people demonstrated low degree of involvement in different 

projects or any processes connected with decision-making and implementing. None of them was 

aware about 7 main developmental projects that were run through implementation under last year 

in Academy of Business and Education, thus, they can be characterized by a low degree of 

involvement in university’s innovative activities. On the question whether they need to hire more 

young people several interviewees answered “yes”, however, hiring them without making them 

involved would not bring more changes and innovations to the Faculty. 
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This way, considering all above-presented facts, age of employees can be considered as one of 

the environmental factors producing a moderating effect on the process of managing university 

change and moderating cultural effect. 

 

Employee’s position within organizational structure 

Another issue that was observed is that the position within the organizational structure seemed to 

affect the answers of the interviewee. It was noticed that during interviews managers 

demonstrated more unity in answers comparing with their subordinates. In their responses there 

was less negativism about the future of the Faculty, they were more positive about current 

situation and the way ideas are implemented. All of them claimed to be concerned about  strategy 

as their position prescribes, be supportive and encouraging,  aiming always to reach consensus, 

to have easy way to gather feedback, etc.  

In other words, managers were scarce in critics. The reason of which is obvious as criticizing the 

process of managing change and innovation could, probably, question their competence as 

managers. However, it is not clear whether managers truly believed in answers they provided or 

were acting and answering questions the way they were supposed to do it while in reality held a 

different opinion. Nevertheless, it is still possible to suppose, without even knowing how sincere 

the answers were, that the managerial position could affect managers in two possible ways: 1) 

they could tend to act according to the way they were expected, e.g. according to Swedish 

culture, or 2) they could tend to act according to circumstances that probably could force them to 

deviate from expected behavior. 

The second mentioned way in which position can affect the behavior of the person can be 

partially proved by words of interviewees who said that nowadays managers act in more 

professional way taking decision personally and being more assertive. This means that despite 

the fact that Swedish national culture is characterized by consensus, certain factors such as, for 

example, the need of fast change, can make managers to deviate from culture as it is their 

responsibility to manage the situation and solve appeared problems. Thus, employee’s position 

within organizational structure can be considered as another moderating factor that can corrupt 

the impact of culture on the process of managing change and innovation.  
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Organizational structure 

As it was presented in the paragraph with data collection, some people considered that they could 

succeed more in implementing new ideas in the University of Gavle because of its relatively 

small size comparing with other universities. On practice it turned to be that size of the 

organization had less to do with the process of implementing change and innovation while 

organizational structure played a crucial role. 

The attempt to eliminate structural problems at the University of Gavle through reorganizing, 

that took place several years ago when three dependent faculties emerged, doesn’t seem to reach 

its goal. Structural problems are still named by university employees as one of the main obstacles 

on the way to implement new ideas. Further restructuring seems to be needed. 

Modern university structure is distinguished by weak connectedness between organizational 

layers and interrupted communication flows. One of the interviewees brings the following 

example to illustrate it. An obstacle appeared during the implementation of the project. The 

problem was successfully communicated to the local chief. Now it is up to chief to communicate 

or not the problem to the upper level. If for some reasons the chief doesn’t want to communicate 

it further or, probably, doesn’t understand the importance of the issue, then the problem just 

“hang” and can’t move to that level where the decision about it can be taken. Such “bottle necks” 

between different organizational levels result in the situation where every employee is convinced 

that it is easy to communicate his/her ideas/complaints and he or she can just walk in the his/her 

boss’ room and do it while communicated ideas/complaints  in reality to not reach the addressee 

who can affect and change the situation. Moreover, communication problems within the current 

structure give the impression to employees that power distance between them and managers is 

growing.  

The current structure is presented below on Figure 5. The peaks of pyramids symbolize the 

“bottle necks” in communication between departments, faculties and top management (see 

Figure 5). Thus, the potential structure that would aim to eliminate identified problems must 

develop an effective mechanism of between-layers’ communication. 

Thus, the type of organizational structure can be also considered as one of the most important 

factors affecting the process of managing change and innovation and producing a moderating 

effect on the relationship between culture and management. 
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Figure 5. Communication system within the current organizational structure. 
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Governmental policies in the sector of higher education 

Despite the fact that Swedish higher educational sector was traditionally marked by 

centralization tendency according to Höög et al. (2005), The University of Gävle, that was 

established in 1977, was built and developed already in a new environment. As it was mentioned 

in the theoretical part of the study, mid-1980s governmental policies changed and Swedish 

universities got more autonomy (Höög et al., 2005).  This way, the recent restructuring towards 

more centralization could not be easily-accepted by university’s employees and could be 

considered, probably, as a fall back rather than a step forward. 

As it was also mentioned before, after introduction of management by objectives by Swedish 

Government in 1993, universities turned to be in the environment where innovations could not 

flourish as introduction of innovations or changes that can lead to innovations is often related to 

high degrees of risk and uncertainty. Taking risks and getting into uncertainty could cause 

negative critics from the side of official organization and would not allow universities to meet 

public expectations. Doing thing in a conservative way seemed to be safer (Berg, 2001). 
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warning that such policy can result “in a decision-making process that fails to take into account 

the interests of different stakeholders and broader societal needs”. Thus, further centralization 

can affect the organizational structure of university and the process of managing change and 

innovation in a way that managers will try to impose their decisions while subordinates will 

experience more problems in effective communication of their ideas/complaints/feedback. As it 

follows there will be less bottom-driven changes and innovations in the universities. 

This way, governmental policy can be considered as one more factor that should be taken under 

consideration during investigation of the impact produced by culture of the management of 

change and innovation in the universities. 

