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1. INTRODUCTION 

1.1 BACKGROUND 
”Companies must learn to operate as if the world were one large market – ignoring superficial regional 

and national differences”. This phrase is from the famous article by Theodore Levitt (1983), 

where he coins the concept of globalization. Since then, years have passed and many 

experiences lie behind us. Probably, not even Levitt did expect the globalization to have 

such an impact on the world as we now know. Technological boundaries are history and 

companies operate in a global arena, doing business across eliminated borders and 

growing through mergers and acquisitions like never before. When one company starts 

growing, others have to follow to stay competitive. This boom of flourishing businesses 

might seem wonderful, but there are several obstacles behind the scenes, that expand 

beyond the original beauty of the Levitt idiom.  

In the daily press we can read about the increasing number of deals closed 

(Buono and Bowditch, 2003). Still, not as often are we made aware of that as many as 50-

80 percent of all mergers and acquisitions actually fail in succeeding (for example, Marks 

and Mirvis 1998). The promised synergy effects oftentimes remain non-existent and the 

growth in profitability that was wished for is lost. Consequently, a large disappointment 

among companies’ stakeholders is produced. 

One naturally subsequently wonders; why is the failure rate so high, where does it 

go wrong and, more importantly, what can be done to succeed? 

1.2 PROBLEM AREA 
Several explanations have been suggested as an attempt to solve the issue of failures in 

postmerger integration processes (Buono and Bowditch, 2003). Failures in these 

processes might derive from a lack in the preliminary work with a narrow focus, a 

deficient plan of structure by management or building momentum to close a deal, to 

name a few. However, one explanation that has not been recognized by people dealing 

with these processes is the clash of national culture (Schneider and Barsoux, 2003). The 

concept of culture has simply been seen upon as too soft, not suitable for the global 

economic forum. Responsible executives have instead tended to favor the economic 

rationality assumption, i.e. that individuals will do what seems best in their best economic 

interest (Adler, 1991). Today, more and more research results have demonstrated that 

managing the cultural differences is a crucial element for succeeding in a postmerger 

process (for example, Newman and Nollen, 1996). One aim is to search for 
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homogenizing factors that will help to integrate the different parts of the new global 

company through creating a global corporate culture (Schneider and Barsoux, 2003). 

Another aim is the need for managers to be aware of their own ethnocentrism1 when 

understanding why others take different perspectives (Calori et al, 1995). Additionally, 

earlier academic research has proved the link between a common global corporate 

culture and corporate performance and even that it is what separates the winners from 

the mere survivors (for example, Schneider and Barsoux, 2003). The integration process 

is however exceedingly complex as it contains various dimensions to take into account. 

Differences in national culture need to be overcome with a collective process towards a 

common goal (Chevrier, 2003) and the company thus faces the paradox of trying to 

integrate the different parts of the company while adapting to differences in national 

culture (Begley and Boyd, 2003).  

Creating a set of organizational values or core values, i.e. a company’s underlying 

values and beliefs, is indeed considered to be fundamental for the organization in 

achieving success (Buono and Bowditch, 2003). Whatever company’s website one visits, 

it clearly states their values under e.g. the headline; “What we stand for” or “Our values” 

or “Our Culture”. In spite of this, the action or execution of these values and how they 

have been implemented remains unclear. In cross-border merged companies, this issue 

becomes exaggerated and failing this process might lead to impeded efficiency of the 

Multinational Company (MNC) and a subsequent failure of the merger. Literature and 

articles covering the importance of managing the postmerger integration process have 

increased steadily. These books and articles stress the objective of creating a common 

goal through a shared corporate culture and of overcoming existing national differences, 

(Sackmann, 2006a). Nevertheless, there is still a gap in the research on how the 

implementation is actually executed and also empirical evidence on what should be the 

success factors. 

1.3 PURPOSE  
With the above introduction, the purpose of this thesis is to investigate what obstacles 

might have been encountered in the implementation process of a set of core values in a 

subsidiary based in a country other than that of the parent company. More specifically, I 

will address how the implementation of a Swedish company’s core values to its subsidiary 

in Spain has worked, focusing on the difficulties of managing the national differences in 

                                                
1 An ethnocentric company is home-country oriented, with a tendency to evaluate or interpret other 
cultures in terms of its own (Perlmutter, 1969).  
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contrast to the aim of a common corporate culture. With the result, I will touch upon 

possible suggestions in the discussion, given the obstacles possibly encountered, for how 

such a process could be made successfully enough for the performance of the company 

to remain stable or even increase. Hence, I will try to answer the following questions: 

1. How has the implementation process of one Swedish Multinational Company’s 

core values worked in its subsidiary in Spain? 

2. Can the difficulties possibly encountered in the implementation process be 

explained by the present national differences between the Swedish parent 

company and its Spanish subsidiary? 

Given the results from the two questions above, the outcome of the change process will 

first be discussed. Thereafter, an examination of the practical implications for how a 

Swedish Multinational Company can possibly create a common corporate culture 

successfully and whether it can have an impact on its performance will follow. This last 

part, however, will only be speculative. 

1.4 STUDY SUBJECT – NFS 
NFS (formerly ‘Nordic Financial Systems’) was founded in Gothenburg in 1993 when 

the founder saw a business opportunity within the corporate treasury industry at an early 

stage. Since then, it has grown steadily to a global level, and its Swedish management is 

now operating the business consultancy services with around 60 people of diverse ethnic 

origin (Sterner, 2006). It now has a global presence with offices in Gothenburg, 

Barcelona, Singapore and New York they with the ability to serve customers in more 

than 30 countries worldwide (NFS, 2008). As the consultants of NFS work very closely 

to their customers, it has the implication of the employees spending a large part of their 

time outside the office (interviews). 

Many major NFS units started off as business partners, but as they became more 

successful, closer ties were established. The office in Spain was established during the 

second half of 2003 (interviews).  

With NFS’s increased global presence in a competitive arena and identified 

further room for growth, it was decided to formulate a platform and a strategy for the 

NFS Group as a unifying recipe (interviews). They formulated a set of guiding lead 

words for how the code of conduct within the company was supposed to translate. The 

main goal, besides re-confirming the Mission, Vision and Business Idea, was to establish 

NFS’s Guiding Principles (see appendix 9.1) and the project began during 2005 with the 
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subsequent implementation phase starting off shortly afterwards (Sterner, 2006). Below 

you can find a table including the main headings of the guiding principles.  

 

 

Client value Problem Spotting 

Partners Performance 

Respect for each other Meeting Etiquette 

Accountability Document Maintenance 

Teamwork Working Hours 

Dress Code  

1.5 DELIMITATIONS 
Because of the complexity of the cultural context, there has to be several delimitations in 

order to stay within the scope of a Master’s thesis. Firstly, the study is limited to the 

implementation process of core values of one single company and more specifically, one 

Swedish Multinational Company and its implementation process of their guiding 

principles to its subsidiary in Barcelona, Spain. Since the company chosen is of small size 

it further limits the study to only treat small MNCs, with the positive implication of 

having the advantage of getting closer to the company. How the core values have been 

established will not be discussed, only how they have been implemented. Further, as 

there are many dimensions to culture, focus will be on an anthropological view rather 

than other academic disciplines including e.g. psychology that can for instance include 

emotional processes of employees due to cultural change.  

Lastly, the intentions of the study is not to be normative, as culture, although it 

changes slowly (Trice and Beyer, 1991), comes to expression very differently depending 

on the given context. The study will describe only the outcome of one single case, as 

mentioned above, but still with its tone being both normative and descriptive. 

Nonetheless, my hope is that the results could be generalized to some extent. Practical 

implications could for instance include small companies that are growing or Swedish 

companies in Spain. 

1.6 CONTRIBUTION 
As mentioned above, much academic research has been done covering the postmerger 

integration process, and how companies should go about to achieve the synergy and 

performance effects wished for. However, little empirical evidence shows how the 

Table 1. NFS Guiding Principles (see further, Appendix 9.1) 
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implementation process of, in particular, core values actually has worked out in reality and 

what the major obstacles have been. Thus, the contribution of this thesis would be to fill 

this gap through looking at one example of real life execution of an implementation 

process of core values in a postmerger integration phase of a Multinational Company and 

what might have been the success factors, but also their major obstacles in contributing 

to their wish for higher financial performance. 

1.7 DISPOSITION 
After this introduction to the thesis, a basic introduction to culture will follow. 

Thereafter, the existing theory of the topic will be presented in Chapter 3, starting off 

from a larger viewpoint with the intention to approach the core of the theory relevant for 

the implementation process step by step. My thought is to see it as a large funnel, leading 

us to the essential part where the theory subsequently starts lacking. Thus the theory 

leads in to the following methodological part describing the study method in Chapter 4 

and will also assess the reliability and validity of the research. After that, the empirical 

findings will be presented in Chapter 5, leading to Chapter 6 where the results will be 

analyzed using the presented theory. Continuing with Chapter 7, a summary of the drawn 

conclusions will first be provided, but then the funnel will be turned the other way 

around to broaden up again for a discussion of the results, and possible implications. 

Finally, some critique to the study is covered and suggestions for further research are 

made. 
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2. AN INTRODUCTION TO CULTURE 
In this chapter the concept of culture will be explained to provide the reader with a framework for the 
ongoing reading. Culture has been defined and covered in many variations of anthropologists and is the 
underlying foundation when trying to analyze organizations (Adler, 1991). For the purpose of this 
thesis, it is essential to understand these basic conditions before moving forward with the investigation.  

2 .1 WHAT IS CULTURE? 
Starting off with defining what culture is, Kroeber and Kluckhohn (1952) have 

contributed with a generally accepted definition that is also seen as the most 

comprehensive one (Adler, 1991): 

“Culture consists of patterns, explicit and implicit of and for behaviour acquired and 
transmitted by symbols, constituting the distinctive achievement of human groups, including 
the embodiment in artifacts; the essential core of culture consists of traditional (i.e., 
historically derived and selected) ideas and especially their attached values; culture systems 
may, on the one hand, be considered as products of action, on the other, as conditioning 
elements of the future.”  

 
Nonetheless, reading this definition one easily notices the complex nature of culture and 

how hard it is to really grasp. Thus, it seems important to uncover the concept of culture 

a bit further. Schein (2004) adapts the above definition to become more understandable: 

“A set of basic assumptions – shared solutions to universal problems of external 
adaptation (how to survive) and internal integration (how to stay together) – which have 
evolved over time and handed down from one generation to the next.” 

 
This definition provides a suitable platform for the purpose of this study, but the 

concept of culture still remains wide. In a world that is driven by numbers, such a blurry 

concept as culture might seem very soft. To further understand culture and to put it in an 

economical context it seems to be a good idea to visually illustrate the concept to make it 

tangible for the purpose of this study. One model, that is frequently used, explains 

culture as if it were an onion with layers (for example Trompenaars 1993, Hofstede, 

2001). Unpeeling the onion you go beyond the more 

visible layer of symbols indicating them the most 

superficial, such as artifacts. Passing heroes and rituals you 

reach the deepest layer of culture; values, that are the core 

of culture and are “broad tendencies to prefer certain states 

of affairs to others” (Hofstede, 2001). Hofstede recognized 

symbols, heroes and rituals as being manifested or 

practiced by members of society and can therefore be 

observed by outside observers. Cultural values, on the 

other hand, cannot be observed but can only be felt, as 

Figure 1. Hofstede’s        
Cultural Layer’s (2001) 

Symbols

Heroes

Rituals

Values Practices
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they are settled within the innermost of one’s beliefs and mind. Taking these values 

further, continuing with national culture, we approach the focus of this study. 

2.2 WHAT IS NATIONAL CULTURE? 
Hofstede laid out the foundation of culture when conducting a major research project in 

the 1980s and that is still used as a basic condition when analyzing organizational culture 

and national characteristics (Hofstede, 1980/1984 and 1983). He empirically identified 

four common dimensions of values for national cultures that are polarized. They are: 

1. Power Distance: “The extent to which the less powerful members of institutions 

and organizations within a country expect and accept that power is distributed 

unequally”. 

2. Uncertainty Avoidance: “The extent to which the members of a culture feel 

threatened by uncertain or unknown situations”. 

3. Individualism vs. Collectivism: “The extent to which people prefer to act as an 

individual rather than as members of a group”. 

4. Masculinity vs. Femininity: “The extent of clarity and distinctiveness of gender 

roles”. 

Hofstede suggests that although culture comprises of many levels, the groups of a society 

still share common characteristics to such an extent that these four dimensions sustain 

the power of being generalized. Thus, using these dimensions, one can generalize about 

behaviour, attitudes, reactions etc. for people from different countries and hence predict 

where possible clashes between people with different nationalities might arise. It is 

important to note, however, that individuals within a group might stick out from the 

crowd. Yet, it has been shown reliable to view national culture through the lens of 

Hofstede’s dimensions. For example, Latin American countries are seen as collectivistic 

countries while the US is the most individualistic country in the world. They are each 

other’s antithesis and hence a large clash is present between them.  

