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ABSTRACT 

This thesis is about the function and role of organizational strategy. The research was carried 

out within Norad, the Norwegian Agency for Development Cooperation, and was aimed at 

understanding out how employees at Norad relate to Norad’s Strategy towards 2015. The 

thesis is thus more specifically about Norad’s employees’ relation to the Strategy, and what 

this relation can tell us about the about the importance, role and function of the Strategy in 

Norad. The purpose of the thesis is to highlight other roles and functions of strategy than the 

conventional one, which sees strategy as the responsibility of top management, and thus as 

something which is in place to make sure employees work towards the organization’s 

preferred goals. 

The research is based on the foundation of social constructionism, with data collected through 

both semi-structured interviews and secondary resources in written form. The analysis and 

discussion of the data can be characterized by abduction. A summary of the main empirical 

findings are categorized within three chapters, focusing on employees’ familiarity with- and 

use of Norad’s Strategy, employees’ knowledge and opinions about the Strategy and 

employees’ opinions about the importance and function of the Strategy for Norad as an 

organization. Cultural and institutional theories are argued as useful to understand the concept 

of strategy, and therefore applied in order to reflect upon the different ways in which 

employees relate to Norad’s Strategy towards 2015, as well as the Strategy’s possible 

function for Norad and its employees.  

The main findings of the thesis are that Norad’s Strategy both manifests a culture which helps 

employees respond to and deal with issues in their work, and also legitimizes Norad’s work in 

terms of political frameworks and general assumptions within the field of Norwegian 

development assistance. The function of the Strategy is thus highly cultural and symbolic, as 

it both acts as a cultural manifestation that provides direction for Norad’s employees in their 

work, and as a source of legitimization to the outside. The findings of this thesis are argued to 

be limited to this specific research at Norad, but may still hold true for the function and role 

of strategy in other organizations.   

 

Key words: Culture, Institutional Theory, Isomorphism, Legitimization, Organizational 

Culture, Qualitative Analysis, Strategy, Value-Driven Organization
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1. INTRODUCTION 
 

When typing in strategy on amazon.com, there are 185 796 results for books to buy on the 

topic. Most of these books carry promising titles, such as “How to think and act strategically 

to deliver the best results” or “Create and implement the best strategy for your business”, and 

present us with a view of strategy alone as having the potential and power to steer a business 

or organization in a particular direction to achieve success (Amazon, 2014). Nowadays, it 

might seem as if any organization, public or private, value-driven or profit driven, is 

following the trend found within business and management literature, of developing a 

strategy, intended to guide the organization and its employees in a direction that seems 

appropriate in order to reach the organization’s preferred goals.  

 

The concept of strategy is of relatively recent origin within the world of business and 

management, with the first studies emerging in the 1950s’. Since then, talk and texts about 

strategy have expanded rapidly, and spread in the organizational world (Knights and Morgan, 

1991; Svenningsson, 2000 in Alvesson, 2002). On BusinessDictionary.com, strategy is 

defined as  

 

1. A method or plan chosen to bring about a desired future, such as the achievement of a 

goal or a solution to a problem 

2. The art and science of planning and marshaling resources for their most efficient and 

effective use. The term is derived from the Greek word for generalship or leading an 

army (Business Dictionary, 2013).  

 

Accordingly, a strategy can in broad terms be seen as the future, long term choices and overall 

priorities of an organization, and usually includes the decisions and actions concerning- and 

of importance to all departments of the organization (Løwendahl & Wenestøp, 2003). Often, 

an organization’s strategy starts with a summary of the organization’s vision, mission, and 

values, aiming to capture the desired future state and aspiration of the organization, 

articulating the overall purpose and goal of the organization, as well as pointing out what is 

considered as the underlying principles and standards for the organization to reach its goals 

(Jaffe et.al., 1993; Johnson et. al., 2008; Deetz et. al., 2000; Hatch 1997). Several theorist, 
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such as for example, Jaffe et. al. (1993) even argue that organizations organized around a 

deep sense of values, mission and vision are more powerful, and command more commitment 

from its employees. Still, the idea of an organizational vision, mission and values rest upon 

the thought that it is possible to move an entire organization in a similar direction, however 

Alvesson (2002) and Johnson et. al. (2008) point out that it is important to distinguish 

between the vision, mission and values an organization wishes to aspire to and the values 

expressing the way the organization is. 

 

Even though strategy broadly can be seen as the long-term direction of an organization, the 

concept can be perceived in several different and often conflicting ways. This is reflected in 

the varying studies of organizational strategy the previous 60 years. As seen from the 

definition found on BusinessDictionary.com (2013), the conventional view of strategy is 

influenced by a military metaphor and modernist organization theories that assume human 

rationality. Here, strategy is typically seen as the responsibility of top management (Hatch, 

1997); the company director and top management rationally and intentionally plan and 

formulate the strategy, in which the forces and constraints of the organization are weighed 

carefully through analytic and evaluative techniques to establish a clear strategic direction and 

a basis for the carefully planned implementation of strategy. Lower levels of management and 

the employees then implement the strategy, by mobilizing allocated resources and translating 

the strategy into coordinated goals and activities at the operational level (Johnson et. al., 

2008; Watson, 2006; Hatch, 1997).  

 

Although the modernist influence has been strong in the field of organizational strategy and 

thus a commonly held view about strategy and strategy making within the field of business 

and management literature today (Johnson et. al., 2008), several researchers and scholars 

started in the late 70’s to question the assumptions of human rationality implicit in the 

modernist influenced theories, and argue that these theories have undermined the role and 

centrality of human action and interaction (Johnson et.al, 2007). These researchers have 

argued that human beings recognize and make sense of things on the basis of past experience 

and what they come to believe to be true about the world; accordingly, it is unlikely that 

managers and employees approach problems and strategic issues completely rationally 

(Johnson et. al., 2008). What more recent theories on strategy have in common is that they 
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focus on processes of enacting strategies, or the role of strategy in the social construction of 

organizations (Hatch, 1997), including a bottom up perspective aiming to show the real-world 

messiness of the strategy making-, decision- and change processes rather than the top down 

perspective found in modernist influenced theories on organization strategy (Johnson et. al., 

2008; Watson, 2006; Hatch, 1997).  

 

The more recent theories on organizational strategy can be argued to hold more realistic views 

on strategy than the modernist- influenced theories do, particularly because they recognize 

that both within and around organizations there are multiple interests, competing priorities 

and conflicting groups, which challenge the implementing and following up on strategies 

(Watson, 2006) Accordingly, the strategy an organization actually pursues is typically a 

combination of intended strategy, the product of formal strategy planning and decision, as 

well as emergent strategy, including bottom-up initiatives, political influences, organizational 

history and culture, the experience and taken for granted assumptions of organizational 

members, and sheer chance (Johnson et. al., 2008; Hatch, 1997). However, common for most 

theories on strategy, modernist and more recent, is that they focus mainly on the processes of 

the strategy making, and not so much on strategy in practice in the organization. For instance, 

there is not much literature or research about how the strategy is communicated, acted upon 

and received by the organization’s employees. An exception can be found within one of the 

newer strands of strategy research, strategy as practice, however Whittington (1996) points 

out that even here, one is mostly concerned with the work of strategizing, emphasizing the 

role of the manager(s) in the strategy making process, including how managers do- and work 

with strategy and strategy-related activities.  

 

As already mentioned, strategy has become very common for organizations within most 

spheres of society, and there is undoubtedly a reason for this: strategy has an impact in 

organizations. I believe that strategy always involve an organization’s managers in some way, 

reflected in the focus on strategizing and the role of managers in the field of strategy theory. 

Still I also believe that an organization’s strategy inevitably involves the organization’s 

employees in some way, as what is stated in the strategy will not become operationalized 

without the efforts of organizational members. I thus argue that it is of great interest and 

importance to study how members of an organization relate to- and perceive the 
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organization’s strategy and its content in order to reveal in what way strategy actually guides 

the organization and its employees in a direction that seems appropriate in order to reach the 

organization’s preferred goals, and thus what function and role the strategy has for that 

particular organization.  