 

Leadership style 

Another important factor that can significantly affect the impact produced by culture on the 

process of managing and innovation in the universities is the leadership style. As it was 

mentioned in the presentation of collected data, several employees expressed their dissatisfaction 

with the work of university’s top manager claiming it to be a bad type of leadership when 

leader’s interference is perceived as a threat for project’s implementation. 

Höög et al. (2005) investigating the examples of successful principalships in Sweden, came to a 

conclusion that university’s principals significantly affect not only the university’s 

developmental strategy, but also creative climate and organizational structure. As the Rector has 

such a significant influence on the university in general, thus, he/she, e.g. his/her 

personality/vision/morality/leadership skills will also affect the way change and innovation are 

managed at the university (Höög et al., 2005). Since every person is unique and often 

unpredictable in his/her behavior, thus, it is difficult to assume what kind of influence will be 

produced and whether change and innovations  will become widely-spread phenomena under the 

leadership of a certain individual. However, the produced effect can’t be denied, just as in 

investigated case when employees don not get support from the Rector, rather feel threatened 

about the future and implementation of projects. 

Nevertheless, Merchant et al. (2012) state that the Rector in a Swedish university is expected to 

be a democratic leader who leads in accordance with democratic principles. Democracy supposes 

handling social relationships with subordinates carefully, being attentive to the opinion of the 
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majority, being supportive and resourceful. Moos and Johansson (2009) also point out the 

following characteristics as attributes of successful Swedish principals: trust, collaboration, clear 

vision and focus. If the leader possesses above-mentioned characteristics, then employees, 

probably, feeling his/her support and back-up will be able to bring more positive changes and 

innovations to the university.  
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6. CONCLUSION 

This chapter aims to summarize the key issues investigated in the study and depict the findings 

presenting answers to research questions stated by authors at the beginning of the study, coming 

up with managerial implications of the results as well as pointing out major societal and 

theoretical issues that the research concerns. Moreover, in this chapter authors draw the 

attention towards study’s validity and reliability, research limitations and outline opportunities 

for further research.  

6.1 ANSWERING THE RESEARCH QUESTONS 

The authors stated three research questions to be answered during the study. The first one was 

about how Swedish national culture affects the process of managing change and innovations in 

the University of Gavle. To answer this question the researchers formulated seven hypotheses 

based on four Hofstede’s dimensions of national culture and conducted interviews with 

university’s employees in order to verify or deny hypotheses. As it was observed during 

inductive analysis, the following four hypotheses (out of seven formulated) came to be true 

demonstrating the strength of the impact that national culture produces on the process of 

managing change and innovation in the University of Gavle: 

1. In countries with high score on IND like Sweden the presence of personal disadvantages 

associated by employees with the implementation of changes and innovations will result 

in less changes and innovations or slower process of their implementation. 

2. In countries with low score on MAS like Sweden managers will tend to put in a wide use 

negotiations, compromise and consensus, that will result in the situation when there are a 

lot of bottom-driven ideas, but their implementation is poor or slow. 

3. In countries with low score on UA like Sweden managers’ concern about strategy will 

lead to the situation when not much attention is paid to tactics, which, in its turn,  will 

result in poor  implementation of changes and innovations. 

4. In countries with low score on UA like Sweden employees are characterized by 

willingness to participate in new projects that involve unfamiliar risks and high degree of 

uncertainty, which will lead to more bottom-driven changes and innovation. 

Therefore, verified hypotheses constitute the answer to the first research question pointing out 
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how such dimensions of Swedish national culture as high score on IND, low score on MAS and 

low score on UA affect the process of managing change and innovations.  

The second research question was designed to explore which environmental factors moderate 

cultural impact on the process of managing change and innovations. The analysis demonstrated 

that such factors as age, employee’s position within organizational structure, organizational 

structure itself, governmental policies in the sector of higher education and leadership style can 

significantly influence the impact that national culture produces on management of change and 

innovations. Consequently, it can be stated that the authors provided the answer to the second 

research question. 

The third research question aimed to understand how Swedish national culture favors/disfavors 

the implementation of positive changes and innovations. According to verified hypotheses high 

score on IND, low score on MAS and low score on UA disfavors the implementation of positive 

changes and innovations slowing it down or being responsible for underperformance. However, 

at the same time low score on MAS and low score on UA lead to more bottom-driven changes 

which are more likely to result in innovations. Thus, the answer to the third research question is 

also provided. 

Accordingly, based on above-presented answers it can be concluded that all the research 

questions have been answered during the study. 

6.2  THEORETICAL, SOCIETAL AND MANAGERIAL IMPLICATIONS 

From the theoretical point of view in the current study the authors pointed out the fact that any 

innovation is a change, however, not every change leads to innovations which is important to 

reach understanding how to introduce and bring those changes that will lead to innovations in the 

future. The authors also presented two main theories of change management – Theory E that 

votes for top-led changes and Theory O that supposes that bottom-led changes have more 

chances to result in innovations. It was also proved that there are different influencers that affect 

the process of managing change and innovation and culture is one of the most important ones. 

Above-presented verified hypotheses constitute important theoretical achievement of the study. 