Hofstede has received critique from many academics, some that are valid and 

others that are not. To mention one of the most recent debates, one group of researchers 

started a project called GLOBE in 1991, which has just recently been finished, to add on 

to Hofstede’s original findings (House et al, 2001). They extended the four original 

dimensions to nine, suggesting that there was more to it, e.g. the relationship between 

national wealth and culture (House et al, 2002). Hofstede on his side sticks to his original 

dimensions saying, “GLOBE instruments reflect researchers psycho-logic reveals an ignorance of 

psychometric methodologies designed to ensure reliability and construct validity” (Javidan et al, 2006). 
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For the purpose of my study, I will stay out of the debate and have decided to rely upon 

Hofstede’s dimensions to analyze my results as it has been and is still widely used. 

Moreover, the results of Hofstede have been confirmed by more recent studies and there 

are no indications that the mapped cultural diversity is in a process of disappearing 

(Smith, 1996).  

With the differences in national culture calling for homogenizing factors 

(Schneider and Barsoux, 2003), we move on with explaining corporate culture. 

2.3 WHAT IS CORPORATE CULTURE? 
Corporate culture is what companies lean on to hold the company together (Bartlett and 

Ghosal, 1987). Schneider and Barsoux (2003) even state that it is ”the glue that holds 

geographically dispersed units together”. Thus, the corporate culture is fundamental for a global 

company with units in different parts of the world if they want to work towards a 

common goal. It is something that all companies have, although it might not be explicitly 

written down. It evolves over time, just as the national culture of a country, since the 

group of people constituting the company share actions, feelings and attitudes typical for 

that company. Nevertheless, although the corporate culture creates itself, managing it to 

be used as the driving force of the company is what is the real challenge (Laurent, 1983). 

Having gone through both culture and national culture in the previous sections, 

corporate culture does not seem as hard to grasp, but it is still such a complex concept 

that a visual facilitates the understanding. Sackmann (2006b) uses the metaphor of an 

iceberg to illustrate the corporate culture. Deepest down are the 

Characteristics that are hidden, unconscious, based on experience, 

habituated and attached with emotion. Just below the surface are 

the Basic Beliefs regarding priorities, processes, causes and 

improvements/adjustments. Above the surface, visible to all, are 

the Manifestations, i.e. artifacts and behaviour. This way of seeing 

it is also very similar to the way Schein (2004) explains it when 

describing the levels by how visible they are to the observer; see 

Figure 2. The underlying assumptions are those unconscious 

values that are taken for granted by group members, and hence 

are not visible. Moving to the next, more visible layer, the 

espoused beliefs and values are open to discussion and people can 

agree and disagree about them. At the highest, or most visible, level 

 
Artifacts 

 
Espoused Beliefs  

and Values 

 
Undelying 

Assumptions 

Figure 2. 
Schein’s Levels 
of Culture 
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are the artifacts, which are visible organizational structures and processes. Although they 

are visible, they are hard to decipher. The evolved corporate culture reduces complexity 

and serves as a coordinating action, which gets evident particularly when people from 

different cultural groups work together. It provides a source of meaning through the 

underlying assumptions and holds the key to a company’s purpose by answering the 

questions of: Why does the business exist? What is its main objective? What sets it apart from other 

companies? What makes it truly special and unique? The corporate culture also provides 

continuity developed from the learning of every day behaviour (Sackmann, 2006b). Thus, 

more explicitly, corporate culture can be defined according to Schein (2004): 

 
”the pattern of basic assumptions that a given group has invented, discovered or developed 
in learning to cope with its problems of external adaptation and internal integration, and 
that has worked well enough to be considered valid, and, therefore, to be taught to new 
members as the correct way to perceive, think and feel in relation to these problems” 

 

Having laid out the basic framework for understanding culture, national culture and 

corporate culture, we move on with the theoretical framework isolating the purpose of 

this thesis.  
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3. THEORETICAL FRAMEWORK 
In this chapter, the relationship between national culture and corporate culture will be further developed. 
That leads to the explaining of how corporate culture and corporate performance are linked. Thereafter, 
the method of using values as a homogenizing factor will be shown, followed by the subsequent implication 
of cultural change in a postmerger integration process. Lastly, the transfer process of the implementation of 
the core values and how to implement them successfully are presented. 

3 .1 NATIONAL CULTURE VS. CORPORATE CULTURE 
There are numerous studies and researches made covering the interaction between 

national culture and corporate culture and the possible clashes that might exist, making it 

harder for MNCs to integrate their globally dispersed units. Zander (2002a) states that 

national culture influences corporate culture and views the companies with a parent to 

sibling relationship. Laurent (1983) says that corporate culture is strongly shaped by the 

national culture and that it does not reduce the differences. Adler (1991) even suggests 

that corporate culture actually enhances the national differences and goes on with saying 

that two groups cannot possibly see the world the same way. The apparent clash between 

corporate culture and national culture thus calls for differences in how to manage 

different subgroups within an MNC. There is a need to adapt the management practices 

to national practices (Newman and Nollen, 1996; Zander and Romani, 2004). Zander 

(2002b) suggests that better performance is achieved with management practices 

congruent with national culture since the 

employee behaviour gets more predictable. 

Subunits thus need to be managed as distinct 

national groups (Schein, 2004). Begley and 

Boyd (2003) provide a good visual over how 

nationality and corporate culture are related 

and when the two together might impact the 

corporate success (see Figure 3). As can be 

clearly seen, being in the upper left box, the 

corporate culture and nationality clash might 

have dangerous impacts on the corporate 

success. Thus, the interaction between national culture and corporate culture have been 

shown and also, the greater the cultural distance the less value created and the lower the 

life expectancy of the company (Schneider and Barsoux, 2003). Congruency between the 

two is therefore imperative for the performance of the company. How this congruency is 

related to the performance will be discussed in the following section, but first we will 

Figure 3. Begley and Boyd (2003) 
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have a closer look at the national differences present between Sweden and 

Spain/Portugal. 

3.1.1 SWEDEN VERSUS SPAIN 
When comparing the differences in nationality between Sweden and Spain, we start off 

with the framework provided by Hofstede2 (see Chapter 2). From this comparison we 

can easily see that Sweden is much 

lower in both the Power Distance and 

Uncertainty Avoidance dimension than 

Spain. This implies that people in Spain 

prefer hierarchical organizations more 

than do Swedes, and they tend to feel 

more threatened by uncertain situations 

than Swedes, preferring more control 

over ambiguous situations. Further, 

Swedes are more individualistic than Spanish people that are more collectivistic, 

preferring to act more as members of a group rather than as an individual. The 

masculinity/femininity dimension reveals the same; Sweden is far apart from Spain. 

Thus, Swedish people tend to be more caring and soft whereas Spanish people are more 

assertive and competitive.  

Another way to compare two countries is to look at their ‘etic’ value dimensions 

(see appendix 9.3). Some of these dimensions are the same as Hofstede uses, while 

others approach a new set of attributes. The ‘etic’ value dimensions can be defined as the 

“the observed behaviour or belief” and the dimensions can therefore facilitate a 

comparison of two distinct cultures in that they enable an objective measurement. 

Consequently, the dimensions do not exist in isolation and many are inter-related. (Bell, 

2007).  

When using these approaches to compare two cultures, one must also be 

cautious not to overgeneralize and stereotype as, mentioned before, culture is not a static 

phenomenon. Hence, the comparison should be supplemented with local knowledge 

referring to specific features of a culture in order to enrich the analysis (Bell, 2007). 

                                                
2 The index stretches from 0 to 100, where 0 is low and 100 is high (Hofstede, 1983). 

Figure 4. Hofstede’s Cultural Dimensions (1983) 
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3.2 CORPORATE CULTURE AND ORGANIZATIONAL PERFORMANCE 
We have already mentioned that growing internationalization and globalization has led to increased 
cultural diversity (Sackmann, 2006) and that nationality influences the corporate culture. Now, the link 
between corporate culture and organizational performance will be presented. 
 
The period following a consolidation is often characterized by “we-they” tensions, power 

struggles and turnover and this is enhanced in a cross border consolidation where the 

national cultural differences play a great act (Buono and Bowditch, 2003). These 

differences are identified to be the biggest source of difficulty in European acquisitions 

(Schneider and Barsoux, 2003) and they need to be recognized and confronted. A 

company’s ability to develop such a capability and management mentality within the 

context of their corporate culture is therefore a key factor for the company success 

(Bartlett and Ghosal, 1987). Indeed, growing empirical evidence has proved the link 

between corporate culture and performance (Sackmann, 2006a) and an MNC that 

manage to adapt and manage the cultural differences will achieve high business 

performance (for example, Newman and Nollen, 1996; Schein, 2001; Zander 2002b; 

Schein, 2004, Sackmann, 2006a). Managing the diversity, balancing the internal 

integration and external 

adaptation, will further increase the 

MNC performance (Martinsuo, 

1999). One model that helps to 

understand this relationship better 

has been developed by Denison 

(Fey and Denison, 2003). The 

model is used as a validated 

method to measure a company’s 

effectiveness through its corporate 

culture with four cultural traits; 

involvement, consistency, 

adaptability and mission, and like 

many other models it focuses on the contradictions involved in simultaneously achieving 

internal integration and external adaptation. The consistency trait emphasizes that 

effective organizations tend to have a “strong culture” that is highly consistent, well 

coordinated and well integrated, and that the behavioural norms are rooted in the core 

Figure 5. Dension’s Culture-Performance model  
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values. Also a recent study by Sackmann (2006a), identified the following characteristics 

in financially successful companies: 

1. A strategic vision 
2. A regular review of organizational culture and core values against business strategy 
3. Recruitment, orientation, and initial training procedures designed to communicate core values to 

employees 
4. The use of communication systems to transmit core values to all employees 

 
In light of the above, core values can be identified as a key to corporate performance. 

Before moving on with the section explaining values more explicitly, a caution needs to 

be raised about a unified corporate culture; it can often be perceived as imposed by the 

parent company acting ethnocentric (Schreyögg, 2005). Management awareness of that 

fact is needed (Calori et al, 1995) and a more geocentric3 approach will facilitate the 

corporate culture acting as the engine for organizational performance (Schreyögg, 2005). 

Now we move on with the concept of values as a tool for managerial intervention. 

3.3 VALUES 
In the previous section we identified corporate culture as a fundamental for corporate performance. Now 
we will look at how values can create a strong corporate culture. First values will be more explicitly 
explained, then how they can be used as a managerial tool and finally how this can cause the process of 
cultural change. 
 
The anthropological view emphasizes values as the essential core of culture (McDonald 

and Gandz, 1992), and this was also identified in Chapter 2. McDonald and Gandz 

(1992) also provide the following definition of values: 

“An enduring preference for a mode of conduct (e.g. formality) or end-state of existence (e.g. 
freedom.” 

 
Hofstede (1983) questions the difference between attitudes and values and suggests that 

values indicate desirables, not perceptions and that they reflect differences in mental 

programming and national character. Attitudes answer a question like: “How do you like 

your job?” whereas values respond to a question like: “Do you prefer one type of boss 

over another?” In later work he also emphasizes that employee’s personal values are not 

of interest from a management point of view, perceived practices are (Hofstede, 1993). 

Although Hofstede mentions values’ reflection of national characteristics, he also 

suggests that they vary less across organizational units, hence decreasing the national 

differences (Hofstede, 1998). Hofstede (1998) also provides a similar definition of values 

as the one above: 
                                                
3 A geocentric company is world-oriented and involves a collaborative effort between subsidiaries and 
headquarters to establish universal standards (Perlmutter, 1969). 
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“A broad tendency to prefer certain states of affairs over others.” 

With the above reasoning, values can be said to be relatively general beliefs that either 

defines right from wrong or that specify general preferences (Adler, 1991). However, for 

the values to function as a homogenizing factor for a company, they need to be 

recognized and articulated. Espoused values are by nature quite different from the 

traditional meaning as they are written down and communicated within and outside the 

organization (Martinsuo, 1999). Schein (2004) provides a more explicit definition of 

espoused values: 

“The articulated, publicly announced principles and values that a group claims to be trying 
to achieve” 
 

The more widely the values are shared across the organization, the more powerful they 

are (Buono and Bowditch, 2003), but as mentioned in the previous section, top 

management cannot simply invent values to be imposed in the subunits (Sackmann, 

2006b). Such an ethnocentric approach will provoke resistance (Begley and Boyd, 2003), 

hence the present challenge for the management is to implement the same values all over 

their global units in a collaborative effort including all the organizational units. Indeed, 

the content of the values is as important as the way in which they are communicated; 

they need to be relevant and kept simple (Martinsuo, 1999). More explicitly, the values 

that meet the following criteria have a bearing on organizational success (Woodstock and 

Francis as quoted in Sackmann, 2006b). They must be: 

• Chosen from alternatives 

• Consistent with each other 

• A limited number 

• Actionable 

• Performance enhancing 

• Attractive and “pride giving” 

• Capable of being communicated 

• Written down 

 
3.3.1 MANAGEMENT BY VALUES 
The management plays the main role in the process through which the espoused values 

are expected to transform into behaviours and successful organizational performance 

(Martinsuo, 1999). This conscious process of corporate culture development starts with 

determining the basic beliefs and values of the company and thereafter taking steps to 

implement them (Sackmann, 2006b). The explicit statement of the values is consequently 

a conscious tool for managerial intervention (Martinsuo, 1999). As mentioned above, the 

subsequent period following an organizational consolidation is turbulent and allowing the 

process sufficient time, around 5-7 years, is important for the management (Buono and 
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Bowditch, 2003). Moreover, with an acquisition, the process implies a cultural change of 

the merged companies, which further increases the challenge for management. 

