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ABSTRACT 

 
The competition on the business market is constantly growing among entrepreneurial 
organizations. Competitive advantages and strategies is a must in order to survive the 
environmental triggers of change. One of those strategies is to increase the 
entrepreneurial activity. However, entrepreneurial adaption is a phenomenon that is 
represented by continuous change. It is rather an on-going strategy for organizations 
than a conclusion or a settling point. The entrepreneurial activity needs to flourish 
through the whole organization i.e. in the people, groups and hierarchical levels. 
Therefore, other organizational elements affect in how successful an organization can 
operate in an entrepreneurial way. Organizational structure is one of those elements, 
which not only lay the foundation for the operation but also affect other organizational 
factors. Hence, organizations require the knowledge on which factors that can impact 
the entrepreneurial activity, before it is even essential to change the strategies. 
 
This qualitative research aims to gain knowledge in how organizational structure affects 
the entrepreneurial orientation. Three different dimensions, of both organizational 
structure and entrepreneurial orientation, are going to be acknowledged in order to 
measure the elements and find a relation between them. This will not just enhance the 
understanding of the area, but also fulfil the thesis purpose and research question. 
 
The focus of the study lies within one large entrepreneurial organization, namely 
Scandic Hotels that operate in an industry with an immense competition, which do not 
possesses the most evident entrepreneurial business market. The empirical findings are 
based on semi-structured interviews, which will be analysed in conjunction with the 
theoretical frame of references. Further, the empirical findings are thus used to analyse 
the research results to then answer the purpose of this thesis. 
 
The study showed that the organizational structure at Scandic Hotels is represented by 
high complexity, formalization and centralization. Besides that, the main structural 
approach is that the operation is run by a concept driven strategy. Through the analysis 
it was shown that these findings affected the entrepreneurial orientation within the 
organization. The entrepreneurial dimensions of innovation, proactiveness and risk-
taking proved degrees that were considerably lower. On this basis, the study finds that 
organizational structure has an impact on entrepreneurial orientation. The relation 
between the dimensions is highly complex and not a clear line i.e. they all affect each 
other in some matter. However, a structural change is difficult for a large organization 
as Scandic Hotels. But there are structural strategies that can be made to increase the 
entrepreneurial orientation through the whole organization.  
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1. INTRODUCTION  
The introductory chapter will present the background and context of the problem, the 
studied subjects of organizational structure and entrepreneurial orientation, but also 
what is missing to be questioned or examined. This will lead to the main problem, 
purpose and research question, which finally clarifies the delimitation and focus of the 
thesis. 

1.1 Background 
The constantly growing competition in conjunction with the uncertainty of the 
environmental triggers has taken us into a new era that stresses a shift in organizational 
methods and structures. Larger and older companies fail to compete if they do not 
represent change. The new era emphasizes an encouragement of entrepreneurship and 
organizations are increasingly placed in situations of entrepreneurial activity (Shoghi & 
Safieepoor, 2013, p. 55). The spirit of entrepreneurship needs to flourish through all the 
levels, people and groups in an organization. Thus, according to Johnson and Van de 
Ven (2002, p. 66-67), one of the most important factors that facilitate the 
entrepreneurship in all companies is the organizational structure i.e. the ground and 
skeleton of the company. 
 
It becomes more and more common for organizations today, to adopt an entrepreneurial 
strategy to keep pursuing and sustaining a competitive advantage in a business 
environment that progressively is becoming more complex and dynamic (Yao, et al., 
2009, p. 566). The practise of corporate entrepreneurship takes shape in bracing 
matured organizations or in start-ups of new organizations (Yao, et al., 2009, p. 567). 
The factors that triggers this, is found in the business environment and it captures 
globalization, accelerated product life cycles, intense competition, rapid technological 
diffusion and evolving industry boundaries (Garrett & Covin, et al., 2007, p. 9). 
Although it can be identified that corporate entrepreneurship are influenced by three 
elements, namely strategic, external and internal variables (Caruana, et al., 2002, p. 44). 
Entrepreneurial adaption does not work as a permanent settling point but rather an on-
going moving target in order to remain “mapped on” the market (Garrett & Covin, et 
al., 2007, p. 10). 
 
Previous research on entrepreneurial activity consists of a widespread belief that it is 
positively correlated to organizational performance and economic development 
(Caruana, et al., 2002, p. 44). The relationship between organizational performance and 
entrepreneurial orientation has been empirically studied for over two decades, which 
include organizational and environmental factors such as organizational structure (Yao, 
et al., 2009, p. 567). Thus, even if previous research shows a positive effect from 
entrepreneurial activity to organizational performance, the existing studies are limited 
and do not emphasizes all of the different elements in the organizational environment 
i.e. in this case the organizational structure. 
 
Furthermore, experts have also suggested that an important factor behind organizational 
success is the entrepreneurial activities by the employees in an organization. Thus, 
entrepreneurial orientation, within the organization and among the employees, is 
affected by the organizational structure, which has an effect on how successful the 
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organization actually can become. (Shoghi & Safieepoor, 2013, p. 62). There are many 
researchers that emphasizes that different factors of the organizational structure play a 
bigger part in the appearance of entrepreneurial orientation. Jogartnam, et al., (2006, p. 
464) suggests that entrepreneurial strategic posture is positively correlated to 
organizational performance e.g. the mechanistic structure. While in contrast organic 
structures are negatively associated with organizational performance. Concerning the 
higher complexity of organizations today, Learner and Shaker (2007, p. 209-213) 
stresses that the consistency of organizational structure and the degree of complexity it 
possesses is directly linked to how the organizational entrepreneurship is captured e.g. 
rigorous and strict rules is factors that decrease the entrepreneurial orientation of the 
employees. Caruana, et al. (2002, p. 54) study showed that an organization that 
embodies a decentralized system proves a higher level of creative ideas. Besides this, 
authors such as Zahra and Covin (1995, p. 55) stated that organizational structure play a 
crucial part in organizational entrepreneurship, which proves a more comprehensive 
result. Based on these examples and the level of research that has been made on the 
relationship between entrepreneurial activity and organizational environmental factors, 
this thesis will dig deeper in the relationship between organizational structure and 
entrepreneurial orientation. 

1.2 Organizational structure 
Structures most suitable for establishing different organizations and institutions are 
classified in various forms and models. These can either be dynamic, organic, static or 
mechanized (Ahmady, et al., 2016, p. 461). However, organizational structure of many 
companies have proved a shift from hierarchical structures towards more decentralized 
structures that embodies teamwork, shared authorities and supportiveness of incentives 
(Liao, et al., 2010, p. 728). As organizations grow and become larger and older, the 
abilities of processing in a flexible and innovative way can be hindered, which has been 
seen in larger companies that have lost their entrepreneurial mind-set that they started 
with (Jogaratnam, et al., 2006, p. 454). Hence, the choice of structure matters due to its 
impact on other organizational factors e.g. centralized structure stabilizes, reduces risks 
and leads to faster decision making meanwhile decentralized structures increase the 
quality of work and the ability to manage the environmental triggers of change (Mihm, 
et al., 2010, p. 831). Therefore, it is important to understand the whole context of 
organizational structure, namely the relationship between all of the different 
components and methods that coordinate the process of work. It also controls all 
members’ actions, organizational activities, goal achieving’s and the whole operating 
process (Ahmady, et al, 2016, p. 456). 
 
One of the most important abilities that organizational structure provides is the flow of 
information within the company (Ahmady, et al., 2016, p. 456). In similarity, Shoghi 
and Safieepoor (2013, p. 55) highlights the significance of the stream of creativity and 
innovation in an organization, which can be hard to sustain e.g. in a centralized 
structure. In business environments that are characterized by stability and predictability, 
organizations often embody a bureaucratic structure that is centralized in order to 
pursue as high control as possible over as many variables needed (Jogaratnam, et al., 
2006, p. 455). The nature of formalization, just as the nature of organizational change, is 
a response and reaction to the environmental triggers. Although, as organizations 
formalize, the creativity gets discouraged, autonomous work becomes more common 
and the capability of responding to a changing environment constraints (Liao, et al., 



	

Student	
Umeå	School	of	Business	and	Economics	
Autumn	semester	2016	
Bachelor	Thesis,	15hp		

	

3	

2010, p. 735). Therefore, it is of great importance to understand the different 
dimensions of an organizational structure, as well as the employee’s orientation and 
tendencies in their work, in order to remain the stream of communication within the 
organization (Shoghi & Safieepoor, 2013, p. 55).   
 
Literature on organizational structural dimensions is a widespread phenomenon 
consisting by different available definitions. Thus, it is critical to have an outlined 
framework to succeed to specify how an organizational structure actually forms within a 
company. In order to do that, Robbins research (1998, cited in Shoghi & Safieepoor, 
2013, p. 55-56) that embodies three of the organizational structural dimensions, has 
been selected due to the strong scientific backings. These structural dimensions are 
complexity, formalization and centralization, which will be examined throughout this 
thesis to enhance the understanding in not only the formation of the organizational 
structure, but also in how it shapes among the employees within the organization. 

1.3 Entrepreneurial Orientation 
In order to both survive and gain competitive success in today’s rapid changing 
environments it is crucial for organizations to operate entrepreneurially. Turbulent and 
unstable environments make organizations act more entrepreneurial to be able to reach 
success by adapting and adjusting to its external environment (Frase et al., 2009, p.764). 
By having a mental framework focusing on entrepreneurship in both the culture and the 
process of the organization, companies can reach a strong entrepreneurial orientation 
(Shoghi & Safieepoor, 2013, p. 56). The studies on entrepreneurial orientation are 
accelerating rapidly and the construction has been defined in a variety of manners in 
past researches.  Rather than seeing entrepreneurial orientation as an act or singular 
activity, it is regarded as a more overall strategic behaviour, which is classified in the 
entrepreneurial nature. The presence of sustained entrepreneurial behaviour can be low 
in some periods and high in others, suggesting that entrepreneurial orientation 
represents a strategic dimension where all firms can be positioned (Wales, 2016, p. 4) 
rather than an invariable state where there either is presence or absence of 
entrepreneurial orientation. 
 
Previous studies argue that entrepreneurial orientation is most successfully measured by 
looking at the extent of top managers. They are inclined to take business-related risks 
(risk-taking), favour innovation and change in order to be able to obtain competitive 
advantages (innovation) and how they compete aggressively with other organizations 
(proactiveness) (Marino et al., 2002, p.73). These are the three important aspects in the 
concept of entrepreneurial orientation (Wiklund & Shepherd, 2005, p.75). 
 
Innovation can be seen as a scale of willingness that an organization has to access new 
technological processes, products or ideas. The second dimension risk-taking refers to 
an organization's approach to take new ventured opportunities and risking resources 
while doing so. The third dimension, proactiveness is how well an organization is able 
to detect the future needs or changes within the market that can create new and 
successful opportunities (Lumpkin & Dess, 1996, p.142-146). 
 
Studies show that by encouraging creative behaviour and aiming to increase 
entrepreneurial orientation, a company can be more entrepreneurial. Thus, benefitting 
the initiation of new processes or products that leads to maintaining or increasing their 
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presence on the market (Frese et al., 2009, p. 764). In order to be positioned high on the 
three dimensions of entrepreneurial orientation, one of the most effective tools has seen 
to be the organizational structure (Shoghi & Safieepoor, 2013, p. 55). Strictly regulated 
and centralized structures rarely encourage flexible and innovative activities, making 
very little room to create entrepreneurial space. This causes the interest in focusing our 
study on how structural dimensions affects an organization's entrepreneurial orientation. 

1.4 Purpose and research question 
In order to follow the economic context of the topic and the chosen research 
opportunity, the purpose of this paper is to study the relationship between 
organizational structure and entrepreneurial orientation, by adding the existing body of 
literature and researches. By establishing the nature of the substance concerned, the aim 
is to compare different elements of organizational structure with the three dimensions of 
entrepreneurial orientation. Furthermore, the intention is to find possible statements for 
any observed relation. To fulfil the purpose of the thesis, the research question is: 
 
How does the organizational structure impact the dimensions of entrepreneurial 
orientation? 
                     
The research question contains two parts of an organization's framework, the 
organizational structure and its effect on entrepreneurial orientation. As earlier 
mentioned, this is going to be investigated by looking on the structural dimensions of 
complexity, formalization and centralization in relation to the dimensions of 
entrepreneurial orientation being innovation, proactiveness and risk-taking. To further 
capture the complexity of organizational structure, the different levels within an 
organization are also going to be studied. 

1.5 Delimitations and focus 
Following, to achieve the purpose of this thesis and answer the concerned question, the 
study is going to be focus and delimited to one organization, namely Scandic Hotels, 
which operates in various different countries. Thus, this research is limited 
geographically to Sweden targeting the city of Umeå.    
 
Previous research on entrepreneurial orientation has developed various different 
dimensions, although this thesis focuses on the three first introduced by Miller (1983), 
which are the most highlighted dimensions in previous studies. This also concerns the 
organizational structure in which there exist several dimensions such as specialization 
and standardization (Pugh, et al., 1968, p. 65). Although, this thesis will only focus on 
dimensions that are developed later by Robbins (1998). 
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2. SCIENTIFIC STARTING POINTS  
This chapter will clarify the choice of scientific and theoretical methods, which includes 
different approaches towards the research question and purpose of this thesis. The 
choices are reasoned and discussed, in order to determine the framework of our 
scientific starting points. 

2.1 Choice of subject 
The first thought, concerning subjects and directions of this thesis, was to look more 
thoroughly into how organizations today operate entrepreneurially. In order to do this, 
we looked at what factors and elements that possible could affect entrepreneurship. By 
then going through trials in this area and previous studies, we concluded that 
organizational structure is an area that would be interesting to dig deeper into. This due 
to that it is essential for organizations to be able to adapt and progress in a changing and 
competitive environment. Further, we also examined the “entrepreneurial architecture” 
by Burns (2013) in which are based on strategies on the structure, leadership and 
culture. These strategies need to respond quickly to the environmental triggers of 
change in order to survive on the competitive market. Why organizational structure then 
became the main focus was because it is an abstract and intangible subject that all 
organizations possesses. It is also an organizational element that can be investigated and 
outlined in order to put it against entrepreneurship. 
 
Next, we chose to put our focus in bigger companies that carry beneficial advantages by 
size and age e.g. trusted brands, established markets and directions, financial resources, 
big work forces and credibility. The reason behind this lies within a dilemma, namely 
when organizations start to grow, as all big companies have done, the structure needs to 
progressively change to maintain the entrepreneurial spirit and avoid becoming an inert, 
stiff or inactive organization i.e. the danger of bureaucracy. Therefore, the 
entrepreneurial orientation needs to be encouraged despite that an organization grows 
and requires a new organizational structure. 
 
After this study, we believe that our knowledge in how big impact organizational 
structure actually has on other elements, will both be deeper and broader. Further, we 
also will dispose a better understanding in how important it is to understand that the 
entrepreneurial orientation gets affected by other elements, in order to change or 
progress as an organization grows. This knowledge will also help us in our continued 
careers in potential big and well-established companies. Although, in addition to our 
own benefit, we strive to both provide a better knowledge for Scandic Hotels by 
highlighting the interrelationship of the main subjects, but also hope that they can seek 
potential opportunities of improving themselves. 

2.2 Industry focus 
When choosing an industry to focus our thesis on, we did not want an organization that 
has an obvious or evident relation to entrepreneurship, such as the technological 
industry or the company Apple for example. Reason for this, being that it would not 
benefit our aim of this study. We chose to focus on the hotel industry when performing 
our study. Our first presumption led us to believe that the hotel industry embodies larger 
organizations, which made the study more interesting in measuring elements such as the 
organizational structure. Therefore, it was more beneficial for us to find an organization 
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that operates in a larger scale that possibly had a pronounced structure, in order to 
measure the interrelationship between organizational structure and the entrepreneurial 
orientation. 
  
The people in the operation mainly characterize the hotel industry i.e. the dependence 
on keeping up with the customers’ needs and wants to be able to have a competitive 
advance on the market. For this reason, it is important to operate entrepreneurially to be 
able to succeed among the competitors, which makes it interesting for us to see how one 
organization in the hotel industry works with innovation, risk-taking and proactiveness. 
But also how organizational structure inhibits or enables these entrepreneurial 
dimensions. 
 
The study is based on a Swedish hotel chain, namely Scandic Hotels that have two 
hotels located in Umeå. The choice of one hotel chain and organization was made to 
gain access to detailed information and enable the research to go deeper into different 
levels and departments within the organization. This made it more interesting and 
provided us with more specific and useful information, rather than choosing various 
hotels and only touching the surface. 

2.3 Preconceptions 
According to Johansson-Lindfors (1993, p. 25) it is common that all people 
fundamentally does an individual judgement and has their own perception of knowledge 
and information. This implies that researchers have different experiences and 
preconceptions, making the interpretation and translation of reality differentiated. By 
presenting our preconceptions of the subject, it will enhance the objectivity of this thesis 
and enable our predispositions to not affect the study. 
 
In order to reflect our preconceptions, we have chosen to divide it into two parts 
consisting of a theoretical section referring to previous knowledge and education, and a 
practical section concerning our work experience. 
 
Theoretical preconception 
Both of the authors of this thesis do at the moment study at Umeå University towards a 
bachelor thesis in science of business and economics. We have previously read courses 
instead of a programme, due to our former background in other universities. Thus, the 
main focus has been on business economics. Further, the focal point in higher levels of 
the education has for both of the authors been placed at organizational change and 
corporate entrepreneurship. These two courses have also touched the main subject of 
this thesis, which can be seen as an advantage when we started to investigate in the area. 
The first course, organizational change, gave a deeper understanding in why and how an 
organization needs to change or not. Different organizations were studied and cases that 
gave us a better insight in how the theoretical part works practically. The other one, 
corporate entrepreneurship, emphasized why and how an organization needs to be 
entrepreneurial in relation to the competitors on the market. This thesis focus was 
formed mainly by this i.e. how an organization needs to work continuously with both 
change and entrepreneurship. 
 
Another factor that played a part of this study was the language. Both of the author's last 
courses were only in English, and one of us has a previous background of studies 
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internationally with English as the main language. This resulted in that the choice of 
language came naturally, but it also worked beneficial due to that most of our scientific 
articles, previous studies and literature are on English.   
 
