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Juryn har i sin bedömning utgått från följande kriterier:

• originalitet och nytänkande
•  problematisering – formulering av problemet och dess relevans
•  metod – förhållandet problem–teori–empiri–analys
•  analysförmåga – struktur och koppling mellan data/resultat/förslag
•  praktisk relevans/angeläget ämne
•  språkbruk och framställningsförmåga i övrigt

Tävlingsåret 2019–2020 deltog 111 uppsatser i Nytt&Nyttigt. Huvuddelen av landets universitet och 
högskolor var representerade med deltagande studenter. Författarna till de tre bästa uppsatserna 
erhåller resestipendier à 40 000, 30 000 respektive 20 000 kronor.
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How do you adopt the adaptive? A qualitative case-study examining how adaptive gov-
ernance can support digital innovation in the public healthcare sector

How intrapreneurs build social capital to overcome barriers for radical innovation

Mathilda Larsson & Ebba Persson

Alice Carlson & Jonas Fehling

Denna välskrivna uppsats behandlar ett intressant val av ämne inom ett nytt fält. Författarna diskuterar 

ett relativt obeforskat område i en ny och framväxande kontext (e-sport). Författarna har genomfört en 

gedigen analys och de frångår det traditionella sättet att se på entreprenörskap. De uppvisar förmåga 

att väva ihop den deskriptiva studien på ett adekvat sätt och genom en intressant och spännande 

diskussion för de in läsaren i tankar på hur slutsatserna kan användas i andra sammanhang och inom 

andra sektorer. Detta gör uppsatsen till en värdig vinnare av Nytt&Nyttigt 2019-2020.

Uppsatsen berör ett angeläget område - hur offentliga organisationer kan arbeta för att klara sin 

nödvändiga digitalisering. Temat problematiseras på ett mycket förtjänstfullt sätt och uppsatsen pekar 

på nödvändigheten av att arbeta med nya styrmodeller. Författarna lyfter fram viktiga organisatoriska 

faktorer för att lyckas med digital innovation och arbetet är välskrivet med utmärkt struktur. En 

överskådlig genomgång av relevant litteratur samt redovisning av forskningsdesign och empiriska 

datainsamlingsmetoder ger uppsatsen andraplatsen i Nytt&Nyttigt 2019-2020.

Detta bidrag fokuserar på ett relevant ämne, nämligen utmaningar för innovationer i 

tjänsteproducerande verksamhet. Författarna närmar sig det teoretiska perspektivet på ett innovativt 

sätt och diskuterar innovationsutmaningar, intraprenörskap och socialt kapital. Uppsatsen är 

välskriven, har en gedigen metodansats samt ger praktiska råd till intraprenörer som arbetar med 

radikala innovationsprojekt. Med ett eget angreppssätt och en tydlig koppling mellan teori och empiri 

vinner denna uppsats tredje pris i Nytt&Nyttigt 2019-2020.
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User Entrepreneurship in the esports industry – An exploratory Case Study of the Game 
Series “Super Smash Bros”
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Introduction 

Esports emerged from user innovation within the context of video games and, to this day, 
remains one where the audience acts as the central stakeholder. Prior research has found a 
positive impact of user innovation on company performance and industry development Thus, 
it is not surprising that this phenomenon is receiving increasing attention in theory and practice. 
There are various forms in which users create innovation. When users take charge of both 
developing and commercializing innovation, this is defined as user entrepreneurship. 

User entrepreneurship is “the commercialization of a new product and/or service by an 
individual or group of individuals who are also innovative users of that product and/or service” 
and differs from general entrepreneurship in that users participate in collective, creative 
activities in the social context of the user community they are part of. Such user communities 
are characterized by voluntary participation, the free flow of information and knowledge, and 
low hierarchical control structures. In these communities, the collective creativity of users with 
various backgrounds and access to different resources is vital for the innovation process. Users 
tend to be especially entrepreneurial in industries where products and services are considered 
fun and enjoyable, as they are motivated to spend time on activities they are genuinely 
interested in. User entrepreneurs and their environment are characterized by: Unique and 
inimitable knowledge through a system-of-use perspective, nonmonetary motivation, industry 
characteristics and collective creative activities of user communities. Access to such 
communities is a unique resource for the user entrepreneur, being built on mutual trust, and 
impossible to achieve for an outsider of the community. The sharing of ideas without the 
primary intention of gaining financial benefits can lead to clear improvements and word-of-
mouth marketing in the user communities, culminating in a commercially viable output. 