3.3.2 CULTURAL CHANGE 
Changing the culture through the implementation of values of an already existing 

subsidiary is difficult because of the resistance to change old, rooted behaviours and 

habits (Gómez and Ranft, 2003). If someone asks us to change our way of thinking and 

perceiving we will naturally resist (Schein, 2004). Indeed, cultures cannot be transferred 

mechanically from one system to another, cultures grow and requires more than e.g. 

simple brochures on what the new corporate culture now is (Schreyögg, 2005). 

Nonetheless, most change processes still emphasize the need for behaviour change, and 

it is important for everybody involved in the process to modify the way they think about 

others and also themselves (DeNisi and Shin, 2005), and for the values to actually 

become the basis of daily acting (Schreyögg, 2005). Managing to do that, demands a valid 

explanation and a goal as a justification, typically an underlying problem that needs fixing 

or a new goal to be achieved (Buono and Bowditch, 2003). Cultural change per se is not 

a convincing goal (DeNisi and Shin, 2005). One method of handling this is to first 

unfreeze the current behaviours, unlearn and implement the desired changes and then to 

finally refreeze the behaviours (Buono 

and Bowditch, 2003; Schein, 2004). 

The method is not very explicit, but 

provides a framework on how to view 

the change process. Another model 

(see Figure 6) provides convenient 

labels when explaining the various 

responses of the middle managers in 

the subsidiaries that play an intermediary role in the implementation process (Turnbull, 

2001). The critical thinkers are highly committed to the organization, yet constantly 

questioning individuals with the confidence to speak freely, behaving in a manner 

congruent with their own beliefs and favouring a leadership style of involvement. The 

untouched professional are relatively committed to the organization, but are aware of 

their market value, and their involvement in the organization is therefore more 

calculative than moral. The evangelists have a devoted almost religious commitment to 

the organization and do not question the company line. The open cynics are less 

committed to the organization thinking that the organization needs them more than they 

need the organization, and their response to an implementation process of values is that 

Critical 
thinkers

Untouched
Professionals

Open 
cynics

Sceptics
Critical

  Committed

Uncommitted

Uncritical

Evangelists

Actors

Figure 6. Typology of manager’s responses 
(Turnbull, 2001)  
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it is a simple manipulative control tool. The sceptics are openly committed to the 

organization but respond to the process in a sceptical manner, yet they are afraid to 

deviate and only express their scepticism among their peer group. The actors are 

uncritical in their acting, driven by distrust to “play along” the process, and they 

therefore have little involvement in the organization. Having developed the concept of 

values as a base for the corporate culture, leading to a cultural change process, we will 

now move on with the actual implementation process. 

3.4 TRANSFER PROCESS – OMPLEMENTATION OF VALUES 
In this section the implementation process will be further developed, highlighting the success factors in four 
identified dimensions of the process and also what might be the biggest source of risks. 
 
After the company has established the content of the values, the implementation process 

takes over. This phase if even more important since the values must be actually lived on a 

daily basis in the organization in order to function as intended and lead to success 

(Martinsuo, 1999). The success of a transfer process can de defined as ”the degree of 

institutionalization of the practice at the recipient unit” (Kostova, 1999). There are therefore two 

sides of the coin, the headquarters and the subsidiary, but also management and 

employees. Employees’ beliefs to the process is a key-factor and the transfer is more 

probable to succeed with positive attitudes towards the parent (Kostova, 1999) and 

management taking their responsibility to stand behind the process (Sackmann, 2006b).  

3.4.1 SUCCESS FACTORS 
The implementation process and what factors are important for the process to succeed, 

can be better understood viewing it in four identified categories (Sackmann, 2006b): 

1. Management 

2. Human Resources (HRM) 

3. Socialization 

4. Evaluation 

These four categories have in common that they must all bear in mind the importance of 

congruence between national culture and corporate culture in order for the 

implementation process to succeed. The fourth category of evaluation should naturally 

be present in the first three dimensions as well. 

3.4.1.1 MANAGEMENT 

Management personally stands behind the process of examining the culture continuously, 

maintaining it, and caring for it (Sackmann, 2006b). They have designed and they decide 

on the essential framing parameters for the values functioning as the foundation of the 

corporate culture. Thus, the managers represent the corporate culture in action and 

function as role models towards the rest of the organization (Sackmann, 2006b). To put 
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it another way, the managers must ”say it” and ”live it” and are therefore required to a 

wide commitment spreading over all parts of the global units (Martinsuo, 1999). It is 

hence not just enough to articulate the values; managers should visit various company 

locations, holding informal meetings with people from all levels of hierarchy and from 

different departments and countries (Sackmann, 2006b). A great complexity further lies 

in the managers’ capability to adapt his or hers management practices to be compatible 

with that of the host country (for example Adler, 1991; Zander, 2002b; Gómez and 

Ranft 2003) towards the different subsidiaries. To sum the management dimension up, 

Sackmann (2006b) has listed 10 key sub-dimensions for leading the change process and 

they provide a good overview of what is expected by management: 

1. Common goal orientation 

2. Corporate social responsibility 

3. Commonly held beliefs and values 

4. Independent and transparent corporate 

governance 

 

5. Participative leadership 

6. Entrepreneurial behaviour 

7. Continuity in leadership 

8. Ability to adapt and integrate 

9. Customer orientation 

10. Shareholder value orientation 

This leads us in to the second category, treating Human Resources Management.  

3.4.1.2 HUMAN RESOURCES MANAGEMENT 

McDonald and Gandz (1992) emphasize the actions to recruit and select value-congruent 

candidates to the organization as one of the strategies in how to gain value from shared 

values. They continue with stating that today’s employees, better educated and raised in a 

more compassionate environment, are looking for more than a calculative arrangement 

based on money; they are looking for a sense of belonging and shared meaning. Hence it 

is of importance for both the company and the employee to find a match for a lasting 

relationship. The above reasoning of management and HRM practices lead us to their 

counterpart, the employees and the importance of socialization. 

3.4.1.3 SOCIALIZATION 

The socialization dimension treats the importance of the integration process of the 

current employees, making them aware of the espoused values and for them to live by 

the values in their daily work environment (Sackmann, 2006b). Since the implementation 

process of the values typically implies that individuals need to change their old habits (see 

Section 3.3.2), socialization is necessary for the individuals not to use their own personal 

beliefs and possibly develop unsuitable responses towards the organization (Martinsuo, 

1999). It is “the process by which an individual comes to appreciate the values, abilities, expected 
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behaviours, and social knowledge essential for assuming an organizational role and for participating as 

an organizational member” (Louis as cited in McDonald and Gandz, 1992). Through 

ongoing training sessions, seminars and workshops with the values as an underlying base, 

the employees are socialized into taking on the values in their daily behaviours. The aim 

is for the socialization to facilitate the implementation process of values in establishing 

them as a base of habits and attitudes that encourage integrity, communication, and 

cooperation (Pascale, 1985).  

 
Buono and Bowditch (2003) further stress the importance of communication channels 

for the socialization and subsequent integration process to function well. Across 

countries, with language barriers this is even more important. Recognized in the above 

list of steps to socialization is that the integration is not only important for current 

employees, but also in the selection of new employees joining the organization. Now, 

these three established categories, lead us in to the important evaluation of the 

implementation process. 

3.4.1.4 EVALUATION 
For the espoused values to become integrated into the organization, making them the 

daily behaviour of every employee, it is imperative to continuously evaluate the ongoing 

process. A continual monitoring of the consistency between the developed and the 

current state and the goal and actual outcome requires constant relocation in the 

framework of the corporate culture (Martinsuo, 1999). The evaluation thus demands 

tools for conflict resolution, balancing of internal and external expectations, and action 

driven by the values. There must be regular checks of the organization as a whole and 

review of the goals that have jointly been set up. This includes meeting with employees, 

site visits by management, employee surveys, evaluating management behaviour, 

customer calls and customer surveys (Sackmann, 2006b). Hence, it is a collaborative 

effort made of the whole company, jointly identifying opportunities for improvement, 

both globally and locally (Sackmann, 2006b). Martinsuo (1999) has visualized the 

evaluation process in a model stressing exactly the importance of both global and local 

evaluation (see Figure 7). After the initial implementation of the values, follows the 

evaluation of the results, first locally, searching for congruency for the values at the 

subsidiary and then globally, continuing the awareness of the values and their 

implications, to formulate responses in how to improve the implementation. Indeed, it is 

an ongoing process with an infinite end as the world is constantly growing with customer 

preferences varying and new goals to be fulfilled (Sackmann, 2006b).  When the 
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opportunities for improvement have been identified, it is a question of taking full 

advantages of these opportunities and then to start the evaluation process all over again. 

In other words, it brings about a continuous process of evolutionary cultural 

development (Sackmann, 2006b). 

With the above reasoning, some of the risks adjoining the implementation process will 

now be covered. 

3.4.1.5 RISKS 

 In the above sections, the empirical findings that have shown to be critical for the 

success of the implementation of values in an MNC have been highlighted. One can thus 

also understand what are the risks. Martinsuo (1999), for example, raises a warning finger 

for that too much details in the statements hinders the message that is being 

implemented and that poor applicability to local culture impedes the process further. 

Accordingly, more explicit evidence is continuously found proving these transfers not 

always being smooth and successful (Kostova, 1999). In the foreign subsidiaries 

managers are oftentimes frustrated with headquarters’ request for implementation of “yet 

another new programme”. There is even evidence of subsidiaries that partly ignore the 

implementation of the values while reporting otherwise to headquarters (Kostova, 1999). 

As mentioned in Section 3.3.2, the programme must be justified and combined with an 

explicit common goal to function.  

3.4.1.6 HIGHLIGHTS – GUCCESS FACTORS 

To finally highlight the success factors in the implementation of core values in an MNC, 

Martinsuo (1999) provides the following checklist: 

Context:
A need for self exploration

and renewal

Analysis:
 Who are we, how do we survive 

and succed (past and future)

Statement:
 Core Values
(and mission)

Initial implementation:
 Creating awareness

of values
Method development

and use:
Local practices to implement

values

Local implementation:
 Putting values into practice

Evaluating progress
locally

Evaluating progress
globally

2) Local
adaptati-
on cycle

3) Global
awareness
cycle

1) Initial  or
crisis cycle

Figure 7. Cycles in the implementation process (Martinsuo, 1999) 
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• Repositioning values in the organizational belief context regularly 

• Instituting global and local processes of implementing values 

• Selecting and applying implementation strategies both globally and locally 

• Developing a diversity of implementation practices to suit the variety of belief contexts 

• Evaluating progress to redirect the implementation programme 

The more obvious truths frequently stressed in the above sections are not repeated, but 

does not mean that they are irrelevant, e.g. ensuring the commitment of management, 

involving people. 

Lastly, Buono and Bowditch (2003) provide a checklist of tools and considerations 

that can reduce some of the tensions in the process (also mentioned in above sections): 

• Communication channels 

• Newsletters and hotlines 

• Presentations, realistic reviews 

• Workshops and counselling 

• Survey feedback 

3.5 THEORETICAL KEY TAKE-AWAYS 
With the introductory chapter to culture, a basic understanding for what culture is was 

provided. This was made in order to facilitate the understanding for the subsequent 

theoretical chapter that is indeed more complex. With the more in-depth theoretical 

chapter, all the pieces are linked together in order to finally reach the theory that starts 

touching upon the implementation process relevant to the topic of this thesis. Although 

the theory leading to the last part of the theoretical section is for the most part not used 

in the analytical part, it provides the necessary foundation and explanation of how the 

pieces of theory are interrelated and is hence used fundamentally. 

Firstly, the relationship between national culture and corporate culture was 

highlighted, which secondly led us in to how a common corporate culture can affect the 

organizational performance. Thirdly, the way in which values can create a common 

corporate culture was investigated, finally leading us to the actual transfer process and 

implementation of the values. It is mainly this last part, with the four identified categories 

of success factors, which will be used in the analysis. These four categories should hence 

also serve as the key take-aways for the reader for the ongoing reading. However, it is 

important to note that all theory laid out before the key take-aways also has to remain in 

the conscience of the reader as the implementation process cannot be explained without 

it and also because the difficulties that might be encountered could be explained by the 

same. 
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4. METHODOLOGY 
This Chapter starts with describing the initial work with the thesis. Thereafter the choice of method is 
discussed leading into the choice of study subject. After that, the chosen theory and the data collection are 
handled and finally, the reliability and validity of the thesis is considered. 

4 .1 THE INITIAL WORK 
After having lived in Barcelona, studying and working, for a little more than a year and a 

half, I studied the course Cross-Cultural Management at Stockholm School of 

Economics. The differences that I had experienced between the Spanish people and the 

Swedish people suddenly got an explanation and my interest for how these national 

differences can be managed effectively in an MNC increased. The choice of topic for my 

thesis thus appeared to me naturally. After consulting my advisor, I started studying more 

of the literature covering cross-cultural management, and more explicitly literature and 

academic articles treating the link between corporate culture and performance in MNCs. 

