
 

Mälardalen University                       
School of Sustainable Development of Society and Technology  
Master Thesis 
EFO704 
 

 

 

 

 

 

 
 
 

Tutor: Peter Thilenius 
 
Group 1926 
Annika Adielsson 830616  
Johanna Sesone 840217 
 

 
 
 
 
 

From Idea to Impact 
A Strategic Process at  
Mälardalen University 

 

2008-06-09 



From Idea to Impact – A Strategic Process at Mälardalen University 

 

Abstract 

Date: 2008-06-09  
    
Level: Master Thesis in Business Administration, 15 ECTS credits 
  
Authors: Annika Adielsson  Johanna Sesone   
 Siggesborgsgatan 7B  Vegagatan 4A    

722 26 Västerås  722 23 Västerås   
 076- 230 00 37 073-755 95 25  
  
Tutor: Peter Thilenius 
 
Title:             From Idea to Impact – A Strategic Process at Mälardalen University 
   
Problem: To identify how the ideas for the reorganization at Mälardalen University 

surfaced and explain how the strategy then translated into the organization. This 
will be studied by using models intended for private organizations that hold 
relevance for public organizations. 
� What parts of the process can be described as emergent, deliberate, intended, 

realized and unrealized? 
� What influenced the reorganization process? 
� In this process, how does Mälardalen University use the concept of strategy? 

  
Purpose: The aim of this thesis is to explain a strategic organizational change process in a 

large organization. The choice fell on Mälardalen University due to its 
accessibility and significant size. By interpreting the empirical material, the 
underlying causes will be brought to the surface. The result will aim to explain 
how a change process might occur in a large organization and how internal and 
external influences were reflected in the strategic path. 

  
Method: The empirical data collected for this thesis was obtained through qualitative 

semi-structured interviews with organizational members on a managerial level. 
One focal organization was used for a case study. The theoretical framework 
had a knowledge base, based on some theories by Henry Mintzberg. After the 
collection of primary data additional theories were added.  

 
Results: The reorganization at Mälardalen University was an emergent process where the 

solutions and impacts were altered and adjusted along the way. In this 
reorganization the process has been evolving and progressing within a frame 
created by a few predetermined desires and plans. It also became evident that 
strategy for Mälardalen University is a way to achieve a position where they can 
benefit from their competitive advantages. The position is the goal and the way 
in which to get there is not as important. This has opened up the process to be as 
emerging as it has been. This emergent process has been allowed to progress in 
changing directions where decisions are taken as the solutions are found, 
muddling their way through the process. 
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Handledare: Peter Thilenius 
 
Titel:            From Idea to Impact – A Strategic Process at Mälardalen University 
 
Problem: Att identifiera hur idéerna om omorganisationen av Mälardalens Högskola 

uppkom och förklara hur strategin sedan översattes i organisationen. Detta 
studeras genom teoretiska modeller som är avsedda för privata företag men som 
fortfarande är relevanta för offentliga organisationer.  

� Vilka delar av processen kan beskrivas som planerade, avsiktliga, 
framväxande, förverkligade och orealiserad? 

� Vad påverkade omorganisationsprocessen?  
� Hur använder Mälardalens Högskola konceptet strategi i den här 

processen?  
 

Syfte:   Syftet med denna uppsats är att förklara en strategisk organisations förändring i 
en stor organisation. Valet föll på Mälardalens Högskola på grund av dess 
tillgänglighet och betydande storlek. Genom att tolka det empiriska materialet 
kommer de underliggande skälen belysas. Resultatet ämnar förklara hur en 
förändringsprocess kan se ut i en stor organisation och hur de interna och 
externa faktorerna påverkade strategin.     

 
Metod: Det insamlade empiriska materialet till denna uppsats införskaffades genom 

kvalitativa semi strukturerade intervjuer med organisations medlemmar på 
chefsnivå. Ett objekt (Mälardalens Högskola) användes för denna fallstudie.   
Det teoretiska ramverket har en kunskapsgrund baserad på teorier av Henry 
Mintzberg. När primärdata hade samlats in lades ytterligare teorier till. 

 
Resultat: Omorganisationen av Mälardalens Högskola var en framväxande process där 

lösningar och riktning har ändrats allt eftersom. I denna omorganisation har 
processen varit framväxande inom en ram skapad av några få förbestämda 
önskningar och mål. Det framkom även tydligt att Mälardalens Högskolas syn 
på strategi är; ett sätt att nå en position där de kan dra nytta av sina 
konkurrenskraftiga fördelar.  Positionen är målet och vägen dit är mindre viktig. 
Detta har möjliggjort en mycket framväxande process. Den här framväxande 
processen har tillåtit att arbetet fortskridit i skiftande riktningar där besluten har 
tagits när lösningarna har hittats. 
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1 Introduction 
 

What is Strategy, and does it matter? 
Whittington1 

 
In today’s organizational world strategy is a vital concept, respected and expected of both 
internal and external actors, primarily those actors that hold a managerial position. This is not 
only true for private organization; public organizations also use strategy as a mean to achieve 
similar goals, such as higher efficiency. “Theories of rational planning suggest that 

organizational performance improves if targets for future achievements are set.”2
 The 

definition of strategy however, differs between organizations and countries, as well as 
individually. Each organization has its own perception of both the definition and the 
importance of strategy. Whatever perception they might have on strategy, it is sure to have an 
impact on their activities and future decisions.  
 
The way a problem or opportunity is being interpreted will determine what solutions and 
actions are considered suitable. How organizations manage this process is highly individual, 
which makes each case unique. Therefore it is intriguing to take a closer look at a single focal 
organization to see; how did they manage their process? Is the process really a deliberate 
action or can parts of it have been affected by other forces such as internal politics and 
external forces? It is these forces and elements that affect the organization that makes it 
interesting to look into yet another organization. To look at an action to see the underlying 
cause, spoken and unspoken reasons for changing, is a way of trying to find an answer to the 
question; what is strategy and does it matter? 
 
In this thesis we aim to explain a strategic reorganization process at Mälardalen University, 
following the process from idea to impact. By using theories from the field of strategy as a 
base, the thesis will interpret the situation, creating a picture of how this change process, in 
this large organization, is occurring.  
 

1.1 Theoretical Background 
 
Many researchers have sought to define and explain the concept of strategy, yet it does not 
exists a commonly agreed upon definition of how companies strategize. When looking back 
on history one of the earliest applications of the concept of strategy in a business setting  was 
when Socrates consoled Nichomachides, a Greek military who had just lost the position of 
general in an election to Antisthenes, a businessman from Greece.  
“Socrates compared the duties of a general and a businessman and showed Nichomachides 

that in either case one plans the use of one’s resources to meet objectives.”3 

                                                 
1 Whittington R., 2002, page 1 
2 Boyne G. A., et al., 2007, page 455 
3 Bracker J., 1980, page 219 
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Since then many usages have been created as well as many definitions. Some researchers see 
strategy as a position that a company should strive to achieve while others believe strategy to 
be a perspective, an organizations way of operating.4 These and several other views on 
strategy are not easily combined since their basic idea consists of very different views of how 
to approach the concept of strategy. To grasp an overview of this contradicting field, with so 
many ideas and views on strategy, researchers such as Mintzberg et al. and Whittington have 
sought to categorize the diverse opinions into a couple of defined views. This effort to 
simplify the research area has been beneficial for researchers, practitioners and students in the 
field of strategy.  
 
As in all popular concepts, there have been several trends regarding the definition of strategy. 
In the middle of the 1960s the first wave of popularity reached the concept. The first 
definitions of the strategy concept were highly prescriptive, wanting to guide the 
organizations’ actions towards success. During the 1980s the next major direction emerged. 
This new direction believed that the prescriptive classical approach was too limited, not 
taking into account the complexity of the real world. The new approach aimed to describe and 
not to prescribe, trying to achieve a more accurate picture of the organizations’ use of 
strategy. Today these descriptive approaches are still the most recognized by researchers.5 
 
How a change process occurs in connection to strategy can be interpreted in several ways. 
The main tool for interpretation of the different parts of this reorganization process will be 
Mintzberg’s theory about deliberate and emergent strategies6. This theory will help the 
authors in their study of the process and distinguish which view best can describe what 
happened at Mälardalen University and how the process evolved.  
 

1.2 The Authors Definition of the Strategy Concept 
 
In order to give the reader a better understanding of the authors’ perspective in this thesis, 

this heading presents their definition of strategy. This perspective is something that has 

emerged during the authors studies in the field of strategy and business administration and 

reflects the standpoint of the thesis.         

 
Strategy is a process that is as individual as a fingerprint, useful and used by both private and 
public organization to reach their goals. This process originates from ideas of 
alterations/adaptations/changes and continues all the way to the result after the translation into 
the organization. The process can sometimes derive from conscious decision-making but 
often, if not always, the process adapts and some part emerges as the strategy develops. The 
conscious process does not have to be voluntary since it can be affected by many different 
factors such as competition, environment and power struggles. Therefore, when examining a 

                                                 
4 Mintzberg H., et al., 1998, pages 12-13 
5 Ibid., page 353 
6 Mintzberg H., Waters J. A., 1985 
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strategic process it is vital to look at as many pieces of the puzzle as possible to get a fair 
image of the reality.   
 

 1.3 Study Aim 

 
The aim of this thesis is to explain a strategic organizational change process in a large 
organization. The choice fell on Mälardalen University due to its accessibility and significant 
size. By interpreting the empirical material through theories within the field of strategy, 
underlying causes will be brought to the surface. The result will aim to explain how a change 
process might occur in a large organization and how internal (personnel, students, different 
formal groups and departments) and external influences (the government, local companies, 
local organizations and competition etc.) affected the strategic path.  
 

1.4 Research Problem 

 
To identify how the ideas for the reorganization at Mälardalen University surfaced and 
explain how the strategy then translated into the organization. This will be studied by using 
models intended for private organizations that hold relevance for public organizations. 

� What parts of the process can be described as emergent, deliberate, intended, realized 
and unrealized? 

� What influenced the reorganization process? 
� In this process, how does Mälardalen University use the concept of strategy? 

 

1.5 Target Group 

 
The primary target group for this thesis is the members of the focal organization, Mälardalen 
University. Other potential target groups are students, practitioners and other actors in the 
academic world who have an interest in the field of strategy. 
 