Summarizing proved hypotheses it is possible to come up with the following theoretical 

implications: national culture can constitute a significant barrier on the way to implement new 
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ideas in life if, for example, employees perceive new projects in a negative way associating them 

with working extra hours on additional  workload. At the same time, national culture can trigger 

the rise of changes and innovation in the organization if employees are intrinsically motivated 

and feel challenged participating in new projects which can be considered as a societal 

implication of conducted study as intrinsically motivate employees could bring more change and 

innovations to organizations where they work and therefore, help society in general to move on 

the way of progress. Probably, some cultures favor changes and innovations more than others, 

but as it was shown on the example of Swedish culture, it is possible to find those part of 

national culture that will help managers to introduce successful changes and innovations, thus, 

enabling them with practical tools. Therefore, verified hypotheses lead to three types of 

implications - theoretical, societal and managerial ones that are closely interlinked. 

The main theoretical implication of the current research is following: knowing how national 

culture affects people it is possible not only to predict the consequences, but also to manipulate 

them so to achieve desirable results. This statement open up opportunities for major societal 

shifts concerning implementation of change and innovation as well as enables managers with 

practical tools for successful implementation that will be discussed below. 

One of the most important managerial implications of this study is constituted in that it is indeed 

possible to manage change and innovation by manipulating culture-related issues. For example, 

depending on the aim that top managers pursue, they can increase the chances for success for 

top-lead changes through introduction of financial incentives or personal rewards, or they can 

decentralize the organization and give more autonomy to its units if they want to have more 

bottom-driven changes in their organization. However, it is important to remember that Beer and 

Nohria (2000) warn that bottom-led changes have more chances to result in innovations while 

top-led ones help the organization to survive on the modern market of higher education. This 

way, the combination of both types of changes, e.g. theories E and O is the most appropriate way 

to assure survival of the organization and sustainable growth at the same time (Beer & Nohria, 

2000). 

At the same time during analysis the moderating impact of environmental factors was pointed 

out. The interference of such factors as organizational structure or governmental policies, for 

example, did not allow to verify or deny other three hypotheses. However, it was pointed out that 
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in the absence of moderating factors those hypotheses could, probably, come true. For example, 

it was observed on the basis of collected data that Swedish management style can be 

characterized as a participative one which goes in full accordance with low PDI as a part of 

Swedish national culture. Nevertheless, participative style did not result in more bottom-driven 

innovations as it was assumed because of centralized organizational structure at the University of 

Gavle. Thus, probably, Hypotheses 1 applied to the reality of other Swedish universities with 

more loose structure could come true. 

The same situation can be observed with H2.1 and H3.2 that also were not verified. Top-led 

changes and innovation were not many in number and often slow in their execution that 

corresponds to the absence of personal rewards that employees could get for their participation in 

the implementation of new ideas. If top-management could introduce such rewards, probably, 

situation could change and top-led changes could have a greater success. H3.2 could not be 

proved because neither loose organizational structure that corresponds to low MAS, nor plenty of 

bottom-driven changes and innovation were observed at the Faculty. In spite of the fact that 

centralized structure indeed led to more top-led changes, it is not related to Swedish low score on 

MAS and can’t be used to prove the hypothesis. 

Therefore, one more important managerial implication can be stated. Developing the strategy 

how to introduce positive change and innovation, it is important to remember that national 

culture, despite it presents the way we solve problems, is not the only influencer that affects the 

process of managing change and innovation. The strength of the effect produced by 

environmental factors can change expected results. Thus, the strategy based only on culture-

related issues can turn to be a failure if environmental factors are not taken under consideration. 

Nevertheless, this fact implies not only implications for managers, but for academicians too, as 

deviations from Hofstede’s theory of cultural dimensions observed in real-rife situations may 

depend on and be explained by the influence of moderating environmental factors. 

This way, it can be concluded that the study reached its purpose of investigating the impact of 

Swedish national culture on the process of managing change and innovation in the University of 

Gavle and identifying the factors that could produce a moderating effect on the cultural impact. 

Those parts of Swedish culture that produce a positive/negative effect on the change and 

innovation management were demonstrated in the proved hypotheses.  



60 
 

However, despite the proved impact that culture produces on the change and innovation 

management, it is important to avoid both underestimation and exaggeration of the power of 

national culture. First of all, it is necessary to remember that every organization has its own 

unique culture shaped by individuals that work in it.  Every individual, according to Hofstede et 

al. (2010), can be characterized not only by parameters of national culture to which he or she 

belongs, but also by personality and human nature. Personality is that part that makes every 

person unique and consists of learned practices and experiences which the person get during 

his/her life (Hofstede et al., 2010). Thus, every individual is more multidimensional and less 

predictable than it can seem to be from the point of view of national culture.  

Moreover, organizations in Sweden have not only native Swedish as employees, but also people 

from other countries. Even after living many years in Sweden and being integrated in the 

Swedish society, these people still carry the traits of different cultures as the most important part 

of culture are learned in childhood (Hofstede et al., 2010). Thus, coming to the organization they 

affect the environment and shape it according to their values. 

Furthermore, culture is not the only influencer that is important to consider during management 

of change and innovation. The importance of the current study is obvious as it draws attention 

also towards other environmental factors. Senior and Fleming (2006) claim that many theories do 

not work in reality and cannot be actually found in reality in their pure form because they are 

developed without considering different internal and external factors that can be strong enough to 

put the expected situation upside down. Even such a factor like the age of employees’ can turn to 

be crucial for organizational success depending on the type of the organization and the goals it 

pursues. As Tidd and Bessant (2009) state it is important to remember that “none organization is 

an island”. Organizations are deeply embedded and interrelated with their internal and external 

environments and negligence of even one factor can lead to failure. 