Practical preconception 
We both have worked during and before our education in different industries. The 
companies we have worked for has varied in size, ranging from small to large 
corporations giving us an overall overview of both small and large organizations. Our 
preconceptions within the working environment have caused some reflections when it 
comes to both size and structure. The structure has affected us in various ways. Both of 
the authors have worked in lower levels of an organization as well as in higher levels, 
giving us different overviews on how it is to both give and receive instructions or have 
different responsibilities. The differences of working in different levels have been 
noticed by both of us making it apparent that there is a clear distinction depending on 
what hierarchical level we have worked in. One of the authors has also worked many 
years abroad, which creates a more international perspective. Even though we have 
previous education of entrepreneurship, we have very little practical knowledge from 
our previous experiences in the work field of entrepreneurship. We have not reflected or 
had a noticeable view of how the large organizations have worked with 
entrepreneurship. Therefore, our preconception in this area is non-existent. 
 
It is positive that we have no preconceptions when it comes to working with 
entrepreneurship within an organization, giving us a total objective view. Our previous 
reflections and experiences, mainly working in lower levels of the organizational 
structure, gives a preconception that is differently than if we would had worked in 
higher hierarchical levels. This can be seen as a negative component of our 
preconceptions, causing a sense of identification to lower hierarchical levels and 
affecting the way we look at organizational structure. 
 
We will however be objective when writing this research to the most of our abilities. 
The company in question is a new company for us, giving a new set of eyes when it 
comes to both the organizational structure as well as the entrepreneurial orientation of 
the specific organization. 

2.4 Scientific view and knowledge 
There are a number of considerations that is important to highlight when doing a 
research in social science. We are going to examine two of those here. The 
epistemological research method that highlights valid knowledge of the social reality 
and the ontological questions regarding the perceptions of the social reality (Bryman, 
2011, p. 20). The chosen scientific view is important to highlight in order to create a 
knowledge on which methods and ideal the authors have used to fulfil the purpose of 
the study.  
 
Epistemological view 
An epistemological research question emphasizes what is or can be seen as knowledge 
within a specific topic. The important framework of this view is that it highlights if 
social reality should be studied and examined in the same principles and methods as 
natural science. The epistemological viewpoint that underlines and advocates the 
importance of natural scientific tools is called positivism (Bryman, 2011, p. 29-30). 
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Positivism is mainly characterized by, that the social reality can be measured through 
objective data and therefore separate the researchers own values from it. It means, that 
only those phenomena that is available to observe, can be counted as valid knowledge. 
Accordingly, the science of positivism could and should be free from criteria that is 
imposed by subjective values i.e. purely objective (Bryman, 2011, p. 30). 
 
There is also another scientific view, which differs from positivism and is the total 
opposite to it, called hermeneutics in which can be summarized by the doctrine of 
interpretation. This focuses on that the researcher need to understand the whole context 
in which cannot be explained by natural science. This due to that the object of the study 
is people or institutions that needs to be interpreted or perceived in order to understand 
the meaning of the phenomenon (Bryman, 2011, p. 31-35). 
 
Based on this thesis purpose and research question, concerning how the organizational 
structure affects the entrepreneurial orientation, the main focus lies in finding an 
interrelationship between the subjects. This will give a better insight on how 
organizations can work with the entrepreneurial spirit but also find opportunities or 
obstacles for it with organizational elements such as the structure. The meaning is to 
enhance the understanding of this area and other people’s interpretations, due to that we 
already before the research were conscious that it was hard to reaching an absolute truth 
(Bryman, 2011, p. 32-35).  Therefore, we do not think that this study can be based on 
measurements. Instead, in similarity with the hermeneutic view, we mean that the 
research of this thesis main focus and subjects needs to be interpreted and recognized to 
get as close to the reality as possible. By that reason, this thesis will proceed from a 
hermeneutic scientific view. 
 
The study of the social reality demands a logic that reflects the people rather than the 
nature. Hence, a part of the hermeneutic view refers to the researchers’ preconceptions, 
which inhibits the possibilities of being totally objective towards the studied subjects 
(Bryman, 2011, p. 32). Except this, we are fully aware that it is our own interpretation 
that is going to reflect the data. This can be seen as a criticism against the hermeneutic 
view, which could lead to positive or negative outcomes for this thesis, due to that we 
already have some experience of the subject. Although, we still hold on to that the 
hermeneutic view suits better than the positivism view. This because of that the 
organizational structure both depends on the people’s interactions but also is a highly 
complex phenomenon that forms along the way.  Therefore, it cannot be studied with 
natural scientific methods. 
 
The main purpose of this thesis is not to find new theories, but to seek how existing 
ones can be applied both to the reality of society and our focus of the research. The 
study will be based on knowledge from people on different hierarchical levels with 
various authorities. This implies that the answers on the same questions can differ, 
which will affect our interpretation of data. Although, this is a conscious choice due to 
that we want as many versions as possible in order to get the whole picture of the 
chosen organization. Then we are going to, based on our own abilities, to construe the 
most objective and truly picture as possible. This will be done with a caution and 
careful consideration of neutrality. Finally, the use of this scientific view i.e. the 
hermeneutic view, gives the right tools and prerequisites to interpret how the reality of 
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the organizational structure and the entrepreneurial orientation is founded by individual 
behaviours, experience and relationships. 
 
Ontological view 
This scientific view handles research questions that reflect the social entity species or 
nature. The important part of the ontological view is how these social entities should be 
perceived. Either as objective units that possesses the social operators’ external reality, 
called objectivism. Or constructionism that refers to, that those social entities can be 
seen as constructions based on the operators’ perceptions and actions (Bryman, 2011, p. 
35). 
 
Objectivism is an ontological ground that emphasize that we receive external facts in 
which we cannot influence, due to that it lies outside our own intellect. An organization 
can be perceived as a concrete or tangible object that embodies its own rules and 
regulations. The operation process, the division of labour, hierarchical levels and the 
organizational goals, forms and sets within the organization. How these elements are 
presented in organizations vary, but when defining them people usually tends to believe 
that an organization has a reality that goes further than the individuals. People in an 
organization learn these rules, regulations, procedures, values and standardizations in 
order to not work against it, which imaginable could lead to negative consequences. In 
other words, an organization can be perceived as a forcing power that affect its 
employees, which work as the most classical view of examining organizations today 
(Bryman, 2011, p. 36). 
 
Constructivism is another side of the ontological view, which questions that 
organizational elements such as structure or culture, is an external reality that we cannot 
affect or manage. This meaning that social factors and occurrences are progressively 
created by social interactions and continuous adjustments. In other words, an 
organization’s social reality is socially constructed. Therefore, do constructivism refer 
to those factors that people uses to understand the natural and social reality, which is 
based on social products (Bryman, 2011, p. 36-39). 
 
According to Bryman (2011, p. 35-39) ontological assumptions do affect the 
formulation of the whole research. If the research question follows objectivism, the 
authors will focus on the formal part of the organization i.e. how social factors affects 
the members. If the research question instead is defined by constructivism, the 
researches will concentrate on the social part of the organization i.e. how the individuals 
create the reality. 
 
Bryman (2011, p. 39) states that the ontological view requires different arrangements, 
structures and executions of the research i.e. either the view of objectivism or 
constructivism. This thesis will treat constructivism to be able to examine the social 
interaction between the employees at the different levels within the organization. In 
order to understand how the entrepreneurial orientation is expressed in the organization, 
it cannot be acknowledge by objectivism due to that it is not a tangible part of the 
organization. Even if the organizational structure is a formal part of the company, it will 
be perceived from the interviewed candidates own point of view and later analysed and 
interpreted by the authors. The main theoretical organizational elements cannot be 
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managed, meaning that the interviews provide how the social occurrence and social 
interaction are expressed within the organization. Therefore, we believe that the 
constructivist view of the ontological approach is needed to find the social reality and 
the interrelationship between organizational structure and entrepreneurial orientation.  

2.5 Theoretical and practical approach 
It is of great importance to outline the relation between theory and practice when doing 
a research such as this thesis. To choose our approach we looked at the distinction 
between the deductive and inductive research method. The deductive theory refers to 
the most common perception of the theoretical and practical relationship. After 
theoretical considerations, the researches derive one or more hypotheses that will go 
through an empirical examination. In other words, does the research in the deductive 
approach go from theory to reality (Bryman, 2011, p. 27). The other theory, namely the 
inductive approach, implies that generalizable conclusions are made based on 
observations i.e. the theory becomes the outcome of the research (Bryman, 2011, p. 28). 
 
This study will, as previous mentioned, proceed from a hermeneutic view that will 
interpret and study already existing theories by the deductive approach. Hence, in most 
cases, hermeneutic is linked to the inductive theory while positivism refers to the 
deductive approach (Bryman, 2011, p. 35). Even if there is a point in understanding the 
relations between different methodological strategies, Bryman (2011, p. 29) explains 
that the inductive and deductive approaches should be looked at as only tendencies. 
Which implies that there is not a clear distinction that applies in all situations. Bryman 
(2011, p. 35) continues to explain that specific epistemological views such as the 
hermeneutic one, do not need to go smoothly or equivocal together with other 
methodological strategies. Consequently, we do believe that this approach is perfectly 
possible for this research, even if the view is hermeneutic. 
 
The foundation of this thesis lies in theories within the concept of organizational 
structure and entrepreneurial orientation. The main intent is to study these theories in a 
practical context, and therefore we will follow the deductive approach, which seeks to 
treat already existing theories around the focused area. Later, the theories will be united 
with the empirical results in order to be analysed and fulfil the purpose of this thesis. 
This will provide an increased understanding of the correlation between practical 
evidence and the theories used (Bryman, 2011, p. 26-27).   
 
A deductive approach normally includes hypotheses, which in return should be 
subjected by an empirical valuation. Thus, in this thesis we will overlook any form of 
hypothesis in order to facilitate as high objectivity as possible. The main reason behind 
this is because we do not want to make assumptions before the data are gathered. This 
will enhance the impartial picture of the organization, due to that our subjective values 
cannot affect the results beforehand. 

2.6 Research methodology 
Bryman (2011, p. 40) does another general distinction between two clear arrangements 
of research methodologies, which are applicable when doing a scientific research. These 
are the qualitative and quantitative methods that are based on different scientific views 
and approaches. The quantitative method normally include the natural scientific model 
i.e. positivism, objectivism and the deductive approach that do an examination of 
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theories. While the qualitative method mostly refer to the interpreted approach i.e. the 
hermeneutic view, constructivism and the inductive approach of theoretical formation 
(Bryman, 2011, p. 40-41). 
 
Based on previous reasoning and the main purpose of this study, we chose the 
qualitative method established through interviews within one organization at different 
hierarchical levels and departments. Although, this thesis and research method will, as 
earlier declared, have a hermeneutic epistemological view, possess the constructivism 
side of the ontological view and formulate by a deductive approach. This implies that 
we do not completely follow Bryman (2011, p. 40) model over fundamental differences 
between the qualitative and quantitative methodology. Which also can be explained by 
the “paradigm argument” that states that a qualitative and a quantitative method is two 
separate paradigms. This implies that the scientific view, knowledge, approaches, 
values and methods are inextricable associated within and between the paradigms. The 
issue with this though, which work as a beneficial argument for our mix of method 
choices, is that the “paradigm argument” is based on a correlation between methods and 
scientific views that cannot be proved by evidence (Bryman, 2011, p. 557). 
 
The element that mainly differs in our thesis is the deductive approach that normally is 
identified with the quantitative method. Although, this study will still embody a 
qualitative method combined by a deductive approach. This due to that the research area 
already has many existing theories, in which our purpose and research questions are 
based on. In order to get the answers, it requires insightfully interviews and therefore is 
the qualitative research method most appropriate. Accordingly, the interviews are also 
based on the main theories i.e. organizational structure and entrepreneurial orientation. 
Bryman (2011, p. 41) also emphasize that there consist examples of scientific 
researches that has been combining a qualitative method with the deductive approach. 
He continues by saying that even if the qualitative method normally is associated with a 
theoretical generalization, it is still completely possible to do an examination of the 
theories instead. By this, we conclude that the qualitative method of this research is 
appropriately motivated and legitimated. 

2.7 Perspective 
In order to not be subjective in our assessments it is important to choose what 
perspective the research will be based on. Perspectives can either be conscious or 
unconscious, which in return reflect an objective or subjective reflection (Eliasson-
Lappalainen, 1995, p. 28-29). To minimize the risk of subjectivity, this thesis therefore 
chose a conscious perspective. 
 
The thesis main purpose is to underline and investigate how the organizational structure 
affects the entrepreneurial orientation within one organization. Further, it also 
emphasizes if there are any opportunities for improvements or a better understanding of 
this specific organizational areas. Therefore, the most suitable conscious choice is the 
business perspective, which enables us to include two sub-perspective angles namely 
the manager perspective and the employee perspective. The interviews are supposed to 
be based on different hierarchical levels, which therefore implies that we need different 
perspectives in order to fulfil the actual purpose of this thesis. Some of the questions 
may be more applicable than others at different hierarchical levels. The ambition is to 
get an overview of the organization and see how the managers’ image is in line or not 
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with the employees’ depiction. Although, we still need to interpret the answers and 
conclude it into our own version of the combined answers. Thus, we still argue that the 
empirical results are as objective interpreted as possible, which also is enhanced with 
the conscious choice of perspective. 

2.8 Choice of theory 
To further reach the aim of this thesis, it was important to find relevant theories making 
it possible to understand and measure the different organizational concepts and compare 
them to one another. The theories used were mainly surrounding entrepreneurial 
orientation and organizational structure. Both concepts have three dimensions that was 
looked at and developed more extensively in the study. By studying scientific articles 
regarding these subjects we could quickly see a pattern, the same theories and authors 
were brought up various times. This helped us find relevant and credible theories that 
also were used by other authors in the same area of study. Entrepreneurial orientation 
and organizational structure and their respective dimensions are the main framework of 
our theoretical chapter, which we later on has developed more thoroughly. 
 
Further researches showed that there are more organizational factors that could help us 
to understand and create a broader perspective of both organizational structure and 
entrepreneurship. Inertia theory was one of those, used to complement the 
organizational structure theory by explaining how size, age and complexity can act as a 
resistance to change (Kelly & Amburgey, 1991, p. 594). Another theory used in the 
study, regarding the three dimensions within entrepreneurial orientation is 
entrepreneurial intensity. This theory is based on a two-dimensional construction, which 
gives an overall picture. It explains how entrepreneurship within a company can be 
visually plotted to measure both degree and frequency of entrepreneurship (Burns, 
2013, p. 86-87). 

2.9 Literature search 
An essential part of the research process is to study and reviewing existing researches in 
the relevant research field (Bryman, 2011, s. 91-92). We started our study by looking at 
the pre-existing researches regarding organizational structure and entrepreneurial 
orientation, as well as what was absent in the relevant area of study. This did not only 
help us to find our research topic and focus, but also created the purpose of the study.     
 
This thesis is established on various literary sources, where the main sources used are 
scientific articles. The scientific articles used in our research were primarily found using 
the university libraries database; other databases used were Google scholar and 
Business Source Premier (EBSCO) by using keywords relevant to our study. Some of 
the keywords used were entrepreneurial orientation, organizational structure, 
innovativeness, proactiveness, risk-taking, complexity, formalization and centralization. 
The keywords were used both independently and in combinations. 
 
To write the methodology chapter in our thesis we have mainly used the book 
“Samhällsvetenskapliga metoder” written by Alan Bryman (2011). The book is the 
main basis for the methodological approach and also used as the main help and source 
for the design of our interview questions. 
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2.10 Critical evaluation 
When being critical to the sources that have been used, we have been aware of four 
criterions to increase the quality of the study. These four criterions are authenticity, 
independence, concurrence and novelty requirements (Ejvegård, 2009, s. 72-73). 
 
The first criterion, authenticity, suggests that the researcher is attentive and conscious 
about the source that is being used. Making sure it is founded on real information rather 
than being untrue and falsified (Ejvegård, 2009, s. 71). This is something we have been 
aware of throughout the progress of the research. To meet this criterion, we have based 
our research on scientific articles that have provided a picture of credibility when being 
referred by other authors in the same area of study increasing its probability of 
authenticity. 
 
The independence requirement focus on that the sources used are independent rather 
than referring to others work. It is important to find the necessary information and from 
whom the references stems from, when using scientific articles (Ejvegård, 2009, s. 71). 
When referencing to other studies it is essential to use the primary source rather than the 
secondary. This is completed to avoid getting information distorted and losing its true 
meaning. We have tried to avoid this by always looking up information at its primary 
source. When a study has referred a lot to another research or author we have reviewed 
that source to get the most independent and reliable information as possible. 
 
The concurrence requirement takes time into consideration. It looks at the time between 
the retrieval of information and when it is presented or written down. By not letting a 
lot of time pass by between these two timeslots, there are less risks of loss of read or 
observed memories (Ejvegård, 2009, s.73). We avoided this by executing our interviews 
one by one and wrote down all the information right after the event. We also based our 
study on scientific researches that was read simultaneously to writing the thesis in order 
to meet this requirement. 
 
The fourth requirement, novelty, focus on that the sources used are current and up to 
date. By using sources that are up to date, they are more reliable since they most likely 
are based on previous or older researches that later has been complemented and 
developed further (Ejvegård, 2009, s.72). Throughout our research we have used 
sources that we perceived as up to date, to get the latest research within the area of 
study. Some scientific articles referenced in our thesis are older but still credible since 
the newer more recent studies is based on them. Therefore, we have chose to use both 
recent and older sources. 
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3. THEORY 
In this chapter we present the selected theoretical areas based on the main objectives in 
the study, namely the organizational structure and the entrepreneurial orientation. The 
chapter ends with a summary of the theoretical framework and how it is both 
interrelated to each other and to the context of this thesis. 

3.1 Organizational structure 
Organizational structure is something that can be perceived as either a simple or 
complex phenomenon, thus the subject consist of a various numbers of definitions. 
Mintzberg (1972, cited in Ahmady, et al., 2016, p. 456) define organizational structure 
as a framework for people, groups, relations, systems and operating processes. Besides 
this it also provide methods to coordinate tasks or duties for individuals (Willem & 
Buelens, 2009, p. 151). According to Hold and Antony (1991, cited in Ahmady, et al., 
2016, p. 456) do organizational structure refer to functions such as internal 
relationships, formal communication, power, responsibilities and decision making, thus 
do not work as a coordination mechanism. Other theorists state that e.g. organizational 
structure work mainly as a help function for the information to flow, or as a 
coordination mechanism between activities and internal relations (Ahmady, et al., 2016, 
p. 456). Moreover, organizational structure do not just provide different definitions, it 
does also require different types of structures based on the needs and conditions that 
each organization may have (Shoghi & Safieepoor, 2013, p. 55). The choice and 
planning of the organizational structure should follow specific principles according to 
the study of Schine (1971, cited in Ahmady, et al., 2016, p. 456). These conclude that 
organizational structure presents the number of hierarchical levels; it defines the span of 
control, determines formal relationships and groups, divides the organization into units 
and includes the coordination and design between the units and relations within the 
organization. 
 