1.6 Delimitations 
 
The most vital delimitation is the fact that the study only includes one focal organization, 
Mälardalen University. In order to gain a higher quality and a narrower focus only one 
strategic process will been examined. For the same reason not all members of the organization 
will be interviewed, instead a small sample of actors who holds a higher position in the 
organization, with greater insight in the reorganization process, have been chosen. It could 
have been possible to choose such perspectives as coworkers view or decision-making path. 
In this study it was decided that it would be more relevant to have a managerial focus since 
the overall decisions to go through with the reorganization was taken on managerial level.   
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1.7 Disposition 
 
Chapter 2    Chapter 3  
Methodology    Empirical Data 

Choosing a Topic    Empirical Background  
Methodological Approach   Before the Reorganization  
Data Collection   Process Description  
Interview Approach   After the Reorganization  
Method of Analysis      
Process Definition 
A Visualization of the Methodological Choices   
   
Chapter 4    Chapter 5  
Framework for Interpretation  Analysis 

Theoretical Overview   Deliberate or Emergent Aspects 
Mintzberg’s Definition of the Strategy Concept of Strategy 
Deliberate and Emergent Aspects of Strategy Strategic Thinking  
Five Different Views on Strategy   Views on Strategic Change 
Description of Strategy in Practice    
Views on Strategic Change   
    
Chapter 6 
Conclusion   
Future Research 
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2 Methodology 
 

In this chapter the methodological choices that form the base for this thesis will be presented. 

After reading this section the reader will have gained an understanding of the movement of 

the research and its limitations.  

 
To show an overview of the research process a visualization of the steps of the process is 
presented below.  
 

 

Figure 1. Visualization of the Research Process 

Source; Own Design  
 



From Idea to Impact – A Strategic Process at Mälardalen University 

- 6 - 

2.1 Choosing a Topic 
 

The choice of Mälardalen University as a focal organization was not obvious from the start. 
What was obvious from the start was that in order to explain a strategic process a 
management perspective would be needed since strategy is often considered a managerial 
issue. What kind of strategic process that should be selected for explanation was emergent. 
The decision to choose a reorganization process was due to its tangible aspects. Such a 
process presents a very clear before and after picture of the organization. This makes it easier 
to see how the ideas have changed from origin to impact.   
 
When becoming aware of the extensive reorganization at Mälardalen University, the authors 
saw it as an excellent opportunity to view the organization, which they are familiar with, from 
the inside. One very crucial aspect which had to be considered when writing this thesis was 
that since this process was so recent, some of the employees at Mälardalen University might 
not be pleased with the result of this reorganization. However, the authors want to clarify that 
they were not writing this thesis in order to prove that it was a good or a bad decision to 
reorganize. They were writing this thesis to gain a clearer view of how the reorganization was 
planned and then implemented in order to see what parts of the process was deliberate, 
emergent and potentially unrealized.  
 

2.2 Methodological Approach 
 

The research strategy is based on a qualitative approach where the main tool is face-to-face 
interviews with members of the organization that possess an insight of the reorganization 
process at Mälardalen University. The choice of the qualitative approach was due to its 
superior ability to capture individuals’ perceptions and thoughts. Since Mälardalen University 
is a large organization the task of interviewing all the involved actors would create an 
unmanageable amount of information. It is possible that a larger investigation would present 
another result. The result of this study is still relevant since the strategic process is so recent 
and the explanation was conducted with a managerial perspective. A quantitative study would 
not give such a nuanced reflection of the situation as a qualitative.7 
 
The authors’ prior knowledge of some of Mintzberg’s theories within the field of strategy is 
used as a knowledgebase for this thesis. The theories in question were the ten schools of 
thought8. However, the empirical material collected has been allowed to guide which theories 
that were selected in the interpretation. With the exception of the base theories by Mintzberg, 
theories have been added along the way and selected to fit this particular case.      
 

                                                 
7 Bryman A., 2004, page 56 
8 Mintzberg H., et al., 1998 
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The design of the thesis is as mentioned a case study of one organization.9 In this case 
Mälardalen University has been chosen as a focal organization. The focus of the explanation 
has been on the recent reorganization process that began in 2006 and ended on March 31st 
2008. By interviewing members with insight in the reorganization process, the thesis aims to 
use existing theories to examine and analyze the recent process. This analysis provides the 
authors with a sketch of Mälardalen University’s strategic view. 
 

2.3 Data Collection  
 

The sources of information that have been used are vital for the quality of the thesis. The 
better the sources, the more accurate the information will guide the result, hence the more 
valuable the understanding of the case will be.  
 
The Secondary data that have been used in this thesis is mainly acquired through the 
databases Emerald and ABI/Inform. These two databases provide full text, peer-reviewed 
articles in English in among other areas the field of strategy. Information was also gathered 
through the use of textbooks by well-known strategists and Internet sites. The Internet sites 
used are primarily Mälardalen University’s homepage and links found on that page. 
 
When it comes to the Primary data, it consists of face-to-face interviews with the project 
manger, the president, two of the new Dean of Schools and a few other members of the 
organization that have an insight in the reorganization process at Mälardalen University. The 
starting point for the primary data collection was an interview with the president of 
Mälardalen University, which was conducted due to her strong involvement and insight in the 
process. The next respondent was Gudrun Paulsdottir, the project manager responsible for the 
progression of the process. After her, two of the new deans of school were interviewed 
(separately), Åsa Lundkvist and Roland Svensson. To gain a slight student perspective the 
chairman of the student body, Christoffer Örnhagen was the next respondent. Further 
information was collected by conducting briefer interviews with five other individuals 
involved. An example of this is Ylva Bäcklund, Kjell Waltersson and Lars Wester that today 
are professors and at the beginning phase of the reorganization process were prefects.  All of 
the interviews mentioned above are presented in the empirical data section. The respondents 
chosen all held some form of managerial role during the process and in their position had 
access to a lot of information regarding the process.  
 
In a qualitative interview the interpretations of the empirical findings becomes subjective and 
tightly linked to the authors own view. One risk factor for this thesis is the authors’ personal 
connection to the focal organization as students. This may result in bias view and not give a 
totally objective observation. Since the explanation does not aim to label the process positive 
or negative, only see how the process has emerged, this lowers the risk. Another important 
aspect that lowers the risk is the fact that the authors have not been involved with the process 

                                                 
9 Bryman A., 2004, page 56 
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of reorganization and since this is an internal reorganization not been involved with any of the 
individuals in the process. The authors had not met the majority of respondents before the 
time of the interview and therefore are hardly biased towards them in any way.   
 

2.4 Interview Approach 
 
About a week before the first interview was planned with the president of Mälardalen 
University, Ingegerd Palmér, the work with preparing and deciding on what questions to 
include in the interviewers guide begun. The first limitation that was given was the time. It 
was decided that the interviews should take no more than one hour. This decision was made to 
fit with the availability of the potential respondents. One hour seems to be a reasonable time 
limitation. For the five brief interviews half an hour was seen as appropriate. The second 
decision concerned which questions to use. Since the thesis aims to explain the reorganization 
process the questions are based on an effort to find out as much as possible about what the 
process entailed and what role each respondent played. There were also from the beginning a 
deliberate attempt to connect the questions to key concepts within Mintzberg’s ten schools of 
thoughts since those theories were chosen as a starting point for the framework of theories 
created for the explanation of the reorganization process. It was clear that the different 
respondents had different roles in the process, to maximize the benefits from each respondent 
the interviewers guide was adapted slightly to take advantage of each individual’s knowledge. 
A deliberate attempt was made to keep the key questions as similar as possible. These key 
questions were later used in the analysis to combine the different individuals’ view of the 
process. The interviews have been conducted in Swedish since this is both the interviewers 
and respondents native tongue. The material was then translated into English by the authors, 
this creates a potential risk that some of the interpretations might differ. This is due to the fact 
that some words might have several meanings and certain expressions only exist within the 
Swedish language. To make this material comprehensive these expressions have been 
translated to the best of the authors’ ability into similar expressions in English.   
 
The interviews that were conducted had a semi-structured form. This approach has been 
chosen in order to give the interviewee a chance to elaborate answers to cover areas not 
included in the interviewers guide. The format also gives the interviewers the possibility to 
add questions during the interview, which can take advantage of new information given in 
unexpected answers.10 In this case the challenge was to adapt the questions to fit the different 
roles before the interviews. However, these roles were not always clear before the interviews, 
therefore the possibility of adaptation was crucial.  The use of a semi-structured approach 
with an interviewers guide was necessary to be able to cover all the details of the 
reorganization of Mälardalen University needed for this research. Some key questions were 
necessary to grasp the personal participation of individuals like; what role have you played in 
this process? Especially since more than one interviewee has answered questions about the 
same topic. The interviewers’ guides are presented in the appendix. 

                                                 
10 Bryman A., 2004, page 321 
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2.4.1 The Choice of Respondents 

In this section the respondents will be introduced and their role in the reorganization process 

will be presented. This is done to facilitate the reading of the process description where the 

information collected from these interviews will be offered. 
  

Ingegerd Palmér is the president of Mälardalen University. Her role in this reorganization was 
according to her to be instigating and demanding. Ingegerd Palmér came to Mälardalen 
University in 2005 after working as president at Luleå University of Technology for almost 
twelve years. It was the president that decided to go ahead with the reorganization. 
 
Gudrun Paulsdottir was the project manager of this process. She describes her part in the 
process as a facilitator, “…this link between, partly connecting, partly talking to people, 

receiving information, make people feel involved, trying to get people onboard.”11 Her 
knowledge about this process is substantial since she was the one coordinating the 
reorganization.  
 
Åsa Lundkvist and Roland Svensson are both new Deans of School, Åsa at the School of 
Innovation, Design and Engineering and Roland at the School of Health, Care and Social 
Welfare. Both of them held the position as prefect in the old departments before accepting this 
position. As prefects they had a better insight than other members of the organization and 
were also in a position where they had direct contact with the president. 
 
Ylva Bäcklund, Kjell Waltersson and Lars Wester were prefects before the reorganization 
began. All of them participated in the prefect group, where the issue of reorganizing was 
discussed. The prefect group functioned as a discussion forum for the president. 
 
Jan Gustafsson and Tola Jonsson both had the role of Dean of Faculty. In their positions they 
came in close contact with the reorganization process. They were assigned to develop the 
initial proposal for how a new structure should look. They also worked on the changed 
proposal that later became the new organization. 
 
Christoffer Örnhagen is the current Student body Chairman at Mälardalen University. In his 
position he has attended board meetings and received information about the reorganization. 
When contacted for an interview Christoffer Örnhagen felt that he did not possess an in-depth 
knowledge about the reorganization. The authors decided to go ahead with the interview 
anyway to view the process form another point of view. 
 
During the interviews, the interviewers recorded the conversation which was later transcribed 
and translated from Swedish to English and was subjected to meaning condensation.  