Driving on the way from positive change to real innovation involves risks and uncertainties, 

however, the current study offers one of the ways to get control over the situation and reach the 

success. The authors of the study are not intending to state that understanding culture is a 

panacea from all the problems, but aim to show that culture is a way we solve our problems as 

Hofstede et al. (2010) claim it to be. 
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      6.3 VALIDFITY AND RELIABILITY, RESEARCH LIMITATIONS AND SUGGESTIONS FOR 

FUTURE INVESTIGATION 

Present study, its findings and implications are considered to be valid not only for University of 

Gavle, but also for other Swedish universities that aim to master the management of change and 

innovation to bring more developmental projects to universities’ environment. The study can be 

also useful for universities outside Sweden as a point of comparison with their national cultures. 

Since the research has a number of important theoretical and managerial implications it can be of 

use both for academicians and practitioner.  

The research is based on 15 in-depth interviews with employees of different genders; ages and 

belonging to different layers of organizational structure that provides a wide range of data 

available for analysis. Preserved anonymousness of interviewees allows to conclude that 

collected data is reliable and doesn’t contain major mismatches as interviewees could freely 

express their opinion within being concerned that their manages may get access to provided 

opinions. 

Moreover, present study is based on established cultural theory of Hofstede’s dimensions of 

national culture that were researched and verified over a significant period of time that also adds 

validity and reliability to the conducted research. 

However, present study has a number of limitations. First of all, it is important to notice that the 

authors of the study didn’t concentrate on a certain type of changes or innovations, rather 

investigated them in general. Probably, a deeper look at the nature of different types of changes 

and innovations could provide more precise information about the impact of national culture on 

the way those types are managed. 

Secondly, authors would like to draw the attention to the situation that all the formulated 

hypotheses are mainly based on Hofstede’s theory of cultural dimensions and Theories E and O 

about managing change and innovation described by Beer & Nohria (2000). Nevertheless, there 

are other theories about cultural dimensions and other theories of change and innovation 

management. The use of other theories for further investigation of the topic could help to verify 

the results observed in the current study or, probably, correct them. 

The authors of the study formulated the hypotheses in a way so they would cover certain issues 
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of managing change and innovation, but they cannot be considered as covering all the issues. 

Thus, authors suppose that other hypotheses could be formulated on the basis of  more extensive 

literature review, that could provide even more information about how to manage change and 

innovation considering cultural impact. 

In the inductive part of analysis, the authors made an attempt to demonstrate the influence of 

environmental factors that affect the impact produced by culture on the management of change 

and innovation. However, here were investigated those factors which influence could be 

observed with data collected during interviews with faculty’s employees. In reality may be more 

environmental factors that can produce a significant impact on investigated main variables. 

Market conditions, for example, that were mentioned in the text several times, but were not 

stated as an “environmental factor” due to the lack of data to observe such a complex 

phenomenon, can be seen as one of those factors. Investigation of other environmental factors 

could become a topic for new research. 

Current research is also limited by the choice of country. Author concentrated only on one 

country Sweden, while there are many other countries with different scores of national 

dimensions. Thus, present research can be considered as a piece of a big puzzle that other 

researchers can continue picking up in the future. Comparing the results of the current research 

with similar researches conducted in other countries could help to understand the holistic picture 

of the way change and innovation should be managed from the cultural perspective. 

Moreover, authors of the study concentrated only on one of the sectors of the economy – the 

sector of high education. This sector was described as one of the most traditional ones where 

innovations are truly needed. However, there are other innovative sectors like, for example, the 

sector of clean technologies or pharmaceutical industry. The results of the current study cannot 

be applied to those sectors without a proper investigation of those realities that exist in that 

sectors of the economy. Thus, other sectors can be also considered by researchers as an 

opportunity for new studies. 

Thus, elimination of all the above-stated limitations of the current research could open up the 

horizon for further research in the same or related fields. For example, other authors could 

investigate the influence of other factors that affect the process of managing change and 

innovation or go deeper in researching the impact of culture basing their investigation on other 



63 
 

theories besides Hofstede’s one. The choice of another sector of economy which is also 

innovative could provide different results. Mixing cultural theories with theories of change and 

innovation management would provide a wide range of opportunities for new coming 

researchers. 
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Appendix 1. Interview questions for decision-making personnel 

1. What is the structure of your Academia/Department? 

2. What are the main academic programs taught there? 

3. Who is responsible for taking decision about any changes in the Academia/Department? 

How are these decisions taken (personally, during meeting, through consultations, etc. )? 

4. Who is responsible for implementing those decisions? How are they usually implemented 

( by one person or a team, by a specially created cross-functional group, etc.)? 

5. What kind of innovative decisions has been taken and implemented recently?  

6. Have they been implemented successfully? What was the outcome of innovation’s 

implementation? 

7. What kind of barriers have been faced during the implementation? 

8. What was the reaction of personnel to suggested innovation? Did they accept it easily? Or 

additional effort was required to make employees to accept it? 

9. How did personnel react after the implementation of the innovation? Were there any 

complaints or expressed disappointment? 

10. What are the innovative decisions that are passing through implementation now? At 

which stage are they? How do employees react now? Were previous barriers/mistakes 

taken under consideration to make the process of acceptance and implementation of 

innovation smoother? 

11. What kind of innovations are planned to be implemented in the future? When? What is 

the expected positive effect that these innovations should bring? 

12. Has the department been awarded for any special performance of innovation awards? 

13. How does the department proceed with different suggestions and from whom these 

suggestions are proposed? 

14. How does the higher management of the university perceive new innovative proposals 

coming from lower-rank employees? 

15. What could be your suggestions to improve the adaptation to innovative academic or 

managerial solutions? 