 

I recognize that how organizational members relate to- and perceive an organization’s 

strategy and its content will most probably vary depending on the type of organization in 

question. It is thus likely to assume that the strategy in an organization driven for instance by 

profit will have a somewhat different role and function than the strategy in an organization 

driven by values. Moreover, also the way the organization is structured will most probably 

influence how the strategy is used, implemented and thus also in what way employees follow 

up on the strategy and its content. For the specific research presented in this thesis, the focus 

lays on the function and role of strategy within an organization driven by values, with its 

organization structure derived from the Government. Now, following my brief introduction to 

the topic of strategy- and the field of organizational strategy in literature, I will turn the focus 

to the research project of this thesis, namely my study of how employees at Norad, the 

Norwegian Agency for Development Cooperation, relate to Norad’s Strategy towards 2015. 

 

1.1 NORAD, the Norwegian Agency for Development Cooperation 

Norad is a directorate under the Norwegian Ministry of Foreign Affairs (MFA), and has 

functioned as a specialist agency within the field of Norwegian development assistance since 

2004, when it went through a major restructuring (Norad 2, 2012). As a result of this 

reorganization, a large part of Norad’s grant administration was given to the MFA, and since 

then, Norad’s main task has been to streamline Norwegian development assistance and make 

sure the Government reaches its goals within this field. This mainly consist of advising those 

who provide development assistance (such as the MFA, embassies, organizations, companies, 

research communities, etc.), evaluating and quality assuring development assistance from 

Norway, communicating results of Norwegian development assistance, and contributing to 

the debate on the effects of development assistance (Norad 1, 2011).  

 

Norad is directed by the MFA, and their tasks and functions are laid down in three main 

Government notes; Norad’s terms of reference (Norad’s Mandate), the proposition from the 
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Parliament, as well as in the annual letters of allocation issued by the MFA (Norad 1, 2011). 

In Norad’s Mandate, Norad’s main responsibilities and its relation to the MFA are determined 

(for details, see Norad’s mandate in appendix C). In the annual letters of allocation, Norads’ 

economic framework is presented, and the areas Norad is to prioritize the following year as 

well as how tasks are to be executed are described. In 2011, Norad also implemented a new 

Strategy towards 2015, intended as a tool for employees at Norad to guide them about how 

and which areas Norad is to prioritize (Norad 7, 2012). Norad’s Strategy towards 2015 will be 

referred to as “the Strategy” in the rest of the thesis, whereas strategy or strategies in general 

will be referred to with an uncapitalized s. The Strategy, which is the focus of my research 

and analysis, will be introduced later in the thesis, and can be found in Appendix A. Even 

though Norad is an agency under the Government, with their authority within the 

development aid field derived from political processes and guidelines, Norad can in many 

ways be seen as what Lewis (2003) calls a value-driven organization, as it is focused on 

development tasks and purposes, encompassing a range of motivations, values and ideologies 

rather than profit. 

 

Norad is organized into ten different departments, each of them focused on one or more of the 

tasks described in Norad’s Strategy. Five of these departments work mainly with tasks 

concentrated specifically with streamlining Norwegian development assistance, such as 

giving advice on development and development assistance issues, working with quality 

assurance and control, and administrating grants. The five departments are organized 

according to specialization: The Department for Climate, Energy and Environment, The 

Department for Economic Development, Gender and Governance, The Department for Global 

Health, Education and Research, The Civil Society Department, and The Department for 

Quality and Assurance. Norad’s other five departments consist of an Evaluation Department, 

which independently evaluates development assistance projects from Norway, a 

Communication Department, which communicates the results of Norwegian development 

assistance to the society, a Human Resource and Administration Department, responsible for 

administrative tasks within Norad, and a Director (Norad 6, 2012). For an overview of 

Norad’s organization, see Norad’s Organizational Chart, Appendix B.  
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At the time of writing the thesis, approximately 230 people worked for Norad, all based in 

Oslo, Norway (Norad 2, 2012).    

 

1.2 THE STUDY: Research Question and Purpose  

In 2011/2012, Norad was criticized in the media for not being able to improve and adapt their 

work practices, and also for having a naïve and unrealistic approach when it comes to 

corruption in developing countries. In an interview in the Norwegian newspaper Aftenposten, 

a former Norad employee explained how Norad lacks a culture of criticism, where employees 

are able to receive and follow up on criticism on development work from external 

evaluations. Furthermore in the interview Norad was criticized for having an unrealistic 

attitude to corruption; it’s impossible to have a zero tolerance for corruption when working 

with development aid in countries that are imbued with corruption (Dahl & Salvesen, 2011). 

Additionally, in an open question to the Minister of International Development, the future 

development of independent evaluations for development assistance in Norway was 

questioned. A recent report from 2011 concluded that both Norad and the MFA make use of 

very few independent evaluations of development aid, and that this is a serious problem 

(Holmås & Woldseth, 2012). 

Improving and adapting work practices, practicing a zero-tolerance for corruption as well as 

making use of evaluations in order to know what works and what doesn’t within development 

aid projects are all central and specifically mentioned goals and ideals in Norad’s Strategy 

towards 2015. As will be elaborated on later in the thesis, Norad’s Strategy is in fact mainly 

focused on the quality and results of development assistance, and states that Norad is to draw 

lessons from what works and doesn’t; what works should be continued and done more of, and 

what doesn’t work should be modified, or if appropriate, phased out (Norad Strategy, 2011). 

As may be quite apparent, many of the central points of Norad’s current Strategy are similar 

to what Norad had previously been criticized for. From above, we know that the idea behind 

having a strategy is to establish overall priorities in order to guide the organization and its 

employees in a direction that seems appropriate in order to reach the organization’s preferred 

goals (Løwendahl & Wenestøp, 2003). Having this in mind, I found it interesting to study the 

actual operationalization of Norad’s Strategy by employees at Norad.  
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First of all, on the basis of Norad’s Strategy towards 2015, I intend to analyze how employees 

at Norad relate to the Strategy by researching the following:  

 

- Are employees at Norad familiar with the Strategy and its main content and focus? If 

so, how familiar are they with the Strategy? 

- Do employees at Norad use and prioritize the Strategy in their work? If so, how? 

- What do employees at Norad think about the main content and focus of the Strategy, 

especially in relation to their own and Norad’s work? 

- How do employees at Norad work and perceive their tasks, compared to the work 

processes and tasks described in the Strategy? 

- What do employees think about the overall function of the Strategy and its content?  

 

Furthermore, I wish to find out if, and if so, what, employees at Norad’s knowledge of- and 

relation to the Strategy can tell us about the actual role and function the Strategy plays for 

Norad’s employees and Norad as an organization. Based on a qualitative study of how 

employees at Norad relate to Norad’s Strategy towards 2015, the main research question of 

the thesis is thus the following: How do employees at Norad relate to Norad’s Strategy 

towards 2015, and what can this relation tell us about the role and function of the Strategy 

for Norad? The research question consists of two parts: 

 

1. How do employees at Norad relate to Norad’s Strategy towards 2015? 

2. What can the employees’ relation to Norad’s Strategy towards 2015 tell us about the 

about the importance, role and function of the Strategy at Norad? 

 

I will apply both cultural and institutional theories in order to reflect upon the main findings 

of my research. The cultural theories will be applied to reflect upon the Strategy’s possible 

cultural function for Norad and its employees, as well as different ways in which employees 

relate to Norad’s Strategy. Institutional theories will be applied to reflect on the possible 

symbolic function of Norad’s Strategy.   
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1.3 RELEVANCE AND IMPORTANCE OF RESEARCH TOPIC  

Many organizations have followed the trends within the organizational world and thus 

developed and implemented a strategy for their organization. Undoubtedly, these 

organizations spend many resources, both time and money, on developing- and following up 

on a strategy for their organization. Therefore, with all these resources put into developing 

and following up on a strategy, I argue that it is of great importance to understand what a 

strategy can contribute to for an organization. Even if traditional views of strategy see 

strategy mainly as the business of managers, and that this is still the most commonly held 

view upon strategy in organizations today, I argue that a research like this can raise awareness 

of the function and role of strategy within the given organization by looking at how a strategy 

is acted upon and is received by the organization’s employees, and thus how it actually works 

in practice. In my particular research, I aim to highlight the function and role of strategy in an 

organization driven by values by focusing on other functions of the strategy than the 

conventional view of strategy as a tool for leading the organization in a direction towards a 

desired goal in the future.   