Since I was going back to Barcelona the following autumn for an exchange, I decided to 

first finish the theoretical chapter in order to concentrate on my field study while in 

Barcelona where I had access to my study subject. During my time in Barcelona I 

continued studying the cultural topic through one of my master courses and this gave me 

more perspectives that I later decided to add in to the theory. Once back in Sweden I 

gathered all my empirical findings and started working on the analysis.  

4.2 METHOD CHOICE 
4.2.1 RESEARCH STRATEGY – RASE STUDY 

When conducting a social science research, there are several research strategies to choose 

from: archival analysis, survey, experiment, history, or the case study (Yin, 2003). They all have 

advantages and disadvantages, but when deciding on which one is the most appropriate 

to a particular project, Yin (2003) suggests to look at these three conditions: i) the nature of 

the research question, ii) whether the relevant behavioural events can be manipulated, iii) whether the 

focus is on a current or a historical event. Since this thesis focuses on a current event that does 

not require any control over actual behavioural events and with research questions that 

are of the nature how, the case study strategy was chosen in accordance to Yin (2003). 

Further, as the aim of this study is to increase the understanding for a particular event it 

is of exploratory nature (Yin, 2003). Yin (2003) also labels case studies as single or 

multiple case studies, with the single caste study being appropriate to a unique or extreme 

event that allows a thorough in-depth analysis, but with the drawback of weaker validity4. 

                                                
4 See section 4.6.2 
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Thus, the choice for this thesis is a single case study, as it represents one unique case and 

also because of my wish to make a thorough investigation. The single case study can in 

addition be conducted using either a holistic or embedded design, where the former 

examines the global nature of an event whereas the latter gives attention to subunits 

within that event (Yin, 2003). For this single case study a combination of the two is 

appropriate, but leaning more towards the embedded design, since the interest lies both 

in NFS’s subcultures, but also in the MNC as a whole. Lastly, a field study is suitable 

when the strategy of a single case study has been chosen, as it allows for a broad 

collection of data to later be explored and analyzed (Yin, 2003). 

4.2.2 A QUALITATIVE STUDY 
Since this study is of an explorative nature, Yin (2003) suggests that a qualitative 

approach is beneficial as it allows for a more in-depth analysis of a specific event as 

opposed to a more superficial overview of a number of events (Holme and Solvang, 

1997). Moreover, although the literature found relevant to this case study provides a 

respectable theoretical platform, there are few empirical studies conducted on real-life 

execution and evaluation of implemented core values in an MNC. Hence, with this case 

study of a unique event, a qualitative approach is suitable. The down sides of such an 

approach are the limitations for generalization of the results5. 

4.3 SUBJECT CHOICE 
For the purpose of this thesis, it was important to find a Swedish MNC doing business 

particularly in Spain. Further criteria that had to be met was that they should have had 

experienced difficulties with their operating businesses that needed fixing. Moreover, the 

company had to be willing to accept a student investigating their ongoing process of 

handling these difficulties and also to give me access to interviewing employees and 

management from both headquarters in Sweden as well as the office in Spain. Thanks to 

my contact person that I had previously met in Barcelona, NFS was an appropriate 

choice for my study as the initial contact already had been made and they filled all the 

above criteria, which allowed for a comprehensive qualitative single case study (Yin, 

2003). 

                                                
5 See section 4.6.2 
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4.4 THEORY 
When gathering the theory I critically chose from articles I had studied earlier when 

taking the course Cross Cultural Management.6  I thereafter broadened up, searching for 

relevant literature and articles using the search machine of the library and also with aid 

from already existing reference lists of theory already found. Most importantly I received 

propositions of suiting theory from my advisor that have been very useful when 

evaluating what theory to use. I have stuck to theory with an anthropological view and 

also relied on those authors recognized as the “big” names within organizational theory. 

Both more general theory treating organizational theory as well as more explicit theory 

discussing the link between corporate culture and performance has been used. As the 

thesis takes it stance in theory followed by logic reasoning to reach conclusions, it is a 

deductive approach that has been undertaken. 

4.5 DATA COLLECTION 
When conducting a case study like this thesis, there are various methods of collecting 

data. Yin (2003) indicates i) documentation, ii) archival records, iii) interviews, iv) direct 

observations, v) participant observation and vi) physical artifacts as five different methods to be 

used. In this study, the major part of the data collection was collected through interviews, 

but since the case subject was open for more involvement in the project, documentation, 

direct observations, participant and physical artifacts were also concerned to a slighter 

extent. All the data was collected after the work with the theoretical framework was 

completed. 

4.5.1 INTERVIEWS 
At the first stage, a preference-list of possible interviewees was provided to the contact 

person at NFS in order to get access to as many interview objects as possible from all 

different levels of hierarchy as well as different functions in the office in Barcelona, 

Spain. This was necessary in order to cover all the possible sources of the implications to 

the implementation process and to cover a diverse base. Hence, the list constituted my 

desired attributes of interviewees although the contact person at NFS thereafter selected 

the respondents that were later interviewed. The fact that it was an employee of NFS that 

selected the interviewees could indicate a possible bias, but this bias was however 

overcome, as all interviewees wished for were interviewed. Eight interviews were 

conducted, and they were designed semi-structured in order for the respondent to feel 

free to elaborate the answers and also for me to give information when needed (Yin, 

                                                
6 See section 4.1 
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2003). Six of the interviews were done in person, however, due to financial constraints 

two were done by telephone. Telephone interviews could imply face-to-face observations 

being lost, hence acting as a bias. It was however only the interviews with the Swedish 

management that could possibly be affected by this bias, as they were the interviews 

conducted over telephone, and therefore, the quality of the majority of the interviews 

was thus never threatened by such a bias. Moreover, in order for the respondents to be 

open and honest, the interviews were conducted anonymously. Due to the promise of 

anonymity, the quoting in the empirical section will not reveal who has stated what, but 

will only show the nationality of the quoted person. All interviews lasted for about an 

hour and the language for the interviews was Spanish and English with Spanish 

interviewees and Swedish with Swedish interviewees. As Spanish and English are my 

third and second languages respectively, although I am fluent in both, the interviews 

were transcribed directly after being held and then sent back to the respondents for 

review to ensure the quality. All the respondents confirmed the accuracy of the 

transcripts by e-mail.  

As of now, there are only four persons working in the office in Barcelona, all 

holding different hierarchy levels. With the number of employees being so small, I was 

able to get access to all persons currently employed in Barcelona. Two of the interviews 

were as a consequence made with former employees. These two employees were, 

however, employed during the change process and could therefore provide valuable 

information. The highest amount of people working in the office was 12 people, and this 

was the second half of 2005. 

4.6 RESEARCH QUALITY 
To assess the quality of the research in this thesis, two different factors must be analyzed: 

reliability and validity. Four criteria have been suggested by Yin (2003) to meet the wished 

quality of a social science research: reliability, internal validity, external validity and construct 

validity. 

4.6.1 RELIABILITY 
A high level of reliability refers to that if another researcher were to conduct the exact 

same study, the results should be the same as the original ones (Yin, 2003). The aim is 

thus to increase the reliability in order to minimize biases and errors. To ensure the 

reliability of the results one should perform as many actions as possible, conducting the 

research “as is if someone were always looking over your shoulder” (Yin, 2003).  
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One way of establishing a higher reliability is to rely on several sources for the 

gathering of data and this has been my intention to the highest extent possible by not 

only using the interviews as a source, but also through direct observation, 

documentation, participant observations and physical artifacts. This was possible due to 

the field study conducted and examples of this can also be found in the empirical section.  

One aspect that might have decreased the reliability of the study is conducting 

the interviews in second or even third language. Efforts were however made to reduce 

this, by sending the transcribed scripts from the interviews back to the respondents for 

review to diminish misconceptions. All interviewees sent back their confirmation of the 

transcripts, and one of them also provided an extension in a returning e-mail to what had 

been originally sent to him.  

Another aspect that might reduce the reliability is my own bias being a Swede 

acting with ethnocentrism, not being able to view things objectively. Although I am 

indeed coloured by the Swedish culture, I believe my earlier experience in Spain have 

made me more understanding of the Latin European cultures. 

A third aspect that might risk the reliability of the study, is that Latin Cultures’ 

have a large power distance7 which could imply employees not providing the whole 

picture regarding their managers. However, since the interviews were made anonymously 

this risk should have been diminished and also the fact that I tried my very best to make 

the respondents feel comfortable in the interview situations. 

4.6.2 VALIDITY 
Construct validity refers to ascertaining accurate measures for the concepts being studied 

(Yin, 2003). This implies that it is of high importance to critically assess the data collected 

for the study. Since multiple sources have been used and the sources also have been 

reviewed and validated subsequently from participants involved, the construct validity 

consequently seems fulfilled for this study. 

Internal Validity treats how correctly a causal relationship can be established and is 

important for explanatory or causal studies only (Yin, 2003). Since my case study is of an 

exploratory art, internal validity is not an issue. However, the study assumes the 

relationship between corporate culture and corporate performance as given, and internal 

validity could therefore be said to imply on this case study. When assessing corporate 

culture, the context is very complex and control variables are thus hard to identify. 

                                                
7 See section 2.2 for references 
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Relying on empirical evidence should however imply that the internal validity should be 

at a fair level for this study. 

External validity refers to whether the results of the study can be generalized (Yin, 

2003). For a case study, the external validity has long been questioned and even more so 

for a single case study. However, not all critique is valid: the results can be generalized to 

some extent and through analyzing the theory, moving it forward to some broader view 

(Yin, 2003). The level for external validity in this study is somewhat hard to determine 

since it depends on the subject choice. However, there will be room for generalizing 

thoughts in the discussion where possible practical implications for similar companies 

will be discussed. Although the practical implications can perhaps only apply to, for 

instance, small MNCs or MNCs with the Spanish-Swedish angle, my hope is that they 

will provide some useful insights for such companies. 
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5. EMPIRICAL DATA – TASE STUDY 
This empirical part of the thesis will follow a chronological order with the intention to facilitate the 
structure and understanding for the reader. Hence, it is divided into three main parts; first, the state of 
NFS before the change process started; thereafter, the actual change process and lastly, the situation of 
NFS after the change process.  

5 .1 BACKGROUND -  PRE-IMPLEMENTATION  
Understanding the background and subsequent development of the company is an 

important first step in order to conceptualise the change process of NFS. NFS has grown 

a lot over time, especially during the last years,8 with the implications of the growth being 

several, ultimately leading them to react to an unbearable situation. Hence, their growth 

has led them to a deliberate implementation of the guiding principles. This unbearable 

situation will be further touched upon below, but in essence it concerns the impacts of 

the rapid growth rate that made them lose track and subsequently forced them to recover 

a recipe for how to deal with the situation of dissatisfied employees threatening to hurt 

the organization. NFS’s solution had the aim try to reinforce their core values and 

corporate culture through the mentioned guiding principles, which were supposed to 

guide them in their daily work. 

NFS started off small scale in Gothenburg, Sweden, when a married couple 

working together decided to set up the business. Today they are CEO and HR-manager 

respectively. The year was 1993 and the name of the company originally “Nordic 

Financial Systems”. The word ‘Nordic’ was used because of the ambition to conquer the 

Nordic market. One interviewee says: “The original founders of NFS still influence the company a 

lot today through their personalities…it also matters that they are from Gothenburg as they see the staff 

they have recruited from the same city as good buddies” (Swedish interviewee). 

It did not take long before the Nordic market was conquered and NFS started 

growing outside the Nordic boundaries. The office in Barcelona was founded in 2003 

and the method executed was to send a couple of the staff from the Gothenburg office 

that was trusted by the management and then to complement them by local people. NFS 

went from being local to global and their rapid expansion led them towards becoming a 

more typical consultancy firm. “NFS was formerly a global organisation but has now turned into a 

more typical consultancy firm” (Swedish interviewee). 

At the beginning of the growth period of NFS, the people in the Barcelona office 

were about 30% Spanish and 70% Swedish, while there is a majority of Spanish people in 

the office now. The mix of both Spanish and Swedish people made the integration of the 

                                                
8 Excerpts from an e-mail from the management addressed to all NFS staff (see Appendix 9.4) 
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Spanish office into the Swedish company somewhat smooth as the Spanish people 

learned about the Swedish culture through their colleagues. The employees also give the 

impression of that they perceived the atmosphere in the office as more Swedish than in a 

typical Spanish office and appreciate the reputation of the ‘Swedishness’ as something 

positive. Additionally, the  ‘Swedishness’ was something they could and can still use as a 

good thing towards their clients.  

The consultants in the office lived by the original thoughts or ‘core-values’ of the 

founders from Gothenburg; Fun, Fairness and Integrity (see Appendix 9.2). One of the 

former employees describes how all the people in the office used to socialize outside 

office hours and says it was a relaxed working environment, yet with a serious business 

tone behind it (Swedish interviewee). 