User involvement is a primary characteristic of esports, as users tend to be energetic, 
enthusiastic, and dynamic. Still, esports studies within the entrepreneurship context remain 
limited, despite numerous success stories of esports gamers that have become entrepreneurs, 
such as streamers, tournament organizers, or inventors of gaming-related products. The 
processes underlying value co-creation in esports and how esports communities empower and 
motivate users to create value remains poorly understood. Many esports competitions and 
communities are grassroots initiatives – sponsors with substantial marketing budgets do not 
organize them, but their core audience with a vested interest in social gaming. The socio-
emotional connection between players and the community is a critical element in triggering 
entrepreneurial engagement from the users. Game publishers are an essential stakeholder in 
esports as they hold the intellectual property rights for the games yet regional and amateur 
esports actors increasingly shape the esports markets through real-world events and activities. 
The esports community is an essential stakeholder within the industry, as it is a primary driving 
force for its grassroots development. Members of esports communities participate in a 
voluntary and collective process aimed at creating and expanding knowledge about games, 
tournaments, and players. Many community members dedicate time and resources to organize 
and review different parts of the game, such as rules, regulations, and anecdotes. This practice 



 

conveys a sense of responsibility and reciprocity, based on player involvement and 
identification with specific games in esports. Thus, esports encourage grassroots 
entrepreneurship for players who want to leverage their passion for gaming into commercial 
activities. Their entrepreneurial mindset is fueled by their commitment to the future of esports. 

Super Smash Bros (Smash), published by Nintendo, as an esport franchise exists in the genre 
of fighting games consisting of 5 individual titles. The most successful titles are; Smash Melee 
(2001) as the best-selling game for the GameCube and on the Switch, Smash Ultimate (2018), 
as the best-selling fighting game of all time. The release of Ultimate has seen an increase in 
interest in the franchise as an esport with 5.36 million hours viewed in July 2020 across Twitch 
and Youtube, making it the top viewed game in the fighting genre. Gamers often cite Melee as 
one of the major titles that helped esports to grow to its current state and until the release of 
Ultimate, Smash Melee remained the preferred version for use in tournaments despite the 
release of Brawl in 2005, with the scene kept alive by community run tournaments in the US 
and Europe. It was users acting as entrepreneurs who organized and ran competitions, 
supported by stakeholders such as the Evolution Championship Series, providing support for 
the games inclusion in their events. 

Smash as a competitive esports scene has faced many challenges which at times have been 
compounded by the intermittent involvement of Nintendo. These included the communities’ 
lack of structure, regional fragmentation and in the case of Melee, differences within the US 
and European versions of the game and potential investors discouraged by the lack of 
involvement by Nintendo. Furthermore, the game was designed to be played for fun and not as 
a competitive sport meant that the community had to address issues of balance within the game. 
Occasionally the scene has seen moments of wider support such as in 2004 when the Major 
League Gaming in the US incorporated the title within events yet it is only recently that the 
franchise is receiving significant interest. The first ‘Smash World Tour’ will launch in 2020 
featuring tournaments throughout the world for titles and a prize pool of 250k USD, supported 
by Twitch.tv and Smash.gg as official partners. This commercialisation has occurred through 
collaboration between key community figures and industry. Despite recent increased 
involvement by Nintendo in the official esports scene for Smash it has been the grassroots 
player communities in the US and Europe that independently developed the initial structures 
and tournaments that make up the history of competitive Smash. 

Given the characteristics of user entrepreneurship and how the community has increasingly 
realized the commercialization of Smash to this point, we conceptualize that leaders within the 
Smash community have acted as user entrepreneurs. As Europe has remained an under 
supported region for the Smash community relative to the US, we propose the following 
research question to understand user entrepreneurship in the esports industry: 

How is user entrepreneurship enabled through user-specific attributes and environment-
specific characteristics within the European Super Smash Bros esports scene? 

 



 

Results 

User-specific characteristics

 
Environment-specific characteristics

 
 

 

 

 

 



 

Discussion 

We have identified both user-specific and environment-specific characteristics as enablers of 
user entrepreneurship in the Smash esports ecosystem. 

Enabling factors for user entrepreneurship in the esports industry  

 
 
Several environmental attributes were identified to have a direct influence on user 
entrepreneurship in the Smash scene: Firstly, the game itself is an important environmental 
trigger, as it provides users with pleasure and thus motivates some Smash players to further 
develop the game experience in a way that enhances not only their personal benefit but also 
their willingness to share this with others. Secondly, the cohesive and welcoming community 
spirit leads to the social motivation of users to engage in entrepreneurial activities, as they feel 
the need to return value to this community. Thirdly, the esports industry itself is an important 
driver for Smash users to identify opportunities, as users often adapt solutions existing for other 
game titles in esports to the conditions of Smash. Another relevant aspect is the culture of 
improvisation at the grassroots level, which allows users to operate in an environment that 
provides security and does not exert pressure for a high-end solution but rather appreciates all 
improvement efforts. Lastly, the uncertainty in Smash’s ecosystem, due to Nintendo’s lack of 
support, is a direct environmental factor that facilitates user entrepreneurial activities by 
triggering proactive behavior to achieve improvements. 