 

1.4 THESIS STRUTURE  

The introduction has provided a brief overview of the background and purpose of the subject 

of this thesis, as well as the research question, which structures and guides the rest of the 

chapters. Following this overview is a chapter on methodology, where I account for the 

methodological foundation on which my research and analysis is based, how I chose to collect 

data, and how I have processed and analyzed the data material. Circumstances that may have 

affected the data collection, data material and analysis as well as a discussion of this data 

material will be given particular attention.  

In the following literature review, I start by giving a review of the different theoretical 

approaches within the field of organizational strategy presented in the introduction. Then, I 

introduce the concept of culture, and argue that culture theories, in particular on 

organizational culture, are suitable in order to understand the concept of organizational 

strategy, and thus to reflect around the research questions introduced earlier. The same relates 

to institutional theory, which I introduce in the last part of the literature review, focusing 

mainly on the work of Meyer & Rowan and DiMaggio and Powell.  
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Following the literature review, I briefly present the main focus and content of Norad’s 

Strategy. The Strategy has been the basis of this whole research, and is thus crucial in order 

to understand the analysis presented in the empirical findings. This chapter highlights 

patterns, complexities and contradictions in the data material and is categorized into three 

sub-chapters where I present 1. Employee’s familiarity with- and use of Norad’s Strategy 

towards 2015, 2. Employees’ knowledge and opinions about the main commitments and 

priorities in the Strategy and 3. Employees’ opinions about the importance and function of the 

Strategy for Norad as an organization. 

In the discussion I apply the theory presented in the literature review to reflect upon- and 

discuss the main empirical findings. Here cultural theories are used to discuss the Strategy’s 

role within Norad, and reflect upon its possible cultural function for Norad and its employees. 

Then institutional theory is applied to argue that Norad’s Strategy in many ways can be seen 

as a means to legitimize Norad’s work. Finally, I sum up the main findings of the research in 

a conclusion, where I also reflect around the limitations of the study, as well as propose a few 

recommendations for future research.  

2. METHODOLOGY 
 

In this chapter I will introduce, explain and critically assess the methodological approach used 

in this thesis. I will start by giving a brief introduction to the methodological positioning, 

social constructivism, and then give a profound description of how the data has been collected 

and analyzed. Lastly, I will present a critical assessment the methodological positioning, data 

collection and data analysis.  

 

2.1 METHODOLOGICAL POSITIONING  

The research methods used in this thesis are based on the foundation of social 

constructionism, which states that human action is thought to arise from the sense that people 

make of different situations, rather than as a direct response to external stimuli. Within the 

epistemology of social constructionism, reality is viewed as something which is socially 

constructed, where people make sense of the world through sharing their experiences verbally 

(Thorpe, Jackson, & Easterby-Smith, 2008). Symbolic interactionism derives from the 
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epistemology of social constructionism, and explains in broad terms how my thesis came into 

being. Thagaard (2004) explains: “In symbolic interactionism, the researcher starts with the 

research objects’ subjective understanding, and then strives to reach an understanding of the 

deeper meaning of the research objects’ actual experiences (Thagaard, 2004). Because social 

constructivism and symbolic interaction favors a reflexive research design, the research 

approach is argued to be suitable for discovering processes and meanings, as it is flexible, and 

the data collection less artificial (Thorpe, Jackson, & Easterby-Smith, 2008). I thus found this 

methodological research positioning suitable for the purpose of answering the research 

questions.  

 

The question of validity within a social constructionist research approach is debatable. 

According to Thorpe, Jackson, & Easterby-Smith (2008), the results of constructivist research 

should be believable and be researched through transparent methods. In the next section of 

this chapter, I will therefore present the methods applied to collect the data used this thesis, 

how the gathered data was summarized and analyzed, and how theory has been applied to 

form explanations of my empirical findings. 

 

2.2 DATA COLLECTION  

The data collection for this thesis is mainly based on empirical research, and consists of both 

semi-structured interviews and secondary resources in written form. The two methods are 

explained and discussed below.  

 

2.2.1 SEMI-STRUCTURED INTERVIEWS 

In order to gather the primary data material for my thesis, I interviewed a sample of 

employees at Norad. According to Thagaard (2004), the interview method is especially suited 

to acquire information about how the research object’s experience and understand him/herself 

and his/her surroundings. According to Bang (1988) the interview method is highly flexible, 

and allows the researcher to ask unplanned questions and the interviewee can make use of 

his/her own language and terms. Accordingly, this type of study is particularly suited to the 

overall aim of discovering how employees relate to Norad’s Strategy towards 2015. The 

interview method enabled me to ask questions concerning the Strategy, such as what the 
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interviewees thought and knew about the Strategy and its content, and how important 

interviewees perceived the Strategy and its content to be for their work, and for Norad as an 

organization.  

 

As explained in the introduction, Norad is organized into ten departments, and some of these 

departments are further organized into sections. Five of Norad’s departments work with tasks 

concerning the streamlining of Norwegian development assistance in general, whereas the 

other five departments have either specific and limited tasks or supportive functions. For the 

purpose of this research, I chose to invite and interview employees only from the five 

departments that work with tasks concerning the streamlining of Norwegian development 

assistance in general. This was mainly because, prior to conducting the research, I was 

informed by Norad that these departments are the ones that are most affected by the 

Strategy’s content, as they work with most of the areas and tasks that are mentioned in the 

Strategy. The employees in these five departments can therefore be assumed to be the ones 

who operationalize the Strategy.  

 

The sample I chose consists of 17 people, seven managers, and ten line workers, seven men, 

and ten women, all currently employed in one of the five researched departments at Norad. 

The managers, both men and women, were mostly lower level managers, and are here viewed 

as having some form of employee responsibility. The line workers, also both men and 

women, were advisors, junior advisors or executives. Within each of the five departments, I 

chose to interview 10% of the employees. The five departments varied in size, the smallest 

with only 27 employees, and the largest with 48 employees. In order to get a representative 

sample, I thus interviewed two employees in some departments, and up to five in others. 

Within each department, I interviewed at least one person with a management position, and 

one line worker, however which section these interviewees worked in was chosen randomly. 

The method used for choosing interviewees can be called quota sampling, as I invited 

interviewees according to which department they worked in and to their position, and not 

randomly.  By using this method, I was able to ensure a representative sample of employees 

from all of the five departments, as well as employees with different positions and different 

responsibility levels (Berg, 2001 in Thagaard, 2004). 
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The interviews were performed in a semi-structured format, with the use of a topic guide to 

structure the interviews. I chose to semi-structure the interviews this way, so that the 

interviewees could speak freely about the different themes I wanted to learn about (Thagaard, 

2004).  The topic guide contained five main topics, with several follow-up questions to each 

topic. The topic guide was structured after the content of the Strategy, but only included 

topics that related to overall and specific points of the Strategy. For more details, see the topic 

guide in Appendix D. I kept the same topic guide to structure all of the 17 interviews, but I 

did not always ask the interviewees all the main questions prepared in advance. As the 

interview objects had different positions and work responsibilities within Norad, they had 

different levels of knowledge of the Strategy and the topics I questioned them about, and I 

therefore adapted my questions accordingly. To guide the interviewees during the interviews, 

I also had specific examples drawn from the Strategy leaflet. I used a combination of sound 

recordings and notes to record the interviews. Each of the 17 interviews lasted from just over 

18 minutes to almost 52 minutes. 

 

2.2.2 DOCUMENTS FROM NORAD  

The main second data resource used in the thesis is Norad’s Strategy; Norad’s Strategy 

towards 2015: Results in the Fight against Poverty (Appendix A), which was the starting 

point for the research. Because my objective was to find out how employees at Norad relate to 

Norad’s Strategy, it was crucial to include the Strategy in the thesis. First of all, the Strategy 

and its content were used to structure the topic guide which I used in the interviews. 

Secondly, the content of the Strategy was used in the analysis later in the thesis, where I 

present main empirical findings in relation to the content and intention of the Strategy.  