                                                 
11 Interview with Gudrun Paulsdottir, 2008-04-17, translated into English by the authors 
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2.5 Method of Analysis 

 
The empirical primary data collected was analyzed by meaning condensation.12 That means 
that the collected material was comprised in order to find the important themes and focuses. 
This has been done in an effort to find common grounds between the different interviews and 
also enables a clear focus on what has been said about the change process. The interviews 
contained information given by the respondent that did not concern the research question and 
therefore was of lesser value to the research, this method allowed for the exclusion of that 
excess information.13  
 
The process of analyzing started with transcribing the interviews. This was a time-consuming 
process that entailed as much as ten hour work for transcribing a one hour interview. This first 
step had two purposes. The first purpose was that it allowed the researchers to ensure a correct 
perception of what was said in the interview and carefully go through the recorded material 
again. The second purpose was to simplify the search for themes and focuses by comprising 
the transcribed material. The themes search for was perceptions about how the process 
occurred, how the respondents perceived the process, what role the respondents played in the 
process and what the respondents saw as the reasons for reorganizing. The important sections 
and quotes for each interview was highlighted and then used to create a description of each 
respondent’s answers. Leads given by respondents about documents concerning the process 
was followed and whenever it was possible the respondents were asked to provide a copy of 
the document to the authors. One example of this is the newsletters provided by the project 
manager Gudrun Paulsdottir. The interview material and the documents concerning the 
reorganization were then forged together to form a process description.     
 
There are of cause difficulties with this way of working, one of these issues is the lack of 
nuances that an interview is given when transcribed. This was considered by the authors and 
the taped interviews were used as a support for the transcribed material. Especially in issues 
where the material could be interpreted differently depending on the tone of voice the 
respondent used. Therefore the transcribed material is not included in the appendix. This is a 
conscious choice based on the fact that a transcribed interview can reflect negative on the 
respondent. Since the new structure is so recent and the feelings regarding the change is so 
fresh, there are material from the interviews that did not describe the process and therefore 
was of no the interest to the reader. Also there are members of the focal organization that 
might interpret the excess information in a way not intended by the authors, therefore it was 
left out.        
 

                                                 
12 Kvale S., 1996, page 193 
13 Ibid., pages 193-196 
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2.6 Process Definition 
 

The process this thesis seeks to explain has been difficult to limit since several processes 
intersect and are tightly linked to each other. However, after some consideration the decision 
was taken to look at the time period from the origin of ideas starting with the Eskilstuna and 
Västerås task groups in 2006, (the groups that were assigned to investigate how a new 
structure might look anticipating a possible merger with Örebro University), and ending with 
the last day of the project manager’s involvement in the implementation March 31st 2008.  
 
The authors are aware that directly after the implementation of the new structure another 
process started in the new organization. This process consists of using and adapting to this 
new structure. This last process that began on January 1st 2008 has been running parallel to 
this thesis selected process for three months. These two processes have different goals. The 
first process (2006 – March 31st 2008) consisted of creating a structure for a new organization 
and implementing it. The second process (January 1st 2008-) has a goal to use this new 
structure to create a well functioning working environment. The completion of this second 
process is expected to take a year or more to accomplish and was therefore not completed at 
the time of this study. Since these two processes are so intertwined it can be difficult to 
completely separate them. However, it has been necessary for this thesis to separate these two. 
The major reason for this is that the second process is still ongoing and explaining it before 
completion would give a misguiding image of the situation.     
 

 
Figure 2. Timeline for the Two Processes 

Source; Information attained at interviews 
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2.7 A Visualization of the Methodological Choices 
 
This heading provides a summary and an overview of the methodological choices that guided 
the process of writing this thesis. 
 

 
Figure 3. Visualization of the Methodological Choices 

Source; Own Design 
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3 Empirical Data 

 

In this part of the thesis, the findings from the empirical part of this study will be presented. 

First an empirical background of the focal organization will be described. After that an 

overview of how the organization looked before the reorganization is shown. Then the process 

description created by the answers from the respondents and the written documents collected 

in connection with the interviews (as the newsletters “Vår väg till akademierna” provided by 

the project manager) will be presented. After that presentation a new overview of the 

organizational structure, as it looks after the reorganization is given. 

 

3.1 Empirical Background 
 
This thesis will focus on the recent reorganization of Mälardalen University, a strategic 
process that is sure to have an impact on how the organization will shape its actions in the 
future. What is special, when looking at Mälardalen University is that it is a public 
organization and therefore has a greater requirement for openness than private organizations. 
This is a very positive trait when trying to understand strategic processes in this thesis since it 
require a great deal of openness from the organization to enable a fair picture of the situation.   
 
Mälardalen University is a relatively young university with its 31 year long history. In the late 
1970s there was an increasing demand in the region of Mälardalen for technically trained 
personnel. The result of this demand was the start of Mälardalen University, which was at the 
time named the University in Eskilstuna/Västerås. Throughout the start up phase the 
university mainly offered educations in the field of technology. However, some educations in 
the pedagogical field were also offered.14 As the years progressed other educational fields 
have been introduced. One of the major additions was the inclusion of the former county 
council managed education of nurses.  During its 31 years Mälardalen University’s student 
population has grown dramatically from the original 1 500 to around 15 000 students today.15 
 
Recently Mälardalen University has gone through some changes and the strategic process 
chosen for this study is the internal reorganization from nine departments to four schools. This 
thesis will follow the strategic process through a managerial perspective. The ideas behind the 
process began to evolve during a discussion in 2006 about a possible merger with Örebro 
University. The merger fell through but the idea for a new organization remained. The process 
examined was defined to end March 31st 2008 when the new organization was intended to be 
in place and the new positions created in the new structure filled.  

                                                 
14 http://www.mdh.se/hogskolan/vision 
15 Ibid. 
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 3.2 Before the Reorganization 

 
Mälardalen University was divided into nine departments based on the different educational 
programs; this structure had largely remained intact since reorganizing around 1990. Already 
then it was mentioned that research should be given a role in the organization, however it was 
difficult to receive governmental funds to conduct research.16 The structure from 1990 has 
been adjusted during the years to accommodate the increasing number of students and these 
adjustments have managed to handle a tenfold increase in students. Each department had been 
allowed to develop their own internal structure and adapt it to their own specific way of 
working. The old structure served its purpose for many years but it created nine very different 
internal structures with many dissimilar job titles, meaning that locating the individual 
responsible for a certain task could sometimes be challenging.17 The organizational chart 
below presents how the organization used to be structured.  
 

 
Figure 4. Organizational Chart before the Reorganization at Mälardalen University 

Source; Power Point presentation MIMA Introdagar H07 

                                                 
16 En Stark Högskola 1977-2007, 2007, pages 33-34 
17 Interview with Ingegerd Palmér, 2008-04-04, translated into English by the authors 
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3.3 Process Description 

 
This part of the empirical findings describes the process through the eyes of the respondents 
combined with the written documents about the reorganization obtained in connection to the 
interviews. The material has been combined and divided into different sections to simplify the 
description of the reorganization process. 
 
The Background Ideas 

The reorganization at Mälardalen University has many influences. One influence is that prior 
to 2000, Mälardalen University did not have the right to graduate doctoral students. This new 
right, which was given to Mälardalen University, has put new demands on how the 
organization should look. At the time “that was not reflected in our organization”18, Ingegerd 
Palmér commented. It was important for her that the organization would reflect the 
importance she feels that research have for the organization.  
 
Ingegerd Palmér explained that reorganizing the structure was something she had in mind 
since she first arrived at Mälardalen University in 2005 from Luleå Technical University. The 
organizational structure before the reorganization was described, by the respondents, as nine 
small organizations existing within one large. Ingegerd Palmér expressed a difficulty in 
controlling and making the organization more effective, within such a structure. This because 
the organization at that time, she felt, was outdated and sprawling. However, she mentions 
having as a principle “to get acquainted with the situation and understand what is going on 

before I act”19. Therefore a major motive communicated for reorganizing was to tighten the 
organization and create clearer ways for decision-making. 
 
An influence that triggered the start of this process of reorganizing was originally based on 
the idea of a future merger with Örebro University. In the preparations for this possible 
fusion, Ingegerd Palmér had appointed two groups, one for Västerås and one for Eskilstuna, 
that were given the task of investigating how a future organization might look. The fusion 
between the two universities was not realized and eventually decided against. However, the 
ideas created by these groups, the concretization of the ideas existing within the organization, 
later had a large impact on the reorganization process where these ideas were used as a 
starting point for the development of the first structure proposal. These groups were dissolved 
in the end of 2006.20  
 
Another mentioned source of inspiration for the new structure has been other universities and 
their structures. The universities visited for inspiration were among others KTH and Örebro 
University.21 An example of this inspiration was the concept of “schools” from KTH and the 
Örebro University’s structure. An additional influence for the new structure was the expressed 

                                                 
18 Interview with Ingegerd Palmér, 2008-04-04, translated into English by the authors 
19 Ibid. 
20 Faculty Board for HSV, Protocol from 2006-12-14 
21 “Vår Väg till Akademierna”, Issue 1 
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future requirement from the government to find ways to measure the quality of the 
universities education. This was seen as an important aspect to make possible when 
implementing the new structure. Ingegerd Palmér emphasized that the education is still the 
main financial source and that students still are vital to the survival of the organization.  
 
There are however, several more perceptions on what the background ideas were for 
reorganizing at Mälardalen University. Åsa Lundkvist perceives that there is an increased 
competition, both on a national- and international level. Other respondents also mentioned 
that Mälardalen University needs to gain a competitive advantage within certain academic 
areas. Roland Svensson described it as “…there was a need to do something else (instead of 
merging with Örebro University, authors remark) to emphasize Mälardalen University, to put 

it on the map and to do something more radical that enhances our position in the future.”22 
He also mentioned as a potential influences to the background for reorganizing “…the 

finances, thoughts about making this university more rational and efficient, financially 

efficient and that we can govern more efficient.”23
 These could have been important 

contributing factors even though they were not highlighted by the president as main reasons 
for the reorganization. The financial situation turned out to be quite serious with a large 
deficit.24 The extent of the deficit was, according to one respondent, not recognized during the 
planning process in the fall of 2007. 
 
What emerged in the aftermath of all these influences was the idea of a new internal 
organization.  
 
The Initial Step 

After Ingegerd Palmér had discussed the issue of reorganizing with her executive group, the 
discussion moved to the board where the formal decision, to reorganize, was made after a 
couple of months of consideration in June or July 2007. When the decision was taken to 
reorganize, the task of creating new divisions commenced. 
 
The deans of faculty were assigned the task by Ingegerd Palmér, Tola Jonsson mentions 
working with Jan Gustafsson and Carl Anders Säfström (another dean of faculty, authors 
remark), to create a proposal for the new structure. The short timeframe that was given for the 
task, Tola Jonsson thought, presented a challenge and unfortunately it caused some aspects of 
the change to be less analyzed than needed.  
 