Two types of structures, namely the mechanical and the organic structure can describe 
the general classification of organizational structure. The latter one is characterized by a 
flexible structure that embodies decentralized authorities and less rules, regulations and 
formal communications (Shoghi & Safieepoor, 2013, p. 55). The mechanical structure 
is the opposite i.e. characterized by complexity, formalization, centralization, planned 
behaviours and more rules and regulations (Mihm, et al., 2010, p. 832).  Thus, the most 
common description of structures concerns two other types of structures, namely the 
physical and social structure. The latter one refers to social elements such as people, 
levels, positions and departments. Hence, the physical structure raises physical elements 
such as geographically places and buildings (Ahmady, et al., 2016, p. 457). This type of 
structure is less complex and easier to understand; therefore this thesis will not explore 
the physical part of structures any further. 

3.2 Different types of organizational structures 
In order to understand the different and more elusive side of organizational structures, 
which all organizations pursue, different types of social structures are going to be 
examined. It is important to remember that an organizational structure either is concrete 
or objective but very abstract, due to that there is no obvious or natural way to manage 
the organization's operation (Senior & Swailes, 2010, p. 76). 
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Simple structure 
Low complexity, flexible relations with reduced separation, low formality and the main 
focus on leaders characterize the simple structure. The operation can be coordinated by 
mutual agreement with a direct and informal management (Ahmady, et al., 2016, p. 
457). 
 
The multifunctional structure 
This form of organizational structure is often implemented as an organization 
progresses, grows or increases in terms of complexity. The operation is categorized into 
work functions based on similar duties and goals (Ahmady, et al., 2016, p. 457).  It 
grows by direction rather than creativity and has both advantages and disadvantages. If 
the organization is built on technical skills as a competitive advantage, the functional 
structure can enhance that. Hence, this type of structure can also in a negative way 
encourage narrow thinking, which work against innovation, due to that the aim is to 
maximize specialization (Senior & Swailes, 2010, p. 80). 
 
The multidivisional structure 
When a multifunctional structure progresses it becomes a multidivisional structure, in 
order to reduce the head manager's responsibilities. The structure is built on a various 
different functional sub-structures that report to one central unit. While the central unit 
has the main responsibility over the supervision and management for the operation, the 
different functional sub-structures are responsible over the daily operation (Ahmady, et 
al., 2016, p. 457). This type of structure is built on outputs rather than inputs in which 
allows a faster responsiveness to the environmental triggers of change. Besides this, the 
multidivisional structure contributes opportunities for educate the general managers’, 
but also use departmentalization that maximizes the employees’ skills and knowledge 
(Senior & Swailes, 2010, p. 81). 

The matrix structure 
The matrix structure is a hybrid between the multifunctional structure and the 
multidivisional structure. The main purpose is to produce a combination of the 
efficiency that functional structures has, with the sensitivity and flexibility that the 
multidivisional structures possesses (Ahmady, 2016, p. 457). Another way to explain 
the matrix structure is by saying that the design is a classical vertical hierarchy that is 
overlapped with a horizontal structure. Although, this type of structure is complex and 
can be really administratively expensive due to that it both tolerates a use of human 
resources in combination with an efficient system (Senior & Swailes, 2016, p. 83-85). 

The bureaucratic structure 
This type of organizational structure can be portrayed by standardization of work, 
formalization by regulations, centralization of power and decision-making and 
unification that separate and classify people and duties (Ahmady, et al., 2016, p. 457). 
Max Weber (1947, cited in Senior & Swailes, 2010, p. 74), a German sociologist, have 
specified following different characteristics of how a typical bureaucratic structure 
looks like. Specialization and division of labour is the first one, which means that the 
operation is strongly divided with well-defined jobs or roles. Hierarchical arrangement 
of positions may be the most known, which refers to a chain of commands from the top 
to the bottom. Another one is the system of impersonal rules that embodies clear rules 
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and regulations in positions and duties within the organization. The last example 
concerns the impersonal relationships that coordinate activities on the use of rules, 
power and procedures from the lowest superior to the highest one. 

Nowadays, the term bureaucracy has taken more negative connotations that refer to 
undesirable and overwhelming rules, power and control (Senior & Swailes, 2010, p. 
76). Thus, the studies on this phenomenon becomes more common e.g. by studies like 
Mihm, et al. (2010, p. 831), which states that a hierarchy with a well-functioned leader 
at the top actually speeds up problem solving. The bureaucratic structure is also the 
most common form in the large public sector (Senior & Swailes, 2010, p. 75). McHugh 
and Bennett (1999, p. 81) emphasizes this by highlight the problems of changing a 
bureaucratic structure. They refer to the fact that the majority of members in a large and 
bureaucratic organization most often have narrowly defined jobs and are protected by 
taking any decisions without referring to the rulebook.   

The flatter structure 
The uses of flatter organizational structures has worked as a tool in order to “flatten” the 
original organizational design by reducing the number of structural levels and at the 
same time retain the number of employees. By this, organizations can widening the span 
of control and remove many management positions while still retaining the lower level 
positions. The essential key of pursuing this type of organizational structure is that to 
many structural levels hampers the flow of communication both up and down through 
the hierarchy (Senior & Swailes, 2010, p. 76-77).   

3.3 Organizational size		              
Organizational life cycles can vary, but as an organization grow in size and matures in 
operation it have been seen that they to go through five different phases introduced by 
Greiner (1972, cited in Senior & Swailes, 2010, p. 46). The distinctive phases represents 
different structures, systems, styles, people, strengths, crisis points and weaknesses. 
They also go from young and small in age and size towards mature and large, which 
includes both evolutionary stages such as revolutionary stages. When an organization is 
at phase five, which means that it is both big and old, it needs to grow through 
collaboration in order to progress (Senior & Swailes, 2010, p. 46-48). This implies that 
an organization has to take different acts depending on how big and mature they are i.e. 
size matters. 

Larger companies are normally more complex than smaller ones, due to that the 
decision-making and information flow are lengthened and therefore can kill initiatives. 
Thus, there is no such thing as “the best structure” and with too much structure there are 
larger risks for the dangerous and negative side of bureaucracy. Although, this do not 
imply that larger organizations cannot be entrepreneurially. There are still strategic 
structural tools, which both can decrease the span of control and enhance the 
entrepreneurial activity within an old and large organization (Burns, 2013, p. 173). 

3.4 Inertia Theory 
In order to continuously be a successful organization, it is important to adapt to the 
environment and make changes in the structure or strategies if so needed (Senior & 
Swailes, 2010, p. 116). According to Hannan and Freeman (1979, p. 930) this is called 
“social Darwinism”. But they also admit that not all structures can be explained by 
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adaptation. Further, they introduced the idea structural inertia. The inertia theory 
illustrates that adaptation and flexibility is harder to work with when the inertia is high 
within the organization. Organizations with increasing inertia are therefore much more 
likely to fall victim for natural changes in the environment (Hannan & Freeman, 1984, 
p. 149-150). There are both external such as internal forces, presented below, which 
create inertia in an organization. 
 
The external forces represent: 
·      Barriers to both entry and exit organizational activities e.g. legal barriers. 
·      Relations with other organizations, constitutions and investments, which not are 

written of lightly. 
·      To change the structure in a radical way often threaten legitimacy and can lead 

to a devastating loss of institutional support (Hannan & Freeman, 1984, p. 149). 
·      High costs by getting specialist help on markets that are unfamiliar. 
·      A successful strategy change for one organization does not mean that it is 

successful for another i.e. there are no general strategy to follow (Senior & 
Swailes, 2010, p. 119). 

 
The internal forces represent: 
·      Earlier investments, e.g. in bigger resources that is not easy to replace like 

plants, technology or people, can lead to bigger sunk costs. 
·      The tendencies of precedents, dynamic and policies becomes normative 

standards (Hannan & Freeman, 1984, p. 149). 
·      The formal history within the organization leads to that the operation can 

become embedded. 
·      The idea of structural change can lead to bigger resistance to change from some 

departments or people, which can be big enough to put-off the future 
reorganization (Senior & Swailes, 2010, p. 119). 

 
Besides this, inertia theory strongly suggest that older and bigger organizations, which 
possesses more standardized and stable routines, will be more predictable, inflexible 
and therefore embody a much higher inertia. Thus size and age increase the forces for 
inertia such as resistance to change (Kelly & Amburgey, 1991, p. 594). Although, it has 
been shown that organizational complexity also is a factor that raise inertia. Low 
complexity in this case means that one department can be changed or reorganized 
without affecting the other units i.e. it refers to how strong the link is between the 
departments within the organization (Hannan & Freeman, 1984, p. 162). Consequently, 
the possibility of bigger core changes decreases with age. The reason behind this has to 
do with that older organization has more time to formalize and standardize their 
routines, relationships and create structural stability (Kelly & Amburgey, 1991, p. 594). 
Although, it is important to understand that formal organizations also have bigger 
advantages such as their abilities to operate in a reliable way and be account rationally 
for their actions (Hannan & Freeman, 1984, p. 153). 

3.5 The dimensions of organizational structure  
As earlier mentioned does organizational structure varies in many different forms and 
categories, which also concern the literature and studies in the area. Hence, in order to 
examine the organizational structure, previous researchers has tried to specify it by 
different dimensions that set the framework for what organizational structure actually is. 
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Pugh, et al. (1968, p. 65) used five dimensions to construct profile characteristics for an 
organizational structure, so that it would be easy to compare the structure to other 
organizations. These five dimensions were specialization, standardization, 
formalization, centralization and configuration. They also established underlying 
dimensions that captured the structuring of activities, the concentration of authority, the 
line of control of workflow and a support component. The difficulty of specifying 
organizational structure is something that refers to that the context of it can be seen as 
multidimensional i.e. every organization has it own personal and structural fingerprint 
(Senior & Swailes, 2010, p. 73). Furthermore, the dimensions that are going to 
examined is limited down to three by Pugh, et al (1968) dimensions, which has strong 
scientific backings by e.g. Robbins research (1998) and later Shoghi and Safieepoor 
(2013) study. These three are, as mentioned earlier, complexity, formalization and 
centralization. 

Complexity                                  
Complexity comprises various different concepts, and as it says, it is clearly a very 
complex area consisting of various elements. Generally, this dimension indicates how 
complex an organization is by looking at the number of job titles, management and 
hierarchical levels, departments and educational levels (Shoghi & Safieepoor, 2013, p. 
56). Complexity as a dimension also includes specialization, which refers to how many 
different positions and specialists there are and how they are distributed within the 
organization (Senior & Swailes, 2010, p. 73). In other words, it explains how the 
division of labour looks like (Pugh, et al., 1968, p. 72). The dimension also embodies 
standardization and configuration. While the first one refers to which extent the 
organization use bureaucratic procedures. The latter one provides knowledge in how the 
authority relations are formed but also in how many hierarchical structural levels there 
are (Senior & Swailes, 2010, p. 73). 

Formalization                        
Formalization represents how many instructions, rules and procedures that are 
communicated among the people of operation within the company (Pugh, et al., 1968, p. 
75). The dimension describes how regulations are communicated in order to describe 
different behaviours i.e. it works like a scale that defines the rules that the organization 
has set up (Shoghi & Safieepoor, 2013, p. 56).  Pugh, et al. (1968, p. 75) divided this 
dimensions into three smaller dimensions, namely role definition, information passing 
and recording of role performance. Role definition refers to prescriptions of behaviour 
e.g. job descriptions. While information passing defines how documents pass through 
people and positions and recording of role performance considers the authorities in 
writing for example inspections and controls. 

Centralization                 
Centralization indicates how authorities and the control over the decision-making are 
positioned within the organization i.e. to which extend the power of control lies in the 
top of the organization (Senior & Swailes, 2010, p. 73). This is dimension associated 
with the concentration of power at the higher levels of management levels, which can 
incorporate the organization's policies and reduce potential risks with e.g. the 
employees on the lower levels that often possess less skills or information compared to 
the higher management levels (Shoghi & Safieepoor, 2013, p. 56). The opposite to 
centralization is decentralization that signifies the attempt to move the power of control 
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and decision making lower down in the hierarchy levels (Senior & Swailes, 2010, p. 
73). 

3.6 Entrepreneurial architecture 
To be able to respond to change, seize new opportunities and act entrepreneurially there 
is a process of transformation, achieved by building an “entrepreneurial architecture”. 
Building this architecture, knowledge and routines are created to induce entrepreneurial 
activities based on strategies that holds up by three pillars of leadership, culture and 
structure. This architecture does not only create competitive advantages but is also very 
sustainable. Companies must be able to evolve and develop, which is directed by people 
in the organization (Burns, 2013, p. 22). 

3.7 The entrepreneurial Organization 
Many previous researchers have argued that entrepreneurship is an essential feature of 
many high performing firms (Lumpkin & Dess. 1996, p.135). In a dynamic and 
competitive environment an entrepreneurial organization is able to adjust to the changes 
occurring in its external environment (Shoghi & Safieepoor, 2013, p. 92). Corporate 
entrepreneurship can be seen as a way to encourage and seek new opportunities and 
innovations in a systematic manner (Burns, 2013, p. 23). It is a result of combining the 
entrepreneurial activities of more than one participant (Brizek, 2014, p. 2). 

3.8 Entrepreneurial Orientation 
The essential act of entrepreneurship according to Lumpkin and Dess (1996, p. 136) is a 
new entry, this being either to an established or to new market. The different decision 
making practices, strategies and processes in an organization that lead to a new entry 
can be seen as entrepreneurial orientation (Lumpkin & Dess, 1996, p. 136). 
Entrepreneurship is more than a simple act or activity, instead rather an overall strategic 
posture an organization obtains (Wales, 2016, p. 4). In order to be able to conduct a 
successful organizational entrepreneurial activity, it is essential to acknowledge 
entrepreneurial orientation (Shoghi & Safieepoor, 2013, p. 92). Entrepreneurial 
orientation, being the entrepreneurial behaviour in an organization, can be  represented 
by a strategic dimension in which all firms can be plotted (Wales, 2016, p. 4). These 
organizations have recurring entrepreneurial activities that might vary between periods 
of low and high entrepreneurial orientation. Behaviours and beliefs spread throughout 
an organization's different levels, meaning that they might not be homogeneous 
throughout the entirety (Wales, 2016, p. 4-5). 

3.9 The dimensions of entrepreneurial orientation 
Miller’s (1983) conceptualization derives three dimensions of entrepreneurial 
orientation, namely innovativeness, proactiveness and risk taking (Raunch, et al., 2009, 
p. 763). Lumpkin and Dess (1996) suggested two more dimensions prominent to 
entrepreneurial orientation, which are competitive aggressiveness and autonomy 
(Raunch, et al., 2009, p.763). The two additional components of competitive 
aggressiveness and autonomy were expanded to the original three dimensions created 
by Miller (1983), but most researches embraces the first three dimension as the 
fundamental ones and perceives it as the core of entrepreneurial orientation (Wales, 
2016, p. 6). Therefore, these dimensions will be the focus referring to the 
entrepreneurial orientation and are explained more thoroughly below.  
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Innovativeness 
Schumpeter (1934-1942) first emphasized the role of innovation between 1934-1942. 
By outlining a process of “creating destruction”, existing market structures were rattled 
by new products or services that caused newer organizations to grow. This was seen as 
an important factor in entrepreneurship and is today called innovativeness. 
Innovativeness can vary in degree and is reflected by a company’s way to engage and 
encourage ideas as well as creative processes that eventually can develop into new 
products or services (Lumpkin & Dess, 1996, p. 42). This dimension can be seen as an 
extent towards top managers to favour change and innovation in order to gain a 
competitive advantage for the organization (Tang, et al., 2008, p. 183). 
 
Proactiveness 
Initiative and a vision to engage in opportunistic expansion are important in the 
entrepreneurial process. The third dimension in entrepreneurial orientation, 
proactiveness, is defined as “acting in anticipation of future problem, needs or changes” 
(cited in Lumpkin & Dess, 1996, p. 146). This dimension takes initiative to anticipate 
and pursue new opportunities. It also offers a forward-looking perspective that leads to 
new venturing activities (Lumpkin & Dess, 1996, p. 146). A proactive organization can 
be seen as a leader rather than a follower because of its ability to seize opportunities. 
According to Lumpkin and Dess (1996, p. 147) the dimension of proactiveness is 
perceived as a continuum in which reactiveness is on one side, and the opposite 
passiveness on the other side. While reactiveness is being the ability to respond to the 
competitors, passiveness is the inability to seize opportunities (Lumpkin & Dess, 1996, 
p. 147). 
 
Risk-taking 
Depending on the context risk can be defined in various different ways. When looking 
at strategy, previous research has identified three types of strategic risk, venturing to the 
unknown, committing a relatively large portion of assets and borrowing (Lumpkin & 
Dess, 1996, p. 144).  Risk-taking by organizations takes part in courage’s activities and 
has the willingness to assigns large resources to projects that may or may not lead to 
success (Shoghi & Safieepoor, 2013, p. 92). 

3.10 Entrepreneurial intensity 
Entrepreneurial intensity is a two-dimensional construct that takes the frequency and 
degree of entrepreneurship into consideration. The frequency is measured by the 
number of times an organization acts in an entrepreneurial way e.g. how many times a 
product is developed or a new process is introduced. The same dimensions measure the 
degree of entrepreneurship as entrepreneurial orientation, namely innovativeness, 
proactiveness and risk-taking (Burns, 2013, p. 86-87). 
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Figure 1- Entrepreneurial Intensity 
 
Entrepreneurial organizations have corporate entrepreneurship behavioural patterns that 
recur in a continuous basis (Morris & Sexton, 1996, p. 6). The frequency of this 
behaviour presents a continued effort to develop new products, processes and services. 
While the degree is the extent to which these entrepreneurial behaviours or events are 
innovative, proactive or risky (Morris & Sexton, 1996, p. 7). Using these factors, a two 
dimensional matrix has been created that represent five different scenarios that will be 
presented below. 
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Figure 2 - Entrepreneurial intensity plot 
 
Periodic/Discontinues                                                                                                         
This scenario is presented when there is a high degree of entrepreneurship meaning the 
organization is innovative, risk-taking and proactive but the frequency of 
entrepreneurial activity is low (Morris & Sexton, 1996, p. 8). 
 