16. How do you motivate employees to participate in implementation of innovations in the 

university? Through personal or collective rewards?  

17. Is usually holistic (strategic) approach applied to implementation of innovations or the 

focus is on daily operations, e. g. tactics?  
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Appendix 2. Interview questions for decision-implementing personnel 

1. Who is responsible for taking the decision about any changes in the 

Academia/Department? How are these decisions taken (personally, during meeting, 

through consultations, etc. )? 

2. Who is responsible for implementing those decisions? How are they usually implemented 

(by one person or a team, by a specially created cross-functional group, etc.)? 

3. Do you have any ideas that could probably improve the work of your Department? Have 

you ever communicate them to your colleagues/managers? Why/why not? What was their 

reaction? Did they support or resisted your ideas? 

4. Do you think that in your Department there a good system of communicating new ideas/ 

proposals? Why/why not? 

5. What kind of innovative decisions/development projects has been taken and implemented 

recently in your Department?  

6. Have they been implemented successfully? What was the outcome of innovation’s 

implementation? 

7. Did you personally participate in implementing any innovation/development project? 

How did it go? Was it successful?  

8. Is the implementation of development projects associated with some personal benefits? 

What kind of benefits? 

9. Does the implementation of the innovation put additional workload on employees? 

10. What is usually the reaction of personnel to suggested innovation? Do they accept it 

easily or they usually oppose managerial decisions about the introduction of innovative 

solutions? Why/why not? 

11. Were there any projects that you didn’t like? Why? Did you oppose them openly? What 

was the reaction of managers? Did they consider your arguments and redesigned the 

project/ abandon the idea to implement it/ insisted on implementing and forced other 

people? 

12. What do you think are the main barriers for an innovation to be accepted and 

implemented in your Department?  

13. Do you think that managers are too much concentrated on strategy when it comes to 

implementing new idea and do not have a detailed plan for daily work? 

14. What are the innovative decisions that are passing through implementation now? At 

which stage are they?  How do employees react? Were previous barriers/mistakes taken 

under consideration to make the process of acceptance and implementation of innovation 

smoother, to your opinion? 

15. Would you personally like to participate in the implementation of innovative ideas in the 

future? What could motivate you to take a part in it? What would be your expectations? 

16. Would you be more interested in participating in more risky and challenging projects? 

17. Could you, please, rank your degree of willingness to accept and implement new 

innovative ideas on the following scale: 
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1 – strongly disagree 

2 –disagree 

3 – sometimes disagree 

4 – sometimes agree 

5 – agree 

6 – strongly agree 

18. What could be your suggestions to improve the adaptation to innovative academic or 

managerial solutions? 
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Appendix 3. Interviewees’ answers aggregated in tables according to repeating 

issues 

  Interviewee 1 

age elder 

degree of involvement project leader 

aware of other projects yes, but doesn’t participate 

decision-making/implementing making/implementing 

own initiative/appointed own initiative 

working in group or alone alone 

getting feedback ________ 

handling complaints ________ 

satisfied/dissatisfied with project results dissatisfied ( too slow) 

main obstacle during implementation old-fashion people 

people opposing new ideas  2 or 3 

easiness to communicate new ideas tough environment, traditional, ideas travel very slow 

reward, recognition, personal benefits no 

self-interest connected to my field 

potential motivation to participate connected to my field 

additional workload, extra hours no 

organizational change 

in general - better, more control, more centralization, worse to 

teacher their voice is not heard 

more difficult or slower with current 

structure yes, but now you know exactly what to do 

people complaining __________ 

upcoming organizational change in 

Business Department 

not good, will be far away from reality, complaints were 

expressed , but boss doesn’t listen 

consensus 

consensus is a tradition, but now managers prefer to act more 

professionally 

strategy or tactics strategy, but not  enough of concentration 

risky projects yes 

willingness to participate in new projects Within my field of competence – 1 

more young people _________ 

opinion about Blackboard needed, but don’t know good or bad 

comparing Gavle with other universities _________ 

surviving? _________ 

ideas to improve the work of the D/A _________ 

general comments 

We discussed it a lot, but nothing really happened, you can’t do 

big changes here, you need to take small steps. 
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  Interviewee 2 

age elder 

degree of involvement project leader 

aware of other projects yes, but doesn’t participate 

decision-making/implementing making/implementing 

own initiative/appointed appointed, but asked 

working in group or alone in a group 

getting feedback _______ 

handling complaints support of Svante 

satisfied/dissatisfied with project results satisfied 

main obstacle during implementation a lot of complaining from the side of teachers 

people opposing new ideas  

one third was actively working on it, one third resisting  and one 

third in the middle (neutral). 

easiness to communicate new ideas quite fine, until the rector interfere 

reward, recognition, personal benefits no 

self-interest not to lose the job, survival project 

potential motivation to participate fun, career, if someone is needed to do it. 