Our model captures user-specific attributes and environment-specific characteristics in the 
esports industry that can serve as enabling factors for user entrepreneurship activities 
enhancing the model of the end-user entrepreneurial process by putting a spotlight on the 
importance of specific environmental factors and by illustrating how they influence user 
behavior and enable user entrepreneurship. 



 

Our findings suggest that users are motivated by enjoyment in the game and to further its 
growth through user entrepreneurship. Within esports, the impact of belonging to a community 
of people with a passion also serves as a decisive motivating factor for user entrepreneurs, as 
they want to contribute to the well-being of their community. User entrepreneurship is aided 
by industries with adynamic and uncertain market in which users have low opportunity costs 
and the use of the product or service provides enjoyment. In this study, we establish that this is 
true in esports. We illustrate user entrepreneurship as an important but underestimated aspect 
of the esports industry and as an important driver for its development. 

Given the industry’s dynamics, in which new patches, game modes, or even entire games are 
introduced frequently, opportunities for user entrepreneurs arise continuously. Even if the game 
developers are not actively involved in the early stages of user entrepreneurial activities, users 
and established esports organizations are often drivers for professionalization, from which they 
equally benefit. 

Limitations include that the choice of content analysis for this research means the produced 
research outcome for this method of data analysis relies not only on the researcher’s skills and 
experience but also heavily on their personal interpretations of the data. Furthermore, this study 
examined the European scene while the American Smash scene may be bounded by separate 
user and environmental characteristics. Future studies could extend this research around other 
communities in the esports scene to better understand the degree to which user entrepreneurship 
is related to communities of different games and genres. Our findings provide a valuable 
starting point to understand other entrepreneurial aspects of esports through building on recent 
esports research, such as streaming and content creation, monetization, consumer behaviour, 
ecosystems, developing regions, and integration into the wider sporting world. 

Conclusion 

This study identifies the Smash community as a cohort for user entrepreneurship and reinforces 
the suggestion that esports stakeholders can benefit from engaging with and supporting 
regional esports actors in both commercial and non-commercial ventures. Unique aspects of 
the competitive Smash scene impact upon both the user and environmental characteristics that 
enables user entrepreneurship, demonstrating that esports is a viable platform for extending 
research in innovation and entrepreneurship. 

 

If you would like to learn more about the thesis, you can find the entire thesis 
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Introduction 
The Swedish public healthcare is facing great challenges with an aging population, a higher 
amount of chronic diseases, and a lack of healthcare workers, putting higher pressure on the 
public healthcare organizations and their resources (SCB, 2018; Socialstyrelsen, 2018; 
Vårdanalys, 2014). These challenges all lead to the need for public healthcare organizations to 
find new ways to increase their level of efficiency to deal with the increased pressure. This is 
further emphasized now when reality is showing another great challenge for public healthcare 
and society as a whole because of the COVID-19 outbreak. The COVID-19 pandemic is 
bringing new changes to societies as a whole, where flexibility and efficiency is needed and 
digital solutions have shown to be a solution to many of these challenges, further emphasizing 
the changing conditions for the public healthcare sector. At the same time, the public sector 
needs adapting to a changing environment with increased uncertainty and complexity, new 
public demands on availability, increasing use of digital platforms, and advancing technologies 
(Regeringen, 2018). To meet these changing needs and conditions and for public healthcare to 
become more efficient, public sector healthcare organizations must transform to be able to 
navigate in a new, digital context. This has led to a growing interest in public sector innovation 
(Torfing & Triantafillou, 2016). For organizations to be able to successfully innovate within 
the public sector, research has found a need of adopting an adaptive governance approach. This 
approach allows public organizations to rapidly respond to the ever-changing requirements on 
new technologies and processes as well as allowing them to find the required balance between 
stability and agility (Janowski et al., 2012; Mergel et al., 2018). 
 
Given the need for organizations in the public healthcare sector to transform and become more 
digitized in order to meet the upcoming challenges’ demands on efficiency, it is of interest to 
see how adaptive governance might support public sector digital innovation by becoming more 
agile and adaptive. Therefore, this study aim to examine this topic by conducting a case study 
in the public sector organization Västra Götalandsregionen (VGR), guided by the research 
question: How can adaptive governance support digital innovation within the public sector? 
By examining the digital innovation process within VGR and their capacity for adopting an 
adaptive governance in order to support this process, this paper aim to fill the research gap that 
exists within the field of adaptive governance in a digital context, as well as giving the public 
sector insights on how to adapt to a adaptive governance approach in order to enhance their 
digital innovation process.  
 