Periodic/incremental                                                                                                           
Organizations with both low degrees of entrepreneurship and low frequency of 
entrepreneurship are positioned in the periodic/incremental part of the matrix. If an 
organization presents a very low degree of innovativeness, risk-taking and proactiveness 
at the same time that the numbers of entrepreneurial events are very low, it will be 
positioned in the bottom of both axes (Morris & Sexton, 1996, p. 8). 
 
Dynamic                                                                                                                               
A dynamic organization is located in the centre of the matrix. This position exhibits 
intermediate degree of entrepreneurship as well as intermediate frequency of 
entrepreneurship (Morris & Sexton, 1996, p. 7). 
 
Continuous/Incremental                                                                                                      
This position in the matrix represents by a high frequency of entrepreneurship meaning 
that the number of entrepreneurial events is high but the degree of entrepreneurship is 
low exhibiting low innovativeness, proactiveness and risk-taking (Morris & Sexton, 
1996, p. 8). 
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Revolutionary                                                                                                                      
The revolutionary scenario exhibits both a high degree and frequency of 
entrepreneurship. Organizations positioned at this location of the matrix represent high 
degrees of the three dimensions innovativeness, risk-taking and proactiveness. While at 
the same time presenting a high amount of entrepreneurial activities (Morris & Sexton, 
1996, p. 8). 
  
The five segments presented above depict an example of how entrepreneurial intensity 
can vary. It is also important to state that it is possible for an organization to operate at 
more than one point. Organizations can be highly entrepreneurial at one state and in 
time less entrepreneurial at others, this makes it possible to occupy different scenarios 
depending on different time states (Morris & Sexton, 1996, p.7). 

3.11 Theoretical summary 
These theories are part of the theoretical framework of this study. The focal point will 
weigh heavily on some theories more than others. The main theories are the different 
dimensions of organizational structure as well as the three dimensions of entrepreneurial 
orientation. This is shown in figure 3 in which complexity, formalization and 
centralization composes the organizational structure affecting the entrepreneurial 
orientation that is formed by innovativeness, proactiveness and risk-taking. The 
framework will later be developed further by combining the empirical results and 
represents the basis in which the analysis is written.   
 

 

Figure 3 - A theoretical framework of the main research subjects 
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4. PRACTICAL METHODOLOGY 
This chapter will help the reader to get a clear understanding of how the study and 
research has been completed. The different practical choices that have been made are 
going to be argued and accounted for, which mainly concerns how the empirical data 
has been processed.                                        

4.1 Sampling 
The sample procedure and good research practice are associated with random or 
probability sampling. Although, there are plenty of researches that are based on non-
probability sampling. This confirms a gap between the recommendations of good 
research practice and concrete research (Bryman, 2011, p. 175). It is important for the 
survey researches do decide what kind of population that is most compatible with the 
research area, which enables following decisions of research tools and how it will be 
distributed (Bryman, 2011, p. 177).  This thesis emphasizes a population of one 
organization in Sweden, with individuals at different levels of the chosen organization. 
The main characteristics of probability sampling, is that the researchers can come to 
conclusions by different spot checks of the random selected population (Bryman, 2011, 
p. 188-190). In other words, this choice of sampling is based on a random selection that 
embody a representative sampling, which represents a miniature of the population. The 
non-probability sampling emphasizes that some parts of the population has more chance 
to be a part of the sampling (Bryman, 2011, p. 179). The concept of non-probability 
sampling is an umbrella term that aims to cover all types of sampling that does not fit 
into principles of probability sampling (Bryman, 2011, p. 194). 
 
The method choices in our study i.e. choice of branch, organization and interview 
candidates, do all belong under the concept of non-probability sampling. Bryman (2011, 
p. 194-197) presents three types of nonprobability sampling methods, which are 
convenience-, snowball- and quota sampling. The criterions of the sampling of this 
thesis was mainly founded in that the organization possess both a large size and 
matureness, but also that the interview candidates should be from different levels of the 
hierarchy. By this, it was clear from the beginning that the sampling of interviews 
should be based on different levels within one large and mature organization. Although, 
in order to still be objective and not too specific in the choice of sampling, we used a 
snowball method, which is a kind of convenience sampling (Bryman, 2011, p. 196). 
 
Before we move further into the concept of snowball sampling, the choice of 
organization is also going to be defined by a method of sampling, namely the targeted 
sampling. Scientific researches that follow the qualitative method based on interviews 
often get the recommendation to use the targeted sampling method. This type of 
sampling is based on that the researchers does their choice of sampling by targeted 
interview candidates, which can be related to the purpose of the research. In other 
words, the choice of research questions should match the choice of sampling. Within 
this concept there are sub-methods, two of those are the earlier presented snowball 
sampling and the theoretical sampling (Bryman, 2011, p. 434). 
 
The theoretical sampling means that the choice of sampling can be embodied by the 
theoretical choices (Bryman, 2011, p. 434). The choice of organization in this thesis was 
mainly based on the theoretical areas of organizational structure and entrepreneurial 
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orientation. The theoretical areas was the base of the choice of organization, namely that 
it should be large and mature in an industry that was not obviously too 
entrepreneurially. Hence, the choice of sampling was targeted with the theoretical 
sampling as main focus. 
 
Later, the choice of interview candidates was made through the targeting snowball 
sampling. This method refers to that the researchers take contact with a few people that 
are relevant for the study. Thereafter, they in return enable a contact with further 
candidates of the interviews (Bryman, 2011, p. 196). This was in the exactly same way 
implemented in our research sampling of interview candidates. The hotel manager for 
Scandic Plaza and Syd in Umeå was firstly contacted. Next we explained our purpose 
and target with the research in which he/she assigned the rest of the interviewed 
candidates in two different departments. 
 
In some way this choice of sampling is randomly, thus the negative aspect is that it 
unlikely would be representative for the whole population within the organization 
(Bryman, 2011, p. 196-197). However, it still enhances the objectiveness of the research 
due to that only one of the six interviewed candidates within the organization was 
chosen. 

4.2 Research design 
The key features of a qualitative research design are often characterized by a low degree 
of structure, a focus on a specific area and open interview questions. The opposite to 
this is the structured interview that hold a strict schedule of questions in a specific order, 
questions referring to quantitative information and controlled and closed interview 
questions (Cassel & Symon, 1994, p. 709-711). 
 
Furthermore, by highlighting the base and formation of the research design, the 
researchers can remove ambiguities of the study and the research interviews. There are 
plenty of terms to describe qualitative interviews, but the most common strategies are 
unstructured and semi-structured interviews. To avoid risks of confusion, in only 
declare the term qualitative interview, we will present which of the two mentioned 
strategies that is used in order to enable a consistent approach (Bryman, 2011, p. 412-
413). 
 
The unstructured interview refers to a form of memory support when the interviews are 
interpreted by e.g. that the interviewer only asks one question of a specific area in which 
enables the interview candidates to answer in a more generously way. Thereafter, the 
interviewer only pursues with answers that has relevant follow-up questions. By this, 
the unstructured interview can be more comprehended as a conversation rather than a 
formal interview (Bryman, 2011, p. 414-415). A semi-structured interview does also 
represent a flexible method of interviewing. The difference is that the interviewer has 
relatively specific themes that needs to be highlighted i.e. an interview guide, but the 
interview candidates does still hold great freedom to formulate their own answers. 
Within this interview method, the questions do not need to follow the interview guide 
strictly. This allows it to be looser than a structured interview and still not as relaxed as 
a normal conversation (Bryman, 2011, p. 415). 
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As the study of this thesis is based on the theoretical areas of organizational structure 
and entrepreneurial orientation, we are going to use the semi-structured interview 
method. This facilitates the knowledge and understanding that we aim to get by the 
empirical research. By this choice, an interview guide has been designed in order to 
formulate questions that could answer the research question, which enables the 
empirical results to be examined against the theories. Therefore, we would not be able 
to use the unstructured interview due to that some of theoretical areas possible would 
not be fulfilled with empirical results. 
 
The construction of the interview guide is in line with the chosen method of semi-
structured interviews. Although, the design of the interview guide does not need to be as 
specific as in the structured interview. Hence, the unstructured interview still needs to 
specify the main research focus and theoretical area (Bryman, 2011, p. 419). In this case 
the focus and interview questions is based on the dimensions of both organizational 
structure and entrepreneurial orientation. The procedure of the questions was asked first 
by the dimensions of complexity, formalization and centralization within the concept of 
organizational structure. Followed by the dimensions of entrepreneurial orientation i.e. 
innovativeness, proactiveness and risk-taking (see appendix 1). The questions is not 
asked in a leading way, instead there will be open in order to give the interviewer the 
possibility to answer as freely and genuine as possible (Bryman, 2011, p. 419). Thus, 
the procedure of the interview questions was adjusted under each interview in order to 
hold a flexible conversation. Follow-up questions were sometimes asked to get the 
interviewed candidate to develop or exemplify their answer. Besides this, most of the 
interviews followed the outlined interview guide. 
 
Another factor that is important to have in mind, when doing a qualitative interview, is 
the use of an understandable language that is appropriate for the interview candidates 
(Bryman, 2011, p. 419). Even if the questions were formulated in English, we translated 
it and held the interview on Swedish i.e. the interviewers first language. This choice was 
made due to that we wanted the interview candidates to feel as comfortable as possible 
and also give answers according to their own best ability. Further, we constructed the 
questions to be clear and not confusing for the interview candidates. The starting point 
was still the theoretical background, but we formulated it into explained or more 
ordinary conceptions. Thus, we still did not wanted to be too specific and therefore we 
did not used questions that could result in a yes or no answer. Besides this, we have 
thoroughly followed Bryman (2011, p. 420) criterions for a successful interviewer, 
which includes that the interviewer should be e.g. inserted, structured, clear, respectful, 
sensitive, open, leading, critical that both interpret and remembers. 

4.3 Implementation 
The first contact with the company was made through the telephone with the hotel 
manager in which we introduced ourselves as well as the aim of the study. This was 
done not only to create an interest in our study, but also to inform the company of what 
areas the research was based on. The exchange was positive concerning the overall 
subject and time limit. The hotel manager then set up a time and date for us to interview 
him/her. She/he selected two more employees in the lower levels and provided us with 
times and dates to be able to proceed with these interviews. Besides this, the hotel 
manager also provided us with the opportunity to contact the food and beverage 
manager in which we did, by again explaining our overall research aim and our interest 
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in doing the interviews at different levels of the organization. We received the times and 
dates for both his/her interview as well as the other two employees working below 
him/her. 
 
We conducted phone interviews consisting of both positive and negative aspects. The 
cost of doing phone interviews is often cheaper than printing out surveys or doing them 
face-to-face. Another positive aspect is that some respondents might feel more 
comfortable answering sensitive questions through the phone rather than to an 
interviewer sitting in front of them (Bryman, 2011, p. 433). When doing the phone 
interview, it was not possible to see the respondent’s body language or facial 
expressions. This might prevent the interviewer from seeing different reactions caused 
by questions (Bryman, 2011, p. 433). Although there are both negative and positive 
sides to conducting phone interviews and previous studies have shown that there is not a 
larger significant difference (Bryman, 2011, p. 433). The specific times and dates of the 
interviews were decided according to the respondent’s preference, this was done to 
make them feel comfortable with the time of the interview and avoid any stressful 
circumstances. 
 
We started all our interviews by presenting ourselves and explaining the aim of the 
study. The first questions were consciously very basic, such as work responsibilities, 
making the respondent feel comfortable and secure early in the process. We also asked 
follow-up questions to get more information or develop the answer of the respondents 
further, which allowed more profound answers. All six interviews performed were 
relaxed and we perceived them as very comfortable without any sense of fear or 
nervousness. The ending questions were open and allowed the respondents to answer 
freely and add additional information that they might think was relevant. 
 
The six interviews were recorded in order to facilitate our work throughout the study. 
By recording the interviews, we were able to listen to them various times to process the 
material correctly word by word. This gave us the possibility to stay concentrated 
throughout all interviews and avoid mistakes such as incorrect word choices or getting 
the wrong meaning within the material used.  

4.4 Access 
To gain all the necessary access to information needed for this study, we gave the 
participants the option to be anonymous. This was implemented to make them feel more 
comfortable when delivering answers. The questions asked were very open giving the 
respondents the chance to answer more freely, thus that we would gain even more 
access to empirical information. One issue we encountered throughout the interviews, 
regarding the access, was that the respondents were very favourable towards the 
organization. We felt that they were honest throughout the interviews, thus highlighted 
the positive aspects of the company giving us room for interpretation. The consistency 
patterns by repeated answers throughout the interviews gave us a picture of honesty e.g. 
many of the interview candidates did not know how they worked with high-risk project, 
which lead us to believe that risk is not something that they work with a lot. There is 
always risks for respondents to answer conforming to the organization, thus this is 
something we have taken into consideration throughout our thesis. 
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4.5 Shortfall 
We preferred to perform our study on a large organization that was not an evident 
entrepreneurial company. Therefore, we decided to contact the company Norrmejerier, a 
large company located locally in Umeå. We contacted them by sending an email to the 
media-relations manager describing our main purpose of the study. He/she transferred 
us the information needed to contact the human resource specialist. Later, when 
contacting him/her we describe that the aim of our study was to analyse the 
organizational structure through performing interviews at different levels in the 
organization. He/she explained that the organization was going through a reconstruction 
at the moment. Because the aim of our research focused on the structural components 
within the organization a reconstruction would make it hard to execute the research. 
Therefore, we chose to contact and later do our research on another company, namely 
Scandic Hotels. The six interviews we later performed at Scandic Hotels were done by 
schedule and therefore there were no additional shortfalls. 

4.6 Managing the data and material 
According to Bryman (2011, p. 428) does an approach such as the conversation analysis 
or discourse analysis, require the interview to be recorded. All of the interviews in our 
research have been recorded with the permission from the interviewed candidates. 
Further, it can be identified that our research design follows the conversation analysis, 
due to its three basic assumptions. These are that the conversation should be structured, 
formed within the context and that the analysis has its foundation in data (Bryman, 
2011, p. 469). Another reason is that the discourse analysis is more connected to the 
unstructured interview, while the conversation analysis can mostly be associated with 
the semi-structured interview method (Bryman, 2011, p. 467-474). 
 
The recording of interviews comes with several benefits for the research and the 
transcriptions of the empirical results. First, it enables our memories in order to be 
aware of what actually has been said, it also facilitates a meticulous analysis of the 
empirical data, which can be repeated numerous of times for the researchers (Bryman, 
2011, p. 428). Except of these advantages, it also gave us the beneficial opportunity to 
transcribe and analyse the material carefully. 
 
After the interviews the choice was made of transcribing the material that was going to 
be used. Bryman (2011, p. 430) states that time are a key factor that needs to be 
considered when doing this. Therefore, we knew from the beginning that we needed to 
depositing plenty of time when transcribing the material. Thus, we agreed on that six 
interviews would be enough to fulfil our purpose and still be manageable to transcribe 
in the matter of time. The transcribing was done after each interview separately in order 
to hold our objectivity and memories intact. 
 
Transcribing is a process that requires accuracy that needs to hold a good quality. 
Hence, some parts of the interview do not need to be transcribed if they are not in any 
use or relevance for the purpose of the study (Bryman 2011, p. 432). Accordingly, we 
chose to disregard the material that fell outside our research of the study even if most of 
the answers were usable and therefore transcribed. These answers were not relevant and 
included by e.g. pointless words or misunderstandings of the questions. If the latter one 
was the case, we reformulated the question and transcribed that answer instead. For the 
whole profound results of the transcribed interviews we refer to appendix 2, which is 
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transcribed in the sequence in which the interviews were made. In the next chapter 
though, the empirical findings will be presented. That contains by an excerpt of the 
profound results in each theoretical dimension, which has been attached and 
summarized into a general picture of all transcribed material. 
 
Production of empirical results 
The empirical results that firstly was transcribed in appendix 2, has facilitated the 
formulation of next chapter, as mentioned the empirical findings. It enabled us to get an 
overall picture of the main theories consisting of organizational structure and 
entrepreneurial orientation. The dimensions could easily be separated, due to that the 
questions was asked and based upon them separately (see appendix 1). The majority of 
the interview candidates wanted to be anonymous, therefore we are going to separate 
them by their working titles. Further, we highlight some citations from the interviews in 
the empirical findings also found in appendix 2. To read the interviewed candidates own 
words can assist the reading and make it more vivid. Besides this we have reformulated 
words that refers to the different dimensions that can be found in the text by the 
transcription e.g. creativity was used instead of innovativeness. Thus, we have 
interpreted the gathered results and as mentioned, summarized it into an overall 
representation of each dimension.   
 
Production of analysis 
In the chapter of analysis, the empirical profound results will be set against the theories. 
We also carefully clarify when the reality differs from the theory or when one 
participant’s answer may not be the same as our interpretation. The dissimilarity of 
different hierarchical levels will also be presented in order to fulfil the purpose of this 
thesis. Further, we choose to structure the theoretical chapter by each theory, which has 
a close linkage between each other. However, the main focus is on the organizational 
subjects i.e. the organizational structure and the entrepreneurial orientation. 

4.7 Ethics and social aspects 
When designing and implementing qualitative interviews it is important to take the 
ethical aspects into account. The four ethical aspects that need to be followed, when 
performing a research, are the principles of information, consent, confidentiality and 
usage requirements (Bryman, 2011, p. 130-132). 
 
Information requirements demand that participants of the research are given the relevant 
information regarding the study. The participant should be informed that their 
participation is fully optional and that they can end their participation at any time 
(Bryman, 2011, p. 131). We fulfil this requirement by informing our participant the 
overall aim of our study, the approximated time the interview would take and that their 
participation is fully optional.  
 
The consent requirement states that participants should have their own choice to 
participate in a study (Bryman, 2011, p. 132). This requirement mainly deals with under 
aged participant and this was not relevant in our research. The employees we 
interviewed had their own option to participate and were all of appropriate age. 
 
A confidentiality requirement deals with the privacy of the material or personal records, 
which is based on the fact that this should be kept private (Bryman, 2011, p. 132). Since 
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most of the employees interviewed preferred to be anonymous we chose to keep all 
participants anonymous and only use their working titles. This increased the respect of 
privacy for all participants. 
 
The usage requirement deals with the usage of information or data perceived throughout 
the research. All information should be used for research purposes only (Bryman, 2011, 
p. 132). All of the information that we collected throughout the study was handled with 
good integrity and was only used for the purpose of the study. 
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5. EMPIRICAL FINDINGS 
This chapter highlights the main findings of the collected material, divided into the 
earlier presented and most relevant dimensions within the concepts of organizational 
structure and entrepreneurial orientation. It is introduced by a shorter presentation of 
Scandic Hotels, and ended with a summary and linkage of all empirical results in order 
to increase the comprehension of the context that has been perceived by all of the 
interviews. To get the whole and detailed results from each interview-candidate we 
refer to appendix 2. 