additional workload, extra hours no 

organizational change bad, not going to survive,  but was needed 

more difficult or slower with current 

structure ________ 

people complaining no 

upcoming organizational change in 

Business Department _______ 

consensus no, we had to change fast and couldn't wait for collaboration 

strategy or tactics strategy 

risky projects we are already at a high risk , need to survive 

willingness to participate in new projects 1 - if I believe in project, can be 6 

more young people no 

opinion about Blackboard _______ 

comparing Gavle with other universities _______ 

surviving? yes 

ideas to improve the work of the D/A 

it is important to hire people with good competence profile, plus 

technological change, lecturing is not important 

general comments support from Svante in solving conflicts,  weak leadership 
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  Interviewee 3 

age younger 

degree of involvement not involved 

aware of other projects no 

decision-making/implementing ________ 

own initiative/appointed _______ 

working in group or alone _________ 

getting feedback ______ 

handling complaints _______ 

satisfied/dissatisfied with project results _______ 

main obstacle during implementation ________ 

people opposing new ideas  yes, people resist change here 

easiness to communicate new ideas easy 

reward, recognition, personal benefits _________ 

self-interest ________ 

potential motivation to participate improvements in my work that could satisfy students more 

additional workload, extra hours ________ 

organizational change ________ 

more difficult or slower with current 

structure ________ 

people complaining ________ 

upcoming organizational change in 

Business Department neutral 

consensus yes 

strategy or tactics ________ 

risky projects no  

willingness to participate in new projects 6, busy with research  

more young people ________ 

opinion about Blackboard use too much 

comparing Gavle with other universities smaller, nicer atmosphere 

surviving? ________ 

ideas to improve the work of the D/A ________ 

general comments bad management 
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  Interviewee 4 

age elder 

degree of involvement low level of involvement 

aware of other projects low awareness 

decision-making/implementing making 

own initiative/appointed ______ 

working in group or alone _______ 

getting feedback ______ 

handling complaints _______ 

satisfied/dissatisfied with project results ________ 

main obstacle during implementation ________ 

people opposing new ideas  no, easy accept, open atmosphere 

easiness to communicate new ideas easy 

reward, recognition, personal benefits ________ 

self-interest ________ 

potential motivation to participate ______ 

additional workload, extra hours associated with more workload 

organizational change more concentration is good, less freedom is bad 

more difficult or slower with current 

structure now it is more flexible 

people complaining ________ 

upcoming organizational change in 

Business Department not convenient 

consensus doesn’t work with consensus 

strategy or tactics strategy 

risky projects no 

willingness to participate in new projects 6, no time 

more young people yes 

opinion about Blackboard satisfied 

comparing Gavle with other universities ________ 

surviving? no 

ideas to improve the work of the D/A ________ 

general comments 

top management is not effective enough, talking without 

implementing, too much of change brings instability, don’t like 

new technologies 
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  Interviewee 5 

age middle-ages 

degree of involvement project leader 

aware of other projects ________ 

decision-making/implementing implementing 

own initiative/appointed appointed, but asked 

working in group or alone team of 2 people 

getting feedback meeting people 

handling complaints redesigning if the critic is important 

satisfied/dissatisfied with project results satisfied 

main obstacle during implementation structure 

people opposing new ideas  open environment, but people do not have time 

easiness to communicate new ideas easy 

reward, recognition, personal benefits no 

self-interest good contacts, links 

potential motivation to participate 

challenge and fun, good for university, for myself and for 

organization 

additional workload, extra hours no 

organizational change _______ 

more difficult or slower with current 

structure ______ 

people complaining ______ 

upcoming organizational change in 

Business Department _______ 

consensus yes 

strategy or tactics both 

risky projects I don’t know 

willingness to participate in new projects 2 or 3 

more young people we have a lot,  different age, gender, cultural background 

opinion about Blackboard ________ 

comparing Gavle with other universities ________ 

surviving? ________ 

ideas to improve the work of the D/A  ________ 

general comments enough of funding, but no time to look for it, no time 
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  Interviewee 6 

age younger 

degree of involvement involved 

aware of other projects aware 

decision-making/implementing making 

own initiative/appointed I appoint people 

working in group or alone forming groups 

getting feedback open doors 

handling complaints talking, convincing 

satisfied/dissatisfied with project results _______ 

main obstacle during implementation people complaining 

people opposing new ideas  

people like small changes or no change at all, I try to inform 

people before implementing the change  

easiness to communicate new ideas easy 

reward, recognition, personal benefits no 

self-interest _______ 

potential motivation to participate ______ 

additional workload, extra hours no 

organizational change ____ 

more difficult or slower with current 

structure _____ 

people complaining ______ 

upcoming organizational change in 

Business Department ______ 

consensus 50/50 

strategy or tactics strategy 

risky projects yes 

willingness to participate in new projects _______ 

more young people ______ 

opinion about Blackboard poor implementation 

comparing Gavle with other universities ______ 

surviving? ______ 

ideas to improve the work of the D/A _____ 

general comments 

it is important is to have a good relationship with the employees 

and building up the trust.  
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  Interviewee 7 

age younger 

degree of involvement low involvement 

aware of other projects no 

decision-making/implementing implementing/initiating 

own initiative/appointed own initiative 

working in group or alone in a group 

getting feedback Tommy deals with feedback which reduce resistance 

handling complaints managers go forward in spite of that 

satisfied/dissatisfied with project results satisfied 

main obstacle during implementation _______ 

people opposing new ideas  some people 

easiness to communicate new ideas easy to Tommy 

reward, recognition, personal benefits no 

self-interest career development, development of communication skills 

potential motivation to participate _______ 

additional workload, extra hours 

yes, but it is up to employees to arrange a work so not to work 

extra hours  

organizational change ________ 

more difficult or slower with current 

structure _____ 

people complaining yes 

upcoming organizational change in 

Business Department not good 

consensus yes 

strategy or tactics both 

risky projects yes   

willingness to participate in new projects 2 

more young people ______ 

opinion about Blackboard 

no problems  now, but was difficult to adapt to it, need a course 

for students how to use it 

comparing Gavle with other universities ________ 

surviving? _______ 

ideas to improve the work of the D/A _______ 

general comments 

wants more support from managers, likes freedom that they 

have, satisfied with the way managers encourage them 
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  Interviewee 8 