At this point in the process the project manager’s role begun. Gudrun Paulsdottir was 
approached and asked if she was interested in participating as a project manager in August 
2007. She accepted the assignment and officially began on October 1st 2007. Gudrun 
Paulsdottir believed that the role as project manager could be perceived as divided into two 
tasks. The first task was how, how the organizational structure should look, how the control 

                                                 
22 “Vår Väg till Akademierna”, Issue 1 
23 Interview with Roland Svensson, 2008-04-24, translated into English by the authors 
24 Budgetunderlag 2009-2011 
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functions should be organized as well as how we should work with these parts. The second 
task was of a more technical character and more structured, how can we adapt our 
infrastructure to this new organization. (The organizational infrastructure consists of computer 
systems, other software and financial reporting etc.)  
 
The First Proposal 

The initial idea was to have six schools in the new organizational structure. It needed to be 
fewer schools than the original nine since it was difficult for the smaller departments to 
manage the necessary administration and fill the required positions, Jan Gustafsson said.  
 
However, an important aspect to know about this new organizational structure is the fact that 
it was presented in combination with a proposal for a new strategy.25 The idea of reorganizing 
can therefore be difficult to separate from the new educational strategy. The reorganization 
strategy however, aimed at incorporating the research deeper into the organization and 
creating a more homogenous organization.  
 
A presentation of the idea of a division into six schools was sent out to all the university staff, 
along followed an urge to give comments on the proposed division.26 In the resolution of the 
board of directors from June 18th 200727, the comments that were given can be found. The 
comments came from different groups within Mälardalen University. The groups whose 
comments are presented represent different levels of the university meaning that the opinions 
came from the faculty board28 as well as from student representatives. The comments were 
both positive and of critical nature.  
 
During the interviews all the respondents were asked to comment on the reactions their 
coworkers expressed regarding the reorganization. At the initial stages before it was clear how 
the organization would look and be organized Christoffer Örnhagen detected a worry among 
colleagues. Some of the staff was concerned about this being a way of slimming the 
organization. Other respondents’ also mentioned that they perceived a difference in mood and 
an uncertainty among colleagues about what would happen. Kjell Waltersson described some 
of the co-workers response to the change as “Where do I belong in the new organization?”29 
A common perception, among colleagues to the respondents, was that the process went too 
fast. Some said that they would have wanted more time to gather and express their opinions.  
 
As perfects, Roland Svensson, Åsa Lundkvist and Ylva Bäcklund felt that they were able to 
influence the decisions concerning the reorganization and that the prefects’ opinions were of 
interest and importance during the process. On the other hand, Lars Wester and Kjell 
Waltersson felt that in their positions as prefects they could only impact some on the content 
of the reorganization. An agreeing voice from another level came from Christoffer Örnhagen 

                                                 
25 Forsknings- och Utbildningsstrategi (Research and Educational Strategy) 2009-2012 
26 Faculty Board for HSV, Protocol from 2007-09-07 
27 University Board, Protocol 2007-06-18 
28 Faculty Board for NT, Protocol from 2007-09-24 
29 Interview with Kjell Waltersson, 2008-05-22, translated into English by the authors 
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who felt that he could solely influence on a smaller scale such as on the practical issues 
concerning the students. Tola Jonsson said that as a dean of faculty she possessed a large 
responsibility and were in a position where she could impact.  
 
Gudrun Paulsdottir believed that the reorganization was something the organization would 
benefit from and that a change was called for by the organization itself. A majority of the 
respondents saw reorganizing as something positive for the whole organization. Roland 
Svensson and Jan Gustafsson mentioned that the idea of reorganizing had been discussed 
during several years. Tola Jonsson also said that there had been ideas although not in this 
shape. Lars Wester agreed, saying that there occurred a concretization before last summer 
(2007). Due to the fact that the merger with Örebro University fell through the timing could 
not have been better for a change, according to Roland Svensson. 
 
A positive aspect of the comments, given by members of the organization regarding the idea 
for reorganizing, was that most of responses seemed to agree with the opinion that there was a 
need for reorganizing Mälardalen University. However, there were critical views on how to 
proceed with the plan. The critical comments involved the time plan, the staff thought that it 
was to narrow, the names of the schools, there were opinions regarding what subjects should 
be displayed in the names. Another aspect of the proposal for the reorganization that received 
some comments was the wording in the proposal. For example members of the organization 
wanted to know what a “swift-footed” university would mean in practice. According to the 
president30, these comments were later used to alter the proposal and after some consideration 
the original plan was altered, from six schools down to four. 
 
The Second Proposal 

The new proposal with four schools was sent out with the same procedure as the first 
proposal, to all staff. There were fewer comments on the new proposal this time but the ones 
that were received was taken into consideration and resulted in minor adjustments of the 
proposal.31 The new organization can be divided into two parts, the external organization, 
involving the division into the four schools and the internal organization concerning the inner 
structure. The decision for the external division was finalized on October 8th 2007 and the 
internal structure was decided on by Ingegerd Palmér on December 21st 2007.  
 
After the decision was made on October 8th 2007, the Swedish working environment law 
requires that a risk and consequence analysis is performed when such a large change is 
undertaken, where the biggest risk factors are investigated. Mälardalen University chose to 
conduct the analysis by sending out, together with the labor unions, an e-mail to all the staff 
with two questions. The first one was; what do you perceive to be the three largest 
opportunities with this new organization? The second question was; what do you perceive to 
be the three largest risks with this new organization? The result of this investigation was 
processed and an action plan was developed to deal with the results. The two leading risks 
                                                 
30 Interview with Ingegerd Palmér, 2008-04-04, translated into English by the authors 
31 Faculty Board for HSV, Protocol from 2007-11-15 
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were an increased amount of stress during the process and the assigning of managers (i.e. who 
will be my manager that I can turn to). To solve the problems it was decided that the process 
would be quick and managers assigned as soon as possible, which took place in November 
2007.       
 
The new organization was divided into four schools compared with the prior nine 
departments. Therefore it had to be decided who would run each school. Applications were 
taken in from existing personnel and four individuals were chosen. Three of the four new 
deans of school had prior held the position of prefect. The decision to hire the four candidates 
selected was made on November 12th 2007.32 
 
More new positions were created by the new organization and these had to be filled. For most 
of the positions in-house competencies could be used. However, some positions had to be 
externally advertised since the competence for that particular position did not exist in enough 
quantities within the organization33. One example of this deficiency was in the administrative 
area where only two of the four head of administration were found within the organization.    
 
Information Flow and Alterations 

During the process newsletters were sent out by Gudrun Paulsdottir once a week to describe 
to the staff what was going on in the process at the moment. The newsletters were titled “Our 
way to the schools”34. In these newsletters there were several sections containing such 
information as; what has happened, what is about to happen, questions and answers and a 
timeline for the process. The newsletters also addressed the process of filling new positions 
and information about when the existing employees could expect to find out which school 
they would belong to. The newsletters were very brief and sometimes superficial consisting of 
between two to four pages divided under several headlines. These newsletters were sent out 
until the end of the project on March 31st 2008 when Gudrun Paulsdottir assignment ended.  
 
The newsletters reflect the image given in the interviews that the reorganization has been 
adjusted in some aspects during the process. One of these adjustments is the names of the 
schools that were discussed in several of the newsletter where the current suggestion were 
offered and after many changes the final decisions were presented in newsletter number eight 
on December 5th 2007. It is also revealed that one item on the holding points in the timeline 
have been pushed forward. The item in question was the inner structure for the schools and 
the administrative organization. This has to be considered as a vital part of the reorganization 
that was delayed, although it was still within the overall timeframe (finished before January 
1st 2008).  
 
When given the question if the idea had gone through any alterations in the process, Gudrun 
Paulsdottir answered no. However she motivated the answer with an explanation on her view 
of the process; “We knew why we made this reorganization. That is important to know, 

                                                 
32 Faculty Board for HSV, Protocol from 2007-11-15 
33 Interview with Ingegerd Palmér, 2008-04-04, translated into English by the authors 
34 “Vår Väg till Akademierna”, translated by the authors 
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otherwise it goes wrong. In that knowledge it is clear for us that these goals have not 

changed. During the work process maybe some adjustments were made when we realized that 

we had thought we should do it one way and ended up doing it another way instead.”35
 Åsa 

Lundkvist also acknowledges that the process has been adjusted along the way. Things have 
been added and extracted. At her school, the School of Innovation, Design and Engineering 
there were discussions concerning what subject should belong to this new school. The final 
result had been altered from the initial proposition. 
 
Today   

After all this planning, the new organization was put in place on January 1st 2008. At the end 
of the project (March 31st 2008) all the major decisions were taken, the necessary positions 
filled and the structure was in place, Gudrun Paulsdottir thought. Åsa Lundkvist said that the 
time schedule for this process had been followed and kept. The dean of school describes it as; 
“the time schedule was that from April 1

st
 all new managerial positions should be filled, 

meaning who was going to be Head of Division and who was going to have the position as 

Director of Studies, Director of Research, Vice Dean of School, Head of Internationalization 

and Head of External Relations, all these positions should be filled by April 1
st”.36 All this has 

been accomplished, Åsa Lundkvist believes.  
 
Looking back some of the respondents feel that some aspects could and maybe should have 
been done in a different way. It could have been done sooner, Jan Gustafsson felt, but better 
late than never. Another mentioned critique was that the new organization has a longer 
distance to the nearest manager than the old organization; this comment was brought up by 
several of the respondents. It was also brought up that larger units are not always positive 
since larger units can result in sluggish organizations; this was considered by some 
respondents to be the case. It is important to remember, Jan Gustafsson declared, that a 
change of this size requires courage since it entails creative destruction, destroying the old 
organization to make way for the new.  
 
According to Åsa Lundkvist, the main differences between the new organization and the old 
organization are “partly the size and partly the fact that competence is gathered within 

different interdisciplinary areas into one school”.37 This is at least the case at her school. 
When Roland Svensson explains the situation with moving from the old to the new 
organization he described it as “…it looked very heterogenic, it was a very heterogeneous 

organization. Now it has become more homogenous”.
38

 

 
 

 

 

 

                                                 
35 Interview with Gudrun Paulsdottir, 2008-04-17, translated into English by the authors 
36 Interview with Åsa Lundkvist, 2008-05-07, translated into English by the authors 
37 Ibid. 
38 Interview with Roland Svensson, 2008-04-24, translated into English by the authors 
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Tomorrow 

After this new structure was put in place, a new process commenced, this time the 
responsibility lies with the four schools to incorporate the new organization and to turn it into 
a beneficial way of working. The next step for the schools was described by Åsa Lundkvist; to 
learn from each other within the new schools and by Roland Svensson; to integrate the 
employees from the old departments into the new schools. A reason mentioned for 
integrating, by Kjell Waltersson, is to avoid having the old organization remain within the 
new. Lars Wester and Kjell Waltersson both said that it is difficult feeling belongingness and 
unity in this new school due to the size and that the educational areas that are not used to 
being connected.  
 