5.1 Presentation of Scandic Hotels 
The hotel chain Scandic Hotels started in 1963 and are today the largest operator in the 
northern Europe with 230 hotels in seven countries. Thus, the empirical results are only 
based on the two Scandic hotels located in Umeå named Plaza and Syd. The latter one is 
a smaller hotel just outside the city, with a smaller connected restaurant and 8 
conference rooms that holds up to 110 people. Scandic Plaza though, is a city hotel with 
14 floors, a large restaurant with over 170 dining places and with a conference part that 
can hold up to 220 people. While Syd has 4 room categories, does Plaza have 8 room 
categories that is more luxury orientated. All of the Scandic Hotels are driven by the 
same concept in which creates a very similar impression of every hotel by e.g. the 
restaurant menus or the interior. Except this, the same hotel director and manager also 
run Plaza and Syd with employees that commutes at both of the hotels (Scandic, 2016). 
 
Scandic Hotels see themselves as pioneers, which has determined the development of 
the hotel industry within the segment of mid-range hotels. Scandic Hotels main vision is 
to be a world class Nordic-hotel organization in which they not refers to five stars and 
red carpets. Instead they believe in a performance that is impeccably against the guests, 
customers and team members every single day. Scandic are very proud of their history 
and are still progressing to be more successful and prouder. The organization’s mission 
is to be the hotel that embodies a service that can reach out to everyone i.e. to as many 
people as possible no matter who they are or where they come from (Scandic, 2016). 
 
The average number of employees was in September 2016 about 9 339, with the largest 
loyalty program in the Nordic hotel industry with approximately 1.8 million members. 
30 per cent of Scandic hotels total revenues come from leisure travels, while the 
remaining 70 per cent refers to business travellers and conferences. The organization 
does also work widely with corporate social responsibility (CSR) and on projects that 
will create a special experience e.g. that feels like you are in your own living room and 
not in a lobby. Besides this, they launched their first signature hotel in 2016 that are 
characterized by an individual history and personality. They also work actively to 
improve the service and experience in the food and beverage department at Scandic 
Hotels (Scandic, 2016). Scandic presents their organizational structure briefly by saying 
that their organization and management are decentralized that practises national support 
functions and common groups. They continue to explain that Scandic believe that they 
benefit from the organizational size they hold by having functions that are centralized 
e.g. product development or human resources  (Scandic, 2016). 
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5.2 Organizational structure 
	
Complexity 
Both of the Scandic Hotels in Umeå are organized based on different hierarchical levels 
in different departments. At the top of the chain is the headquarters, and then there is the 
chief of Sweden, and under him/her different district directors that finally have a hotel 
director below him/her. Although in Umeå, the district director and the hotel director 
are the same person, and all of the departments in both of the hotels work together. The 
next level is the hotel manager and alongside him/her the food and beverage manager, 
which work as equal colleagues in Scandic Syd and Umeå. The difference is that the 
hotel manager mainly charges over the “hotel side” which includes the reception, 
conference and housekeeping while the food and beverage manager is responsible over 
the restaurant and the kitchen department.  Below the hotel manager are the reception 
manager and his/her staff but also the housekeeping manager with his/her staff. Under 
the food and beverage manager is the restaurant manager, kitchen manager, conference 
hostesses, shift leaders, chefs and waitresses. The most detailed answers about the how 
the organization is structured, was mostly received from the managers. Although, 
comments on how the structure are perceived overall came from the staff lower down in 
the hierarchy. These comments emphasized that Scandic hotels has an organizational 
structure that are very clear, the organizational levels are well defined and each 
department has many managers with mostly administrative work, which probably could 
be distributed in a better way. 
 
“As Scandic operate 24 hours a day and seven days a week, everyone should be 
able to do everything within his or her daily work in each department” (cited by 
the hotel manager). Therefore, there are no functions that classifies with specialization, 
thus some positions seem to be more responsible than others. It especially transpires in 
the headquarters. In the past though, one candidate explains that they worked with 
specialization in a wider range but are now moving as far as possible from it. This 
because of the importance, that all of the employees working at Scandic Hotels should 
feel as a part of the whole and have as much insight on everything in the operation as 
possible. 
 
Even if Scandic is a company that embodies a organizational structure that consist of 
many different management levels, the majority of the interviewed candidate agrees that 
they do not put weight into working titles. Thus, they all believe that it is important in 
some parts of their work that require the power of authority such as networking, 
decision-making or responsibility. Although, the impression is that the managers with 
more power, use their titles in a wider range than those below, in order to know who is 
in charge of what. 
 
The perception of the interview candidates answers, related to the relation between 
different structural levels and departments within Scandic, are very consistent. 
Everyone gives the impression that they have a close relation to their nearest manager, 
colleagues and people below him/her. The hotel manager has the favourable opportunity 
to have his/her boss as both hotel and district director for the hotels in Scandic Umeå. 
This enables a better communication between the hierarchical levels. Everyone 
continues to explain that they work with their closest boss on a daily basis in order to 
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improve, solve problems or have different progress meetings. The main impression is 
that every manager has a big confidence in their staff and gives them freedom to work 
on their own, but has almost none contact with their manager’s boss. The different 
departments should in Scandic “not think for themselves” (cited by the reception 
manager) which highlights the fact that they cooperate so closely together. The 
operation is built on the fact that all of the department's needs to function, therefore they 
have combined meetings but also needs to communicate among each other on a daily 
basis. 
 
Formalization 
Scandic applies rules that concern the Swedish law but also strong regulations, which 
are referring to the strong concept all Scandic Hotels embodies. The concept is based on 
the fact that customers and guest should know that they actually walk into a Scandic 
Hotel with the same quality of service and experience. The interviewed candidates 
higher up in the hierarchy feel less controlled by rules and regulations than the ones 
lower down. Everyone emphasizes that they have some freedom to organize their own 
work, as long as it follows Scandic Hotels concept, several codes of conducts, 
legislation and job instructions i.e. they need to operate in line with a specific 
framework. All of the interviewed candidates explain that they get their instructions 
from their closest boss, which they can put forward a suggestion of improvements if so 
needed. Hence, no one seems to feel that they have a greater impact or influence on the 
consistent rules and regulations of Scandic that mainly comes from the headquarters. 
 
Centralization 
The decision-making process in Scandic can be divided into two groups. The first one 
stresses the day-to-day decisions, while the other referring to larger decisions 
concerning a whole department or the whole concern of Scandic Hotels. The latter one 
are questions that the headquarters deals with and those decisions are not anything the 
interviewed candidates feel a part of. In other words, are the larger decisions first made 
and then presented to the different hotels, without a chance to influence. Some of them 
also highlights that the decision-making process in the headquarters are very tedious 
and protracted due to that Scandic is a big organization with a lot of hierarchical 
tendencies. The first one though, the smaller daily decisions, can be done directly as 
long as it stays within the given framework or are consulted by the closest boss. Besides 
this, all of the interviewed candidates explain that they always can put forward a request 
or suggestion for improvement to a higher authority in the Scandic Hotels in Umeå i.e. 
has a saying and influence on a more central level in the organization. 

5.3 Entrepreneurial orientation 
	
Innovativeness 
One day is not like the other within the hotel business and therefore it operates as a 
creative industry by itself. It comes and goes new guests and customers at Scandic every 
day, this means that they cannot prepare or plan how their daily operation will turn out. 
It implies that they always have to be creative concerning customer’s needs, problem 
solving and finding creative solutions. All of the interviewed candidates explains and 
highlights the fact that they need to be creative on a daily basis and has the room to do 
so. Thus, besides this it does not seem that anyone besides the managers try to be 
further creative, due to the strong regulations and framework that Scandic Hotels uses. 
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The hotel manager explains this by saying that they always need to work “within the 
framework” (cited by the hotel manager) but there are still some room to be creative as 
long as the required results is achieved. By example, they cannot repaint a room or 
decide to order a new product to the shop, but they can tell the cleaners to put candies in 
the room or be imaginative and flexible if the customers have unusual needs. 
 
Besides the daily creativeness they have different meetings, within the departments but 
also for both of the Scandic Hotels in Umeå. The meetings are dealing with questions 
about e.g. how the can improve their daily work, be more effective, create a cosy 
atmosphere on holidays, have wine tastings or present the results of customer surveys 
and performance reviews. New products or services are planned and tested at the 
headquarters and then implemented at the hotels, which is a process that takes a really 
long period of time. Although, new ideas are then introduces very quickly at the hotels, 
which can lead to time or implementation problems. The interviewed candidates explain 
that Scandic is an organization that has “a high roof” (cited by the receptionist), thus it 
still “feels a bit squared” (cited by the F&B manager). Information though, is 
something that the employees seem to have but also needs to seek up on their own in 
order to not miss anything. The food and beverage manager summarized how they work 
creatively with innovativeness by saying that “some things one can change while 
others we just have to live with” (cited by the F&B manager). 
 
Proactiveness 
As Scandic is an old and big organization and the largest hotel operator in the northern 
of Europe, it comes with many competitive advantages by both size and age. They do 
not seek opportunities from other competitors due to their strong concept, which 
excludes ideas that is not suitable for their image. Although they are still inspired by 
others, follow trends, are modern but really want to be first on the market i.e. digging 
the path rather than follow it or “not be the second on the ball” (cited by the hotel 
manager). Within the Scandic Hotels in Umeå, the interviewed candidates feel like they 
can change problems or work on smaller improvements and ideas. Thus, bigger changes 
do not happen as fast as they may want, especially when it only comes from the 
headquarters. The hotel manager emphasizes this by saying that “changes for Scandic 
is like to turn a Finnish ferry” (cited by the hotel manager). They may want to convey 
safety, which they do by their strong concept and the customer’s recognition. 
Consequently, the employee’s that have been interviewed do not feel driven to try to 
change something bigger or bolder and gives the impression that they miss edgy and 
powerful opportunities. 
 
Risk-taking 
Scandic is not an organization that works with high-risk projects in a wide range, 
instead they do everything with great care and every action is well thought out and 
calculated. There are functions, units and huge systems for everything and nothing is 
left for the unknown. New ideas and initiatives encourages and supports, but not risks. 
None of the interviewed candidates believes that Scandic is a company that has been 
risky or even seek that kind of opportunities. Within the hotels in Umeå, risk are also 
minimized by the long process of new ideas or improvements that needs to go from 
level to level in order to be prioritized. Although, the hotel director believe that he/she 
embolden initiatives from the staff, which they also confirm, even if there sometimes 
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concludes in mistakes they could have been without. Thus, risk-taking is not something 
that Scandic Hotels in Umeå feel strongly about, even if some of them emphasizes that 
there is room for more venturesome activities but not without operating within the 
frames of Scandic or consult upwards in the hierarchical levels. 

5.4 Empirical summary 
The collected data, by all of the interviews, has been presented and examined. To 
facilitate the reading and the following analysis, the results have been summarized 
within the theoretical framework below. 
 

 

Figure 4 - The empirical results within the outlined theoretical framework 
 
The empirical results of the organizational structure shows that Scandic has a 
complexity characterized by bureaucracy, well defined hierarchical levels with 
specialization only at headquarters and also many authoritative figures. The 
formalization refers to their strong organizational concept, which the regulations are 
based on. The employees at the Scandic Hotels in Umeå do not have any influence on 
these regulations even if they have freedom within the outlined framework. Finally, 
centralization is confirmed by larger decisions at the headquarters, a tedious decision-
making process with only the authority to make smaller decisions on site. These three 
dimensions represent how the organizational structure can be defined, in which affects 
the entrepreneurial orientation and its dimensions. The first of those is innovativeness, 
which in the Scandic Hotels in Umeå shows that they only operate in a creative way 
when it comes to problem solving but has tendencies to push for innovativeness as long 
as it is in line with the regulations. Concerning the second dimension of proactiveness, 
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they act rather than react due to their strict framework that inhibits edgy and powerful 
opportunities. Last, the empirical results of risk-taking shows that every action they do 
are well thought out and calculated, there are lack of venturesome activities and the 
employees at Scandic do not associate the company with high-risk projects.  
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6. ANALYSIS 
This following chapter will analyse the empirical results found in chapter 4, but also 
referring to appendix 2, against all of the presented theories in chapter 3. A comparison 
will be made between the dimensions of organizational structure and the dimensions of 
entrepreneurial orientation. This will be executed together with other associated 
theories in order to enhance the theoretical base of this thesis. The analysis forms the 
base to the conclusions and recommendations that will be presented in the next chapter. 

6.1 The entrepreneurial organization and its architecture   
To analyse Scandic Hotels entrepreneurial activities it is necessary to look at the 
organization's architecture and strategies, which are hold up by the three pillars of 
leadership, culture and structure (Burns, 2013, p. 22). Thus, this study will place its 
focus on the pillar concerned with structure. Scandic Hotels have a very strong concept 
that helps them keep their standards at all locations. It also creates a framework for the 
whole operation concerning e.g. rules, regulations, power of control and decision-
making, which makes it the foundation of the strategies. However, an entrepreneurial 
organization should both be dynamic and adaptable to the expanding and changing 
market (Shoghi & Safieepoor, 2013, p. 92). This definition of an entrepreneurial 
organization is something that Scandic Hotels fits into since they are a large, mature and 
successful company. Thus, Scandic Hotels manage to keep their strong position in the 
hotel industry. The company continuously work with entrepreneurial activities and 
launch new products or services, which enhance their strong concept even more. 
Further, the strong concept influences the organizational structure that according to the 
entrepreneurial architecture theory also is one of the factors that impact their corporate 
entrepreneurship (Burns, 2013, p. 22). 

6.2 The organizational structure 
In order to define the organizational structure at Scandic Hotel, we are going to compare 
the already presented structures with the empirical results that have been collected. As 
the organizational structure provides a framework for the relations in the operating 
process and the methods for coordination tasks, Scandic Hotels in Umeå proves to 
consist of the mechanical structure with a high degree of complexity, formalization and 
centralization (Mihm, et al., 2010, p. 832). The opposite of this, is the organic structure, 
which cannot be identified with Scandic. This due to that they do not embody a flexible 
structure with decentralized authorities or a small extent of rules and regulations 
(Shoghi & Safieepoor, 2013, p. 55). 
 
Another more concrete way of defining an organization's structure is by identifying 
which type of social structure they embodies. The social side of organizational structure 
mainly refers to factors such as departments, positions and people (Ahmady, et al., 
2016, p. 457). Although, the organizational structure is, as mentioned, an abstract and 
not concrete subject that is not obvious. This emphasizes the fact that it can show 
tendencies for more than just one specific type of structure (Senior & Swailes, 2010, p. 
76). Based on the empirical results it can be seen that Scandic mostly identifies with the 
bureaucratic structure. 
 
One of the most obvious characteristics of bureaucracy is the top-to-bottom hierarchical 
arrangement (Ahmady, et al., 2016, p. 457), which Scandic shows strong tendencies of. 
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The chain in Scandic goes broadly from the headquarters down to the “floor” consisting 
of e.g. receptionists or waitresses. The commands, decisions and regulations come from 
the top and communicate down towards the bottom. Thus, it is not the other way 
around. Employees lower down in the hierarchical chain have exclusively power to 
influence the whole operation at Scandic hotels. Another element that refers to 
bureaucracy is the system of interpersonal rules. This emphasizes how positions or 
authorities from the top to the bottom coordinates activities of rules, power and 
procedures in which Scandic Hotels has a lot of different structural level authorities, 
managers as well as activities that are spread widely. 
 
Many of the interviewed candidates explained that they do not use their working title, 
although they are still dependent on them. They cannot impact, change or influence 
anything that is not within Scandic Hotels framework or their own job description. 
Specialization and division of labour is another important factor that refers to 
bureaucracy (Senior & Swailes, 2010, p. 74). The majority of the employees at Scandic 
states that they do not work with specialization today. Instead everyone should know 
everything within their department in order to operate 24 hours a day 7 days a week. 
Even if the empirical results give the impression that they do not work with 
specialization, the hierarchical arrangement does. Their division of labour are distinct 
with different managers for each level. This result in that their operation is strongly 
divided by positions and roles that have power, supervision and responsibility over 
specific separated parts of the organization. Therefore, Scandic does prove some 
tendencies of specialization even if the staffs does not feel that they are specialized or 
get instructions to work in that way. 
 
As mentioned earlier, the concept of bureaucracy today is associated with a negative 
connotation and can be seen as overwhelming with undesirable rules, power and 
control. Although it can speed up problem solving and is the most common form in 
larger sectors (Senior & Swailes, 2010, p. 76). All of the employees explain clearly that 
they work within a framework, thus some of them emphasize that they gain from it. 
They have clear instructions and know what is expected of them. The problem with this 
kind of mind-set, refers to the fact that members in a bureaucratic organization has 
narrowly defined jobs in which they are protected from making larger decisions that 
affect others (McHugh & Bennett, 1999, p. 81).   
 
From the empirical results and theories it can be concluded that Scandic portrays with 
the main characteristics of a bureaucratic structure (Ahmady, et al., 2016, p. 457).  They 
illustrate centralization of both power and decision-making, formalization by rules and 
regulations, standardization by divisions of labour and unification that separates tasks 
and people. Thus, they also show tendencies of another structure, namely the 
multidivisional structure, which works as an extension of the multifunctional structure 
but without maximizing specialization. The multidivisional structure reduce head 
manager’s responsibilities by instead use various different functions i.e. authorities and 
managers, which report only to one central unit (Ahmady, et al., 2016, p. 457) e.g. in 
this case, the headquarters. By this structure, the different functional units and positions 
are only responsible over the daily operation, while the central unit has the main 
responsibility over managing and supervising the whole operation (Ahmady, et al., 
2016, p. 457). This can literally be transmitted to how Scandic Hotels operates as an 
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organization. The employees have the power to influence their own day-to-day work, as 
well as being responsible to produce good numbers. Besides this, they use 
departmentalization that maximizes knowledge rather than specialization. Thus, their 
use of specialization, by so many different hierarchical levels, can be enough to enhance 
narrow thinking that works against e.g. innovation. Which is something that the food 
and beverage manager actually proves by saying that it sometimes feels “a bit squared”. 
 