Related research and theoretical framework 
Interest in research on digital innovation in the public sector has in recent years grown 
substantially, and in the public healthcare sector digital innovation is seen to further make its 
way into the organizations and their solutions in order to improve efficiency and quality as well 
as for addressing societal, economic and technical challenges (Aanestad & Vassilakopoulou, 
2019; Arundel, Bloch & Ferguson, 2019). 
 



In order to meet the changing needs and demands, public organizations and public healthcare 
must foster innovation and increase the public sector’s innovation readiness, meaning that 
organizations must have resources including technology, capacity, and expertise at hand in 
order to be able to accommodate innovation. Fuglsang and Sundbo (2016) found four 
capabilities in the public sector important for enabling innovation. First, they found that the 
ability to use resources at hand can foster innovation. Second, co-producing and collaborative 
innovation is also seen to be a factor that enhances innovation within the public sector. Third, 
politics and policies may in some cases have an impact on innovation, both in creation and 
implementation. Lastly, externalizing innovation by building networks between public and 
private actors can enhance innovation by creating competition. This requires the public 
organization to be able to specify their request, to be able to set demands in quality, and to be 
able to successfully seize the potential market for the innovation (Fuglsang & Sundbo, 2016). 
Further, for digital innovations to be successful in public organizations, there must be room for 
testing by setting up various testing environments in realistic settings, not limited to 
environments isolated from the operating business (Aanestad & Vassilakopoulou, 2019). 
Another way to foster innovation in public healthcare has been through enacting in 
collaborative or open innovation (Bland, Bruk, Kim & Lee, 2010). By collaborating with 
external actors, researchers believe that it will enhance the public organizations ability to 
innovate and also the quality and quantity of the innovations. In turn, collaborative innovation 
requires flexible and agile capabilities due to the uncertainty innovation brings (Aanestad & 
Vassilakopoulou, 2019).  
 
Further, for organizations to be able to successfully innovate within the public healthcare, there 
is a need for an adaptive governance approach. The need of adopting a new adaptive 
governance approach stems both from the challenges coming from advancing technologies and 
processes and citizen’s expectation on government’s availability, putting higher demands on 
governments to outsource and seek external relationships with private actors (Janowski et al., 
2012; Mergel et al., 2018), as well as from the need of a new governance approach that matches 
the environmental changes occurring (Hong & Lee, 2017). Often lacking the knowledge and 
resources to innovate and meet the public needs by themselves, governments are required to 
collaborate with external actors in order to be able to deliver their service and to ensure that 
they do not let the private market self-regulate common interests that the public sector in the 
end is responsible for (Janowski et al., 2012). The increased complexity and uncertainty that 
the new inter-organizational collaborations bring also emphasizes the need of being adaptive 
and being able to quickly respond to swift changes (Janowski et al., 2012; Mergel el al, 2018; 
Wang et al., 2018). 
 
Method 
The study took place at VGR, one of 21 regional councils in Sweden, responsible for 
healthcare, culture, public transit, and regional development. VGR is an organization 
characterized by a myriad of different departments at different geographical locations, with 
over 50 000 employees. The organization is complex, complicating the possibility to capture 
its entirety in a single case-study. Therefore, the focus of the study was the innovation process 
at VGR, including departments, processes, structures, and actors interrelated with the 



innovation process. The study took on a qualitative approach with document analysis and 
interviews as the two main methods of data gathering.  
 
Findings 
The data resulted in three main findings presented below: prioritizing the innovation process, 
making VGR adaptive, and ensuring that the innovation process support digital 
innovation. 
 
Prioritizing the innovation process. VGR is struggling with prioritizing current digital 
initiatives in a way that will create the organizational structure necessary to support digital 
innovation. The organization is funnelling all their resources towards the implementation of a 
massive new operational backbone in form of a new digital milieu and an electrical health 
record-system (EHR), but are failing to funnel resources towards a project developing an 
official innovation process in the organization. Apart from not prioritizing evenly between the 
development of the innovation process and the implementation of the new operational 
backbone, the implementation of the latter has caused innovative work in the organization to 
halt in wait for the implementation which could take years. Whilst the implementation of the 
new operational backbone is an initiative taken from the very top of the organization, the 
project to develop an official innovation process was and is still being pushed by individual 
forces in the organization who saw the need for a change. Without equal support in terms of 
manpower and resources guided towards both the implementation of the operational backbone 
and the innovation process, VGR will fail to see the perceived outcome of a more innovative 
organizational structure. Furthermore, there needs to be a change in mindset at the top of the 
organization, where management needs to realize the importance of implementing an official 
innovation process. If management sees an equal potential in the innovation process, as they 
see in the implementation of the digital milieu and EHR-system, they could achieve the goals 
of a proactive IT infrastructure, increase the innovation readiness of the organization and in 
turn reach the amount of agility and flexibility that is needed to reap the benefits of an adoptive 
governance approach. 