Another possible next step is considered by many of the respondents as downsizing the 
organization. This is due to the large financial deficit. Ingegerd Palmér describes her 
intentions as using this new organization to further streamline the organization to be more 
efficient.  
 
To sum up the process of reorganizing Mälardalen University Åsa Lundkvist mentioned;  
“I do not believe that anybody when entering into this kind of reorganization can imagine how 

much work it entails”.39  
 
 
    
 
 
 
 

 

                                                 
39 Interview with Åsa Lundkvist, 2008-05-07, translated into English by the authors 
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3.4 After the Reorganization 

 
The new structure with four schools was implemented in January 2008. In the new 
configuration, the four schools have the same internal organization in order to create a more 
transparent structure.40 The new schools aim to be more interdisciplinary than their 
predecessors. This could be made possible by combining several departments into one. Each 
school was also given a number of functions and managerial positions that should exist and be 
labeled the same at all the schools. A visualization of the new organization is presented in the 
organizational chart below. 
 

 
 
Figure 5. Organizational Chart after the Reorganization at Mälardalen University 

Source; http://www.mdh.se/university/organization  

                                                 
40 http://www.mdh.se 
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4 Framework for Interpretation 

 
This section of the thesis is a framework through which the empirical material will be viewed 

and explained. What each theory will be used to interpret is visualized and stated under the 

first headline, theoretical overview. After that the different parts of the framework will be 

presented. It will become evident to the readers that one author is dominant in this thesis 

theoretical framework. Henry Mintzberg is one of the most prominent and well known 

researchers in the field of strategy due to his extensive definitions of concepts and areas. 

Therefore a majority of the definitions used in this thesis will stem from his work.  

 

4.1 Theoretical Overview 
 
The idea behind this figure is to show what each theory in this chapter seeks to illustrate and 
how they are connected. The first step is to see how the ideas of reorganizing came about. 
Was it a deliberate decision that was followed to the letter or was it something that appeared 
emergent as the planning progressed? When adding the origin of ideas with the influences it is 
possible, with the help of Mintzberg, to start to see how Mälardalen University has worked 
with the strategy concept. When the origin of how the ideas surfaced is identified and the 
usage of strategy is clear, next step is to see what kind of process thinking Mälardalen 
University used.  
 

 
 

Figure 6. Theoretical Overview 

Source; Own Design 
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4.2 Mintzberg’s Definition of the Strategy Concept 

 
Many authors refer to Henry Mintzberg as a “guru” in the field of strategy. He has written 
over 120 published articles and several bestselling books on the subject.41 In his book from 
1979, “The Structuring of Organizations”, Mintzberg gives his definition of what he considers 
to be the strategy concept; “Strategy may be viewed as a mediating force between the 

organization and its environment. Strategy formulation therefore involves the interpretation 

of the environment and the development of consistent patterns in streams of organizational 

decisions…”42
  

 

4.3 Deliberate and Emergent Aspects of Strategy 

 
How a strategy comes about is not always clear, was it the result of deliberate planning or did 
it emerge from ideas floating around in the organization? Mintzberg and Waters claims that 
there are no black or white scenarios. The reality is positioned somewhere along a spectrum 
where the pure emergent and pure deliberate are located on opposite ends. To find out where 
on the spectrum the individual case is placed, a definitions is necessary to explain what is 
deliberate and what is emergent.43 The figure below presents how the process of creating a 
strategy might look.  

 
Figure 7. Types of Strategies 

Source; Mintzberg H., Waters J. A., 1985, page 258 
 
The ideas the strategist in an organization have regarding a change can be considered the 
intended strategy. Intentions in this setting mean a predetermined mental picture of how the 
end result will turn out. The intended strategy is of great importance to the process since it 
determines which will be the initial steps of the change. This initial mental picture can discard 
certain possible solutions already from the start. What remains of this initial idea when the 
process has reached its final stages is the realized strategy. This realized strategy is a mix of 
the intended deliberate strategies and the emergent ideas which have turned into strategies. 
The realized strategy can be very similar or very different from the intended strategy 

                                                 
41 Mintzberg H., 2003, page 8 
42 Mintzberg H., 1979, page 25 
43 Mintzberg H., Waters J. A., 1985, pages 257-272 
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depending on the degree of unrealized strategies. These unrealized strategies are original 
ideas that somewhere along the process were discarded for some reason. The end result 
therefore can consist of both deliberate and emergent aspects.   
 
For a strategy to be purely deliberate three criteria must be fulfilled. The first criterion is that 
the organization must have very precise intentions of how to act and articulate it in an 
especially clear manner before any actions are taken. The second criteria deal with the 
organizations collective mind. Since an organization consists of many actors all the 
individuals involved must share and understand, the exact intent and plan of the strategic 
action. The last criterion concerns the implementation of strategy. This phase of the strategy 
must be realized exactly as planned without the interference of external forces. In order to 
achieve this, the organization has to have a predictable, benign environment or posses control 
over these external forces.44 To fulfill all these criteria for a strategic decision is highly 
unlikely in reality since the real world can be unpredictable and filled with sudden changes. 
 
On the opposite end of the spectrum, the purely emergent strategy also has some 
requirements. The main requirement is that there has to be a “consistency in action over time” 
and a lack of intention behind the actions.45 Since neither extreme side of the spectrum is 
likely to occur in the organizational reality the real strategies will probably be positioned 
somewhere in between as a combination of both. Depending on the strategic structure and 
processes to form strategies the organizations might contain more traits of one of the concepts 
than the other. However, according to Mintzberg and Waters there is no wrong way to go 
about strategizing as long as the strategies have an advantageous result.46  
 

                                                 
44 Mintzberg H., Waters J. A., 1985, page 258 
45 Ibid. 
46 Ibid., pages 257-272 
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4.4 Five Different Views on Strategy 
 
In an attempt to give a fuller view on the strategy concept, Mintzberg’s five P’s of strategy is 
chosen in order to illustrate that strategy can be interpreted from many different angles. These 
specific interpretations of the concept of strategy exemplify just how different the definitions 
are.  
 
The first P stands for Strategy as a Plan. This is the classical angle to view strategy, as a plan 
created for the purpose of attaining a certain goal. The planning takes place both deliberately 
and consciously to fulfill the function of acting like road map for the future.47  
 
The second P stands for Strategy as a Ploy. In this view strategy is seen as an action created 
with the purpose of misleading the opponent. As Mintzberg puts it; “The kid may use the 

fence as a ploy to draw a bully into his yard, where his Doberman Pincher awaits 

intruders”.48
 In that case the fence would be the ploy.   

 
The third P represents Strategy as Pattern. Strategy can be seen as the pattern that emerges 
from the organizations combined actions over time. The consistency in behavior in past 
actions creates a pattern that can be interpreted as strategy. The strategy that emerges from 
past pattern may not be consistent with the organizations intended strategy and can be greatly 
affected by emergent actions. The deliberate strategic decisions may not always become 
reality as they were intended. Therefore the pattern gives a clearer picture of what actually 
happened.49     
 
The forth P corresponds to Strategy as Position. In this angle strategy is positioning the 
organization in the environment which offers the greatest advantages for their specific 
resources. A successful strategy will lead to a strong niche position where the organization 
can benefit from their competitive advantage.50 
 
The final P stands for Strategy as Perspective. This angle highlights that strategy is a concept 
that consists of abstractions which only truly exist in the minds of the involved actors. An 
organizations perspective on strategy is as unique as an individual’s personality and as 
difficult to define and understand to outsiders. For the insiders however, this view is shared 
and results from the existence of a collective mind.51 
 

                                                 
47 Mintzberg H., 1987, page 12 
48 Ibid. 
49 Ibid., page 13 
50 Ibid., page 15 
51 Ibid., pages 16-17 
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4.5 Description of Strategy in Practice 

 
In Mintzberg et al.’s Strategy Safari, the authors categorizes the research within the field of 
strategy into ten schools of thoughts. This is done in an effort to create comprehensible 
dividers between different standpoints and definitions within the field. The schools are then 
divided into three subgroups; the prescriptive, the descriptive and the configuration.52      
 
The Design School is one of the oldest prescriptive views on strategy. It is based on the idea 
that strategy is a deliberate process. Its core belief is that every strategy an organization 
creates should be unique and arranged to fit the specific needs of that organization. The 
design school only addresses the creation of a strategy and not the implementation and 
follow-up parts of a strategic process. The school assumes that plans created will be 
implemented without alterations.53 The Planning School is another of the prescriptive schools. 
The central thought of the school is based on formal deliberate planning. Although it is 
similar to the design school in having a unique strategy, it differs in the inclusion of the 
implementation of the created strategy. Every step of the process is meticulously planned and 
calculated before being realized in the organization. No alterations are allowed from the 
formally planned strategy.54 The Positioning School is the third and last prescriptive school. 
The most significant difference from the other prescriptive schools is that the positioning 
school believes in generic strategies. To use generic strategies an organization must believe 
that there is no need for originality in strategic thinking since the selection of one `proved´ 
generic strategy will ensure success.55 
 
The Entrepreneurial School is the first of the descriptive schools. In this school the 
entrepreneurial leader is the strategist. This leader incorporates the intuition, judgment, 
wisdom, experience and insight that form the strategic decisions. However, the most central 
concept of the entrepreneurial school is vision, a mental image of strategy which has been 
created and expressed in the mind of the leader.56 The Cognitive School also belongs to the 
descriptive schools. In this view the individuals cognitive frames is the most important 
contributing factor when it comes to strategic thinking. The cognitive frames of an individual 
consist of the values, beliefs and attitudes a person has attained through life experiences and 
cultural belonging. These frames will decide how to approach a problem and what solutions 
that will be judged as appropriate.57

 The Cultural School is number three of the descriptive 
schools. There are similarities between this school and the cognitive school although the 
cultural school believes that the cognitive limitations solely stems from cultural belonging. In 
this school strategy formation is seen as a process of social interaction, which has its 
foundation in the understandings and beliefs shared among the members in the organization.58 

                                                 
52 Mintzberg H., et al., 1998, pages 4-6 
53 Ibid., pages 24-45 
54 Ibid., pages 48-79 
55 Ibid., pages 81-122 
56 Ibid., pages 124-147 
57 Ibid., pages 150-173 
58 Ibid., pages 264-283 
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The Learning School is the fourth descriptive school. This school believes in an informal 
strategy creation process. Strategy is something that emerges as learning finds its way into the 
organization. The learning school has a greater acceptance towards mistakes and failure since 
it is believed that every action provide experience and knowledge. The experience will later 
be used to benefit the organization. Experience is something which is collected throughout the 
entire organization. There are five criteria describing the premises of the learning school. 
They are; 

� The complexity of the environment the organization exists within combined with the 
diffusion of new knowledge creates a learning process that occurs over time. The 
result of this process makes formulation and implementation inseparable.  