Age younger 

Degree of involvement low 

Aware of other projects one project 

Decision-making/implementing implementing/initiating 

own initiative/appointed own initiative 

working in group or alone in a group 

getting feedback 

through department conferences, filling questionnaires, secretary 

writes all the ideas during meetings 

handling complaints _______ 

satisfied/dissatisfied with project results _______ 

main obstacle during implementation _______ 

people opposing new ideas  we easily accept new ideas 

Easiness to communicate new ideas 

yes, 80 % of people are satisfied with the thing they are here, to 

my opinion 

reward, recognition, personal benefits no 

self-interest to reach customers satisfaction 

potential motivation to participate recognition 

additional workload, extra hours 

I work extra hours because I am passionate about my job, I like 

to come here, to talk with students, to help them 

organizational change _______ 

more difficult or slower with current 

structure _______ 

people complaining _______ 

upcoming organizational change in 

Business Department _______ 

consensus yes 

strategy or tactics _______ 

risky projects _______ 

willingness to participate in new projects 1 

more young people _______ 

opinion about Blackboard _______ 

comparing Gavle with other universities _______ 

surviving? _______ 

ideas to improve the work of the D/A giving past-exam questions to students as a part of our website! 

general comments 

ideas are never imposed here, they come from the bottom, 

personally I think it is better to take a decision slower than 

faster, but to find a solution 
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  Interviewee 9 

age younger 

degree of involvement low 

aware of other projects no 

decision-making/implementing implementing, initiating 

own initiative/appointed own initiative 

working in group or alone in a group 

getting feedback ______ 

handling complaints _______ 

satisfied/dissatisfied with project results _______ 

main obstacle during implementation ideas take time to be implemented, bureaucracy 

people opposing new ideas  yes, some 

easiness to communicate new ideas easy, open environment 

reward, recognition, personal benefits no 

self-interest ______ 

potential motivation to participate I like the feeling of being an under pressure 

additional workload, extra hours yes, additional workload, no extra hours 

organizational change not aware 

more difficult or slower with current 

structure slower 

people complaining yes, many, main complaint - slower process  

upcoming organizational change in 

Business Department will be more difficult to communicate 

consensus yes 

strategy or tactics _____ 

risky projects yes  

willingness to participate in new projects 1 

more young people _____ 

opinion about Blackboard _____ 

comparing Gavle with other universities 

if you go to Uppsala they have their own management in the 

same level, and they have their own boss to do the changes, I 

think it is  a better system in flexibility  

surviving? ____ 

ideas to improve the work of the D/A online exams 

general comments feels   that his voice is heard 
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  Interviewee 10 

age elder 

degree of involvement involved 

aware of other projects aware 

decision-making/implementing making/initiating 

own initiative/appointed appointed 

working in group or alone in a group with heads of departments 

getting feedback regular meetings 

handling complaints we redesign projects 

satisfied/dissatisfied with project results 

From last year, we have one development project that didn’t get 

the expected results but the others we were quite happy with.  

main obstacle during implementation 

tradition, academics can be very creative within their own fields, 

but very traditional in all others, teachers not able to work with 

net-based technologies 

people opposing new ideas  teachers saying "this is not the way to do this" 

easiness to communicate new ideas easy 

reward, recognition, personal benefits no 

self-interest 

individual interests that make people excited about a project or 

not.  

potential motivation to participate 

I think these people want to contribute to a better change and 

also they have suggestions in fields that are close to them in 

their own competencies 

additional workload, extra hours 

The salary is the same but more work load, we compensate for 

some work but not everything 

organizational change _____ 

more difficult or slower with current 

structure ____ 

people complaining yes, at the beginning 

upcoming organizational change in 

Business Department _____ 

consensus yes 

strategy or tactics strategy 

risky projects risky project - after receiving official criticism 

willingness to participate in new projects ______ 

more young people yes, we are planning to hire 

opinion about Blackboard ______ 

comparing Gavle with other universities ______ 

surviving? yes 

ideas to improve the work of the D/A 

One of the development projects for next year is international 

certification, We are working on 2 years MBA program 

general comments ______ 
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  Interviewee 11 

age elder 

degree of involvement high 

aware of other projects ______ 

decision-making/implementing mak and imp 

own initiative/appointed appointed 

working in group or alone work mostly in a team 

getting feedback ______ 

handling complaints ___ 

satisfied/dissatisfied with project results yes 

main obstacle during implementation limited space, freedom 

people opposing new ideas  

yes, afraid of change, maybe because of financial resources or 

bad management 

easiness to communicate new ideas yes, no distance 

reward, recognition, personal benefits no 

self-interest 

always do work because it is interesting, don’t do what is not 

interesting 

potential motivation to participate nothing, already highly motivated 

additional workload, extra hours ___ 

organizational change 

has to do with the financial situation, good for uni, not for 

teachers 

more difficult or slower with current 

structure no connection with structure  

people complaining yes 

upcoming organizational change in 

Business Department _____ 

consensus not always, depends 

strategy or tactics depends on the level 

risky projects   

willingness to participate in new projects 1 

more young people _____ 

opinion about Blackboard _____ 

comparing Gavle with other universities _______ 

surviving? yes 

ideas to improve the work of the D/A restructuring 

general comments wants more freedom to act 
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  Interviewee 12 