Making VGR adaptive. To make VGR more adaptive, they need to come to terms with the 
multiple opposing governing principles that riddle their governance structure. These governing 
principles affect all departments and all levels of the organizations and are comprised by five 
opposing pairs: 

Centralization vs. Decentralization: There is an extensive autonomy amongst actors in the 
organization, making the organizational structure quite decentralized. However, respondents 
mention that a more centralized approach is sometimes favoured, since the autonomy leads to 
VGR struggling with implementing a shared digital agenda. 

Open communication vs. Restricted communication: The organization works in silos, with 
employees sometimes avoiding communicating openly outside department lines in fear of 
being reprimanded by superiors. 



Bottom-up vs. Top-down: Decisions and initiatives often stem from both the upper and lower 
levels of the organization, resulting in a quite vertical organizational structure. However, 
sometimes the vertical decision structure results in longer lead times when there is a necessity 
to quickly respond to changes in the environment.   

Spending resources vs. Saving resources: There is a general view within the organization that 
resources are either being spent or saved, with spending resources often having a negative 
connotation since VGR work with tax-payer money. 

Flexibility vs. Stability: To become more innovative, there needs to be more flexibility in the 
organization in terms of initiating and testing new digital initiatives. However, being in the 
public health care sector, there are aspects of the organizations that always need to be stable to 
ensure patient confidentiality and safety. 

When designing a governance agenda that will support digital innovation and enable VGR to 
become more adaptive, we believe that the solution is not to pick one governing principle over 
the other, but rather to let them fluctuate between one another depending on external factors. 
This will keep the governance structure more stable, but still able to manage situations of abrupt 
change, dealing with complex dynamics, and face challenges in an unknown environment and 
future, which is the goal of adaptive governance. The suggested governing principles and the 
fluctuation between them is portrayed in model 1.1. Some governing principles should always 
be favoured above the opposite, as is the case for open communication and utilizing resources. 

 

Model 1.1 Fluctuation between governing principles 

The previous section has taken on a more general perspective on adaptive governance, but what 
can be said about utilizing adaptive governance in a digital context? Mainly that based on the 
result, the decentralized structure of VGR does not support what adaptive governance 
highlights as valuable in a digital context. We believe that to reach the agile aspects of adaptive 
governance, VGR needs to improve their way of managing their IT resources, and redirect their 
processes, resources, and infrastructure towards supporting innovation. Talking about what 
capabilities are needed to make that change, in the case of VGR, we believe that greater focus 
in terms of resources, time and manpower should be guided towards developing the innovation 



process. The innovation process, or rather the lack of one, has provided insights into several 
issues and areas in need of improvement. Viewing these issues and areas in relation to 
capabilities and skills provided by research, showcase what skills need to be implemented in 
VGR to support what we believe is an adaptive governance structure in a digital context. 

Ensuring that the innovation process support digital innovation. As of now, there is no 
innovation process at VGR and the necessity of developing a new innovation process is a need 
that have been identified by some actors in the organization, which led to the creation of a 
project currently working with developing a process. This project has identified four steps of 
the innovation process: needs, idea and concept, development, and implementation. Certain 
aspects of how innovation is currently being processed has implications for how the future 
innovation process should be developed to be more agile, and supportive of an adaptive 
governance structure. First and foremost, VGR need to change their culture towards being more 
proactive in how they approach digital innovations, address the fear of risk taking and testing 
in the organization, address the fear of touch, and overall guide the organization towards a more 
agile mindset. This can be achieved through incorporate the focus of previously stated aspects 
in political decisions, strategies, policies, and project management. Furthermore, VGR need to 
have clearly communicated points of entry to the innovation process for both internal and 
external innovators and encourage provisional participation. Second, VGR needs to better use 
resources at hand, but also allowing both internal and external innovation by creating more 
distinct communicated entrance points. One way to do this is by changing the way vendor 
management and contracting practices. Further, VGR need to clearly communicate where the 
testing environments are, how to use them, and why testing is an important step in the 
innovation process. Third, VGR need to manage the balance between accountability and power 
between themselves and innovators in the development process. Fourth, VGR need to make 
sure that innovations can fully implement regionally, by allowing and encouraging testing. 
Further, agile acquisition is necessary, as well as communicating how full implementation is 
completed. 
 