� Individuals at managerial levels are often the primary learners. However, the 
collective learning of the entire organization is very important since there are several 
possible strategists within an organization.  

� Learning occurs in an emergent way. This happens when individuals think 
retrospectively, creating sense out of past actions.  

� The managerial role does not consist of creating deliberate plans; rather it consists of 
managing the learning process. It is in this learning process that fresh strategies can 
surface.  

� Consequently, from the patterns of the past actions, strategies can emerge and 
eventually form plans for the future.59  

The challenge of the learning school is to form an environment where the experience can 
spread in the organization to contribute in the creation of future strategic formations.60 
 

The Power School, a descriptive school, is based on the forces created by the power strive.    
Within this school there are two main thoughts; one assumes that the power struggle takes 
place inside the organization (Micro) while the other one assumes that the struggle is between 
the organization and its external environment (Macro). There are four main premises for this 
school; 

� Politics and power shapes the organization. The source of the power can be both 
internal and external. 

� The main P’s for this school is strategy as a ploy as well as strategy as a position. The 
strategy formation tends to be more towards the emergent side of the spectrum. 

� In the Micro view of the power school, the strive for power within the organization 
and the methods for gaining that power creates an interplay with no one being able to 
dominate for any lengthy time period. 

� In the Macro view of the power school, the organization uses their external 
surrounding for creating relationships aimed at gaining a more advantageous position 
or role.61 

Striving for power may not always result in the most effective and successful strategies but it 
is usually beneficial for the strategist.62   

                                                 
59 Mintzberg H., et al., 1998, pages 208-209 
60 Ibid., pages 176-231 
61 Ibid., page 260 
62 Ibid., pages 234-261 
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The Environmental School is the final descriptive school. The core view of this school is that 
it is an ecological explanation to an organizations survival. There are four core premises for 
the environmental school; 

� The central actor, influencing the organization strategy formation process, is the 
environment, in this school seen as a number of general forces. 

� The organization must conform to the pressures of the forces or disappear.  
� The managerial task is solely to read the environment and ensuring appropriate 

conformation. 
� Clusters of organizations eventually form in ecological-type niches, they remain in 

these niches until conditions become too severe or the resources deplete. Then they 

die.63   
The Darwinistic approach means that organizations that fail to adapt to a changing 
environment will not survive on the market. This `survival of the fittest´ creates a pressure to 
conform and be flexible to detect sudden changes in the environment.64 
 
The Configuration School is the only one in its category. This diplomatic school states that all 
schools can be useful, in the right context. The situation will determine which school is the 
most appropriate to interpret the strategic action.65

  

                                                 
63 Mintzberg H., et al., 1998, page 288 
64 Ibid., pages 286-300 
65 Ibid., pages 302-347 



From Idea to Impact – A Strategic Process at Mälardalen University 

- 30 - 

4.6 Views on Strategic Change 
 
Decision-making is a vital and central part of any organization and concerns all levels of 
management. To choose how to choose is not always an easy task. Many researchers have 
sought to understand how companies choose to search for the solutions to a problem. They 
have in their quest to understand created behavioral models that aims to explain the actions of 
organizations. In this theoretical section three such models are chosen and presented as 
contrasts to each other.    
 

4.6.1 The Science of Muddling Through  

There are many aspects to consider when viewing a change. In his article form 1959, Charles 
E. Lindblom66 addressed the issue of how to choose a policy. When faced with a problem the 
organization have to choose which way to handle it.  How can they choose which angles that 
are the most important and that should be considered in a change policy? Lindblom proposes 
two ways of choosing. The first proposal is called the root or rational-comprehensive method. 
This way of approaching a problem entails considering all angles and potential solutions 
before deciding what to do. The second method used by many organizations at some degree is 
the branch or successive limited comparison method. This way the organization chooses a 
policy that is reasonably close to their existing policy and finds their way by ‘muddling 

through’, finding solutions as the process progresses.67 Lindblom showed that not even in the 
1950s did the organizations truly believe that everything can be planned ahead.  
 

4.6.2 The Rational Decision-Making Model 

The rational decision-making model follows a strictly sequential process. The steps are well 
defined and have a clear rational order in which they should be preformed. To start with, the 
individuals making the decision must have a clear and unambiguous understanding of the 
problem area and of the objectives connected to the problem. When the definition of the 
problem is completed a comprehensive search of potential paths to reach a solution begins. An 
analysis of the consequences of the potential paths must also be performed before the next 
step can begin. The paths are then objectively evaluated to determine which have a greater 
potential to achieve the objectives the organization aspires to reach. The selected path is then 
implemented. After the implementation, the result of the path is monitored in order to 
determine if it has fulfilled the intended objectives. If the result is not to the organizations 
satisfaction the process will start again.68       

                                                 
66 Lindblom C. E., 1959, pages 79-88 
67 Ibid. 
68 Heracleous L.T., 1994, page 16 
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4.6.3 The Garbage Can Model 

The garbage can model of decision making aims to explain how a change process occurs in 
organizational anarchies. An organizational anarchy is an organization that has problematic 

preferences, unclear technology and fluid participation. An example of this kind of 
organization is a university. In a university many strong opinions and views exists of what is 
the most important aspect of the organization, this due to the different educational 
backgrounds and interests of the involved individuals. The garbage can model believes that 
“...a decision is an outcome or interpretation of several relatively independent streams within 

an organization.”69 The four steams that are collected in the garbage can and influences the 
potential decisions are; problems, solutions, participants and choice opportunities. Problems 
are the issues that are considered undesirable by members of the organization and external 
parties concerned with the organization. All of these issues need attention. Solutions are 
products. These products does not have to be created for the purpose of solving a specific 
problem, the solution might just as well be actively searching for a problem to solve. The next 
stream is the participants, this stream is constantly changing and its effect is determined by 
who is participating and how much time the participants are willing to use for the task. The 
final stream is the choices opportunities. This stream represent the occasions when the 
organization is supposed to achieve a decision.70 Each of these streams represents a vital part 
of the process. Summing up it can be said that what you put in the garbage can will determine 
what comes out.        

                                                 
69 Cohen M. D., et al., 1972, pages 2-3  
70 Ibid., page 3 
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5 Analysis 

 
In the first part of the analysis the collected material will be compared to the criteria for 

Deliberate and Emergent Aspects Strategy. The second section of this analysis shows 

Mälardalen University’s usage of strategy through Strategic Thinking. This will be examined 

in Mintzberg’s Ten Schools of Thought and his Five P’s in order to find a definition. Finally 

the material will be linked to Views on Strategic Change to explain how the process has 

evolved.  

 

5.1 Deliberate or Emergent Aspects of Strategy 

 
This theory describes how the ideas have emerged. It also tells a lot about how the 
organization has worked throughout the process. Have all the decisions taken been intended 
and deliberate?  
 

5.1.1 Intended and Deliberate Strategies  

The expectations and purposes of this reorganization are many. One of the more highlighted 
intended strategies

71 is to have a clearer decision path in the new structure. A clear delegation 
order would give a more transparent organization with more effective control, Ingegerd 
Palmér believes. The new organization is also intended to create a clearer profile for the 
university when it comes to attracting new students, this is planned to result in a competitive 
advantage. The new structure has reflected this in having the same management structure in 
each school.  
 
The importance of research as a natural part included in the organization is mentioned by all 
the respondents as one part of the deliberate strategies

72 for the reorganization. The reason for 
this is the possibility Mälardalen University was given to graduate doctoral student. This 
possibility was created by a government decision. Even though some time has passed since 
that decision was made, Mälardalen University had not, according to its president73, properly 
incorporated research into the organization. In the new organizational structure, the research 
section (including the doctoral students) is now incorporated deeper in the organization. What 
influences or results this will have on future research are still unknown.  
 
Another external influence is the government’s desire to attain measurable quality results. To 
act in accordance with those desires requires the organization to investigate how this could be 
done and adapt their structure. By creating a homogenous structure74 it is believed that it will 
become easier with comparisons and measurable results.   
                                                 
71 Mintzberg H., Waters J. A., 1985, page 257 
72 Ibid., page 258 
73 Interview with Ingegerd Palmér, 2008-04-04, translated into English by the authors 
74 Interview with Roland Svensson, 2008-04-24, translated into English by the authors 
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The organization itself must be willing to change and in this case the timing, according to the 
project manager75 was good for reorganizing. The timing for starting this change process was 
deliberately chosen and a contributing aspect for this perceived good timing was the fact that 
the merger with Örebro University fell through and that the organization at that time had 
prepared itself for a change. The intended timeframe with the new structure in place on 
January 1st 2008, although very narrow, was kept even when it faced resistance76 by many 
members of the organization.   
 

5.1.2 Unrealized Strategy 

There were no clearly unrealized strategies
77 detected in this study of the reorganization 

process. A possible explanation for the lack of unrealized strategies could be the unclear 
formulation of intended goals. Homogenous organization78, clearer decision path and a more 
incorporated research79 are goals that can be reached in many different ways and by many 
solutions. The path, how to reach these goals were however, not clearly defined from the 
beginning. This opened up for a very emergent way of thinking.    
 

5.1.3 Emergent Strategy 

The number of schools that the organization should be divided in was an emergent
80 process. 

In the beginning it was only decided that the organization should consist of fewer than the 
previous nine units. The first idea was to decrease to six schools81 but this idea was later 
allowed to be altered down to four schools. This means that not only has the number of 
schools changed, the internal division of subjects as to where they should be placed within 
each new potential school has also changed during the process82. These aspects were not 
decided upon from the beginning and can therefore be categorized as highly emergent and 
highly influential to the end result.  
 
A less highlighted but still relevant emergent influence to the reorganization is the financial 
situation which was mentioned by a majority of the respondents as an aspect affecting the 
decision to reorganize. Although not highlighted, the financial deficit turned out to be quite 
substantial83. This is something that is perceived by the respondents to have affected the 
organizational members view on the main reasons for reorganizing. It is reflected in the 
realized strategy as streamlining or slimming the organization. 
 