age elder 

degree of involvement low involvement 

aware of other projects no 

decision-making/implementing initiating 

own initiative/appointed _______ 

working in group or alone _____ 

getting feedback _____ 

handling complaints _____ 

satisfied/dissatisfied with project results dissatisfied 

main obstacle during implementation centralization 

people opposing new ideas  management resisted my ideas 

easiness to communicate new ideas superficially low distance, in reality is high 

reward, recognition, personal benefits ______ 

self-interest ______ 

potential motivation to participate ______ 

additional workload, extra hours ______ 

organizational change _______ 

more difficult or slower with current 

structure ______ 

people complaining _______ 

upcoming organizational change in 

Business Department ______ 

consensus they try to sound it like it is a consensus, but it is not 

strategy or tactics tactics 

risky projects _______ 

willingness to participate in new projects just suggest one idea, but not sure that it will be implemented 

more young people _______ 

opinion about Blackboard _______ 

comparing Gavle with other universities _______ 

surviving? yes 

ideas to improve the work of the D/A 

innovations come when you try to cross different prospective, 

thus, international students opinion is important. The climate for 

innovations is not created in Gavle 

general comments 

it is resource-demanding to create an innovative climate, dialog 

about innovations is horizontal, not authoritarian, in 

authoritarian environment you can make inventions, not 

innovations, ideas should come from bottom to top , not 

imposed from the top to bottom, culture is determined by 

political processes 
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  Interviewee 13 

age elder 

degree of involvement involved 

aware of other projects low awareness 

decision-making/implementing implementing 

own initiative/appointed own initiative  

working in group or alone alone 

getting feedback difficult to prove the feedback, lack of listening 

handling complaints _______ 

satisfied/dissatisfied with project results satisfied 

main obstacle during implementation lack of cooperation 

people opposing new ideas  no, resistance through layers of structure 

easiness to communicate new ideas 

yes, both to managers and colleagues, but there are many 

problems with communication within the levels!!!! 

reward, recognition, personal benefits no 

self-interest 

implementing something new, personal development in 

teaching, researching 

potential motivation to participate in search for knowledge 

additional workload, extra hours yes, extra hours 

organizational change was needed, but now we need more improvements 

more difficult or slower with current 

structure 

not slower, up to people,  chaotic situation for teachers, all the 

functions are on teachers  

people complaining yes, many people 

upcoming organizational change in 

Business Department ________ 

consensus decisions are made by managers 

strategy or tactics tactics 

risky projects yes 

willingness to participate in new projects 

1 or 2, one if I don’t need to work alone, and if I think it is 

interesting and can make a difference 

more young people yes 

opinion about Blackboard ________ 

comparing Gavle with other universities _______ 

surviving? yes 

ideas to improve the work of the D/A _______ 

general comments 

was too lonely during implementation,  stiff leadership, main 

problem - organization and structure,  centralized university 
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  Interviewee 14 

age elder 

degree of involvement involved 

aware of other projects yes 

decision-making/implementing making/implementing 

own initiative/appointed appointed 

working in group or alone ______ 

getting feedback discussions, emails 

handling complaints we try to understand what is wrong and discuss it with teachers 

satisfied/dissatisfied with project results satisfied with distance education 

main obstacle during implementation _______ 

people opposing new ideas  very few, 5 out of 80 teachers in the whole Department! 

easiness to communicate new ideas 

very easy to communicate new ideas to the top management, 

president is very open 

reward, recognition, personal benefits no 

self-interest people work because they are interested 

potential motivation to participate my motivation - department needs to develop 

additional workload, extra hours more workload 

organizational change neutral 

more difficult or slower with current 

structure was easier 

people complaining many complaints, the main - higher hierarchical structure 

upcoming organizational change in 

Business Department _____ 

consensus 

consensus when I work with my subordinates, at upper level 

mangers decide on their own 

strategy or tactics strategy, not much of tactics 

risky projects no 

willingness to participate in new projects 2, 1 takes too much energy 

more young people 

the mix of young and old is good, important to have people with 

different cultural backgrounds 

opinion about Blackboard generally good, but there are possibilities to use it more 

comparing Gavle with other universities Gavle is small, easier to discuss and make decisions 

surviving? yes 

ideas to improve the work of the D/A The organizational structure needs to be developed further  

general comments 

I don’t have so much of power as people think, generally open 

environment, people r open to new ideas, ideas come from 

teachers, I just support them, religion, democracy, democratic 

tradition, should be a mixture of new projects and stability.  
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  Interviewee 15 

age younger 

degree of involvement representative of the student union 

aware of other projects yes 

decision-making/implementing 

initiating, sometimes participating if university wants us, but 

usually we try not to be a part 

own initiative/appointed elected 

working in group or alone in a group 

getting feedback coming to classes, meeting regularly with active members 

handling complaints ______ 

satisfied/dissatisfied with project results ______ 

main obstacle during implementation resources, time of people who work on implementation 

people opposing new ideas  ______ 

easiness to communicate new ideas easy to meet and discuss, difficult to implement 

reward, recognition, personal benefits no 

self-interest yes for students 

potential motivation to participate ________ 

additional workload, extra hours implementation is associated with more workload 

organizational change _______ 

more difficult or slower with current 

structure _______ 

people complaining _______ 

upcoming organizational change in 

Business Department _______ 

consensus _____ 

strategy or tactics union is concerned about strategy 

risky projects ______ 

willingness to participate in new projects 5 

more young people _____ 

opinion about Blackboard ________ 

comparing Gavle with other universities _____ 

surviving? _______ 

ideas to improve the work of the D/A 

to implement anonymous examination, more apartments, a store 

with a good food  

general comments 

a lot of meetings and discussions with teachers and managers, 

resources and money are limited, there is gap between top 

management and other levels 
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