 
Conclusion 
Research on adaptive governance in a digital context is limited and this study contributes to 
that fields by illustrating how VGR can transform their structures and what changes are needed 
in order for an adaptive governance to be successful and for innovation to be fostered. The 
study shows that adaptive governance can support digital innovation within the public sector if 
the governance approach is constructed in a way that support fluctuating the normality of a set 
list of governing principles and implementing the suggested changes in the developing 
innovation process. The study further call attention to the need of further research regarding 
the study’s suggested models, individual actors involved in the innovation process, and 
conducting research on additional cases. 
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1. Introduction 

 
The current fast changing economic environment puts established companies under pressure (Baruah 
& Ward, 2014). To deal with this situation it has been widely acknowledged that companies need to 
develop the ability to constantly innovate (Story, O’Malley, Hart & Saker, 2008).  
 
In this context special attention has to be devoted to radical innovation. Radical innovation drastically 
changes the value offering and the processes of a company and a market (Green & Cluley, 2014). It has 
the potential to change the face of an industry completely in terms of processes and offerings but also 
in terms of competitors (Christensen, Raynor & McDonald, 2015).  
 
Because of the constantly changing nature of radical innovation, it faces a number of barriers inside the 
corporate organization (Sandberg & Aarikka-Stenroos, 2014). First, wide-spread decision-making 
power and strict hierarchies in a company make the work for radical innovation difficult (Story, 
O'Malley, Hart & Saker, 2008). Second, fear of change and failure lead to a restrictive mindset that 
blocks decisions in favor of radical innovation (Sandberg, Aarikka-Stenroos, 2014). And last, ideas get 
rejected as they are perceived as external and not understandable (Bessant, Öberg & Trifilova, 2014).  
 
To overcome these barriers literature has highlighted the need of building and using social capital 
(McDermott & O’Connor, 2002). Social capital describes the idea that it is of value that individuals in 
a network support each other (Adler & Kwon, 2002). Social capital theory is concerned with the 
relationships between individuals in a network (Nahapiet & Ghoshal, 1998). Researchers look at how 
these connections are established and maintained and what benefits the participants draw from these 
connections (Tsai & Ghoshal, 1998). For radical innovation, the benefit from social capital is seen in 
the relationships that actors use to build trust, the access resources, and the creation of knowledge 
(Camps & Marques, 2014; O’Connor & McDermott, 2004; Anderson, Park & Jack, 2007).  
 
The need for social capital to pursue radical innovation projects, in existing organizations, stresses the 
importance to conduct research from the individual point of view - in this work the intrapreneur. 
Intrapreneurs are employees that pursue intrapreneurship projects in a company (Camelo-Ordaz, 
Fernández-Alles, Ruiz-Navarro & Sousa-Ginel, 2011; Martiarena, 2013). Intrapreneurship is 
commonly defined as pursuing entrepreneurial activities within an established organization instead of 
creating a new venture (Parker, 2011; CameloOrdaz et al. 2011; Seshadri & Tripathy, 2006). This means 
that new business and venture opportunities are exploited with the resources and the ownership of the 
organization. An intrapreneur, according to Seshadri and Tripathy (2006), is characterized by taking 
ownership for the success of the company and for the intrapreneurial projects.  
 
Overall, literature exists on how intrapreneurs build social capital and how social capital and radical 
innovation are connected. However, the transfer from building social capital up to the impact of barriers 
for radical innovation has not been dealt with explicitly. Drawing this connection is necessary to make 
the knowledge of social capital on an organizational level, applicable on the individual level. Through 
this, the call of McDermott and O’Connor (2002) is followed, to look more specifically on how social 
capital can help to overcome barriers for radical innovation. The research question is, therefore, stated 
as follows:  
 

“How do intrapreneurs build social capital to overcome barriers when conducting radical 
innovation projects?” 



 
The study is conducted in the context of a Swedish retail bank. The context of the financial industry 
was found to be interesting for the purpose of this study as the financial industry is reported to be in 
great need for radical innovation while being unable to live up to this requirement (Forcadell, Aracil & 
Ubeda, 2020).  
 

2. Methodology 
 

To fulfill the purpose of this thesis, a qualitative research method defined by an interpretivist and 
constructivist approach was undertaken. Furthermore, the thesis followed an abductive research strategy 
and was designed as a single case study. This overall approach enabled the researchers to indepthly 
explore the organizational network that intrapreneurs act within in their work to pursue radical 
innovation and overcome acknowledged barriers in this type of innovation projects.  
 