                                                 
75 Interview with Gudrun Paulsdottir, 2008-04-17, translated into English by the authors 
76 University Board, Protocol 2007-06-18 
77 Mintzberg H., Waters J. A., 1985, page 257 
78 Interview with Roland Svensson, 2008-04-24, translated into English by the authors 
79 Interview with Ingegerd Palmér, 2008-04-04, translated into English by the authors 
80 Mintzberg H., Waters J. A., 1985, page 258 
81 Interview with Jan Gustafsson, 2008-05-22, translated into English by the authors 
82 Interview with Åsa Lundkvist, 2008-05-07, translated into English by the authors 
83 Budgetunderlag 2009-2011 
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Another aspect that has been detected and required alteration has been the fact that some 
competencies were not available in the amount necessary for the new structure.84 These 
positions had to be externally advertised. In most cases the positions were filled before March 
31st 200885 when process one ended. However, this delayed the start of process two in some 
schools. The need to externally search for personnel is not fully consistent with the original 
idea of an internal reorganization. Therefore this competency lack can be defined as an 
emergent aspect.      
 

5.1.4 Realized Strategy 

The organizational proposal with four schools was the proposal that was implemented in the 
end. The new units are fewer than the original nine and are intended to have a clearer decision 
path. The schools consist of sub departments with someone responsible for each. The 
organization can be described as aiming to be homogenous and streamlined. The research and 
the doctoral students have been more closely incorporated by having a more defined role in 
the schools. The general goals defined from the beginning of the process can be said to be 
realized. It can also be said that many aspects of this realized strategy

86 are of emergent 
nature since they were not deliberately decided on from the beginning. By implementing this 
new organization Mälardalen University hopes to gain a competitive profile87 compared to 
other universities and attract more students to their educations. 
 

5.1.5 Deliberate or Emergent? 

In the case of Mälardalen University the reorganization was neither Purely Deliberate nor 
Purely Emergent

88. The criteria required for it to be called that is not nearly fulfilled. 
However, tendencies toward one side more than the other can be clearly detected. The 
deliberate aspects of this case are not very precise. To have a streamlined organization can be 
the result of many different organizational forms; the same is true for a homogenous 
organization. It is therefore evident that this reorganization has many emergent qualities on 
important aspects. Such important qualities as the number of schools have been decided along 
the way. To have such an organic approach to the process, allowing the answers to grow 
gradually is very close to the emergent side of the spectrum.  

                                                 
84 Interview with Ingegerd Palmér, 2008-04-04, translated into English by the authors 
85 Interview with Åsa Lundkvist, 2008-05-07, translated into English by the authors 
86 Mintzberg H., Waters J. A., 1985, page 258 
87 Interview with Roland Svensson, 2008-04-24, translated into English by the authors 
88 Mintzberg H., Waters J. A., 1985, pages 257-272 
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The figure below shows the deliberate and emergent aspects of the reorganization process at 
Mälardalen University.  
 

 
 

Figure 8. Visualization of the Emergent and Deliberate Aspects  

Source; Mintzberg H., Waters J. A., 1985, page 258, adapted to the case of Mälardalen University  
 

5.2 Strategic Thinking 
 
This part of the analysis will take a closer look at how Mälardalen University uses the concept 
of strategy in their work. How is strategy used in this reorganization process? 
 

5.2.1 Five Different Views on Strategy 

Mintzberg’s five P’s represents the view in which the organization sees strategy. In the case 
of Mälardalen University there are two of the P’s which are more applicable than the others. 
Mälardalen University does not have a strategy that is meant to mislead any competition; 
therefore the ploy

89 perspective does not apply to this case. Neither does strategy as a 

pattern
90 fit, since that would include a less deliberate way of thinking than Mälardalen 

University has.  
 
The last P that does not agree with this case is strategy as a perspective

91. This viewpoint 
would require a stronger collective consciousness. This change process that has been taking 
place at Mälardalen University has been managerially promoted and is not the result of 
collective organizational thinking. It has not been shown in the interviews that the entire 
organization has been equally aware of the aspects included in the reorganization. 
 
 
 

                                                 
89 Mintzberg H., 1987, page 12 
90 Ibid., page 13 
91 Ibid., pages 16-17 
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The P that strongest represents the strategic 
perspective held at Mälardalen University is 
strategy as a position

92. This way of thinking 
focuses on finding a position in the organizational 
field where the organizations competitive 
advantage can be properly benefited from. The 
change process at Mälardalen University has 
highlighted the importance of attracting students 
and having a strong research93. 

Figure 9. Strategy as a Position 

Source; Own design 
 
The road to this position is said to be to create a niche or profile which will display 
competitive advantages. Mälardalen University wants to achieve their advantageous position 
by creating strong research centers and highlighting their competitive strength in each school. 
For this specific view on strategy an advantageous position is seen as the ultimate goal.  
 
There is however another view that fits in some characteristics with Mälardalen University. 
That is strategy as a plan

94. This traditional view of strategy is widely accepted and it is not 
uncommon for organizations to view strategy this way. Mälardalen University has created 
goals that they want to attain for the future that is not concerned with the position they want to 
have. One of these concerns is the strive for homogenization of the internal organizational 
structure95. This is one of these deliberate planned goals, a strategic view where the strategy 
acts as a roadmap to reach a predetermined goal.  
 

5.2.2 Description of Strategy in Practice 

When comparing Mälardalen University usage of the concept strategy to Mintzberg’s ten 
schools of thought it becomes evident that three of them are more applicable then the rest. 
This does not mean that it is impossible to use the other seven schools to explain this case 
only that these three selected provides a more accurate view on the situation at Mälardalen 
University. The first one, and most appropriate, is the Learning School

96. The learning school 
matches Mälardalen University’s change process in several ways. One of the ways it matches 
is that the process was not fully planned in detail from the beginning. It appears as though the 
solutions to the problems and questions were expected to come gradually as learning 
occurred. A large part of the ideas was negotiable and have altered after discussing the issue 
with the individuals concerned. That emergent perspective is a typical trait of the learning 
school.  
                                                 
92 Mintzberg H., 1987, page 15 
93 Interview with Ingegerd Palmér, 2008-04-04, translated into English by the authors 
94 Mintzberg H., 1987, page 12 
95 Interview with Roland Svensson, 2008-04-24, translated into English by the authors 
96 Mintzberg H., et al., 1998, pages 176-231 
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Another way in which the learning school matches the reorganization process is the expected 
participation of many members of the organization. If the members of the organization 
contribute with their input and comments97, it can be said that the organization learns from the 
individuals’ experiences. An attempt to achieve this has been preformed by Mälardalen 
University. However, it is not possible for an explanatory research with a managerial 
perspective to determine if this has been successful or not. What is known is that there were a 
number of work groups98 whose contributions were used to shape both the initial ideas and 
develop the process. This is a clear match with the learning school. This way of working can 
sometimes be challenging, especially in reorganizations of this size as the one at Mälardalen 
University. The challenge is that in order to contribute all the individuals participating must 
be properly informed. When information is lacking it might take more time and effort to reach 
an acceptable result. 

The second matching school is the Power School
99. The most applicable part of the power 

school is the micro power. One factor on micro level that has had a major impact on the 
process was the president, Ingegerd Palmér. She came to Mälardalen University in 2005 and 
ever since she got there she has been contemplating a change100. When she perceived the 
timing was right she decided to go ahead with the reorganization plans. The president’s view 
on how an organization should look has been a key ingredient in this case, especially since 
she views her self as an instigator and a placer of demand in this process101.  
 
The macro level of the power school is not as clear a fit as the micro level. However, external 
influences from such important sources as the government (measurable quality results) and 
more importantly the competition for the students between the universities102, has affected the 
decision. After examining the process it is clear however, that they can not be seen as 
determining factors; still it is important to acknowledge their presence.  
 
The last applicable school is the Environmental School

103. This school preaches survival of 
the fittest, adapt or die. Harsh but true, this is something that have an affect on Mälardalen 
University in their quest for attracting new students. The organization must conform to their 
environment and find their competitive advantages in order to survive. Mälardalen University 
has tried to do this by creating larger units that is planned to contribute to a stronger research 
i.e. a stronger competitive advantage. Other universities and their organizations also affects in 
other ways. There are trends in organizational structure as well as in other management 
aspects. In the newsletter,104 received from Gudrun Paulsdottir, it mentions that Mälardalen 
University has looked at other organizations as inspiration for their own. An additional 
influencing factor was the internal climate. This factor was at the time considered suitable by 

                                                 
97 University Board, Protocol 2007-06-18 
98 Faculty Board for HSV, Protocol from 2006-12-14 
99 Mintzberg H., et al., 1998, pages 234-261 
100 Interview with Ingegerd Palmér, 2008-04-04, translated into English by the authors 
101 Ibid. 
102 Interview with Åsa Lundkvist, 2008-05-07, translated into English by the authors 
103 Mintzberg H., et al., 1998, pages 286-300 
104 “Vår Väg till Akademierna”, Issue 1 
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the management, thinking that when the merger with Örebro University fell through, the 
organization would still be prepared for change. 
 

5.3 Views on Strategic Change 
 
When looking at the case of Mälardalen University’s reorganization it is clear that they did 
not use a rational decision-making model

105. That would have entailed a more planned 
process that probably also would have taken longer time to perform. It cannot be said that 
Mälardalen University considered all their potential strategic paths objectively, a requirement 
for a rational process. Due to the fact that so many aspects of this change process have been 
emergent this model cannot explain Mälardalen University’s actions.  
 
The garbage can model

106 and the “muddling through”107
 (successive limited comparison) 

model are better suited to explain this situation. Both models acknowledge the difficulty real 
situations entails for an organization. The time limits are not endless and not all individuals in 
the organization are allowed to influence the decisions. However, there is one of the models 
that fit better than the other in this case, the “muddling through” model. This model has 
captured the emergent process where decisions are organically created. All possible 
alternatives are not carefully analysed and compared by their potential consequences, instead 
an alternative close to the organizations current beliefs are chosen. Already ten years ago 
Mälardalen University changed their organization to include research into the structure108. 
Today’s change is therefore not as new as one would think. This does not mean that they are 
repeating history to the letter, the ideas might be similar but the strategic process can be very 
different.  
 
As previously mentioned there were many influences affecting the reorganization process. 
Two sources were deliberately obtained for this reorganization, one external and one internal. 
The first source was other organizations. It became clear during the interviews that the 
process of creating a new organization for Mälardalen University had been influenced by the 
structure of other universities109. This gave a lot of impression and steered the process in 
many directions. Among other influences was KTH’s division into schools and Örebro 
University’s structure. The influences picked up by the management were intended to be 
incorporated into the process along the way. These were not always well received by the 
organization; therefore, elements of influence were added and subtracted as the process 
progressed.   