 

Throughout the interviews, several interviewees talked about other documents that guide and 

steer work at Norad. Some of these documents, such as Norad’s Mandate, Norad’s allocation 

letter and the Parliamentary Bill, were given much emphasis by the interviewees, so I chose to 

also include parts of these in my analysis. Norad’s Mandate can be found in English (my 

translation) in Appendix C. 
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2.3 DATA-ANALYSIS AND DISCUSSION  

In order to increase reliability of the research, Thaagard (2004) argues that the researcher 

should critically go through the basis of his/her own interpretations, as the researchers claims 

are always a matter of perception and interpretation. In the following paragraphs, I will 

therefore account for how I have analyzed the gathered data material and what influenced me 

in selecting and interpreting the data material the way I have done. 

 

The analysis and discussion of the research can be characterized by abduction, meaning the 

combination of an inductive and deductive approach to research. In an inductive approach to 

research, the theoretical perspective is developed based on an analysis of the data material 

(Thagaard, 2004), and thus allows for data to speak for itself by generalizing empirical 

observations into more abstract concepts (Miller and Brewer, 2003). The inductive approach 

preserves ambiguity and contradiction, and thus allows for a more faithful view of the 

interviewees (Thorpe et al., 2008).  In a deductive approach however, research starts with 

hypotheses found in earlier theories (Thagaard, 2004); general theory is applied to data in 

order to deduce from that theory an explanation for empirical findings (Miller and Brewer, 

2003). Abduction, the combination of induction and deduction, highlights the dialectic 

relationship between theory and data; the established theory is a starting point for the 

research, and an analysis of the patterns in the data creates a basis for new theoretical 

perspectives (Thagaard, 2004).  

 

The starting point of the research, how employees at Norad relate to Norad’s Strategy, can be 

characterized by a deductive stage, as I deduced the research topic by looking at existing 

literature and theory I was already familiar with. Management literature and theories about 

culture and strategy, the criticism Norad has received in the media, as well as discussions 

about similar topics at Copenhagen Business School, inspired me to do the research and also 

influenced how I structured the topic guide for the interviews. However, although the research 

started with a deductive approach, the data material collected was further analyzed and 

discussed with a combination of both inductive and deductive stages. The original data 

material appeared at first as very complex, and was therefore difficult to categorize and not 

directly comparable (Bang, 1988). In the initial stages of analysis, in order to get an overview 

of the data material, I thus started categorizing the original data material from all the 
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interviewees after the main topics of the topic guide. Here, I concentrated and shortened the 

data by comparing the information from all the interviewees about each topic. Also, in 

addition to this theme- based approach to analysis, I included what Thagaard (2004) calls a 

person-centered approach, meaning that I made a distinction between managers and line- 

workers, by looking at differences and similarities between these two person- type’s answers 

within each topic in the analysis.  

 

After having concentrated and categorized all data, I induced several sub-research questions 

that I found relevant to explain Norad’s employees’ relation to Norad’s Strategy towards 

2015. As stated in the introduction, the sub-research questions are: How familiar are 

employees at Norad with the Strategy, and how do they use the Strategy in everyday work? 

What do employees at Norad know and think about the Strategy’s content, especially in 

relation to their own and Norad’s work? How do employees at Norad work and perceive their 

tasks, compared to the work processes and tasks described in the Strategy? What do 

employees at Norad think about the Strategy and its function for Norad as an organization? 

Based on these sub-research questions, I summarized and discussed the main findings of my 

data material further into three main analytical categories: 1. Employee familiarity with- and 

use of Norad’s Strategy, 2. Employee knowledge and opinions about the main commitments 

and priorities in the Strategy and 3. Employee opinions about the function and importance of 

the Strategy for Norad as an organization. The main empirical findings within these three 

categories will be presented later in the thesis. 

 

During the analysis, I further induced interesting patterns and findings from the data material. 

My initial aim of finding out how employees at Norad relate to Norad’s Strategy towards 

2015 was therefore extended to also include how employees’ relation to Norad’s Strategy 

towards 2015 can explain the function and importance of the Strategy for Norad and its 

employees. In a discussion of the thesis, I have thus related the main empirical findings of 

how employees at Norad relate to the organization’s Strategy to different theories presented in 

the literature review in order to reflect upon, and discuss the possible function and importance 

of the Strategy to Norad’s employees and to Norad in general. As pointed out earlier, my 

theoretical knowledge and anchoring prior to the thesis-writing has influenced the core in the 

main findings. However, these findings also influenced me in my choice of literature to 
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research and include. The possible explanations that I have included in the discussion were 

thus deduced both from some of the theories I started out with in the initial stages of my 

research, and from theories and literature that I had not thought of and/or did not have any 

previous knowledge of prior to the research. The research process can therefore be 

characterized by a dialectic relationship between theory and empirical findings. 

 

2.4 METHODOLOGICAL CONSIDERATIONS  

There are several circumstances that have influenced the interviews and data collection in 

general, the data material gathered, and the analysis and discussion of this data material, and 

these will be accounted for- and discussed in the in the following pages. 

 

2.4.1 THE INTERVIEWS AND DATA MATERIAL  

In this section, I will reflect upon different circumstances that have affected the interviews I 

conducted, and thus the data material I gained from these interviews.  

 

My personal and theoretical background 

According to Thorpe, Jackson & Easterby-Smith (2008) “Personal background affects what 

the researcher can see: experience act both as a sensitizer and as a filter for the researcher”. 

Both before and during the interviews, my theoretical and personal background influenced 

how I structured the topic guide, what I chose to ask the interviewees, and what I looked for 

during the interviews, and thus acted as a both a sensitizer and a filter for what I was able to 

obtain in my data material. The research at Norad was the first time I conducted a qualitative 

research; I had thus no previous experience in writing a topic guide, or in conducting an 

interview.   

 

The data material was collected primarily through interviews that were structured around a 

topic guide. However, how I chose to structure my topic guide was influenced by how I 

initially read and perceived Norad’s Strategy. Since I chose to interview a sample of 

employees from the five departments at Norad that work with tasks concerning the 

streamlining of Norwegian development assistance in general, I particularly included topics 

and key questions related to the parts in the Strategy that I thought to be most relevant, and 
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specifically aimed at employees within these five departments in my topic guide. Also, how I 

perceived the Strategy and thus structured my topic guide was influenced by my initial 

knowledge of Norad as an organization, the criticism Norad had received in the press, as well 

as my theoretical background.  

 

What I looked for during the interviews, and how I conducted the interviews, can be related to 

both my lack of experience as a researcher, and to my position as an outsider to Norad during 

the research. According to Thorpe, Jackson & Easterby-Smith (2008), insiders will be able to 

see and understand things that will make no sense to outsiders, whereas outsiders will notice 

things that may have become invisible to insiders. First of all, my position as an outsider 

enabled me to question Norad’s employees’ relation to the organization’s Strategy. It seems 

as if few of the interviewees had thought about the Strategy in a critical way before, and, as an 

outsider, I was able to question how employees actually relate to the Strategy in their work at 

Norad, as well as the function and importance of the Strategy in Norad as an organization. 

 

However, as an outsider to Norad, I also had less knowledge about Norad, including work 

processes, responsibilities and task divisions, compared to the interviewees. To illustrate, in 

some interviews, primarily the first ones, I had a hard time formulating concrete questions, 

and I discovered that some of the interviewees had different responsibilities and tasks than I 

had assumed initially. Accordingly, the interviewees’ did not always understand all of my 

questions, and/or some of the words that I used in my questions. Also, I might have 

understood the interviewees differently than they indented, and therefore asked inappropriate 

follow-up questions. However, as my knowledge about Norad improved, together with the 

experience I gained in the first interviews, I increasingly became more confident as an 

interviewer, and thus more reactive and better at asking concrete and relevant questions which 

the interviewees could relate to. As a result, I feel confident that I managed to collect a 

sufficient amount of data material of good quality to serve the purpose of the research. 