The data collection was initiated through explorative unstructured interviews with case company 
intrapreneurs who all had experience in working with radical innovation projects. This was followed by 
an extensive literature research within the chosen thesis topic. In the next step semi-structured 
interviews were conducted. A total number of 7 interviewees participated with their insights and 
experiences of undertaking, a minimum of at least one, radical innovation project within the company 
and could thus be referred to as intrapreneurs.  
 
The collected data was analyzed through the grounded theory framework developed by Gioia, Corley 
and Hamilton (2012). The findings were transformed into a unique grounded theory model by cycling 
between concepts, themes, dimensions and literature in order to clarify all relevant data-to-theory 
connections and thus illustrate these dynamic interrelationships. 
 

3. Findings  
 

The findings in this thesis are covered into two parts. First, it presents the six identified approaches that 
intrapreneurs, in one way or combined, were seen to follow in order to pursue their radical innovation 
projects. These identified approaches are: The Proof Approach, The Constant Selling Approach, The 
Multilevel Relationship Approach, The Network Help Exchange Approach, The Teaching Approach and 
finally The Closed Approach. Second, the findings are analyzed by looking at the elements of social 
capital found as an outcome of each identified approach. In other words, whether the approach eased 
the intrapreneur’s ability to build social capital and thus manage to overcome acknowledged barriers 
for radical innovation or not. In the following a presentation of each approach and its outcome related 
connection to social capital will be given. 
 
The Proof Approach deals with convincing people in the company by showing concrete results such as 
for example prototypes instead of only trying to explain the idea. A similar strategy, focusing on 
representative data to make a more objective case, was also seen in the literature review. The outcome 
of this approach was seen to increase trust which relates to the relational dimension of social capital. 
Also, it was seen to improve the understanding for the radical innovation project, this points towards 
an enhanced cognitive dimension.   
 
The Constant Selling Approach represents talking about both the radical innovation project and the way 
of working with it on as many occasions as possible in order to spread the essence of the innovation 
idea to the broad company audience. This approach is also mentioned by several authors who underline 



the importance of making people familiar with the idea at hand. The outcome of this approach was as 
well seen to improve the trust, relational dimension, and the common understanding, cognitive 
dimension, for the innovation project itself and way of working.   
 
The Multilevel approach emphasizes how the intrapreneur engages with both low- and high-level 
management early on in the innovation process. The outcome of this approach can therefore be seen in 
the light of the structural dimension of social capital, taking into consideration the importance of a 
diverse network that includes employees from all levels in the company. This aspect also aligns with 
what is being said in the literature review.  
 
The Network Help Exchanging Approach advocates how the intrapreneur exchanges favors with other 
people in the intra-firm network. A similar strategy has also been suggested by several authors 
mentioned in the literature review. The outcome of this approach mainly corresponds to the relational 
dimension of social capital, pointing towards an increased level of trust. 
 
The Teaching Approach brings attention to the activities that intrapreneurs undertake in order to 
increase the level of innovation centered knowledge among colleagues who work outside the core team 
of radical innovation. Earlier studies suggest that for radical innovation to be successful, intrapreneurs 
build social capital by sharing knowledge and beliefs with their co-workers. The outcome of this 
approach was seen to improve trust, relational dimension, and the common understanding, cognitive 
dimension, towards the people in the innovation team and their knowledge within the topic.  
 
The closed Approach covers the conscious decision to invest less in connections with the intra-firm 
network and instead work in a close to secret way by only involving the most crucial project 
stakeholders. In the literature this approach is referred to as “bootlegging” and described as an attempt, 
for the intrapreneur, to protect the development of the project for external influences. This was also 
seen to be observed in the studied case company, where the internal process in the radical innovation 
team initially was perceived highly efficient, while pursuing this approach. At the same time, this is the 
one and only approach identified, in this study, that lacks an outcome that manages to strengthen the 
intrapreneur’s social capital. Eventually it was observed that this approach leads to the intrapreneur 
running into the same barriers again. This strengthens the findings that social capital is important in 
order to overcome barriers for radical innovation.  
 
As shown above, the intrapreneur, in five out of the six identified approaches, achieved an increase in 
social capital. Across these five successful approaches, three major social capital elements can be 
observed; trusting relationship, common understanding and diverse network. The thesis further 
investigates into the relevance of each of the elements. Based on the literature review a trusting 
relationship was assumed to be the most crucial element of social capital. Also, the findings point in 
this direction since the most frequent observed outcome in the five approaches was an improved trusting 
relationship. However, the discussion evolves and concludes that there are great risks relying too much 
on only this element and makes the conclusion that all three elements of social capital are equally 
important. This suggests that the identified approaches should not be seen as separate approaches but 
should be combined to ensure that all forms of social capital are built.  
 