 

Figure 5 - An overview of Scandic Hotels different structural levels 
	
Figure 5 is a generalization of how the structure can be visualized at Scandic Hotels in 
order to enhance the reader's knowledge on how the levels are structured. Although, it 
can vary e.g. in Umeå the district director is the same person as the hotel director. 
Further, in some departments there are sub-positions with different authorities or 
responsibilities e.g. bar managers, shift leaders or sous chef in the lowest levels of the 
hierarchy. The arrows, which point down, represent the regulations of formalization and 
the centralized decision-making process. In other words, the chain of communication 
and power goes from top to bottom, which is a typical bureaucratic characteristic. The 
headquarters represents the central unit in which everything that affect the operation 
happens. This proves tendencies of the multidivisional structure, concerning all of the 
different functional levels in Scandic Hotel organizational structure. 
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6.3 Organizational size and inertia theory 
To be considered as a large company in Sweden there are some specific requirements 
that need to be fulfilled. A large organization should have more than 50 employees, 40 
million SEK in total assets and/or 80 million SEK in net sales. Although, listed 
companies does always counts as a large (Bolagsverket, 2012). Scandic do meet all of 
these requirements to be counted as a large company (Scandic, 2016). Except this, it 
may seem obvious that Scandic is a large organization, due to their matureness and 
establishment in seven different countries. This implies both that Scandic has been 
taking different strategies in order to survive on the growing competitive market, but 
also that they are more complex than smaller ones. The underlying causes for 
complexity mainly concerns that the decision-making process and communication flow 
gets lengthened, which in return can kill initiative (Burns, 2013, p. 173). This has 
already been described by the organizational structure and figure 4 that are displayed by 
the arrows. Scandic Hotels can therefore be counted as a large organization with both 
the positive and negative consequences that follows. 
 
In order for Scandic Hotels to be both large and successful, adaption is an important 
tool against the changing environment (Senior & Swailes, 2010, p. 116). They have 
continuously done this by developing new hotels in attractive locations that is based on 
long-term relationships with their landlords. They promote their strong market position 
by highlighting their well-known brand and their ability to deliver profitable revenues. 
Another concrete example of how they adapt to the changing environment is in how 
they work with sustainability. In 1993, they made a decision to be the leader in 
developing sustainability within the hotel sector. The innovative idea was based on the 
concept “hang up your towel if you want to use it again”, which today work as a hotel 
standard around the world (Scandic, 2016). However, these changes do not take place at 
the physical hotels but instead at the headquarters. 
 
The interviewed candidates had a hard time to come up with how Scandic work to meet 
the environmental triggers of change. This can be related to the assumption that not all 
structures can be explained by adaptation, which was the starting point for the inertia 
theory (Hannan & Freeman, 1979, p. 930). Scandic Hotel external forces of inertia lie in 
that it is hard to change the already outlined structure. It requires a radical change that 
can threaten their strong legitimacy within their concept. A change for Scandic Hotel 
does also comes with high costs e.g. launching a new hotel due to their large size, 
matureness and cohesiveness among all of the hotels. The internal force of inertia in 
Scandic Hotels proves by the difficulty to change earlier investments. But also that their 
strong concept, as a strategy, has led to that there are embedded within it. Scandic 
Hotels concept has become a normative standard for the operation, which inhibits the 
idea of a structural change that possible can lead to a big resistance to change (Hannan 
& Freeman, 1984, p. 149). The inertia theory therefore explains that it is hard to be 
flexible when an organization proves strong tendencies of both high external and 
internal inertia (Hannan & Freeman, 1979, p. 930). 
   
Inertia theory also suggests that older and larger organizations embody a much higher 
inertia than others. This due to standardized routines that create a more predictable and 
inflexible operation (Kelly & Amburgey, 1991, p. 594), which Scandic Hotels represent 
by their structural stability. Although, even if it is proved that possibilities for bigger 
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changes decreases with age, Scandic still have the advantage of being reliable and 
accountable through their strong establishment in the hotel industry. Their strong 
concept becomes their biggest competitive advantage, but also an element that strongly 
increases the inertia within their structure. 

6.4 The dimensions of organizational structure 
	
Complexity                                                                                                                           
The dimension of complexity concerns the number of hierarchical levels, departments, 
positions and job titles (Shoghi & Safieepoor, 2013, p. 56), which there in Scandic are 
plenty of. The chain goes from top to bottom with different levels, departments and a lot 
of management roles. This may not be perceived as obvious in the structural overview 
in figure 5, hence one manager often has another management role. An example of this 
is the reception manager that also charges over the market analysis on every department 
in Plaza and Syd. Further, Scandic also states that they by e.g. have environmental 
managers in each of the 230 hotels (Scandic, 2016). Besides this, the headquarters also 
have a lot of different areas that requires at least as many managers. This also implies a 
division of labour that is specialized, well-defined hierarchical levels with many 
authorities and bureaucratic procedures.   

Except the bureaucratic and multidivisional structure that Scandic Hotels have, they still 
work closely within the hotel. At the Scandic hotels in Umeå, every interviewed 
candidate states that they have a good relation to their closest manager. The managers 
represents by trustworthiness and an open mind-set, which enhance the communication. 
The departments also work together by e.g. combined meetings, in order to operate as 
one whole unit. Hence, the distance between the hotel and headquarter proves to be very 
expanded. This due to that they operate in two very separate ways i.e. while the hotels 
work within the framework, the headquarters has the power of it. 
 
Formalization                                                                                                                     
Formalization concerns by which degree the operation is regulated by rules, procedures 
and instructions, but also how they are communicated (Pugh, et al., 1968, p. 75). In 
Scandic Hotels it has been proved that laws and the regulations of the organization’s 
concept mostly formalize the employees. The people lower down in the hierarchical 
levels proves to feel more regulated than the ones higher up. The reason behind this can 
be explained with the fact that the employees get their instructions from their closest 
boss, and the higher up you are, the nearer you come the headquarters i.e. the centre of 
control. Although, every interviewed candidate states that they have a lot of freedom in 
the daily operation, as long as it stays within the framework. This may not imply that 
they actually have freedom, instead that they are controlled by a framework that only 
allows them to operate in one sort of way. This can both be perceived as a positive and 
negative attribute, but the amount of control is certainly high. 

Centralization 
How the authorities and the control over the decision-making process are positioned 
within the organization, defines the dimension of centralization (Senior & Swailes, 
2010, p. 73). In Scandic Hotels, is the power of control over the whole operation, placed 
within the top of the chain i.e. in the headquarters. Therefore, the concentration of 
power is centralized at the top of the hierarchy. This enables a control that reduces 
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potential risks from lower levels, which can affect the whole operation (Shoghi & 
Safieepoor, 2013, p. 56). Although, smaller decisions that concerns the daily operation 
is positioned within the hotels and also at lower levels in the hierarchical chain. The 
employees feel that they can influence their daily work and put forward suggestions of 
improvements. Thus, it is clear that they do not have a saying in larger decisions i.e. the 
power of control are centralized at the top in Scandic Hotels. 

6.5 The dimensions of entrepreneurial orientation   
 
Innovativeness   
The employees at Scandic Hotels Plaza and Syd believe that their own work is creative 
in a day-to-day basis. They describe their daily operation as being different each day 
and therefore feels that they are required to find new ways to achieve and fulfil 
customer satisfaction and needs, as well as solving problems that might occur. Besides 
this, they also stated that they feel that they have room to work creatively, which is not 
supported by their strict rules and regulations set at headquarters. Innovativeness is 
created by top managers’ ability to encourage creative processes and ideas that have the 
possibility to turn into new products or services (Lumpkin & Dess, 1996, p. 42). The 
decision-making process takes a lot of time and goes through various levels in Scandic. 
Since big decisions are made at the top levels it do not support the creative process or 
encourage employees to engage in change, neither does it encourage ideas, thus 
decreasing innovativeness in lower levels. 
 
Meetings are available to encourage people to voice their opinion according to the staff 
at Scandic Hotels. Ideas can develop and be shared rapidly within the hotel's Plaza and 
Syd. These ideas must climb various levels to reach the right people in charge to 
execute them or accomplish changes. This inhibits implementation of change or ideas 
that might come up in the meetings. Therefore, it is hard to see a high degree of 
innovativeness since the dimension is based on the encouragement and possibility to 
favour change and creative processes. When looking at levels as the headquarters, 
innovativeness of entrepreneurial activity is represented by a much higher degree, since 
new concepts, products and ideas are executed there.   
 
Proactiveness 
Scandic Hotel employees describe the organization as an organization that digs the path 
rather than follows it. This exhibits proactiveness because the dimension itself does 
define a proactive organization as a leader rather than a follower (Lumpkin & Dess, 
1996, p. 146). Even if the employees feel that they can influence small changes and 
ideas, the hotel manager emphasizes that a change for Scandic is like “turning a Finnish 
ferry”. This proves a rather low proactiveness since quick larger changes are too 
complex for the organization's structure. 
 
Execution of ideas or changes is also a long process making it hard for Scandic to 
exhibit reactiveness rapidly when pursuing opportunities or change. The staff also gave 
the impression of missing edgy and powerful opportunities because of the lack of 
possibility to influence big and bold changes as well as the strict rules and regulations at 
Scandic Hotels. 
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Further, the empirical results showed that the employees have the possibility to change 
smaller things or seize opportunities in the day-to-day operation, but only if these 
changes and opportunities are within the established framework and concept. This again 
does not proclaim a very high proactiveness since the frameworks are squared and 
highly regulated, leaving little to no room for changes or opportunity seizing at all 
levels. 
 
Risk-taking 
Risk taking is not emphasized in a large extent in Scandic Plaza and Syd. The 
dimension risk-taking requires venturing to the unknown, committing large amount of 
assets or borrowing (Shoghi & Safieepoor, 2013, p. 92). The employees were asked 
questions about risk-taking within the organization. They expressed that the 
management does encourage initiatives to try new ideas or solutions that might result in 
mistakes or loss. This proves a small intent of taking risks. Although, concerning the 
whole operation of Scandic Hotels, many employees felt that it is a very well thought 
out and calculated organization when it comes to executing ideas, changes or new 
ventures. When new products or services are launched, it has been developed and tested 
for a long period of time, in order to reduce risks of losses. A change for Scandic Hotels 
indicates a change in all of the 230 hotels. Their concept creates an incarceration that 
inhibits them to take risks, due to their scale. An implemented change that happened to 
be a mistake would imply a greater loss than for many other organizations. Therefore, 
reducing risks instead of taking them seems to be highly important for Scandic hotels. 
Thus, this does not support the definition of risk-taking, which requires venturing to the 
unknown where loss is possible (Lumpkin & Dess, 1996, p. 144).   

6.6 Entrepreneurial intensity 
Scandic Hotel degree of entrepreneurship has previously been discussed above 
concerning the dimensions of entrepreneurial orientation. Because of Scandic Hotel 
long decision-making process and their strict rules and regulations they do not display 
high innovativeness. Looking at higher levels and the organization as a whole the 
innovativeness level might exhibit higher than in lower levels. Change might be 
inhibited or take a long time because of the organizational structure of bureaucracy but 
the employees still feel that they have room and encouragement to voice and share 
opinions or ideas. Therefore, this dimension can be considered to be higher than the 
other two dimensions. When it comes to the second dimension, proactiveness, Scandic 
hotel can be plotted in a scale ranging from reactiveness to passiveness. The position of 
the organization leans more to a passive lateral rather than a reactive one. The squared 
framework that leaves small room for seizing opportunities supports this position. 
Execution of change or to seize an opportunity is something of a tedious and time-
consuming project for the organization. The third dimension, risk-taking, is the 
entrepreneurial dimension that the organization exhibits the least of. The empirical 
results prove that the organization is a very planned and calculated company, which 
makes it hard to venture into the unknown or risk large amounts of resources. The 
degree of entrepreneurship is based upon these three dimensions that are presented 
which show intermediate innovativeness, low proactiveness and low risk-taking making 
the degree of entrepreneurship of Scandic Hotels low. 
 
The frequency axis presents the number of events an organization have that are 
entrepreneurial in nature (Burns, 2013, p. 86-87). The events can range from being very 
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often to rarely. Scandic Hotels as a company do have numerous events that are 
entrepreneurial in nature and works with it in a more continuous manner, even if the 
entrepreneurial degree of the organization might be low. While Scandic Plaza and Syd 
exhibit a low frequency of entrepreneurship, the headquarters and the whole operation 
work with it more frequently. This positions Scandic hotels on the intermediate towards 
the higher side on the frequency axis. By combining these two positions of degree and 
frequency of entrepreneurship, it is conclusive that Scandic falls between the periodic 
and continuous scenario on the entrepreneurial intensity plot as seen in the illustration 5 
below. 
 

 
 
 

Figure 6 - Scandic Hotels position on the entrepreneurial intensity plot 

6.7 Organizational structure in relation to entrepreneurial orientation 
As the organizational structure is not a concrete part of a company, theoretical tools 
have been used in order to define the organizational structure at Scandic. Firstly, it has 
been identified that they mainly possess a bureaucratic structure, but with tendencies of 
the multidivisional structure. This implies that they have some form of high complexity, 
formalization and centralization, due to that it is a common characteristic of 
bureaucracy. Although, size and age were also explored in order to understand how it 
affected the organizational structure. Scandic Hotels have proved that they both have 
progressed and adapted to the environmental triggers of change. They have not only 
survived on the market, but have become one of the largest hotel concerns in northern 
Europe. Thus, outcomes from Scandic Hotels size and matureness can therefore be 
found within the dimensions of organizational structure and also other elements that 
affect it. 
 
Scandic embodies a high inertia that inhibits change and can kill initiatives for e.g. 
innovativeness. This refers mainly to their structural stability, inflexible operation and 
predictable procedures, which is a result of their age, size and strong interpreted 
concept. The Scandic Hotel concept also laid the ground for all of the dimensions of 
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organizational structure, i.e. without it they would definitely embody a whole other 
organizational structure. The complexity concerns the many different levels in the 
hierarchical structure that lengthened the distance between the headquarters and the 
hotels. This set the framework for both formalization as well as centralization. The latter 
one emphasize that the power of control is centralized within the top of the hierarchical 
chain. All of the decisions that concern the whole operation are made only at the top. 
Regulations mainly refer to Scandic Hotels concept, which is strict and operates 
throughout all of the hotels. It can be seen as a control mechanism that squares the 
employees thus that they cannot make decisions outside the framework. 
 
These dimensions in return, affect the dimensions of entrepreneurial orientation at 
Scandic Hotels. Their large scale in combination with their strong concept results that a 
change, is like the hotel manager said, “to turn a Finnish ferry”. Even a small change 
that refers to the concept, needs to be implemented in all of the hotels. Therefore, a 
change that would not be profitable would probably give huge economic consequences 
for Scandic Hotels. This may be the answer to why they take so small risks, and instead 
work continuously and incrementally with change. Thus, their organizational structure 
and concept enhance their control over the whole operation but also in which frames the 
employee's can operate. This reduces the risks for mistakes, and makes it easy to 
measure due to that every hotel has the same concept. The bureaucratic structure of 
hierarchical levels does not affect the operation in a negative way when they have so 
much control either way. Although, this concludes to that the innovativeness cannot be 
found at lower levels in the hierarchy. The staffs are to concept steered, which indicates 
that they do not give any signs of “thinking outside the box”. Even this, may not be 
negative for Scandic Hotels, due to that there long process in executed new ideas or 
changes. The organizational complexity already inhibits the chance of being quick in 
reactiveness. Thus, low innovativeness in the daily operation may not be a problem due 
to that they cannot operate risky or being rapidly proactive. All this, because of their 
organizational structure built on a strong concept that enhance control, reduces risks, is 
easy to measure and still is profitable, without the need of embodying high 
innovativeness, proactiveness and risk-taking at the daily operation of Scandic Hotels. 
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7. CONCLUSION AND RECOMMENDATIONS  
In this chapter the conclusion of the study is outlined followed by recommendations to 
the concerned organization, which are based on the purpose, background and research 
results. Further, we also present suggestions for further research questions that would 
be interesting to study and analyse.   

7.1 Conclusion 
The aim of this thesis was to find possible statements for any observed relation between 
organizational structure and entrepreneurial orientation. This was executed by studying 
one company, namely Scandic Hotels. Which occurred by interviews on different levels 
of the organization to thoroughly capture the dimensions of organizational structure. In 
order to fulfil the purpose of the study, the research question used was “how does the 
organizational structure impact the dimensions of entrepreneurial orientation?” 
 
The research of the organizational structure in Scandic hotels concluded that they 
possess a high complexity, formalization and centralization. Based on these dimensions, 
we have identified the most crucial elements that characterize Scandic hotels 
organizational structure. These include bureaucracy, strong regulations and high 
centralization placed at the top of the hierarchical levels. Other factors such as size, 
matureness and inertia enhance these characterizations of Scandic. Since the 
organization is concept driven there is a strong interdependence between both the 
concept and the organizational structure. When looking how the structure impacts the 
entrepreneurial orientation we have taken the pronounced concept into consideration 
due to its important role in the organization. 
 
The dimensions of organizational structure affect the elements of entrepreneurial 
orientations. The organization's high complexity, formalization and centralization result 
in a low degree of entrepreneurial orientation. The employees of Scandic Hotels Umeå 
do not work actively with innovativeness, proactiveness and risk-taking. First, the 
strong structural concept inhibits the employees to operate freely i.e. they need to stay 
within the framework. It has been proved that the negative elements of bureaucracy by 
e.g. inertia, the strong regulation and centralization of power has an impact on the 
degree of entrepreneurial orientation. The employees work in a squared way and 
therefore do not “think outside the box”. However, Scandic Hotels is a successful 
entrepreneurial organization that still expanding on the market, indicating some sort of 
innovativeness. This is only presented in the higher levels of the organization. Looking 
from the entrepreneurial intensity perspective, frequency is slightly higher than the 
degree of entrepreneurship (see figure 6). 
 
In order to be entrepreneurial as an organization, as mentioned, it is important to 
actively work with the different dimensions of entrepreneurial orientation. Thus, a 
bureaucratic organizational structure, which in this case also is concept driven, can be 
really difficult to change. As elements of innovativeness, proactiveness and risk-taking 
are based on the opportunity to change, it is important to ensure that the preconditions 
exist. A change for Scandic Hotels is as the hotel manager said, “to turn a Finnish ferry” 
i.e. an extensive and tedious process. The organizational structure with the strong 
concept results in that Scandic Hotels represents by being very calculated and well 
thought out as a company. Further, this does not indicate that the organizational 
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structure is an obstacle for entrepreneurial orientation, but it still not enhances the 
dimensions of entrepreneurial orientation either. Conclusively, the organizational 
structure properly impacts the opportunities for actively working with entrepreneurial 
orientation. Although, there are still actions that can be made to e.g. refrain from the 
danger of bureaucracy and increase the entrepreneurial mind-set of Scandic Hotels daily 
operation. 