 

The contact during the interviews 

The personal relationship that develops between the interviewee and the researcher in the 

interview-situation is according to Thagaard (2004) an important methodological point, 

because the trust and credibility gained in the interview situation is crucial for the interviewee 
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to openly and freely speak about his/her own experiences. During the research, I experienced 

that all of the interviewees seemed interested in the research topic, usually gave me nuanced 

and long answers, and appeared confident during the interview. Two possible reasons can 

explain why: firstly, all of the interviewees had voluntarily agreed to be interviewed, and had 

in advance of the interview received detailed information about my background and that they 

would be treated with confidentiality in the thesis. Secondly, I always let the interviewee 

finish speaking about topics of their interests, and I did not interrupt them, even if the topic 

they talked about was peripheral to my research question.   

 

Some of the key questions in the topic guide turned out to be not very relevant in relation to 

the research question. For example the question of what the interviewee thought of being 

most important within development aid proved superfluous. However I still kept the same 

topic guide during all the interviews, asking many questions not specifically related to my 

research question. This is because I found that the more the interviewees talked about subjects 

of their interest, like their own job and specific tasks and projects they worked with, the easier 

it became for me to ask them questions specifically concerning the Strategy and their relation 

to it. I thus felt that the interviewees got more comfortable with the situation by talking freely 

about their interests, and that this contributed to the interviewees giving me more honest and 

deep answers to the questions specifically related to the research topic.  

 

The problem of giving the “correct answers”  

According to Thorpe, Jackson & Easterby-Smith (2008) it is important for the researcher to 

consider if the interviewee is telling the researcher what she/ he actually means, if the 

interviewee is giving an answer he/she thinks the researcher wants to hear, or an answer 

which is characterized by how the interviewee wishes to present her/himself to the researcher. 

Because the research was about how employees relate to Norad’s Strategy, it was key that 

interviewees told me what they actually meant, and not what they thought I wanted to hear, 

nor something that they believed would present themselves in a good way. In order to get 

spontaneous and honest answers, I therefore decided not to tell the interviewees about the 

Strategy before the interviews, and I did not ask them to prepare for the interview.  
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Because I chose to not ask the interviewees to read the Strategy beforehand, the questions 

about the Strategy and its content came as unexpected. Some of the interviewees told me 

initially that they did not know much about the Strategy nor its content, and it was therefore 

hard for the interviewees to give me concrete answers to questions specifically related to the 

content of the Strategy in the beginning of the interviews. This was especially true for line 

workers, and not so much the managers. However, when I gave interviewees concrete 

examples, showing them the Strategy leaflet, and after having talked more about the content 

of the Strategy, Interviewees could more easily give me answers and reflect around the 

Strategy. By not informing the interviewees about the Strategy before the interview, I thus 

experienced that interviewees gave me honest answers regarding the Strategy. However, I 

also experienced that many interviewees probably knew more about the Strategy’s content 

than they initially told me. 

 

The interviewees’ background 

After having conducted several interviews, I found that the answers I got were somewhat 

colored by the interviewees’ pervious work experiences, and their current work situation at 

Norad. Firstly, Interviewees tended to compare their own and Norad’s ability to work with- 

and follow up on several commitments, tasks and goals in the Strategy with their previous 

workplace. Secondly, in some situations, the answers I received depended on what the 

interviewee worked with at the time when I did my interviews. Typically, interviewees who 

were in were involved in large projects had more knowledge about the Strategy and its 

content, and were more positive to the Strategy’s function in Norad, than interviewees who 

worked mostly alone. Lastly, answers often varied in relation to the interviewees’ position in 

Norad. Interviewees typically gave me explanations and examples related to their own work 

and tasks, and because managers and line workers have different work and tasks, they thus 

often expressed their opinions differently.  

 

The choice and size of sample 

According to Bang (1988), as the interview method is time-consuming, it is unrealistic to 

interview all employees of an organization, and a sample of the organization’s members is 

therefore usually chosen. I chose to interview a sample of 17 employees from five of the ten 

departments at Norad. However, there are around 230 employees at Norad, of which 175 of 
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work in these five. The fairly small size of the research sample compared to the total amount 

of employees at Norad leads to three methodological considerations. 

 

Firstly, as the research sample was so small, whom I ended up interviewing certainly had an 

effect on the data material I obtained, and thus the results of the thesis (Bang 1988). Secondly, 

there is a chance that the interviewees can recognize their answers and opinions in my 

analysis. However, the chance is small, as I discovered that many interviewees had similar 

answers, and I have not included personal- sensitive information in the thesis (Thagaard, 

2004). Thirdly, because the research sample was rather small, one must be careful to 

generalize the results developed in this thesis, and apply them to other situations. However, 

can nevertheless raise awareness, and provoke and inspire further research within the same 

research topic (Thagaard, 2004). 

 

The translation of the data material 

The interviews were conducted in Norwegian; however, I had to translate the answers I 

received into English before analyzing the material. Since I had to translate the data material, 

I might not have been able to give the exact rendering of the interviewees’ answers, and this 

might also have affected the analysis of the data material as well as the discussion of the main 

findings. 

 

2.4.2 THE DATA ANALYSIS AND DISCUSSION  

The abductive approach to analysis and discussion in this thesis, including a summary of the 

original data material and the meaning of this material, is based on a Social Constructivist 

approach to analysis. A methodological problem within Social Constructivist research is that 

data material has to be reduced and categorized, meaning that something has to be left out. 

According to Silverman (2005), every way of seeing is also a way of not seeing, and some 

things will thus be ignored or neglected.  

 

When categorizing and concentrating the data material in in the analysis, I reduced it 

significantly by a large amount. In the initial stages of analysis, some parts were reduced 

because of its bad quality due to my lack of research experience and thus misunderstandings 

in the initial stages of research. However, as I continued the analysis, I further eliminated data 
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which I saw as superfluous in answering the research questions. I therefore ended up 

including only a summary of the main content and the parts of the data material that I found 

most relevant in order to explain how employees at Norad relate to the Strategy. 

Consequently, I also had to ignore a large part of possible findings in the data material. The 

data material that I found most relevant is a result of both my interpretation of the 

interviewees’ understandings, and my personal and theoretical background. According to 

Thagaard (2004), in both the deductive and inductive phases of analysis, the academic 

platform that the researcher represents will characterize the researcher’s understanding of the 

empirical findings. Simultaneously, the researchers’ understanding will be an interpretation of 

the research object’s understandings. What I have included in the analysis and discussion is 

thus a result of my interpretation of the data, based on my previous experiences as a 

researcher, my knowledge and overview of, Norad, Norad’s Strategy and Norad’s position 

within Development Aid Assistance, as well as my theoretical anchoring and knowledge.  

 

3. LITERATURE REVIEW  
 

In this chapter, I will introduce the different concepts and theories that I have identified as 

relevant in order to answer the research question. First, I will briefly reflect around the 

concept of strategy. Secondly, I will introduce the concept of culture, focusing on 

organizational culture, and argue that this concept is useful when looking at employee’s 

relation to strategy. Lastly, I look at the concept of institutional theory and isomorphism, 

demonstrating that these two concepts are highly linked to cultural theories on organizations, 

and are thus also relevant in order to highlight the main findings in this thesis.  

 

3.1 UNDERSTANDING STRATEGY 

In the introduction of the thesis, I explained that a strategy in broad terms can be seen as the 

long-term direction of an organization, as is illustrated by the definition of Johnson et. al. 

(2008). The literature and theories produced on strategy the past 60 years are wide ranging 

and even conflicting in how they present strategy and the strategy making process (Hatch, 

1997). As pointed out in the brief overview of different understandings of strategy in the 
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introduction, theories with a modernist perspective on strategy have had a strong influence 

within the field of organizational strategy, and more recent studies question the human 

rationality implicit in the modernist influenced theories (Johnson et.al, 2007). Therefore, 

many strategy books of today generally include several different perspectives on the concept 

of strategy, including both conventional, modernist approaches, as well as symbolic-

interpretive approaches.  