However, as the company started growing, it was no longer enough to rely on 

friendly interactions, something more endurable was needed to keep the company 

together. One of the employees explains the importance of the nature of the consultancy 

business and how it impacts the working environment (Spanish interviewee). The nature 

of the consultancy business means plenty of journeys outside the office leaving less time 

both for in-house acquaintances, but also for family time. At an early stage, this was 

bearable, but as NFS became larger, the time spent outside the office increased. One 

employee says: ”A lot of mistakes were made and the hours only became longer, and the consultants 

felt that they did not receive any profits from all the time they spent for the client” (Swedish 

interviewee). This both led to a conflict with the new main client, as they did not see any 

deliverables, and also sparked a lot of dissatisfaction internally among the consultants. 

The former core values of NFS (Fun, Fairness and Integrity) started to be questioned. 

“People complained about that they got home late even on Fridays and they got an even more pressed 

schedule during the weekday” (Swedish interviewee). With the rapid need of hiring more 

people, recruiting also magnified the problem with the core values, as people not fit with 

the NFS culture entered the company, leading to a weakened corporate culture. Another 

effect of the hiring of new people was the loss of the “team-feel”. “People that didn’t match 

the NFS culture were hired” (Spanish interviewee). The interviewee mentions this in 

combination with that he had noticed differences between the Swedish and Spanish 

offices. In Barcelona, the people get in to work very late and then they go for lunch 

during two hours. This was very different from the Gothenburg office where the 

schedules were very stable, working from 08-17. This led to several implications, one 
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employee explains: “it was truly hard to get hold of people since the hours were completely different 

and it also created frustration that not all offices worked the same” (Swedish interviewee). 

All this led to a great frustration among the consultants and they started to whine 

about other, smaller things as well. The other interviewee concludes to himself “It was the 

differences between the offices and the more and more squeezed schedule that was created and was the 

foundation of the large dissatisfaction among the people within the organization” (Swedish 

interviewee). 

Besides the problem with the lost genuine belief in the core values, the original 

name of NFS, “Nordic Financial Systems” was perceived too restrictive or modest in 

comparison to what the company actually had become. “Having ‘Nordic’ in our name proved 

to be a disadvantage, interpreted as NFS being only Nordic based, which on several occasions 

contradicted our international reach.”9 The management felt it was only a name of what they 

were not and decided to change it to purely NFS and to make the website feel less 

Scandinavian.  

Continuing the description of managerial actions and also how management was 

perceived in the Barcelona office, the communication between the two parts started 

declining as time went by. One of the employees described it as a development of a 

relationship where they had experienced ’false expectations’. “We have experienced problems 

with the information flow going up and down as well as the other direction” (Spanish interviewee). 

This has led to a loss of credibility between the management and the office in Barcelona. 

The employee goes as far as using a romance-metaphor: “When you have been deceived or 

tricked once, you are much more careful later on, before relying on the management. That’s exactly what 

has happened to us, we are much more careful now.” Nowadays it is only the office manager who 

has constant communication with the management in Sweden, but we will come back to 

that later. Although there existed good communication with management and the 

environment in the office was perceived as very open, it was mainly through the Swedish 

people in the office or through the office manager that the communication with 

management in Sweden was made; the Spanish employees did not feel they had an easy 

channel for communication.  

To conclude, there were a couple of things within the organization that led to the 

need for a development of the core values, a need for something that was well anchored 

within the organization and something that would create a common corporate culture 

throughout the organization. The main reason was the rapid growth and expansion of 

                                                
9 Excerpts from an e-mail from the management addressed to all NFS staff (see Appendix 9.4). 
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NFS to a multinational corporation. This subsequently led to other effects; differences 

between offices around the world, more squeezed schedules for the employees, and the 

wish from management to be perceived as a genuine global corporation. They once had a 

common corporate culture that was formed through their core values ”Fun, Fairness, 

Integrity: “There was an NFS culture. We were like a family that had a lot of fun together, with a 

great fellowship with people being there for one another and with a great go-ahead attitude” (Swedish 

interviewee). The great feeling of togetherness was however lost, as mentioned, through 

the rapid global growth.  

All of these things ultimately led to enormous dissatisfaction among the 

employees and the new, ‘guiding principles’ were supposed to be a recipe against all this. 

It was supposed “to join people together in times of expansion” (Swedish interviewee). 

We will now continue with what happened through the process of change within 

NFS. 

5.2 CHANGE PROCESS 
The situation of NFS just before the change process was indeed an organization with 

increasing dissatisfaction among the employees. This became evident during the annual 

global meetings as the meeting procedures had to adapt to the changing needs of NFS.  

NFS has one global internal meeting per year. As the number of employees of 

NFS rapidly grew, so did the number of participants of the meeting as well. From just 

one year to another it grew from 25 to 50 attending employees and also the form of the 

meeting then had to change. In the beginning, they were all able to sit around one table 

to discuss things concerning the company. At that time, they did not have any ‘middle’ 

bosses either. However, as the number of employees grew, they started getting more 

levels of hierarchy and the meeting-form subsequently became more complicated. The 

participants were not as well integrated and the ‘middle’ bosses could apply strategies that 

had not been consulted with more senior consultants beforehand. One of the Swedes 

from the office in Barcelona comments: “A lot of irritation was created and also accumulated. 

Naturally, this finally got evident during the global meeting. It all kind of came to a breaking point since 

there had been a lot of dissatisfaction about differences in procedures at different locations and also the 

rapid growth with new people and not least, the increased number of working hours” (Swedish 

interviewee). 

The Swede continues to describe how a lot of people were indeed expecting a 

change, but that the change that later came was not the one desired. “People were expecting 

something totally different.” The change was directed more towards “code of conduct”. “It 
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treated more how we were supposed to treat each other within NFS than targeting the real problem of the 

irritation. With that, people found themselves in an open conflict with the project leader. A lot of people 

were really angry with the management, but I tried to defend the management being a loyal co-worker” 

(Swedish interviewee). The head of HR was really upset with the situation and some sort 

of conflict management sparked off as they tried to come up with a recipe on how to 

solve the situation. “The intention was to create a feeling of cohesion among all employees. Of course, 

this is a difficult task since consultants are seldom seen actually being in their offices. It is thus hard to 

create a common corporate culture” (Swedish interviewee).   

 The guiding principles were introduced through a selected group at the yearly 

global meeting with the head of HR being in charge. “It was during 2005 the guiding principles 

were established. It was a global effort engaging all people in a big company, meeting to bring forth those 

principles. Of large importance was to always look at the client perspective as a number one priority” 

(Swedish interviewee). One problem, however, was that the HR manager was working 

part time through the change process and was, due to that fact, never really made justice. 

The HR manager simply did not have the necessary daily connection to the project. As 

mentioned before, the intention was to find and create a recipe for the underlying 

symptoms to the problematic situation.  

Eventually there was a huge clash between the management and the project 

leaders dealing with a new large client. With the increased workload, together with the 

earlier dissatisfaction, less attention was paid to the guiding principles. “The guiding 

principles were not as important in comparison to the project problem, and was therefore not taken 

seriously” (Swedish interviewee). This statement was similar from all of the interviewees, 

another example being: “we’re struggling to survive, why implement this?” (Spanish interviewee). 

Still, the guiding principles were sent out to all offices and each office manager 

had the responsibility to implement them. “The implementation was obviously difficult since there 

was hardly anyone present at the office because of the nature of the jobs” (Spanish interviewee). 

Nonetheless, one of the Swedish employees says: “The implementation was conscious and 

everybody were aware of the guiding principles from the beginning. They are occasionally brought up 

during presentations and meetings.” On the other hand, he then says: “The values just ‘stuck’” 

(Swedish interviewee). Another employee in the office, this time Spanish, is of another 

opinion explaining they experienced two really bad years of business right after the 

guiding principles were implemented and had a hard time seeing the point of the project 

when they were busy making the business function. Nevertheless, he says: “We fully agree 
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with the guiding principles, but going through bad times in the company you change your focus and your 

full attention to that” (Spanish interviewee). 

 At this point, the frustration really started growing among the employees and 

people actually started leaving the company. “The spirit of togetherness and to fight for a common 

goal vanished and the way to get back on track was supposed to be the guiding principles with the 

intention to get to the root of the problem. A way to cure the symptoms.” (Spanish interviewee). The 

employee further reflects over that there was not a great plan to the implementation and 

that there was a lack of management presence and evaluation of the programme. “People 

were to busy with the other problem to care about the guiding principles, although I think it was a 

genuinely good approach to create a common culture since we had grown so much” (Spanish 

interviewee).   

Now, the next section describes the current situation of NFS, what happened 

with the guiding principles and what the impact has been for the employees of NFS in 

Barcelona.   

5.3 POST-IMPLEMENTATION STATUS 
The corporate culture of NFS in the office in Barcelona is indeed still coloured by its 

Swedish heritage: “The clients have always stated that NFS is perceived as a very Swedish 

organisation” (Spanish interviewee). This does not only bring positive attributes to the 

office environment in the office, it can rather make it difficult for the employees in the 

office. ”The organisation is very flexible, but this can be hard for the Spanish people to understand and 

they need to learn that this is the Swedish way of doing things and that it is working” (Swedish 

interviewee). Another Spanish employee emphasizes the strong belief that it is their 

Swedish brand that actually makes NFS a successful company: ”We deliver our results 

through our Swedish way of doing things” (Swedish interviewee).  Talking to yet a Spanish 

employee, he is on the same line: “In relation to the outside world, we are quite Swedish.” He 

goes on: “For us it is a quality image and we use a mega-democratic approach to the problem solving. 

The location of the office makes differences appear when comparing to other offices, but we use the 

Swedish brand as a quality stamp for our standard of technology.” (Spanish interviewee). 

  Referring to differences among the staff stemming from their different origins, 

the employees do notice that they are not from the same countries. For example, 

although the employees perceive the working environment as very open, when 

communicating with management, the Swedish people do not have a problem addressing 

them directly while the Spanish people communicates through upper management. 

“Could you please talk to the CEO about…?” (Swedish interviewee). 
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The fact that the Spanish people actually went through the different hierarchy 

levels makes one Swedish employee comment about the different reactions to things of 

Spanish people in comparison to those of Swedish people: “There is a difference between 

Swedish and Spanish people in the way you react to certain things and this certainly has an influence in 

the work you do.” Again he comes back to the importance of the ‘Swedishness’ of NFS: 

“The people in the Barcelona office need to understand or learn that a certain way of doing things is 

Swedish and that it is therefore somewhat different” (Swedish interviewee). 

One employee also reconfirms the open working environment, especially in 

contrast to a Spanish one: “A Swedish working environment is more open than the typical Spanish 

working environment. On the other hand, Swedish people can indeed be too ”flat” in their way of 

working leading to the direction of the work becoming somewhat hindered during certain events.” 

(Spanish interviewee). Another Spanish employee also discusses the flatness of the 

organization and some of the negative impacts and creation of some disadvantages of 

such a workflow. He mentions problems with decision-making; the environment not 

being flexible enough, and that there is too much discussion over a problem. He uses a 

metaphor of a shotgun to explain it better: “When Swedish people shoot a gun they are afraid of 

the smoke, Spanish people are more direct and are not afraid of that smoke.” He goes on: “You can 

send a Spanish consultant with no clue or info to a new place, you just tell him to go there and do his job, 

while you could never send a Swede to a new place without any information as he gets blocked” 

However, he says, “when a Swede indeed knows, he delivers.” Finally, he says: “A Spanish lie to 

one person here to get info from another, a Swede would never do that” (Spanish interviewee). He 

also sees upsides of the Swedish environment, as he feels really taken care of, noticing 

the caring side of the management and also the quality behind it. 

When addressing the way people actually act around the office, one Swedish 

employee says: “They (the Spanish) have had to adapt to our (Swedish) way” And in a reflection 

why that might be, he says: “The Spanish people have been in minority” (Swedish interviewee). 

This also makes the employee comment on the way of communication in the office. He 

explains that the working language is English, but highlights that this might not be the 

best approach: “Spanish people indeed appear to be more comfortable when speaking Spanish.” Even 

with English training, it appears that English is a difficult language to learn for the 

Spanish people in general. “The office manager has lived in Ireland for four years, but still 

encounters difficulties with the English” (Swedish interviewee). 

In reflection to this, the Spanish people uttered the need for more Spanish 

speaking people in the office as they identified a large problem with communicating with 
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local clients in any other language than Spanish. One Spanish employee says: “When 

dealing with Spanish clients, there are communication problems…in the future, the offices have to become 

more independent by recruiting more Spanish people, and become more serious – not like ERASMUS” 

(Spanish interviewee). 

 The last part refers to a lot of foreigners seeing the time at the Barcelona office 

more like a time of partying and not viewing it long term, hence, loosing the continuity 

needed for sustainable business. When hiring new people, the selection process should 

identify a person fitting certain characteristics with NFS that need to be satisfied. “We 

have to find people that are independent and can fly alone from day one…people that knows how to work 

within our team and that has fun along the way” (Spanish interviewee).  