In addition, even though five approaches were seen to enable the establishment of the three above 
mentioned social capital elements, three challenges for building social capital in general were found. 
First, building social capital requires great effort. Second, being dependent on trusting relationships can 
appear problematic when there is a discontinuity among employees and management in the company. 



Last, influencing the mindset of people does not only require a lot of effort, but is also happening slowly, 
which aligns with literature in which it is stated that attitudes are difficult to change and therefore takes 
time. 
 
The findings further identified two channels through which social capital enables the intrapreneur to 
overcome barriers for radical innovation. These are, the access to resources and an increased openness 
to new ideas. In the following, both channels will be explained and the connection to barriers for radical 
innovation will be reasoned.  
 
The access to resources is in the literature review described as a way intrapreneurs benefit from their 
internal company network, not only in regard to accessing financial and physical resources but also in 
terms of human resources. Furthermore, the findings identified that the intrapreneur was enabled access 
to resources by an increased trust, a common understanding and a diverse network within the company. 
Referring back to the acknowledged barriers, an improved social capital was seen to help the 
intrapreneur in moving around the barrier of unsupportive organizational structures by instead taking 
advantage of it and managing to get promoted from within the company to achieve their goal. This 
consequently also enabled them to overcome the barrier of a restrictive mindset.  
 
An increased openness to new ideas deals with how well the intrapreneur manages to reduce the fear of 
the unknown and mitigate the feeling of something being external, among the intra-firm network. This 
channel was, in line with literature and also in the findings, seen to be enabled by the establishment of 
trusting relationships as well as a better common understanding in the company. The barrier, the not-
invented-here syndrome was seen to be reduced since the intrapreneurs managed to in a positive way 
change the company-wide attitudes towards unknown and external ideas. As a consequence, the 
problem of unsupportive widespread decision-making structures was also seen to more easily being 
conquered.  
 

4. The Grounded Theory Model 
 

 
 
The grounded theory model presented above is read from left to right. The goal of the model is to 
explain how intrapreneurs can build social capital that helps them to overcome barriers for radical 
innovation.  
 



The model starts with the approaches that an intrapreneur can use to build social capital. As the 
dimensions of social capital are highly interrelated and a clear connection from one approach to a 
specific dimension is not drawn the model simply shows that all these actions lead to the creation of 
social capital, which has been proven in the discussion above (Tsai & Ghoshal, 1998). The center of the 
model presents three elements of social capital that have been identified in this study. This social capital 
allows intrapreneurs to access resources they did not possess before and leads to an increased openness 
for new ideas, which is displayed through the box with the channels. These channels then have been 
argued to overcome barriers for radical innovation. However, as the connection to the previously 
presented three main barriers for radical innovation was not established explicitly through the interviews 
in this study, the barriers are not further specified in the model.  
 
On the bottom of the model the closed approach is shown. It was frequently mentioned as an important 
strategy for radical intrapreneurs. At the same time, it also shows what happens, when intrapreneurs 
decide to leave social capital aside. The arrows show that the closed approach initially led to good 
internal processes but eventually led to the intrapreneur running into barriers again. However, it should 
not be forgotten that there are challenges, that intrapreneurs have to expect when attempting to build 
social capital. This is shown by the red arrows on top of the model.  
 

5. Conclusion and Implications  
 

This work gives practical advice to intrapreneurs working on radical innovation projects. Intrapreneurs 
can take learning on three different levels. First, the model gives hand-on advice on which actions to 
take to build social capital, that helps to overcome barriers in radical innovation projects. Second, users 
can look at the social capital part and come up with their own strategies on how to build it. Last, the 
intrapreneurs can also decide to only look at the channels and aim to achieve these to overcome the 
barriers. The modular style of the model allows users to take out the part that is most relevant for them 
and adapt it to their own realities. 
 
When engaging in social capital building activities the intrapreneur should furthermore take into 
consideration the challenges that can occur along the way. These can also give guidance in what 
approach to focus on. If the intrapreneur aims to achieve quick results, it is important to consider that 
building a common understanding throughout the company happens very slowly. At the same time, 
when the company experiences a great deal of discontinuity, a broader, less specific network is 
important. Last, for all approaches the research has shown that great effort is required. Intrapreneurs 
should therefore take the social capital aspect into consideration early on in the radical innovation 
process.  
 
This work is focused on the perspective of the intrapreneur and builds on the premise that no support 
can be expected pro-actively from managers. Nevertheless, this work can also be useful for managers 
that are interested in getting their company ready for radical innovation. The focus in this case should 
be to establish a common agreement in the company about how to deal with innovation. Furthermore, 
a trusting company culture should be supported to enable quick access to resources for potential 
innovation projects. 
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