 

As seen, most theories of organization strategy tend to focus mostly on the strategy 

formulation and strategy making process, and not so much on how employees relate to- and 

perceive the strategy, and thus how the strategy is acted upon and operationalized by the 

organization’s employees. In order to reflect upon and understand the actual function and role 

of strategy in an organization, I agree with Alvesson (2002), and argue that it is useful to 

apply cultural theories in order to understand strategy. Alvesson (2002) argues that culture 

and strategy are often intertwined and thus that in the same way as an organization can be 

seen as a culture, strategy, at least when involving a large part of the collective, can in turn 

also be seen as culture. The point made by Alvesson (2002) is not that that strategy itself is 

replaced by culture, but that strategy can be seen as cultural manifestation. I will therefore 

turn the focus here to the cultural theories which I perceive to be relevant in order to answer 

the research question of this thesis. The concept of culture is wide ranging, including several 

different and often contradicting theories. I recognize the great variety of literature on the 

topic; however here I will discuss the particular theories and models of culture useful for 

highlighting, explaining and discussing the findings of my research specifically.  

 

3.2 THE CONCEPT OF CULTURE 

Culture can broadly be seen that which is shared, such as values, understandings and 

knowledge, expressed, reproduced and communicated partly in symbolic form (Alvesson 

2002, Hatch 1997). Cultural elements can include artifacts, symbols, norms, values, beliefs 

and assumptions that are interrelated in a web of interwoven meanings- a set of core 

assumptions and a worldview, accessible to all members of the culture and/or subculture 

(Hatch, 1997). Consequently , culture is about that which is taken for granted, but is also seen 

as providing group members with a shared understanding, feelings of clarity, direction, 

meaning and purpose, and which contributes to how groups of people respond to- and behave 
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in relation to issues they face (Johnson et. al. 2008). Central for the culture concept is thus the 

importance of shared meanings for any coordinated action; a sense of common, taken for 

granted ideas, beliefs and meanings necessary for continuing organized activity (Alvesson, 

2002).  

 

Organizational culture can be seen as a particular culture taking form within the boundaries of 

an organization: a set of meanings and values shaped by members of an organization that 

defines the appropriate ways for people to think and behave with regard to the organization 

(Watson, 2006). Organizational culture can thus be thought of as the shared rules governing 

cognitive and affective aspects of membership in an organization (Kunda, 2006). 

Organizational culture is a result of many different factors. First of all, the employees of the 

organization, with their knowledge, values, personalities, experiences and educational 

background will affect the content of the organizational culture (Bang, 1988). Before joining 

the organization, employees have already been influenced by multiple cultural institutions 

such as family, community, nation, state, educational systems, and other work organizations, 

and these associations all interact in shaping their attitudes, behavior and identity (Hatch, 

1997). Furthermore, the context and society in which the organization operates will affect its 

organizational culture: the business market, the culture of the industry, national culture(s), as 

well as laws and regulations (Bang, 1988; Watson, 2006). What is organizational and unique 

is therefore the way a particular mix of cultures combines and interacts within the boundary 

of the organization (Martin, 1992).   

 

Even though individual meanings are important and may vary considerably within a group, in 

a cultural context it is always shared meanings within the organization that are of interests 

(Alvesson, 2002).  Following Weick’s reasoning (in Hatch & Cunliffe, 2006), people 

recognize and make sense of organizational structures, problems and issues on the basis of 

past experience and what they come to believe to be true about the world. However, how 

people respond to and deal with issues is not just a matter of individual cognition. Thus, one 

can say that how people respond to and deal with issues within an organization is often 

culturally informed meaning that organizational members can use culture in order to make 

sense of their working lives (Johnson et. al., 2008; Martin, 1992).Because culture can be 

argued to provide group members with a shared understanding, feeling of clarity, direction, 
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meaning and purpose, culture can be said to facilitate coordinated human life within the 

organization (Alvesson, 2002). Organizational culture can in many ways be related to the 

notion of organizational identity, because organizational identity can be seen as an important 

collectively held frame invoked by members in order to both interpret and to take action, that 

is, to make sense of their world. Organizational identity can be defined as the shared beliefs of 

(organizational) members about central, enduring and distinctive characteristics of the 

organization. Organizational identity thus refers to members’ shared meanings and 

experiences of- and beliefs about the organization as a whole (Gephart, 1993; Weick 1995, in 

Golden Biddle & Rao, 1997).  

 

In her theory, cultural theorist Joanne Martin (1992) introduces three different perspectives on 

organizational culture: integration, differentiation and fragmentation. On the basis of Martin’s 

perspectives, I will now go deeper into literature on organizational culture by focusing 

specifically on two of these perspectives, namely organizational culture as integration and 

organizational culture as differentiation. 

 

3.2.2 CULTURE AS INTEGRATION AND SCHEIN’S THEORY OF 

ORGANIZATIONAL CULTURE  

According to Martin (1992), organizational culture from an integration perspective is that 

which is shared; something free of doubt, uncertainty, or dissent. Culture is characterized by 

organization-wide consensus, consistency and clarity, shared by all the members of a culture, 

at all hierarchical levels, emphasizing interpersonal, even familial closeness. Inconsistencies 

are sometimes acknowledged, but resolved through finding deeper underlying consistencies. 

Cultural members know what they have to do and why, because culture exists to control the 

uncontrollable and bring predictability to the uncertain. From this perspective, culture is thus 

used as a sense-making activity by employees to bring clarity to their working lives (Martin, 

1992). Martin’s perspective on culture as integration is in many ways similar to cultural 

theorist Edgar Schein’s theory on organizational culture. Schein (2010, p. 18) defines 

(organizational) culture as  
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“A pattern of shared basic assumptions learned by a group as it solves problems of external adaptation and 

internal integration, which has worked well enough to be considered valid, and therefore, to be taught to new 

members as the correct way to perceive, think, and feel in relation to those problems”. 

 

In his theory, Schein argues that culture is something that is constantly reenacted and created 

by our interactions with others, and shaped by our own behavior. However, at the same time, 

culture does imply stability and rigidity in the sense that how we are supposed to perceive, 

feel and act in a given group, organization or society has been taught to us by our various 

socialization experiences and has become prescribed as a way to maintain the social order. 

These rules of the social order make it possible to predict social behavior, get along with each 

other and find meaning in what we do. Culture can thus be thought of as the foundation of the 

social order that we live in and of the rules we abide by (Schein, 2010). Schein further argues 

that culture can be manifested in several observable events and underlying forces, such as 

group norms, espoused values, shared meanings and formal rituals. These events can be found 

in several complex cultural theories, however, according to Schein, they are not to be thought 

of as the culture itself, but as a reflection or manifestation of it. In other words, culture 

manifests itself at the level of artifacts and espoused values and beliefs that are recognized, 

responded to and maintained by the members of the culture, but its essence lies in the 

underlying basic assumptions (Schein, 2010). 

 

Schein (2010) distinguishes between three levels in which culture can be analyzed: artifacts, 

espoused values and basic underlying assumptions. The three different levels refer to the 

degree to which the cultural phenomenon under analysis is visible to the observer, and range 

from the very tangible overt manifestations that you can see and feel to the deeply embedded, 

unconscious, basic assumptions that Schein (2010) defines as the essence of culture. Between 

these two levels is the level of espoused values, norms and rules for behavior that members of 

the culture use as a way of depicting the culture to themselves and others (Schein, 1992). 
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Schein (1992), figure 9: Uncovering the levels of culture 

 

The first level, artifacts, represents the level at the surface of the culture, and includes 

phenomena an observer from outside the culture can see, hear and/or feel. Artifacts can be 

visible products of the group, such as its language, style, published list of values and formal 

descriptions of how the organization works, as well as observable rituals, ceremonies and 

behavior. This cultural level is easy to observe as observers can describe what they see and 

feel. However, it is not easy from that alone to understand what those things mean in a given 

group (Schein, 2010). 

 

The next level, espoused beliefs and values, includes the values, beliefs and norms of a group. 

The espoused beliefs and values are conscious and explicitly articulated because they serve 

the normative or moral function of guiding members of the group in how to deal with certain 

key situations, and in teaching new members how to behave. Still, they are negotiable, and 

therefore not always transformed into a group’s shared assumptions.When analyzing a group 

or an organization’s espoused beliefs and values, one must therefore try to distinguish 

between those beliefs and values that are congruent with the underlying assumptions that 

guide performance, those that are part of the ideology of the organization, and those that are 

rationalizations or aspirations for the future. For instance, if values are not based on prior 

learning, they might only represent what people will say in a variety of situations, but this can 

be out of line with what people actually do in situations where those values should be 
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operating (Schein, 1992). Espoused beliefs and values are also often abstract and mutually 

contradictory, and often leave large areas of behavior unexplained (Schein, 2010). 