 The office in Barcelona currently tries to build on the integration of all employees 

in the office, e.g. through social events. However, it seems to be more occasional now 

than before. The office in Barcelona indeed wants ‘to be’ NFS and the staff believe they 

can really take advantage of the Swedish origin. Nevertheless, one employee says that 

they need to find a mix from the original NFS and their own best practices, to find a mix 

from both sides. Although they have not used the guiding principles to any larger extent 

as of now, they believe that they are important tools. 

 To conclude, all employees know when the guiding principles were implemented 

and what the reason thereof was. However, all (except one Swedish interviewee) admit 

that they have not been implemented well although they feel the guiding principles could 

be an important tool in bringing the company together in the future. Nonetheless, all of 

them rank the importance of doing business higher than “yet another management 

project”. 
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6. ANALYSIS 
The structure of the analytical part will reflect the initial research questions in order to stay on track for 
the final conclusions. Each question will then be analyzed through four sub-categories identified through 
the theoretical part: a) Management, b) Human Resource Management, c) Socialization, d) Evaluation.  

6 .1 THE IMPLEMENTATION PROCESS  
In this part, the four sub-categories will be analyzed keeping the actual change process in 

mind reflecting the first research question: How has the implementation process of one Swedish 

Multinational Company’s core values worked in its subsidiary in Spain? Using the four different 

sub-categories will help us in the assessment of different aspects of one single process. 

6.1.1 MANAGEMENT 
The intention of the management seems to have been a reaction to the ongoing and 

increasing problem within the company. As NFS was an entrepreneurial start-up with the 

original founders still within the company, it is logical to state that management seems to 

be personally attached to the company. The perception in the Barcelona office also 

appears to be within the same procession, they feel taken care of by management. In line 

with Sackmann (2006b), the personal commitment of management to stand behind the 

process of development of the company is one important step when reaching a common 

corporate culture, throughout the global organization. However, although management 

was indeed standing behind the developing process, it seems they might have reached 

short in representing the desired corporate culture themselves, not successfully acting as 

role-models outside of headquarters. Before they started growing at a multinational level, 

they had managed to bring together all the employees of NFS by the former core values. 

Nonetheless, when NFS became larger, they grew with a speed making the people within 

the organization to lose track of the original core values that had indeed been holding 

them together. The opinion of the employees today, is that management has become less 

and less visible at the office in Barcelona, and they did not notice any personal 

engagement from the headquarters when treating the support of the new guiding 

principles of the company. 

 Comparing the former successful core values with the new, extended guiding 

principles, it seems the presence of management was a key issue of not fully succeeding 

with the latter. When implementing the guiding principles, they did not say it or live it, 

they just let them function on their own without any visible support. A global effort is 

required, as Martinsuo (1999) pointed out, and management should, to succeed, hence be 

visible at all global units of the organization, not just the local headquarters. 
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 What needs to be discussed further, is the role of the local management in 

Barcelona and whether they have had any impact of the implementation. Perhaps they, 

with guidance from the management in Sweden, managed to communicate the message. 

It seems like the local management was left alone to do what they thought was 

appropriate in Barcelona. Analysing the reaction of the local office manager, one can 

easily understand, reading between the lines, that he did not take the guiding principles 

seriously although stating he thought them to be an important tool. Hence, the 

conclusion regarding the participation of the local management to implement the guiding 

principles was that it was close to non-existent. 

6.1.2 HUMAN RESOURCE MANAGEMENT 
At a first glance, the employees seem to be very aware of the importance of recruiting 

people matching the culture of NFS. Nevertheless, in the times of expansion they had 

done recruitment of people only based on the need of bringing more people to the 

office, thinking less of what kind of people they actually wanted or attracted. This fact 

seems to have had an impact on the company with an effect reaching further then in the 

near future. In fact, it seems like the recruitment policy they had at the time of when the 

guiding principles were first established, is hurting the company still today, i.e. it has had 

a long-term effect on the company. However, they seem to have noticed this 

shortcoming today, and when recruiting new people they actually think about future 

effects for the company. This also includes geographic recruitment to fit the needs of the 

local office, hence being in line with the guiding principles. 

 When asking one of the new employees about his first time with NFS, he states 

to be aware of the principles and he seems to be already well established in the office, 

although somewhat insecure in front of employees that have been with the company for 

longer time. The previous discussed things show positive effects with the 

implementation of the guiding principles and these effects seem to be considered for the 

future. 

One fact that also needs to be discussed in this section is the lack of presence of 

the HR-manager through the implementation process. Although the HR-manager from 

the headquarters is one of the founders of the company and should be personally 

engaged in the project, she lost credibility as she was not present enough through the 

project, not acting as a role-model but rather signalling a “non-importance” of the 

project with her absence. In order for the guiding principles to stick, this is naturally not 

a positive scenario and NFS hence loses a large chunk of the aim to become, once more, 

a value congruent company that build lasting relationships with their employees. 
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6.1.3 SOCIALIZATION 
When the Barcelona branch of NFS was founded, they did not have any problem of 

finding activities for the employees to be integrated. Both local Spanish people and 

Swedish expatriates were taking part in various social events, showing the upsides of a 

business that was blooming at the time. One of the original core values, to have fun, was 

very much lived by all employees and they all seemed to be aware of the importance of 

the core values of the company. Not surprisingly, it is easier to have fun when the 

business is going well and the core values were not really tested until the company grew 

and problems were encountered, with dissatisfied employees as an effect. It was no 

longer that easy to have fun, be fair and keep the integrity, when times became tougher. 

The focus of the employees, including management, shifted towards task oriented rather 

than process oriented, something that probably makes the long-term vision of a common 

corporate culture less achievable. 

 The purpose of the guiding principles was to find a recipe to the dissatisfaction 

of the employees, but as people were leaving the company and new, not well-matched 

people entered instead, it seems as though they did not prioritize spending time with 

each other any longer. Rather, it seems like people were more or less fed up with the 

entire organization and therefore did not have the desire to spend time with one another.  

No time was set aside for any social events during the implementation process, 

and people rather spent the little time they had left during weekdays with their family 

instead of with colleagues. This might have led to the guiding principles of NFS to be set 

aside as there was close to no interaction between the employees outside of office hours.   

As integrating processes can be created through other socializing attributes than 

outside the office, one could consider that they might however have developed some 

kind of behavioural patterns through the routines in the office. Evidence could in fact be 

seen of this as the employees mention going through the hard times of business together, 

relying on each other’s abilities, and building trust through their different roles. The 

guiding principles were a routine during presentations according to one employee, but he 

is also the same person stating that there was no effort what so ever when implementing 

them. When asked about explicit examples on how the principles were made a routine, 

he cannot recall any. This fact makes me believe that they might want to seem more 

conscious regarding their corporate culture than they actually are.  

 As touched upon in the previous paragraph, there is more to socialization than 

just social events that the employees can take part in. Visiting a client locally or abroad 

could be another example of times where employees interact and build habits and 
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attitudes, although not as consciously as when making a special social event designed for 

the implementation of corporate values. Indeed, it seems like the current employees of 

the Barcelona office seem quite integrated, although more independent from the rest of 

the company than before. They seem to have a “local corporate NFS-culture” where they 

have brought together a mix of the old NFS and the office in Barcelona where they now 

focus more on re-establishing their business locally than growing globally. 

6.1.4 EVALUATION 
Now, for the guiding principles to really become integrated within the organization, it is 

not enough with the above three dimensions. They need to be evaluated through every 

step of the process according to Martinsuo (1999). Actually, the guiding principles can be 

said to be born through an evaluation process as they were formed as a reaction to create 

a tool for finding the way back to the original core values for the globally expanded NFS. 

The annual global meeting was the forum during which all thoughts and ideas of the staff 

were discussed and can therefore be said to have served as an evaluating tool for the state 

of the corporate culture of NFS. It can further be stated that the evaluation of the 

guiding principles was, based on the previous paragraph, not conscious, but did work on 

an unintentional level. As Sackmann (2006b) says, it has to be a collaborative effort. In 

the times of trying to survive, one can say that they brought themselves together to 

manage to overcome their problem and hence acting in a collaborative manner. The 

problem seem however to be that they lost their corporate identity along the way, as the 

business started to become more important than to hold the company together.  

 Although they did evaluate the guiding principles unintentionally on a global 

level, they misjudged the positive effects that could have been gained through a thorough 

local evaluation as a complement to the global evaluation. As they did not deliberately 

evaluate the guiding principles, it can be said that they also lost the prospect of 

identifying opportunities for improvement of their business. The employees were indeed 

aware of the principles, but did not understand their importance. With awareness of a 

good evaluation process, they would probably have been able to use the guiding 

principles as a tool for overcoming the mentioned difficult years of the business in a 

smoother way. They could probably have leveraged on the gained effectiveness 

stemming from a created common global corporate culture – reaching a sustainable 

business as a foundation for a long-term growth of the company. 
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6.2 NATIONAL DIFFERENCES 
In this part, the four sub-categories will be analyzed high-lighting the national differences 

present in the process reflecting the second research question: Can the difficulties possibly 

encountered in the implementation process be explained by the present national differences between the 

Swedish parent company and its Spanish subsidiary? As in the previous section, the focus will be 

to assess the differences using the distinct aspects of the four sub-categories. 

6.2.1 MANAGEMENT 
The most evident issue regarding national differences that could create a less smooth 

process of the integration of the guiding principles naturally is the different attributes of 

the Swedish and Spanish nationalities concerning preferred management styles. The 

question is whether they have been able to overcome these differences and more 

importantly whether the guiding principles acted as an enabling tool. At headquarters, the 

management is Swedish and the former manager at the office in Barcelona was also 

Swedish, but was later switched to a Spanish manager. The reaction of staff to signals 

from the headquarters appears rather ignorant and it does not seem that they take them 

too seriously. Theoretically, this proves the existence of large power distance in the 

Spanish office, as a more directing leadership style would probably have gained more 

respect. Indeed, one of the employees does not have any problem explaining how he has 

lost the trust for the Swedish management, although he also reflects over how they can 

take advantage of being perceived as Swedish by their clients. It almost seems like the 

office in Barcelona wants to act independently of what management in Sweden says yet 

benefiting from their reputation. Hence, this does not give the feeling of mutual 

understanding, rather the feeling of two units without the same underlying values or 

behaviour. This is further proven through the almost non-existing communication 

between the two units. The reason for why this is the case might exactly be the different 

views on how management is best executed, in general Swedish style being more towards 

empowerment of the staff, while Spanish is more directing. Had the management in 

Sweden been more directing in how they also wanted the guiding principles 

implemented, they might have gained a better result. 

Further, switching the managers at the office in Barcelona seems to have collided 

with the implementation of the guiding principles, reflecting the need for change to 

Spanish management in the Barcelona office. Thus, one conclusion could be that the 

former Swedish manager was not suited for the job and hence a Spanish manager with a 

more Spanish managing style in the office was preferred. Whether this is a consequence 

of the guiding principles or just occurred randomly is difficult to ascertain. 
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Although the perception of the environment at the office through the above 

analysis seems rather Spanish, there is also evidence of Swedish attributes indicating that 

a mix of the two cultures could indeed be the case. Hence, based on what is perceived 

through a management point of view, an NFS culture could be present using the 

reasoning that a corporate culture of NFS probably would contain basic features from 

both Swedish and Spanish cultures. One important thing pointing against this is, 

however, the frustration among the employees of the mega-democratic problem solving 

approach. Indeed, as mentioned above, this is a typical Swedish way of dealing with 

consensus building and the employees in Barcelona explicitly indicate the non-

appreciation of this method and express a demand for more direct leadership. Perhaps, 

this is also reinforced by the poor communication between Barcelona and Swedish 

management.  

These ‘etic’ differences in management discussed above, might indicate the 

existence of two distinct cultures within NFS, proving the guiding principles cannot have 

been implemented to any larger extent. In parallel to this, one important observation was 

the assumed advantage of having a local manager implementing the guiding principles. 

This should have facilitated the implementation, as the office was more perceptive 

towards a Spanish management than a Swedish, as discussed above. Nonetheless, the 

advantage seems not to have been fully exploited as the focus of the manager was other 

than that of implementing the guiding principles.  

6.2.2 HUMAN RESOURCE MANAGEMENT 
Before the guiding principles were implemented, it seems like most of the recruitment 

was managed from the HR-manager in Sweden who sent people already value-congruent 

with the original founders, i.e. they sent Swedes similar to themselves to the Barcelona 

office. This fact however seems to have changed and when trying to scratch the surface 

on current recruitment policies, it seems as they do in fact consider the guiding principles 

when hiring new people to the office, although unintentionally. One fact supporting this 

is the immediate response from one new employee in that he knew what the principles 

were and what the intention with the principles was. However, one might question 

whether value-congruent recruitment policies really is the case since the Spanish boss 

seemed to be more interested in people that could “fly alone” from the first day, than 

that they fit with the NFS culture. Also, it seems like a long-term approach was more 

important now than it was before, proving the willingness of management to build long-

lasting relationships with their employees rather than something short-term. This indeed 

supports the intention with the guiding principles. 
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 Further, one observation important in this sub-category is the similarity between 

HR-management regarding nationalities. There does not seem to exist any larger 

differences, but the focus lied and lies in finding appropriate people congruent with the 

people already in the office. In contrast, this was the opposite to the strategy when NFS 

was growing at their most, but it seems they have found their way back to only hiring the 

people they truly want. 