7.2 Recommendations for Scandic Hotels 
Our recommendations to Scandic Hotels mainly refer to the organizational structure. 
This because it has been proven through this study that the organizational structure 
clearly impacts the entrepreneurial orientation. Therefore, in order to enhance the 
entrepreneurial intensity and activity it is crucial to look over the structure continuously 
and be aware of the affect it actually has on other organizational elements. 
 
According to Senior and Swailes (2010, p. 385) there is no outlined way to change 
organizational elements successfully. Thus, even if the choice of organizational 
structure may not be straightforward, a change in the strategy, due to environmental 
triggers, needs to be followed by a change in the structure (Senior & Swailes, 2013, p. 
103). The main problem at Scandic seems to be proved by that the organizational 
structure lives by its own natural form i.e. the characteristics of bureaucracy; high 
regulations and centralization affect other organizational elements freely. The main 
problem lies in that they embody a traditional management practices in which the focus 
are on effectiveness and efficiency. Which has been proven by their calculated approach 
that is concept driven. A change could shift this focus towards creativity and innovation 
instead, which would be managed by empowerment instead of control. 
 
In order to do this our first recommendation is to spread awareness around the area of 
entrepreneurial orientation. This would increase the knowledge in how they operate and 
if it is by intention or not. The employees need to understand why they are concept 
driven and then give the opportunities to know when they can “think outside the box”. 
Provide information of what the headquarters is working with once or twice a year 
would also bring an awareness of how the organization works entrepreneurially with 
new projects or services. A more open and direct communication could also facilitate a 
shorter distance between the headquarters and the hotels. 
 
We do not suggest that Scandic Hotels need to change neither their whole structure nor 
their concept. Although, we have more concrete suggestion in how they can be big and 
mature but still more entrepreneurial. Burns (2010, p. 13) explains that the 
entrepreneurial mind-set needs to continue as the organization grow and turn the focus 
from e.g. bureaucracy towards entrepreneurship. In order to accomplish this, larger 
organizations such as Scandic Hotels, can find ways to break themselves down within 
the structure and instead replicate a more flexible approach. The trend over the last few 
decades has been to encourage entrepreneurial management by using a structural 
strategy of deconstruction. There are four directions of deconstructions, namely 
delayering, decentralizing, down scoping and outsourcing. A delayering refers to 
reducing the number of hierarchical management levels. Decentralizing push downs the 
power of control and decision-making within the organization. Down scoping is when 
the main focus is on core activities. Last, outsourcing concern that non-core activities 
are subcontracted (Burns, 2010, p. 173-175). 



	

Student	
Umeå	School	of	Business	and	Economics	
Autumn	semester	2016	
Bachelor	Thesis,	15hp		

	

48	

 
One of these strategies that we think could both be implemented without completely 
changing the structure or concept, and still enhance the dimensions of entrepreneurial 
orientation is to down scoping themselves. This approach would enable Scandic to 
concentrate on projects with high costs and low risks rather than re-inventing 
themselves. The innovative projects should instead be left to smaller entrepreneurial 
firms i.e. using effectively outsourcing venturing. These firms can operate with low 
costs and high risks in the early stages of the projects, to then pass it over to the large 
organization as the idea matures and risks, rewards and profit becomes more calculable 
(Burns, 2013, p. 174). 
 
These suggested recommendations would only enhance the entrepreneurial orientation 
with small changes within the organizational structure. Hence, it may be a long process 
but the outcome would probably enable a more reactive and flexible operation that 
increases the entrepreneurial orientation in Scandic and helps them to continuously 
develop in an environment of continuous change.   

7.2 Further research questions 
Beyond our own research there is additional studies that could be done in the same area, 
the following points consists further research questions that could be interesting to study 
or investigate in. 
 
• Researching looking at the entrepreneurial orientation on additional levels within an     

organization, such as executing interviews at e.g. higher levels such as the 
headquarters. This could give a larger picture of the entire organization and broader 
perspective. 

 
• Doing this study on a company that works with entrepreneurship in a more evident 

way such as Apple or Ikea. This could show if entrepreneurial orientation in some 
way affects the organizational structure of a company rather than the other way 
around. 

 
• Execute a qualitative research on different sized organizations through a study on 

organizational structure comparing large versus small entrepreneurial 
organizations.  This would contribute with a size perspective that could be 
interesting to examine. 
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8. CRITERIONS OF LEGITIMACY    
This chapter will process the legitimacy criterions of this qualitative study. In order to 
evaluate if the research maintain a high quality, the criterion of trustworthiness and 
authenticity is important to examine. Therefore we are going to discuss them below to 
enhance the reader's perception if the thesis fulfils the criterion of legitimacy. 
Trustworthiness is divided into four sub-criterions, namely credibility, transferability, 
dependability and conformability. Authenticity contains a fair view, ontological 
authenticity, pedagogical authenticity, catalytic authenticity and tactical authenticity 
(Bryman, 2011, p. 352-357). These criterions are going to be examined below in 
comparison to our study and research methods. 

8.1 Trustworthiness   
Reliability consists of four sub-criterions. These criterion makes it possible to reach one 
solely picture of the social reality (Bryman, 2011, p. 354). 
 
Credibility 
This criterion focuses on that the researcher creates credibility by making the results of 
the study mirrors the social reality. This criterion corresponds to the internal validity 
(Bryman, 2011, p. 354-355). We chose to use a semi-structured interview guide with 
open questions giving the respondents the opportunity to share their own picture of 
reality. This made it possible for them to share their personal experiences regarding the 
area of the study. All interviews are as previously mentioned recorded giving us the 
possibility to listen to the material various times in order to avoid any misconceptions 
and to increase the credibility. 
 
Transferability 
Transferability looks at the results of the study, and how it can be transferable to 
another environment. The results should stay consistent even if it is applied to another 
context, time or situation (Bryman, 2011, p. 355). The study was made on one hotel 
therefore making the results hard to apply to the general hotel industry. To meet this 
criterion we have done the interviews in both the restaurant area and hotel part. The 
interviews were done on two employees from each level, giving us a broader 
perspective. This could make other hotels that are concept steered, to see this study as 
more applicable to their own organization. 
 
Dependability 
Dependability represents the reliability of a study when it comes to qualitative research. 
This meaning that the researchers are in account for the choices made throughout the 
different phases of the study (Bryman, 2011, p. 355). To offer the reader an overall 
better understanding we explained our choice of method in our study, accounting for the 
reason of our process. The statements made through the thesis are defended by our 
empirical findings or theories giving the readers a larger sense of dependability.  To be 
able to maintain a higher quality throughout the process, outsiders have read and 
reviewed our work during the production of it. 
 
Conformability 
Conformability looks at the extent the researcher has tried to be as objective as possible. 
This meaning that the research should in no way be based on the author's own beliefs or 
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theoretical orientation (Bryman, 2011, p. 355). As authors of the thesis we have 
produced this study based on information and facts from previous studies and research. 
Thus defending our choice of method, which is making it possible to avoid mirroring 
our own values or beliefs. 

8.2 Authenticity 
Besides the reliability criterion there is also authenticity factors that needs to be 
considered, which concerns general research policy implications (Bryman, 2011, p. 
356).   
 
Fair view 
This criterion reflects that if the researchers have, through the production of the study, 
indicated a fair assessment of the opinions and perceptions by the interviewed 
candidates, a fair view have been reached (Bryman, 2011, p. 357). It is based in how the 
researchers interpret the people's attitudes and answers. In order to fulfil a fair view of 
the empirical findings, both of the authors of this thesis has taking part of the empirical 
material. Although, some of the interviews has been conducted by only one author. In 
that case has the other author listened to the recorded materials afterwards in order to 
enhance a fair view. To enhance the fair view further, we have also used citing’s in 
some areas to raise the authenticity.  Besides this, we have consistently aimed to be as 
objective as possible and not consciously left out material that could miss view the 
outcome of the study.                              
                                 
Ontological authenticity 
The ontological authenticity fulfils if the interviewed candidates experiencing that they 
have perceived an increased knowledge and understanding of the environment and 
social situation that they work in (Bryman, 2011, p. 357).  By proving that 
organizational elements such as the structure has an impact on entrepreneurial factors, 
we believe that the Scandic Hotels in Umeå has given an expand understanding in how 
their working situation gets affected by different organizational factors. By using semi-
structured interviews, in which the interview candidates in particularly has described 
openly in how they work with entrepreneurial orientation within their organizational 
structure, we believe that the ontological authenticity criterion is fulfilled. Through the 
conclusion and further recommendations of our research, which Scandic Hotels has 
access to; we believe that they have the opportunity to increase their knowledge of 
changes or improvements of their current and future situation. 
 
Pedagogical authenticity 
The criterion of pedagogical authenticity achieves when the interview candidates 
receives a better knowledge of other people's perceptions and knowledge within their 
own environment (Bryman, 2011, p. 357). By doing interviews on different hierarchical 
levels and departments, we have received answers from several different perspectives 
within the business perspective. This will enhance an increased knowledge in how the 
managers, colleagues or a staff operates on a daily basis and their thoughts about the 
subjects of this thesis. We also have an agreement with the interviewed candidates, to 
send our complete study to the hotel manager, which in return will pass it forward. In 
that way are both the Scandic hotels in Umeå and the whole organization able to get an 
insight of others perceptions within the organization.   
 



	

Student	
Umeå	School	of	Business	and	Economics	
Autumn	semester	2016	
Bachelor	Thesis,	15hp		

	

51	

Catalytic authenticity 
If the research has enabled the participants to change their current situation, it has 
reached the catalytic authenticity criteria (Bryman, 2011, p. 357). We believe that the 
organization already before this study has possessed opportunities for change their 
overall operation. Thus, those opportunities do not exist within their daily operation, 
due to their pronounced concept driven strategy. The fact that they are a big and mature 
organization also inhibits their opportunities for a change of the organizational 
structure, which this thesis has taken into consideration. However, this study will help 
the organization and employees to acknowledge the elements that have opportunities for 
change in order to enhance the entrepreneurial orientation. Still, Scandic Hotels concept 
is so interpreted within the organizational structure, which indicates that a change is 
very difficult if not the higher levels of the hierarchy implement it. 
 
Tactical authenticity 
The last criterion concern the tactical authenticity, which emphasize if the participants 
of the study has received enhanced opportunities of actions to improve their current 
situation (Bryman, 2011, p. 357). We state that the employees cannot change the whole 
organizational structure or find opportunities to increase the dimensions of 
entrepreneurial orientation by themselves. Although there is still opportunities for 
change that we already have mentioned earlier in our recommendations towards Scandic 
Hotels. These are structural strategies that can be made at the top levels, and still within 
their strong established concept. By this, we believe that our study has encouraged the 
organization to discover actions that could be necessary, with the assumption that they 
want to improve or increase their entrepreneurial orientation. 
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APPENDIX 1 – INTERVIEW QUESTIONS 
	
Information 
Hello! Our names are Ivanka Parpala and Nathalie Azad. We are two students from the 
University of Umeå that currently writes a bachelor thesis in business administration. 
Our aim with the thesis is to examine the effect of organizational structure based on the 
complexity, formalization and centralization within your company. We do this in 
partnership with our supervisors Jan Abrahamsson, and together with him we have 
decided to contact your organization. The research will be based on various interviews 
on different levels within your company. Your statements will be handled with good 
integrity and if you prefer, you will get the access to the results and the full version of 
our thesis. 
 
Starting questions 

1. What is your full name? 
2. Would you like to be anonymous? 
3. Do we get your approval to record-tape this interview? 
4. Have you perceived all of the information, the purpose and objectives you need with 

this research? Or do you have any questions before we begin? 
5. What is your work title and in which department do you work in? 
6. Can you shortly describe what you work with within the company? 
 

Complexity 
1. How are the company’s management levels organized? 
2. Approximately, how many management levels exist in your organization or 

department? 
3. How do your company use job titles? And to what extent? 
4. To which degree do you work with your manager and people above him or her? 
5. In what way do you work with people in other departments? 
6. Where would you position yourself in the organizational structure? 
7. How do your company work with specialization? 
 

Formalization 
1. To what extend is your position rule regulated? 
2. How big impact would you say that you have on the rules of your company? 
3. To which degree, on a day-to-day basis, do you follow rules and regulations that your 

company has set up? 
4. From whom do you get work instructions? 
5. To which degree can you impact the description and instructions for your work 

position? 
6. In what way does your company work with provisions? 
 

Centralization 
1. How is the decision making organized in your company? 
2. To which extent do you have the opportunity to make own decisions associated to your 

own work? 
3. Where is the power of control strongest in your company? 
4. To which extent do you feel controlled by power? 
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5. In what way can you affect the power of control concerning the decision-making 
within your company? 
 

Innovativeness 
1. How do you work creatively in your method of operation? 
2. How actively do you work with new improvements and innovations?  How do you 

work with it? 
3. How does the organization introduce and work with new products? 
4. As an employee to which degree can you work decide how much freedom do you have 

in your day-to-day operation? 
5. To which degree are you given responsibility to act alone? 
6. To which degree do you have access to information you might need? 
 

Risk-taking 
1. To what extent is your organization susceptible to high-risk projects? 
2. To what extent does your organization encourage risks with new ideas? How? 
3. Does your organization see risk-taker as a positive/negative attribute? How? why? 
4. To which extent do you feel you have space to explore and experiment with risk in 

your organization? How? 
 

Proactiveness 
1. To what extent do you feel that your organization identify opportunities? 
2. Do you feel that your organization initiates actions or responds to actions initiated by 

competitors? Why and how? 
3. To what extent do you feel driven to initiate new projects? 
4. To what extent does your organization give you opportunity to fix things you don’t 

think is working or see as a problem? How? 
5. In your opinion how does the organization take bold and aggressive approaches when 

competing? 
 

Ending questions 
1. Do you have any more comments that you want to share related to organizational 

structure? 
2. Are you pleased with your answers or is it anything you want to ad? 

 
Thank you for your time and participation! 
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APPENDIX 2 – PROFOUND RESULTS  
The profound results of the research and interviews made at Scandic Hotels are 
presented here. The interviews have been done on the hotel manager, the food and 
beverage manager, the receptionist manager, the restaurant manager, a receptionist 
and a waitress. The majority of the interview candidates wanted to remain anonymous, 
therefore only their working titles are going to be used. The interviews are translated 
from Swedish to English and are narrated but not literally translated, with some 
citations. Thus, in the empirical section of the thesis, the interviews are featured in each 
dimension in organizational structure as well as entrepreneurial orientation. Although, 
each interview is now going to be presented separately in order to facilitate the 
reading. 

Interview 1 – The hotel manager 
Took place 22/11-2016 with the hotel manager of Scandic Plaza and Scandic Syd in 
Umeå, with a time span of 50 minutes. The hotel manager charge over the reception, 
housekeeping and the whole hotel in general. The main focus lies within the operation 
and results of both Plaza and Syd.  
 
Questions consisted of management levels and cooperation was asked. Grounded on the 
hotel manager’s answers, the Scandic Hotels in Umeå are organized based on different 
levels. At the top of the chain is “HK” which means the “headquarters”. Then there is 
the chief of Sweden, and under him/her different district directors that finally have a 
hotel director below him/her. Although in Umeå, the district director and the hotel 
director are the same person. This is something that the hotel manager in Umeå sees as a 
favourable thing due to that the hotel director is his/her boss, which result in that the 
district director also is the closest boss to him/her. Alongside there is the food and 
beverage manager, which he/she sees as an equal colleague. Besides that he/she is main 
responsible over the reception manager and the housekeeping manager. Below that, 
there is all of the receptionist and cleaners. There are no functions that could be 
classified as specialization. Hence, some are more responsible than others but he/she 
states that “Scandic operate 24 hours a day and seven days a week, everyone should 
be able to do everything within his or her daily work in each department”. Even if 
the organizational structure consists of many different levels, the hotel managers do not 
think that working-titles are that important in Scandic. Thus, even if he/she explains that 
titles are important in networking, he/she does not think that authority is used in a 
hierarchically kind of way. When questions about how the relationship to the boss and 
their boss looks like, he/she explains that his/her boss possesses two authorities. 
Therefore it enables a smoother communication upwards in the structural formation. 
Besides that, he/she states that his/her boss has a big confidence to him/her and they 
collaborate in a good way even if they do not see each other that often. Besides that, 
he/she does not have any contact with the chief in Sweden but work really closely every 
day to the food and beverage manager due to that they are totally responsible over 
Scandic Plaza and Scandic Syd results. 
 
The hotel manager gets questions concerning rules and instructions and he/she starts to 
point out that he/she “lives and breath Scandic” and therefore he/she does not feel 
regulated by rules. Although, Scandic use concepts in which he/she sees as mainstays 
rather than rules and emphasizes that it needs to be interpret due to that he/she does not 
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have an impact on the rules Scandic has. He/she explains that Scandic Hotels employees 
work with rules every day and his/her working instructions comes centrally but mainly 
from the district and hotel director. 
 
The decision-making process are asked about and he/she stresses that the big decisions 
like by e.g. budgetary decisions concerning the hotels in Umeå, are made directly by 
him/her and the food and beverage manager together with the district and hotel director. 
While the day-to-day decisions, like e.g. compensation between a receptionist and a 
customer, can be done directly, the employees should still consult with her even if they 
have the authority to take own decisions if he/she does not are able to do so. The quality 
of work and the control over that the employees do what they are suppose to do is done 
in a variety of ways. The housekeeping manager does spot-check twice a week, they 
have a front desk controller once a week and a financial controller twice a year. Bottom 
line, he/she believes that it is so pleasant to have a concept, or frame to go after and a 
big part of his/her work are based on control. 
 
The hotel manager answers questions on how creatively they work and she starts by 
explaining that the hotel industry is creative by itself so one day is not like the other. 
He/she continue to explains that Scandic Plaza and Syd cannot change anything without 
operate “within the framework” that stands throughout all Scandic hotels and the 
environmental rules. Although, there is still space to be creative as long as they achieve 
the required results. By e.g. they cannot decide to repaint or change the curtains. Thus, 
they still push their employees to be creative in little things e.g. when cleaners put small 
notes or candy in the rooms, or be as imaginative and flexible they can when guests ask 
for unusual things. The hotel managers also emphasize that they, on a regular base, have 
meetings on how they can improve the daily routines and also that the staff have big 
room to on their own decide how they can do their work in the best possible way. 
Questions were asked about new products or services and he/she explained that Scandic 
highest office could implement new projects e.g. different room categories. “The 
process of new ideas takes a really long period of time”. Hence, from the decision to 
the executive is very quick which can lead to several of problems in the introduction 
and implementation of a new product or service. Consequently, new projects are 
thoroughly developed before they implements on a really short period of notice and 
time at the hotels. It is also tricky to get all of the information that you may need, 
although the information is there if you on your own search for it. 
 