 

The deepest cultural level in Schein’s model, basic underlying assumptions, refers to taken for 

granted solutions with little variation within a social unit. Values that are susceptible to 

physical or social validation and that continue to work reliably in solving the group’s 

problems will become transformed into a groups basic underlying assumptions (Schein, 

1992). According to Schein (2010), basic assumptions tend to be non-debatable, and are 

therefore very difficult to change. The shared basic assumptions that make up the culture of a 

group can be thought of at both the individual and group level as psychological cognitive 

defense mechanism that permit the group to continue to function. At the same time, culture at 

this level provides the group members with a basic sense of identity and defines the values 

that provide self-esteem (Hatch & Schultz, 2004 in Schein, 2010). Basic assumptions are 

therefore the implicit assumptions that actually guide behavior, that tell group members how 

to perceive, think about and feel about things (Schein, 1992). 

 

3.2.3 CULTURE AS DIFFERENTIATION AND ORGANIZATIONAL 

SUBCULTURES 

Even though Schein’s cultural definition leans towards patterning and integration, the theory 

acknowledges that a given group, organization or society may split into subgroups that 

develop their own subcultures; leading to what Joanne Martin calls a differentiated and/or 

fragmented culture (Schein, 2010). Accordingly, like several cultural theorists, Schein and 

Martin acknowledges that culture integrates human diversity with a shared sense of belonging 

that can be expressed in a multitude of ways, only a few of which are likely to be 

acknowledged by every cultural member (Hatch & Cuncliffe, 2006). According to Schein, 

organizational subcultures share many of the assumptions of the total organization but also 

hold assumptions beyond those of the total organization, usually reflecting functional tasks, 

the occupations of members, hierarchical position within the organization or unique 

experiences (Schein, 2010). Furthermore, Schein (2010) argues that much of what goes on 

within an organization that has existed for some time can actually best be understood as a set 

of interactions of subcultures operating within the larger context of the organizational culture, 

co-existing in harmony, conflict or indifference to one another (Martin, 1992).   
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The dominant subculture in an organization is typically put forward by top management, and 

can be referred to as corporate culture (Hatch & Cunliffe, 2006). Corporate culture may be 

seen to establish a certain world-view, a particular set of values and/or emotions among the 

organizations members. Management communicates ideas about what exists, what is good 

and what should be accomplished. Corporate culture is in many ways similar to what can be 

called an organization’s ideology; the visions and ideals prescribed by top management. 

Corporate culture, or an organization’s ideology is thus not to be seen as organizational 

culture, because organizational culture refers to the actual meanings found in the organization 

(Alvesson, 2002).  Still corporate culture or an organization’s ideology is not necessarily very 

different from organizational culture (Alvesson,1995; Kunda, 1992 in Alvesson, 2002). 

Typically in an organization some subcultures will support the corporate culture, some 

subcultures may hold independent values and beliefs that neither interfere with nor celebrate 

the dominant subculture, and there is also the possibility that some subcultures will hold 

values and beliefs that actively challenge corporate culture (Siehl & Martin in Hatch & 

Cunliffe, 2006).  

 

3.2.4 ORGANIZATIONAL CULTURE AND THE CONCEPT OF STRATEGY  

As mentioned in the beginning of this chapter, the concept of culture and organizational 

culture is useful when seeking to understand the concept of strategy (Alvesson, 2002). In fact, 

Weick (1985 in Alvesson, 2002) suggests that culture and strategy describe the same 

phenomena, because both culture and strategy guide expression and interpretation, they 

concern acts of judging, justifying, affirming and sanctioning, they provide direction, suggest 

a way of ordering the world, and they provide continuity and identity. In a similar way, 

Brown (1995 in Alvesson, 2002) argues that an organization’s formulated strategy is indeed a 

cultural artifact, helping employees to understand their role in the organization. This is in 

many ways similar to what Schein (2010) argues in his theory on culture, because artifacts 

can be seen to manifest culture, and that artifacts include several observable elements such as 

for example groups norms, espoused values, shared meanings and formal rituals. Furthermore 

in Brown’s (1995 in Alvesson 2002) theory, culture is seen to affect strategy formulation, and 

the strategy can thus be seen as a focus for identification and loyalty, which encourages 
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motivation, and provides a framework for ideas that enables individuals to comprehend their 

environment and the place of their organization within it.  

 

In many ways I agree with Brown and Weick and argue that both culture and strategy can be 

seen to describe many of the same things, and that culture can be seen to affect the strategy 

formulation of an organization. Still, what is also implied in these theories is organizational 

consensus with regards to culture. Indeed, in order for organizational members to agree with- 

and make sense of what the strategy includes in the same way, they also need to hold the 

values, beliefs and assumptions of the organizational culture. However, when for instance 

formulating a strategy, the values, beliefs and assumptions of all of the organization’s 

subcultures may not be taken into consideration and may thus not be manifested in the 

strategy. I therefore argue that a cultural view of strategy must also take into account that an 

organization may contain important subcultures, and therefore that all members of an 

organization may not necessarily understand and make sense of the strategy in the same way 

(Johnson et. al., 2008).Therefore, when seeking to understand the relationship between 

organizational culture and an organization’s strategy, it may be possible to identify some 

aspects of culture that pervade the whole organization. However, it may also be realistic to 

assume that many of the nice-sounding ideals typically communicated in strategies to make 

people think and feel in a particular way, are only partially realized (Alvesson, 2002).  

 

3.3 INSTITUTIONAL THEORY AND THE CONCEPT OF 

ISOMORPHISM   

Institutional theory and the concept of isomorphism are both perspectives that build on the 

cultural concept within organization theory, and are mainly based on the theories of Meyer & 

Rowan and DiMaggio & Powell. In institutional theory the environment is seen as a culture 

that provides a more or less shared view of what organizations should look like and how they 

should behave. As organizations typically face numerous demands and pressures from their 

environments because of their dependence upon resources and legitimacy, the environment 

outside the organization can be argued to have great influences on both organizational 

structure and organizational outcomes (Hatch & Cuncliffe, 2006). For instance, in their 

theory, Meyer & Rowan (1977) argue that the formal structures of many organizations, such 
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as rules, strategies and guiding manuals, reflect the myths of the environment outside, instead 

of the demands of the organization’s work activities. Moreover, rationalized arguments such 

as for instance organization strategy, taking form as myths, can often not be objectively 

tested, but stand as rational on the basis that everyone knows them to be effective, important 

and therefore true. Rationalized myths are thus part of the institutional context, or 

environment in which organizations operate (Hatch, 1997). 

 

The idea behind isomorphism and institutional theory is that incorporating practices and 

procedures defined by prevailing rationalized concepts of organizational work 

institutionalized in society into the organization increases the organization’s legitimacy and 

its survival prospects, independent of the actual efficacy of the acquired practices and 

procedures (Meyer & Rowan, 1977). In other words, in order to signal to the environment that 

the organization is successful, the organization can structure itself by copying or imitating the 

structure of other successful firms within the same environment (Hatch, 1997). The process of 

imitating or copying other successful firms is also known as isomorphism. Di Maggio and 

Powell (1983) define isomorphism as 

 

"A constraining process that forces one unit in a population to resemble other units that face the same set of 

environmental conditions. As an answer to uncertainty, an organization will choose to model itself after 

organizations in the same field and that they consider successful” (Di Maggio and Powell, 1983, p. 150).  

 

To illustrate, in society today there is a tendency to express more and more concerns as 

strategic. Having an organizational strategy can thus be seen as elevating status in society, and 

being strategic, or having a strategy, may be seen as a symbol for what counts, what is 

rational and superior to everyday organizational life and activities (Alvesson, 2002). 