 On the other hand, the statement regarding the need of more Spanish-speaking 

people in the office constitutes strong evidence against a successful implementation of 

the guiding principles. This is due to the fact that the official language of NFS is 

supposed to be English. With that, there is further proof of the branch in Barcelona 

wanting to act as an independent unit of NFS, using own norms and perhaps people 

congruent with a Spanish national culture rather than the corporate culture of NFS. 

6.2.3 SOCIALIZATION 
Looking at the socialization patterns of the office in Barcelona, the way in which the 

communication is performed could perhaps impede the possibilities of an efficient 

interaction between headquarters and the local office and also within the multi-cultural 

office in Barcelona. As one would expect, this in turn affects an efficient socialization 

process integrating the employees. Both the Spanish and the Swedish employees mention 

the difficulties with communicating in English. The Swedish, on their hand, points out 

the poor English familiarity of the Spanish employees, while the Spanish is asking for 

more people speaking the Spanish language. It is thus proof of a confusion of what 

should be the official language at the office and further, there seem to exist difficulties 

with the lack of comprehension for the two languages currently in use. With an existent 

language barrier, the socialization process that is needed for a competent implementation 

of the guiding principles might have impeded the implementation-process further. 

 Furthermore, one can note a clash between the Spanish employees’ and the 

Swedish employees’ point of view, with an irritation towards the Swedish for acting 

unprofessional, more being on a short-term vacation than being within the organization 

for doing business. The Swedish on their hand speak about the Spanish employees as if 

they were less competent and that they should learn the Swedish way of doing things. 

Statements proving the existence of two distinct national cultures are common and in 

this sense, while the Swedish were still in majority in the office, there also seem to have 

been more social events than when the majority of them left. This further reflects the 

unwillingness to put effort into the implementation of the guiding principles since the 



Success Factor: Core Values                                                                               Johanna Tyréus                                                                                           

 44 

different views are more based on national differences than aspects of successful 

socializing events and integration processes of the employees in the office.  

 The ‘etic’ dimensions in the socialization category are many, and all plays a part 

when determining whether the culture seem to be leaning more towards the local Spanish 

or not. For instance, alcohol-consumption as a way to increase the communication and 

interaction with clients would probably not be accepted in a Swedish environment, 

especially if it were for lunch. In Spain, however, this is common procedure and is still 

the same for NFS in Barcelona although the guiding principles have been implemented. 

Speaking of lunch, the norm in Spain to have a two-hour lunch seem to function also for 

the NFS office, although explicitly stated in the guiding principles that only one hour for 

lunch is acceptable. Other examples include employees in the office coming in late (social 

use of time) taking a phone call while in a meeting (social use of time) or by displaying 

emotion when communicating (high context). All these patterns were perceived in the 

office Barcelona during the interviews. 

Furthermore, the perception of the office-environment in Barcelona is, indeed, 

like any other Spanish entrepreneurial office yet different comparing to a typical Swedish 

one, i.e. somewhat disorganised, not too tidy, a bit loud, people chatting loudly 

everywhere and the employees seeing two-hour lunches as natural. Of course, this is 

highly generalizing, but also the perception I experienced when in the office, keeping in 

mind my Swedish bias. Unsurprisingly, had the implementation of the guiding principles 

been done thoroughly, there would not have been such an evident difference between 

the office in Sweden and that of Barcelona. 

6.2.4 EVALUATION 
The unintentional10 global evaluation process of the guiding principles was probably 

affected by the present national differences with the headquarters, both at a global level 

as well as at a local level. Firstly, the empowering management style with a mega-

democratic problem solving approach, perhaps made the evaluation lose credibility 

because it lacked a directing attribute. While this seems to be the reason on a global level, 

the local management perhaps did not experience any issues with lack of credibility, but 

rather ignorance for the whole project, hence dragging the employees with them. 

 The ‘etic’ differences identified in, and as an effect of, the guiding principles also 

reveal present national differences in the office creating an attitude among the employees 

of reluctance towards the guiding principles. When confronting them about the lunch 

                                                
10 Discussed in section 6.1.4 
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policies they laugh at the principle of only one-hour lunch. Differences in the ‘etic’ 

dimensions are further enhanced by the observed synchronous use of time during the 

interviews as well as working hours and face-systems. 

 With the above discussion, it seems as an ongoing evaluation process of the 

guiding principles is missing and the office in Barcelona is hence missing out on the 

development of the corporate culture congruent with NFS as a whole. The cause seems 

to be both a lack of credibility to the global meeting based on national differences, and 

also the local reluctance to the process mainly based on the focus of ‘surviving’ as well as 

a noticeable will of maintaining independence from the headquarters. While the former 

might not have too much importance in practice, at least not at a first stage, the latter 

definitely makes it harder for the guiding principles to make a difference for the 

organisation. To anchor the values on a local level is indeed the first step of the 

evaluation process according to Martinsuo (1999).  

6.3 CHANGE PROCESS -  OUTCOME 
In this last section of the analytical part, the four sub-categories will not be used, as it is the outcome of 
the unit in Barcelona as a whole that will be analyzed given the results of the two previous questions, that 
were: “How has the implementation process of one Swedish Multinational Company’s core values worked 
in its subsidiary in Spain?” and “Can the difficulties possibly encountered in the implementation process 
be explained by the present national differences between the Swedish parent company and its Spanish 
subsidiary?” 
 
Comparing the development of the implementation process to Figure 7 in section 

3.4.1.4, the office in Barcelona seem to only have reached partly through the cycle, hence 

not having a complete circle fulfilling the need of a successful implementation of the 

guiding principles. Going through the steps of the circle, NFS has firstly gone through a 

crisis, forcing them to analyse who they are and how they will survive and continue to 

succeed. The focus has however lately been more on surviving rather than on 

succeeding. Thereafter, they restated their core values through the enhanced guiding 

principles and later started the initial implementation through local management. All this 

follows the implementation cycle very well. NFS even managed to create awareness of 

the guiding principles among the employees, but thereafter they seem to have come 

nowhere further.  

 With the above two sections covering the two research questions, we can notice 

why that might be the case. First, the presence of the headquarters facilitating the 

anchoring of the guiding principles was not what it could have been. Rather than 

increasing the communication with the site in Barcelona and visiting them more, it seems 
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as the contact between the two has declined, partly due to a loss in credibility perceived 

by the Spanish side. Second, due to the focus on ‘real’ business rather than the human 

dimension in the office, socializing events to facilitate the integration of the employees 

and helping the implementation of the guiding principles have been declining instead of 

increasing. Third, the evaluation process has been poor and rather unintentional on a 

global level than intentional on a local level.  

 Speaking to the employees in the Barcelona office, they do perceive the 

environment as more Swedish than Spanish and they are aware of the importance of 

hiring value congruent people, stating that they do have an existing NFS-culture that is 

important to them. However, under the surface, there seem to be a lot of dissatisfaction 

towards the Swedish management at headquarters and it even seems that the Spanish 

rather want to function independently, yet collaborating with the global NFS benefiting 

form their Swedish reputation. This could be due to the national differences observed, 

stemming from a different view on management and what is important within the 

organisation. As of now, doing business and surviving is more important than yet 

another project from the Swedish management. Although aware of the value-project, 

they just do not seem to recognize the importance of it. Hence the implementation 

process does not seem to have been successful due to the missing presence of the 

important success factors identified in the theoretical part, analyzed as sub-categories in 

the analytical part, and this seem to be partly explained by prevailing national differences 

between the Swedish headquarters and the subsidiary in Barcelona. Another possible 

explanation could be the format of the guiding principles being too detailed. This reason 

is indeed identified as a risk by Martinsuo (1999) in the theoretical review (see section 

3.4.1.5). In combination with not being adapted to the local culture, the risk is also 

enhanced. Ultimately, NFS in Barcelona seem to be fighting for their existence rather 

than building on the important corporate culture through the implementation of the 

guiding principles that have been considerably ignored up to this point. Hence, in 

contrast to the wished effect of bringing the company together again, they are declining 

their business trying to survive, at least on short-term. In a long-term perspective this 

might be turned around, as there is a perceived motivation among the employees and 

local management to try to implement the guiding principles better. 
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7. CONCLUSIONS AND IMPLICATIONS 

7.1 THE IMPLEMENTATION PROCESS 
 

“How has the implementation process of one Swedish Multinational Company’s core 
values worked in its subsidiary in Spain?” 

 

In the analytical part, the implementation process has been highlighted through the four 

sub-categories that were identified as success factors in the theoretical review. With that 

assessment, one can draw the general conclusion that the implementation of the guiding 

principles has not been successful for NFS in Barcelona. First, they lacked the 

engagement of the management from headquarters leading to that it is harder for the 

integrating values to be anchored well within the organization. Second, the recruitment 

policy has partly been improved towards a more thoughtful process of hiring new staff, 

but there is still no evident impact on the policy stemming from the guiding principles. 

Third, less effort of socializing activities for the employees have been observed 

compared to before the change process. Going through a change process, making a new 

set of values stick to the organization requires even more integrating efforts than before 

and NFS could probably have done more in this aspect. Fourth, an evaluation of the 

implementation at the local office has not taken place, but an unintentional evaluation is 

made yearly during the global annual meeting. 

 To conclude, through the four sub-categories there is a recognized shortcoming 

in the implementation process of NFS. Since these four categories seem to highlight 

important factors for success, a lack of presence of the same throughout the 

implementation process will then not surprisingly lead to a failure of the ultimate goal to 

crate a common corporate culture. 

7.2 NATIONAL DIFFERENCES 
 

“Can the difficulties possibly encountered in the implementation process be explained by the 
present national differences between the Swedish parent company and its Spanish 

subsidiary?” 
 

Reviewing the change process with a focus on national differences, one can draw the 

general conclusion that there are indeed differences present that have had an impact on 

the practice. Although the environment in the office has developed due to a change in 

the amount of Swedes relative Spanish in the office, it can be concluded that it is more 

Spanish than Swedish through the observations highlighted in the analysis. This 
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conclusion is made in contrast to some of the employees expressing the office to be 

Swedish. First, the preferred management style in the office is clearly Spanish as the 

employees respond better to a directing style rather than an empowering method. Hence, 

the reluctant attitude of the employees towards the guiding principles could be an effect 

of the empowering management style from headquarters signalling unimportance of the 

project. Second, although they claim to have the intention of hiring people value 

congruent with the culture of NFS, they also seem to prefer Spanish-speaking people 

above English-speaking, hence showing evidence of prevailing national culture in 

contrast to the desired NFS corporate culture. Third, the existing language barrier 

impedes the communication between Spanish and Swedish due to a lack of knowledge in 

English of the Spanish staff. Thus, a lack in communication hinders the implementation 

of the guiding principles. Further, evidence of Spanish attributes is found in the 

socialization processes proofing the existence of a Spanish culture in the office and also 

impeding the implementation of the guiding principles. Fourth, the evaluation process 

was never started at a local level, probably due to the ignorance of the local management 

and its subsequent effect on the local employees of being reluctant towards the guiding 

principles. Therefore, the evaluation process could perhaps have been impeded by a 

present Spanish national culture instead of a will for a common corporate culture. 

 To conclude, in all four factor dimensions there is evidence of a presence of the 

local national culture, perhaps implying an impediment of the implementation of the 

guiding principles. The reason for the non-successful implementation could also be other 

than the national differences to the mother company, but through the analytical 

reasoning one can see evidence of the impact of the Spanish culture acting stronger than 

the intended corporate culture of NFS through the core values. 

7.3 CHANGE PROCESS – OISCUSSION OF OUTCOME 
The change process in general has not really had any impact on NFS since the 

implementation was never successful. In all four sub-categories constituting possible 

success factors for change within a company, they seem to have failed on all four. 

Evidence of this is also reinforced when comparing the development of the change 

process’ outcome to the cycles in an implementation process (see Figure 7). NFS has 

only made it half way through the implementation cycle and therefore it is hard to really 

evaluate the true outcome of the process. Partly, this could be due to the lack of presence 

of the four identified success factors, which on their hand could have been impeded by 

the encountered national differences, although this can be further discussed. However, 
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first, they have not had a strong management through the change process, second, the 

HR management has not fully been keeping the guiding principles in mind probably due 

to a lack of visibility of the HR-manager, third, there has been a lack of socializing 

experiences for the employees and fourth, there has not occurred any local evaluation of 

the implementation process of the guiding principles. These four reasons can, with the 

above reasoning, be partly explained thorough the existent national differences. Too 

much detail in the guiding principles in combination with the national differences 

enhances the difficulties with the implementation process. 

To conclude, the outcome of the implementation process is difficult to evaluate 

due to the failure of the same, which can probably partly be explained by national 

differences and also the format of the guiding principles being to detailed. 

7.4 IMPLICATIONS 
As touched upon in the above concluding sections, the only half finished, or 

unsuccessful, implementation process makes the analysis and evaluation of the same 

difficult. Consequently, it might be difficult to draw any generalizing conclusions that 

could serve as a framework and learning tool when analysing other similar cases. 