 

                                                 
105 Heracleous L.T., 1994, page 16 
106 Cohen M. D., et al., 1972, pages 2-3 
107 Lindblom C. E., 1959, pages 79-88 
108 En Stark Högskola 1977-2007, 2007, pages 33-34 
109 “Vår Väg till Akademierna”, Issue 1 
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The second source was the personal experience from many individuals in the organization. 
One of these individuals was the president, her background as president at Luleå University of 
Technology for twelve years was a source of experience. Also the project manager’s previous 
experience with projects, although not of this size, was a contributing source to the process 
frame. These experiences were used deliberately, for example Gudrun Paulsdottir was 
appointed project manager based on her ability to provide structure in the process110. 
Although the process was very emergent these experiences combined with the intended 
strategies served as a kind of framework within which the process was allowed to evolve and 
muddle through.   
 
To muddle through the strategic process means not being sure of what will be the end result. 
Some main guidelines were defined before start but the majority of the major structural 
decisions were emergent and did not have to be decided until very late in the process. By 
using this method of change an uncertainty is created in the organization since the employees 
can not be certain of how they will be affected by the reorganization111, especially since not 
even management can be aware of all the aspects of the process. When a process is as 
unplanned and organic as a muddling through process it is difficult to see clear decision paths 
and define where in the change process the organization is at the moment. Mälardalen 
University tried to define their position in the process in the newsletters sent out to the staff. 
These position descriptions were however only covering the surface giving a very superficial 
view to the staff. At Mälardalen University, not knowing where the process would end was 
reflected in a perceived worry among the staff112, uncertain of where they would fit in the new 
organization. The new structure still incorporates the original ideas of how the new 
organization should look. However, since these ideas have been explained as very open goals 
with many solutions their impact on the process has acted more as a frame, which the new 
organization should fit in, than a roadmap. 
 
 

                                                 
110 Interview with Ingegerd Palmér, 2008-04-04, translated into English by the authors 
111 Interview with Kjell Waltersson, 2008-05-22, translated into English by the authors 
112 Interview with Christoffer Örnhagen, 2008-04-28, translated into English by the authors 
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6 Conclusion 
 
The reorganization at Mälardalen University has been an interesting process to follow. It has 
not only been exposed to interesting influences but also contained a large number of involved 
individuals. The ideas behind the reorganization came from several directions. The presidents 
view of how an organization should look and the ideas floating around the organization since 
the merger with Örebro University fell through, can be said to be the top two reasons for 
reorganizing. Although each individual have their own perception of the process and the 
underlying ideas, it was still possible to see the common aspects that formed the process.  
 
The reorganization at Mälardalen University was an emergent process where the solutions and 
impacts were altered and adjusted along the way. In this reorganization, the process has been 
evolving and progressing within a frame created by a few predetermined desires and plans. 
These predetermined aspects were however very open and hardly restricted the process 
evolution. The high degree of emergent thinking was unexpected, that such a large 
organization would shape their process in this unpredictable way. To keep a time schedule 
within such a process is a challenge since there are no fixed points and the solutions are 
implemented as they are found. An example of this was the final decision about the new inner 
structure of the schools; this decision was made only ten days before the implementation.  
 
The emergent nature of the process also means that only a few selected members on 
managerial level could influence the process. Although Mälardalen University claims to have 
listened to the opinions of the employees, the sometimes weak information flow made it more 
difficult for staff at lower levels to provide suggestions adapted to the specific situation. 
Therefore, only personnel at managerial level had the full ability to see the whole picture and 
were able to interpret the responses of other staff and alter them to fit the specific situation.   
 
It also became evident that strategy for Mälardalen University is a way to achieve a position 
where they can benefit from their competitive advantages. The position is the goal and the 
way in which to get there is not as important. When viewing strategy in this way it is 
imperative that the position, which is desired, is very clear. At Mälardalen University it is 
unclear if the position is as defined as it would need to be when using this kind of process to 
reach it. Very few tangible clues of how this position would look are offered. What does a 
successful research entail? Is it the number of researchers, the quality of the work or the 
grants awarded to the research? When having the position as the goal these kinds of 
definitions becomes more important since these are the aspects that guide the organization 
forward.  
 
By having this perception of strategy, Mälardalen University’s usage of the strategy concept 
may become less important in guiding the process. When the overall strategy is unclear the 
organization is not as limited in their choices of direction. However, it raises the question; 
does strategy really matter? In the case of Mälardalen University the authors believe that it 
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does but maybe not in a traditional way. The overall goals are not as important as the 
immediate goals in this case since the immediate goals provided a clearer vision to strive 
towards.  
 
This very open view of strategy has opened up the process to be as emerging as it has been. 
This emergent process has been allowed to progress in changing directions where decisions 
are taken as the solutions are found, muddling their way through the process.  
 
If this kind of reorganization process is something brave and new or unclear and confusing is 
something the organization have to see for themselves when the dust have settled after the 
reorganization and the result becomes evident.  
 

 6.1 Future Research 
 
The reorganization at Mälardalen University is still very new and the result of the change is 
not yet possible to see. Therefore the authors want to encourage future students in the field of 
strategy at Mälardalen University to investigate the result of the reorganization in a few years 
when it can be determined if the strategic goals were reached. In the meantime it would be 
interesting to see a study of this situation conducted from a coworker perspective.   
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Appendix 

 
In the appendixes, the interview guides for the interviews conducted is presented.  

Appendix A Interview Questions for Ingegerd Palmér 
 
When did the first thoughts of a reorganization surface? Why was there a need for reorganization? 
 
What are the biggest difference between the old and the new organization? 
 
At what level was the decision to introduce a suggestion for a new organization taken?  
Who has been allowed to influence the decision? 
 
What reactions did you receive after introducing the proposal for the new organization? 
What opinions were given by the staff/students? 
   
When was the final decision made to implement the reorganization? 
Was it a majority decision? If not, which other opinions were expressed?  
 
Has the idea gone through any alterations in the process that started after the decision was taken? Has 
something been added or extracted?  
 
Were there any time-schedule for how lengthy the reorganization would be?  
Did the process follow the original time-schedule?  
 
Has any staff-member received new or altered work tasks?  
Has the staff been changed in any way? 
 
Has there been any participation from external actors? Instigating? 
 
Who has had the responsibility of spreading the information to students? Staff? 
 
What feedback have you experienced from the students after the implementation? 
 
What role have you played in this process? 
 
What will be the next step in this process? 
 
What expectations does the school have for the result of this reorganization?  
How will the reorganization affect you? 
 
It is written on your blog that you have some experience of reorganizations, where did you acquire that 
experience?  
 
How has this process differed from your previous experience? Better/Worse? 
 
Who else do you believe we should interview to obtain a fair image of the process? 
 
If more questions will surface during the thesis work, is there a possibility to ask them via email or 
telephone?  
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Appendix B Interview Questions for Gudrun Paulsdottir 
 
When did you first hear about the idea of reorganization? What was your initial reaction? 
 
According to you, what are the biggest difference between the old and the new organization? 
 
Did you feel that you were able to influence the decision? 
 
When were you appointed project leader?   
 
What role have you played in this process? 
 
What reactions did you receive after introducing the proposal for the new organization via email? 
What opinions were given by the staff? 
 
How did you structure your work before the implementation of the new organization after the final 
decision was taken? 
  
Have you perceived that the idea has gone through any alterations in the process that started after the 
decision was taken? Has something been added or extracted?  
 
Were there any time-schedule for how lengthy the reorganization would be at your school?  
Did the process follow the original time-schedule? 
 
Have there been any elements of the reorganization that have been challenging to solve? 
 
Has any staff-member received new or altered work tasks?  
Has the staff been changed in any way? 
 
What feedback have you experienced from the students after the implementation? 
 
What will be the next step in this process? 
 
How will the reorganization affect you and your work tasks? 
 
Do you have any previous experience of reorganizations?  
If that is the case, where did you acquire that experience and did it differ from this one?  
 
Who else do you believe we should interview to obtain a fair image of the process? 
 
Is there anything not covered in our questions that you feel that we should be aware of about the 
process? 
 
If more questions will surface during the thesis work, is there a possibility to ask them via email or 
telephone? 
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Appendix C Interview Questions for Åsa Lundkvist and Roland Svensson 
 
When did you first hear about the idea of reorganization? What was your initial reaction? 
 
According to you, what are the biggest difference between the old and the new organization? 
 
As an employee, did you feel that you were able to influence the decision? 
 
When were you offered the position as Head of school? Was the offer expected? What position did 
you hold prior to the offer? 
 
Have your work tasks been altered since you took the position as Head of school? 
 
What reactions did you perceive from coworkers after the suggestions for reorganization was 
presented? What opinions were given? 
 
Have you perceived that the idea has gone through any alterations in the process that started after the 
decision was taken? Has something been added or extracted?  
 
Were there any time-schedule for how lengthy the reorganization would be at your school?  
Did the process follow the original time-schedule?  
 
Has any staff-member received new or altered work tasks?  
Has the staff been changed in any way? 
 
What role have you played in this process? 
What will be the next step in this process? 
 
Do you have any previous experience of reorganizations?  
If that is the case, where did you acquire that experience and did it differ from this one?  
 
Who else do you believe we should interview to obtain a fair image of the process? 
 
Is there anything not covered in our questions that you feel that we should be aware of about the 
process? 
 
If more questions will surface during the thesis work, is there a possibility to ask them via email or 
telephone?  
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Appendix D Interview Questions for Christoffer Örnhagen 
 
When did you first hear about the idea of reorganization? What was your initial reaction? 
 
According to you, what are the biggest difference between the old and the new organization? 
 
As a member of the organization, did you feel that you were able to influence the decision? 
 
What reactions did you perceive from coworkers and students after the suggestions for reorganization 
was presented? What opinions were given? 
 
What is the next step for the student body organization? 
 
Have you perceived that the idea has gone through any alterations in the process that started after the 
decision was taken? 
 
Who else do you believe we should interview to obtain a good image of the process? 
 
If more questions will surface during the thesis work, is there a possibility to ask them via email or 
telephone?  
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Appendix E Interview Questions for Ylva Bäcklund, Jan Gustafsson, Tola 
Jonsson, Kjell Waltersson and Lars Wester 
 
When did you first hear about the idea of reorganization? What was your initial reaction? 
 
According to you, what are the biggest difference between the old and the new organization? 
 
As an employee, did you feel that you were able to influence the decision? 
 
Have your work tasks changed after the reorganization? 
 
What reactions did you perceive from coworkers after the suggestions for reorganization was 
presented? What opinions were given? 
 
Have you perceived that the idea has gone through any alterations in the process that started after the 
decision was taken on October 8th 2007?  
 
What role have you played in this process? 
 
According to you, what will be the next step in this process? 
 
Is there anything not covered in our questions that you feel that we should be aware of about the 
process? 
 
If more questions will surface during the thesis work, is there a possibility to ask them via email or 
telephone?  
 
 
 