Everything that Scandic does related to innovations and new projects are well thought 
out and they do not work with high-risk projects. New ideas encourage but not risks. 
The hotel manager emphasize that he/she embolden new initiatives from the employees 
and support them by never tell them that something is wrong. Although, economic 
consequences has happened from mistakes that she could have been without. When it 
comes to his/her own space to experiment and seek new ideas, he/she thinks that there 
are free reins. 
 
When questions about opportunities and competition come up, the hotel manager starts 
to explain that Scandic is a really big company, which therefore comes with different 
effects e.g. that it is a competitive advantage to be big but changes does not happen as 
fast as you may want. She says that a change for Scandic is like to “turn a Finnish 
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ferry”. Scandic want to convey safety by their pervading concept and the guests should 
know that it is Scandic they walk into. Although, he/she states that even if Scandic 
always like to be first and not be “second on the ball”, they still keeps track on their 
competition. He/she continues by saying that implementation can be done within the 
hotels in Umeå but he/she does not feel driven to try and change something bigger than 
that. Hence, due to that the district director and hotel director is the same person she can 
get through things quicker. 
 
Finally, ending questions and if he/she likes to comment on anything else connected 
with the organizational structure askes. Besides that Scandic is a big organization with 
closely developed programmes, products and services he/she claims that Scandic is a 
“thought through” organization. There are functions, units and huge systems for 
everything and nothing is left to chance. By e.g. they have a whole section in the highest 
office working with new products and services that takes several years. Scandic do also 
use measurements in order to improve or be more efficiency. The hotel manager also 
states that what Scandic promotes that they work and believe in, they actually really do. 
He/she ends the interview by again claim that everything they do is “well thought out”. 
 
Interview 2 – The reception manager 
Took place 23/11-2016 with the reception manager of Scandic Plaza and Scandic Syd in 
Umeå, with a time span of 40 minutes. The reception manager responsibility lies in the 
whole reception. The main focus is to ensure that everything works concerning the 
service of the reception. 
 
The reception manager starts to explain that he/she charges over everyone in the 
reception, but the all of the departments within both of the hotels work together. When 
questions about titles comes up, he/she starts by saying that he/she does not even has a 
name badge even if he/she use his/her authority to approve different things. In his/her 
opinion they do not separate people by a badge but some have more or less power to do 
things. The reception manager works closely with his/her boss the hotel manager. They 
have not work for that long but they sit together every day in order to be a united front. 
The reception manager does not work with the hotel director on a daily bases, thus 
he/she has the opportunity to turn to him if he/she likes to. His/her position includes the 
responsibility over the service and market on every department by e.g. looking at 
positive and negative feedback to improve. Hence, Scandic does not work with 
specialization in his/her opinion. The company did that before but are now working to 
move as far as possible away from that in order to ensure that nothing falls apart if 
someone is not there. He/she states, “it is important to feel like a part of a whole and 
that everyone has an insight of everything”. Besides this, they have meetings every 
week with other departments so that the separate departments “do not think for 
themselves”. 
 
The reception manager feels like he/she has a lot of freedom when it comes to decision 
in Scandic Plaza and Syd. When he/she put forward a suggestion it is arguably although 
there are several codes of conducts in Scandic Hotels concept that employees cannot 
walk pass. When it comes to the work instructions for the reception manager, the hotel 
manager is responsible, thus he/she claims that they have formed the work together. 
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The interview continues by highlighting questions concerning the decision making 
process and the reception manager explains that you can separate into two parts. One in 
which he/she can make decisions within the framework that exists. The other concerns 
larger decisions that needs to be communicated to his/her boss first to then be put 
forward to the highest office if so needed. The strongest supervisor powers in Umeå are 
at the hotel and district directors’ desk but otherwise in the headquarters. Besides this, 
the reception manager does not believe that control affects her work in a bad way 
although he/she states, “if there is anything that bother you can always put forward 
a request to a higher authority”. 
 
Creativity is something that the reception manager thinks that they work with on a daily 
basis. He/she explains that they always going through new ideas of improvements and 
renewals e.g. how they can create a cosy feeling on Christmas. He/she does not feel 
controlled and can throw out new ideas even if they may not work. In order to progress 
he/she look at all of the customer feedback and sends out surveys to then compile 
everything and look at things that can be improved. The headquarters develops new 
products and services although he/she explains that they get education and information 
if something new is implemented e.g. by email if they get a new product in the shop that 
needs to follow the concept of all Scandic Hotels. In the day-to-day work he/she think 
that they have a lot of freedom, gets all of the information that they need and otherwise 
can seek the information if you do not understand or miss something important. 
 
High-risk projects is something that he/she does do not know so much about, even if 
Scandic has done bigger investments he/she explains that they you does not know how 
anything about the discussions in the highest office. When questions about how the 
organization encourage new ideas with potential risks, he/she start to tell that he/she can 
only speak for the hotels in Umeå and believe that those above her are very open for 
new ideas, which are always welcome and never discouraged. 
 
Thereafter, questions concerning competition and opportunities asks and the reception 
manager does not believe that Scandic as a hotel seek opportunities from other 
competitors. Instead they have a strong concept therefore many new ideas may not be 
suitable for them i.e. Scandic tries to be new on the market even if they inspires by 
others, they still want to be first. When it comes to change something that does not work 
in his/her department they have a lot of freedom to try to change it by propose a better 
solution i.e. there are a great room for improvements if you discuss it with your boss. 
Finally, the reception manager tells us that every decision from the headquarters is 
really well thought out. He/she does not know if they take bold or powerful methods, 
thus he/she believes that they always want to improve and renew themselves. 
 
Interview 3 – The receptionist 
Took place 24/11-2016 with a receptionist of Scandic Plaza and Scandic Syd in Umeå, 
with a time span of 30 minutes. The receptionist mainly works with the check-in and 
checkout of guests but in general everything that concerns the reception e.g. the shop. 
He/she has earlier been a hotel manager but is now working fully as a receptionist at 
Scandic. 
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In Scandic the organizational structure is very clear, the organizational levels are well 
defined and the hotels in Umeå does also strongly use working titles. The receptionist 
only work closely to her boss and believe that every department needs to cooperate in 
order to make the hotel work as a whole and emphasize the importance of working 
completely with other departments. He/she does not believe that Scandic works with 
specialization that rather transpires at headquarters. 
 
A question about rules and regulations asks and the receptionist explains that his/her 
position is very regulated due to the high responsibility of e.g. if there is a fire. He/she 
does not have any impact on the rules that concerns legislation and concepts of Scandic. 
The receptionist gets instructions from the closest boss, namely the reception manager. 
Hence, he/she states that they can impact their own progress but that not imply on new 
employees. 
 
The decision process is according to the receptionist very tedious due to that it is a big 
concern with a lot of hierarchical tendencies i.e. it takes a long time before anything get 
through the organization. Although he/she feels that there is a lot of freedom to solve 
potential problems and continues to say that those thing that is not under the law you 
may have a chance to adjust. 
 
The interview continues by asking questions about creativity, which the receptionist 
explains that they can work creatively when they resolve problems, but when it comes 
to changing things such as the interior they have a minimal position to be creative. 
He/she continue to emphasize that he/she are used to “a high roof” in which good ideas 
encourages by Scandic. Although, new products and services comes from the 
headquarters by information such as “now we are going to sell this, and so on”. 
Hence, it is only him/her that can improve the own progress of work even if they may 
not always get the information he/she thinks is needed. 
 
When it comes to high-risk projects, the receptionist believes that Scandic is an 
organization that has done big investments earlier by e.g. more and new hotels. 
Although, he/she continues to state that Scandic does not take any risks if it is not well 
thought through or if it is not necessary. 
 
In the receptionist opinion is Scandic hotels a modern organization that wants to be first 
but also follows trends and seeks opportunities. As an employee you have a great 
opportunity to fix problems if you come with a good and approved solution. Bold and 
powerful methods exist but it varies depending on the hotel and the employees. He/she 
ends by saying that Scandic wants to lead the way for the competitors rather than follow 
the competitors. 
 
Interview 4 - Food and beverage manager 
Took place 28/11-2016 and lasted approximately 40 minutes. The food and beverage 
manager is in charge of the restaurant and conference part of both Scandia Plaza and 
Scandic Syd in Umeå. His/her main focus lays in questions regarding the staff, the 
planning of the budget and sales for a total of eight departments in the two hotels, which 
are the kitchen, restaurant, breakfast and conference. 
 



	

Student	
Umeå	School	of	Business	and	Economics	
Autumn	semester	2016	
Bachelor	Thesis,	15hp		

	

62	

Questions regarding levels and cooperation within the organization were asked. The 
food and beverage manager explained that there is a hotel director above him/her and 
that is his/her boss. At his/her level there is a Hotel manager that is in charge of the 
“hotel side” which includes everything but the restaurant and conference part. Below 
the food and beverage manager is the restaurant manager, kitchen manager, and 
conference hostesses and also eight shift leaders that look over the overall day-to-day 
operation. The food and beverage manager works with both the people above and below 
him/her. Everything they do in the different departments affects each other therefore the 
Managers work together a lot. He/she cooperates with her boss (the hotel director) when 
it comes to finances such as setting up a budget or the business plan for next year but 
when it’s a question of operations or sales then he/she works together with people 
further down in the organization. He/she also added that the person above him/her own 
manager is in charge of all Scandic throughout Sweden and she has very little contact 
and interaction with him/her. When later asked if they put a lot of importance in the 
different titles he/she explained they do have and use nametags but according to him/her 
they do not put much importance on the different titles within the organization but 
externally it could be a necessity. He/she explains that titles can also be important when 
it comes to making a decision; the one who is ultimately responsible in the respective 
area makes the decision.   
 
When it comes to how regulated his/her position is he/she explains that he/she feels 
very flexible while performing his/her job duties and making decisions that affect the 
two hotels in Umeå. He/she is able to organize his/her work very freely.  While his/her 
decisions in the day-to-day operation are very flexible he/she does have laws and 
regulations that have to be followed. He/she states that he/she does get instructions that 
include what is expected from him/her and he/she sees those instructions as a 
framework that he/she later able to add to with what is relevant and how he/she desires 
to organize his/her own work. 
 
The food and beverage manager also answered questions about the process of decision 
making and to what extent he/she feels in control when it comes to decision making. 
He/she explains all employees have the possibility to influence with their opinion, once 
a year they are given a staff survey where they are able to provide their input. While 
they do have an opportunity to raise their opinions he/she does also add that they do not 
directly affect decision made in the head quarters. Decision making in Scandic can be a 
long process being that the organization is very large. Some processes take more time 
than others depending on its nature, is it a decision affecting Scandic Umeå the process 
is often shorter than if it is a central decision. He/she personally feels he/she has a great 
influence when it comes to Scandic Umeå while very little to no influence when it 
comes to decisions being made higher up in the company. 
 
The food and beverage manager is also asked how they work with creativity within the 
organization.  He/she states that they are forced to seek new creative ways to work since 
no day is quite the same as the next. While the chef’s job is a very creative job in nature 
the other employees in the restaurant are also put in new and challenging positions 
everyday forcing them to be creative and look for improvements.  He/she does also 
states that she would like to be more creative in his/her work because sometime he/she 
can feel “a bit squared”. The different departments offer performance reviews with the 
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staff where they can give input on how the organization can offer a better work 
environment. In the general staff meetings new changes, services or products are 
discussed before they are introduced or executed as well as after to see if it has been any 
downsides or if there is improvement that can be made.  The food and beverage 
manager also states “some things one can change while others we just have to live 
with”. 
 
Questions about risk-taking in the organization were also asked and he/she stated that 
he/she doesn’t really see Scandic working with a lot of high-risk projects but does 
believe there are situations that are risky. Scandic has a crisis group in every hotel as 
well as a coordination group in a higher level that is in charge of all of Sweden. These 
groups work with high-risk situations such as a fire in one of the hotels. He/she feels the 
term risk-taker sounds negative but states that Scandic does encourage risk and new 
idea but there is room for both improvements in that compartment and to be more 
venturesome. He/she personally does not experiment much with risk and if he/she does 
make a decision that she considers “risky-business” he/she does not make that decision 
alone, he/she often consults the organization or his/her boss. 
 
When it comes to proactiveness of the organization the food and beverage manager 
states he/she feels Scandic “acts rather than reacts”. They have different functions at 
national level to make sure they stay ahead of competitors and locally they always try to 
look at what the competitors do and by doing so finding something new that the 
competitors are not offering. He/she does feel the drive and desire to implement new 
projects but does not have the time for it. When it comes to competitive advantage 
he/she does feel Scandic could be more “edgy”. 
 
Interview 5 - The restaurant manager   
Took place 30/11-16 and lasted approximately 35 minutes. The Restaurant manager is 
in charge of the restaurant part of both Scandic Plaza and Syd. His/her main 
responsibilities include the staff in the two restaurants and also the sales of those 
departments. 
 
Based on the restaurant manager’s answers about the organizations different levels 
he/she explained that his/her boss is the food and beverage manager, and above him/her 
is the hotel director. Alongside him/her there is also the kitchen master that is in charge 
of the staff in the kitchen and under that position there are the shift leaders who are in 
responsible for the day-to-day functions in the restaurant. They do use nametags to 
exhibit the different titles and according to him/her it is important to know who is in 
charge of what. He/she also explains that she works very closely with the food and 
beverage manager who he/she also receives his/her work instructions from. The person 
above him/her, the hotel director is someone he/she works with less often. The rest of 
the staff in the restaurant he/she works with on a daily basis. 
 
The restaurant manager feels his/her positioned is regulated but there is space for 
him/her to make own decisions. He/she also states he/she can affect and influence 
his/her own job instructions to a large extent. When it comes to decision making in the 
organization he/she states it can be both a long and short process depending on what is 
needed to implement the decision. A decision made changing something in the day-to-
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day process then it might go faster than a decision affecting a whole department. He/she 
also adds that he/she feels he/she can influence change and decisions being made to a 
large extent. 
 
When asked how the restaurant manager sees his/her job looking from a creative 
perspective he/she explains that working with people makes his/her job vary from day 
to day therefore he/she has to work in a creative manner. He/she also adds that the ones 
working creatively every day are the servers in the restaurant that have contact with 
customers and have to take decisions that meet the customer's needs. The restaurant 
manager did not feel he/she works with high-risk projects in the two specific hotels in 
Umeå and ads that he/she feels the “company is a very calculated company that 
think things through a lot before taking action”. 
 
The restaurant manager was asked about the proactiveness in the organization and 
answered that he/she feels that Scandic is a company that both reacts and act in regards 
to their competitors. He/she personally feels a drive when it comes to new ideas, 
improvements and innovations. As a company Scandic does give his/her opportunity to 
improve and change small things he/she feels needs to be changed. 
 
Interview 6 - The waitress and bar manager 
Took place 29/11-2016 with a duration of 40 minutes, with one of the bar personnel 
he/she is a waiter as well as the one responsible for the bar at Scandic Plaza and Syd. 
His/her main responsibilities include taking orders, inventory, sales competitions, 
waiting tables and he/she has the overall responsibilities of the restaurant at night-time. 
 
The person in charge of the bar was asked questions regarding the different levels in the 
organization. He/she stated that there are “a lot of managers in each department and 
a lot of administrative work”, according to him/her this could be distributed in a better 
way. She/he does not use his/her title in a large extent; he/she uses it in some occasions 
such as through e-mail or phone conversations. The managers do use their titles more 
often since they network more. He/she communicates on a daily basis with people 
above and below him/her, and the good communication can be based on the fact that 
he/she does have the main responsibilities of the restaurant after office-hours when 
there is an absence of other managers. When asked how he/she works with the other 
departments he/she states that there is cooperation with the reception since there is not a 
liquor permit in the some areas of the hotel or if they need help the restaurant staff can 
offer help. Housekeeping is not a department that he/she works with a lot since their 
working hours differ quite a lot. 
 
When asked about rules and regulations he/she describes her work position to be 
regulated by legislations and the overall Scandic Hotels policy. He/she also states that 
how to act is very logical and mainly ruled by “unwritten rules”.   When it comes to 
rules and regulations set by the top level of the organization or national legislations 
regarding alcohol he/she does not feel she has an influence. When asked who assigns 
his/her job instructions he/she states that his/her closest boss does that, the restaurant 
manager. Together with the restaurant manager he/she can influence the job instructions 
given, if there is something that needs improvement he/she can discuss it with his/her 
boss to find a solution. 
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Questions regarding the decision making process were asked where he/she explains that 
when it comes to the restaurant department the food and beverage manager has the last 
word and in the overall decision making process at national level it is the national food 
and beverage manager that decides. He/she feels that when it comes to the extent of 
taking decisions in relations to her own work concerning things he/she knows he/she 
can manage, it is something he/she does on a daily basis concerning, large decisions 
such as reservations for a larger group of people are directed to the manager. He/she 
feels he/she works quite freely at night as long as he/she keeps within the Scandic 
Hotels framework. He/she does not feel controlled when it comes to decision making 
within the hotel. The supervisory power he/she states is in the headquarters as well as 
the district director that is the hotel director also. 
 
He/she was asked questions concerning innovativeness where he/she explained that she 
sees the creativity is mainly in serving where the main goal is to make the guest return 
and always finding solutions. “Always striving to find better ways allows for 
creative work”. He/she works with finding improvements on a daily basis by having 
wine tastings, looking at the overall guest satisfaction and having continuous meetings 
regarding improvements that could be made. When working with new products or 
services he/she states that “Scandic is very modern” and by being informed and 
tasting new products he/she can promote it to the guest. It is also very important to stay 
well informed he/she states to simplify his/her work. Information is available to him/her 
and it gets updated continuously. 
 
In regards to risk taking it is nothing he/she has noticed in a large extent. He/she does 
not want to work with risk and feels that is something her manager might do but he/she 
does like working with new ideas and finding better ways to do things. Ideas that the 
staff might have he/she feels are encouraged by the organization but the ideas have to 
go from level to level downwards up in every step. 
 
When looking at a competitive perspective he/she believes Scandic Hotels does have 
their own unique offers but there is things that Scandic might not be in the forefront of. 
He/she states that Scandic have an eye for its competitors and it is an incentive to keep 
up with others.  When it comes to fixing things him/herself that he/she feels need to be 
improved he/she feels supported by his/her managers. 
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