However, learning from mistakes can serve as an equal good tool as learning from 

success stories. The analysis has accordingly explained possible answers to why the 

implementation process has not been fully completed and what the main difficulties have 

been, and these results could probably be generalized making other companies learn 

from the mistakes of NFS, reaching further into the implementation cycle. 

Appropriately, the study has shown the importance of the four different sub-categories, 

treating the implementation of a value-program into a company. More explicitly, I 

possibly see either Swedish MNCs looking to expand internationally or smaller MNCs in 

general expanding abroad that could benefit learning tools from the conclusion of this 

case study. These types of companies could thus possibly learn from the insights by 

keeping them in mind when designing internationalisation strategies moving into new 

cultures of the world. In conclusion, these companies should highlight the four sub-

categories in order to fully complete the implementation cycle that subsequently could 

lead to a better performance of the company as a whole. 

 

In light of the analysis, some thoughtful conclusions have also been made regarding the 

national differences and the impeding, among others, attributes they can have on an 

organization. In essence, the hindering elements of the national differences have a 
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negative effect on the creation of a corporate culture through the implementation of core 

values. For instance, contradictory tastes of management style originating from 

differences in national culture have been shown to partly work against the company, and 

different national traditions not being overcome could serve as another example. 

Valuable insights for other companies looking to integrate a subsidiary could therefore be 

obtained through this example. Although different impediments may be experienced 

given the particular context, the four sub-categories should again be taken into 

consideration of the headquarters in order to assess and foresee probable difficulties with 

the integrating process due to differences in national culture. One could thus generalize 

these results through the above reasoning and the results could therefore have practical 

implications on companies similar to NFS. 

 

Due to the fact that the guiding principles have not been implemented completely, the 

impact on the performance of the company thanks to the project is impossible to assess. 

What can be said is that not implementing the guiding principles has not helped the 

company through their crisis. Rather they have experienced bad performance, although 

the cause has not been assessed in this thesis. One could however speculate that the 

reason might be failing coherence within the company and a feeling of “not belonging” 

of the employees leading to negative output effects for the company. Thus, an aggressive 

insinuation could be that the performance could have increased through a more value-

integrated work force willing to give to the organization where they feel like members. 

Companies wishing to increase their chances of improving numbers could thus use and 

keep in mind the value-integrating approach with the implementation cycle and the four 

sub-categories used in this case and leverage from the same. 

 

Lastly, although not proven in this thesis, one could speculate how a Swedish 

Multinational company could create a corporate culture to increase its performance. 

Through the results, the importance of the four sub-categories has been shown and also 

how they stay important throughout the entire implementation process and its different 

cycles. If a company does keep these sub-categories in mind, a common corporate 

culture generating cohesion at all sub-units of the company should be easier to obtain. It 

does seem, however, that the national differences present in different countries cannot 

be set aside completely, instead the corporate culture must be created through a balance 

or a mix between the different nationalities of the countries where the company operates. 
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Succeeding with the aim of a common corporate culture through the creation of core 

values, should accordingly facilitate the ultimate goal of the company; to increase its 

financial performance.    

7.5 FURTHER RESEARCH 
As the study did not get the chance to see the process of change fully completed, it 

would be interesting to go back to NFS in Barcelona after some time has passed too see 

whether the guiding principles have been made more room and also whether they have 

made it further in the implementation cycle. With such a study, the four sub-categories 

could be fully assessed and the focus could be on what the change has actually obtained 

rather than, as in this case, what have not been obtained. It would also allow for a further 

study of analyzing whether the performance can actually be affected by such a value 

project as the guiding principles. 

 Furthermore, as the study only treated one office in Barcelona, it would be 

interesting to study the other offices of NFS around the world to see whether they have 

made it further in their implementation processes and also whether there are any 

differences depending on in what country the office is located. This could also be further 

explored by comparing the results with results of another company originating from a 

country other than Sweden. 

 A quantitative study treating performance of companies that have implemented 

core values would be of interest, especially since many managers of large corporations 

only are convinced through numbers when confronted with softer issues like culture.  
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9. APPENDICES 

9.1 THE GUIDING PRINCIPLES 
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9.2 NFS’ CORE VALUES  
“NFS is a global and multi-cultural organization aiming at continuous and controlled 
growth. Our Guiding Principles aim to guide us all in the daily work and assist in 
embracing the values and behavior upon which NFS is being built.” (NFS, 2008) 
 
FUN – learn and perform. Totally engaging clients, colleagues, partners, and yourself in 

the process 

FAIRNESS – trust yourself and act in the best interest of our clients, NFS and partners 

INTEGRITY – act empowered and be fully accountable. Respect clients, colleagues and 

partners 

9.3 THE ‘ETIC’ VALUE DIMENSIONS – A SUMMARY (BELL, 2007) 
Control over nature (master or subjugation): Mastery cultures tend to see problems as 
solvable, nature as masterable and control over their future as being in their own hands; 
they are likely to be individualistic and goal-oriented. Subjugation cultures take the view 
that control is largely outside their power, are more fatalistic and less likely to assume 
that solutions will be found and goals achieved. 
 
Uncertainty Avoidance: High uncertainty avoidance is the tendency to prefer a structured 
vision of life, absolute truth rather than interpretative approaches, stability in social 
order, to favour deductive rather than inductive approach to problem solving and to 
shun ambiguity, while low uncertainty avoidance is the opposite. 
 
Doing/Being: The mode of activity seen as basic to human life: belief in quality of life or 
achievement and work as a major value in life. 
 
Masculinity/Femininity: Behaviour ranging from the more masculine goal seeking to the 
more feminine social concern. 
 
Difuseness: The extent to which a clear distinction is made between work, leisure, family 
and other areas. Individualistic low context countries tend to be more specific, as 
opposed to diffuse and have a more atomistic approach to problem solving. 
 
Power Distance: The acceptance of normality of power differences in society. Manifested 
in e.g. accordance of status or different treatment of people according to their power. 
 
Individualism: The tendency to see the individual as the central reference point in society 
as opposed to the family, tribe or other non-voluntary group. Manifested in e.g. reward 
for individual initiative, decision-making with little regard to the family. 
 
Gender specificity: An extension of the Masculinity dimension because of the non-fit out 
of the western countries.  
 
Universalism: The extent to which a general principle is considered to outweigh the 
merits of particular cases in importance. It is thus the abstract rule in opposition to the 
concrete. High universalism is associated with individualistic low context countries. 
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How status is accorded: Ranging from attribution to achievement. Manifested in social 
recognition given to ’who’ a person is in the sense of family, clan or tribal, inherited 
wealth and class or length of service in an organisation as opposed to ’what’ he or she 
achieves such as individual success in business or competitive activities. Status by 
attribution is stronger in traditional, hierarchical, stable, uncertainty-avoiding societies. 
 
Long term orientation: Long-term values are thrift, persistence, concern for ordered 
relationships and hence shame at disturbing this order. Short-term values include respect 
for tradition, and correct social forms of greeting and favours. 
 
 
The below dimensions deal with communication and discourse systems in society and are 
a reflection of underlying values in the culture. 
 
Expressiveness: To what extent emotion is expected to be displayed as a norm in social 
circumstances. Manifested in expansive gesture and expression of emotion.  
 
Rhetorical use of language: The tendency to use language in phatic terms for persuasion 
and relationship maintenance rather than functionally for the transmission of facts. 
 
Proxemics: The conventions in use of space in social situations. May be more or less 
close in distance and frequency of physical contact. 
 
Context: Discourse or communication convention of communicating by implicit 
understanding in high context cultures to explicitly in low context ones. Low context is 
manifested in directness, preference for the written over the spoken and for the spoken 
over the unspoken, and intolerance of silence, which is not felt as meaningful. 
 
Codification: Materialistic and quantitative tendencies in society as opposed to a 
propensity for the spiritual and qualitative reflected in preferences for structured and 
often abstract communication of information. 
 
Opaqueness: Absence of transparency in exchange of information as perceived by an 
outsider. A society is likely to be more opaque to the outsider the more harmony seeking, 
concerned with face, spiritual rather than material, uncertainty avoiding, homogeneous 
and closed it is. It is perceived, rather fuzzily, as a communication characteristic by 
anyone who is not an in-group member. 
 
Social use of time: From sequential to synchronous and from rigid to flexible. The extent 
to which time is seen as a commodity to be measured and accounted for as opposed to 
being a dimension is which life is lived and relationships are developed. Individualistic 
countries tend to be highly sequential, putting high value on punctuality, having and 
keeping to agendas, not ”wasting” time and disapproving of interruption and 
simultaneous transactions. Time is always a dimension used socially to mark respect. 
Rigid making of time or flexible expansiveness are alternative ways of doing so. 
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9.4 EXCERPTS FROM AN EMAIL FROM THE CEO, ADDRESSED TO 

ALL NFS STAFF 
 
NFS vs Nordic Financial Systems 
NFS has grown a lot over time and especially during the last years. With the growth we 
have also changed considerably in many respects. Each and every one of us is specialising 
more and more, which increases our combined competence levels and competiteveness. 
We have in a few years positioned us in the treasury market as the expert provider. Our 
clients praise our work and our offerings are widely spread and preached. 
 
The name "Nordic Financial Systems" was born in 1993 when we had our only site in a 
cellar in Partille outside Gothenburg (Annica's and my home). "Systems" because we 
strived to combine man/machine into one integrated system (a bit naïve, I admit), 
actually it has never referred to "Application". "Financial" because "treasury" in Swedish 
is "finans" and I was not aware of the difference between Finance and Treasury in the 
English language at the time. "Nordic" because our ambition was to conquer the Nordic 
market someday. Well you know the rest, we are now a worldwide company with only 
treasury focus and Systems is interpreted as Applications despite the fact that we do not 
develop any. Having "Nordic" in our name has proved to be a disadvantage, interpreted 
as NFS being only Nordic based, which on several occasions contradict our international 
reach. Many times when meeting customers and employment candidates etc for the first 
time we have therefore been required to change their expectations/perceptions in this 
area. 
 
So "Nordic Financial Systems" is basically a description of what we are not. We must 
therefore drop it. We have decided to call ourselves "NFS". Nothing more, nothing less. 
What else by the way? So we should answer the phone with "Welcome to NFS" from 
now on. Consequently we need to take away the name "Nordic Financial Systems" from 
our logotype. Unfortunately using the present logo would leave us with a green "N" and 
a peculiar shaped "S" and if we are lucky someone might detect the hidden "F" in 
between. This turned out to be a dead-end and was the first trigger for another logotype 
and profile.  
 
At the same time we had an urgent need to develop our web-site (www.nfs-group.com) 
to become a more professional site containing relevant information and functionality for 
swift and efficient management. The previous colourful look and feel felt very 
Scandinavian and was extremely time consuming to maintain and develop further. Each 
page had to be created by hand literally and everything was hard-coded. Keeping the old 
graphical and technical set-up would have been too expensive. Our costly and 
malfunctional corporate profile was the second trigger for the change of profile. 
 
We started the process by setting up requirements of the logo and graphical profile: 
1. International look and feel 
2. NFS should be regarded as a big company so we can cater for customer expectations  
3. Multicultural in the sense that the logo could not be traced to any one particular 
region/culture 
4. Only containing the three letter word "NFS" with a possibility to add strap lines 
5. Cheap to develop and maintain 
6. To be used in all situations and backgrounds 
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9.5 INTERVIEW BASIS 
 

1. What is your title/function 
within NFS? 

 
2. For how long have you been 

with the company? 
 

3. What is your national 
background? 

 
4. What do NFS’s values mean to 

you? 
 

5. Do you feel your view of NFS’s 
values is the same as the view of 
the company? 

 
6. Can you tell me about NFS’s 

guiding principles? 
 

7. What do NFS’s guiding 
principles mean to you? 

 
8. Do you know why they were 

implemented? 
 

9. Do you feel they have been well 
implemented into the company? 

 
10. What have been the steps when 

implementing them? 
 

11. Do you evaluate whether the 
guiding principles are effectively 
working? How? 

 
12. Do you feel they have made a 

difference? Why, why not? 
 

13. Do you know the goal/purpose 
of implementing the guiding 
principles? How did you find 
out? 

 
14. Has the corporate climate at the 

office changed after the 
implementation? If so, how has 
it changed? 

 
15. Do you feel the same when at 

the office in Sweden as at the 
office in Barcelona? What is the 
difference? 

 
16. Do you feel the guiding 

principles are coloured by 
Swedish values? How? 

 
17. Do you feel like NFS’s culture is 

Swedish or Spanish? (when in 
the Barcelona office) 

 
18. Do you organize social event for 

integrating purposes? What 
types of events? 

 
19. When hiring new people, is a 

personality match with NFS 
important? How is that ensured? 

 
20. What has been the role of 

management, both global and 
local, through the 
implementation process? Do 
you agree with their managing 
style? What is it like? 

 
21. Do you feel like the 

management lives by the guiding 
principles? How can you tell?  

 
22. Do you feel comfortable when 

talking to management? Why, 
why not? 

 
23. What do you expect from fellow 

colleagues when working on a 
project? 

 
24. Do you feel the company’s 

Swedish origin is impeding or 
helping the growth of the 
Barcelona office? 

 
 

 