Organizations can thus develop a strategy in order to signal to the environment that they are 

successful and important. By developing a strategy, organizations may secure approval and 

support, and thus increase their legitimacy. Furthermore, Johnson et. al. (2008), argue that the 

organization’s strategy itself can be shaped by the organization’s need for legitimacy, for 

example by including in the strategy normative expectations or that which is taken for granted 

as appropriate in the environment in which the organization operates. 
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Isomorphism, the imitation of other firms in society that are seen as successful, can be argued 

to be highly symbolic, because organizational structure, for instance organizational strategy, 

will not necessarily improve actual day to day activities and outcome of the organization. 

Meyer & Rowan (1977) argue that a sharp distinction should be made between the formal 

structure of an organization and its actual day-to-day activities. The organization’s formal 

structure is a blueprint for activities, linked by explicit goals and policies that make up a 

rational theory of how, and to what end, activities are to be fitted together (Meyer & Rowan, 

1977). These blueprints can be seen as what Watson (2006) defines as the official aspects of 

an organization: the rules, activities and values that are part of formally managerially 

sanctioned policies and procedures. Strategy is a good example to illustrate an organization’s 

formal structure or official aspects, and as I mentioned in the introduction of the thesis, many 

prevailing modernist theories on strategy assume that organizations function rationally 

according to their formal blueprints: coordination is routine, rules and procedures are 

followed, and actual activities conform to the prescriptions of formal structure, which in turn 

explain their success. 

 

More recent theories on strategy recognize however that attempts to control and coordinate 

activities in manuals and strategies undoubtedly lead to conflicts because actual day-to-day 

activities cannot- and do not always follow the organization’s blueprints. Accordingly, the 

formal blueprints and structuring elements of the organization become decoupled from both 

one another, and from the actual activities that goes on (Meyer & Rowan, 1977). In reality, 

the unofficial aspects of an organization, such are the rules, activities and values that people at 

all levels in the organization develop but which do not have formal managerial sanctions, are 

thus what actually guide day to day activities (Watson, 2006). The decoupling of formal 

blueprints and structuring elements enables the organization to legitimize formal structures 

while at the same time performing its day-to - day activities in an orderly fashion. What 

legitimates what Meyer & Rowan (1977) call institutionalized organizations is thus the 

confidence and good faith of organizational members as well as the organization’s external 

constituents; organizational members keep activities running smoothly within the 

organization although formally inappropriate, and at the same time they support the 

organization’s ceremonial façade (Meyer & Rowan, 1977). 
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The theories introduced here will be used to, reflect upon- and discuss the main empirical 

findings. But first I will introduce Norad’s Strategy towards 2015, and present the main 

empirical findings of my research.  

 

4. NORAD’S STRATEGY TOWARDS 2015: Results in 

the Fight against Poverty 
 

Norad’s Strategy towards 2015: Results in the Fight against Poverty is the basis of this thesis, 

and has been the main second data resource. Norad’s Strategy towards 2015 replaced Norad’s 

Strategy towards 2010, and includes the specific goals and ideals for development work 

practices in Norad. Norad’s work is based on Norwegian foreign policy and development 

policy guidelines (Norad Strategy, 2011 p.8), and the Strategy is intended as a tool for 

employees at Norad to guide them in how and which areas Norad is to prioritize. More 

precisely, according to Norad’s Director, Villa Kulid, “The Strategy should tell employees 

how, and in which areas they must concentrate their efforts”. The Strategy looks five years 

into the future, and had at the time of the research, been in use at Norad for approximately 

three years (Norad Strategy, 2011 p.1). I will here very briefly go through the different 

sections of the Strategy, highlighting the parts which were most central for the research and 

for the analysis presented in the next chapter. 

Norad’s Strategy is particularly focused on the quality and results of development assistance, 

and therefore carries the title The Result in the Fight against Poverty. More specifically, 

Norad is to draw lessons from what works and doesn’t; what work should be continued and 

done more of, and what doesn’t work should be modified, or if appropriate, phased out. 

Norad’s evaluation reports are intended to contribute to knowledge of what works, and 

doesn’t, and should according to the Strategy be used to improve future Development 

Assistance. The quality and results of Development Assistance is mentioned throughout the 

Strategy as a strong priority for Norad to continue in the years ahead, and quality assurance is 

especially seen as an aspect key to all of Norad’s main tasks (Norad Strategy, 2011).  

Norad’s Strategy can be summarized in six main commitments that cover what Norad strives 

to achieve within development aid. The first commitment is an overall commitment for Norad 
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as an organization, whereas the other commitments are about how employees should work in 

order to reach the first commitment. The commitments can be seen as a list of what is further 

elaborated on in the rest of the Strategy. In the years up to 2015, Norad will:    

 Help to empower recipient countries to achieve their own development goals 

 Concentrate most resources on following up on the main priority areas of Norwegian 

development policy 

 Help to promote a focus on and communicate the results of the entire range of 

Norwegian development assistance activities 

 Produce and apply knowledge of what works and what doesn’t in order to improve 

development assistance 

 Be an instigator of public debate on development assistance and development 

 Develop expertise, working methods and leadership that enable Norad to solve 

complex tasks effectively 

(Norad Strategy, 2011 p. 2) 

Central in Norad’s Strategy is Norad’s vision, mission and values. They are said to reflect 

Norad’s approach to the work they do as well as the problems and possibilities of people in 

poor countries, partners in Norway and the international community as well as the authorities 

and Norwegian society (Norad Strategy, 2011 p.3). Norad’s vision, mission and values are:  

 Vision: Results in the Fight Against Poverty 

 Mission: Norad is committed to ensuring the quality of development assistance 

 Values: Respect, Integrity, and Creativity 

Norad’s vision, mission and values are further explained to be means used by Norad’s 

management to communicate to employees and to the people outside, Norad’s goals, and how 

to organize work in order to reach these goals. The Strategy further explains that Norad must 

have a management culture that is grounded in a clear definition of the organization’s 

assignments, in which goals, tasks and the achievement of results are clearly communicated 

(Norad Strategy, 2011 p. 14-15). 

 



 35 

Norad’s work consists of five main tasks and responsibilities: Technical Advisory Services, 

Quality Assurance and Monitoring of Development Assistance Administration, 

Administration of Grants, Communication and Evaluation. In the rest of the Strategy, each of 

the tasks is presented, explaining first what the task includes, and subsequently its strategic 

goals and operational activities. The description of the tasks as well as the strategic and 

operational goals can be found in the Strategy in in Appendix A.  

 

5. EMPIRICAL FINDINGS 
 

In relation to the content and intention of the Strategy, I will now present my main empirical 

findings within three analytical sub-chapters. In the first sub-chapter, I present the 

interviewees own account of how familiar they were with the Strategy, and how they used the 

Strategy in everyday work. In the second sub-chapter, I present what the interviewees knew 

about the main commitments and priorities of the Strategy, including some specific 

statements, and especially what they thought about these in relation to their own, and Nord’s 

work. In the final sub-chapter, I present the interviewees opinions about the function and 

importance of the Strategy for Norad as an organization, and their tasks there.  

 

In each sub-chapter I will present typical answers; what most interviewees told me, and 

atypical answers; the answers that stand out. I will refer to interviewees by numbers (1-17), 

including if the interviewee was a manager or a line worker, and direct citations from the 

interviewees will be highlighted. I will however not refer to which department the interviewee 

worked in, as this is irrelevant for the overall results. Where relevant, I will discuss the 

differences and similarities between the managers’ and the line-workers’ answers. Managers 

and line workers typically gave me explanations and examples related to their own work and 

task, and because managers and line workers have different work and tasks, they thus often 

expressed their opinions differently. Sometimes however, the managers’ and line workers’ 

answers do not follow a clear pattern, and the data material can be characterized as very 

complex. The analysis in the following pages will therefore highlight patterns in my data 

material, as well as its complexities and contradictions.  
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5.1 EMPLOYEES’ FAMILIARITY WITH- AND USE OF NORAD’S 

STRATEGY  

From the research I found that most of the interviewees, managers and line-workers, knew 

about Norad’s Strategy. The Strategy was presented when it was new, so many interviewees 

knew about it from this presentation. Most of the interviewees told me that he/she read it 

when it was published, and kept a copy of it in a shelf in their office. The typical interviewee 

did not use the Strategy very often, nor read it very often, but knew that there was a Strategy. 

To illustrate, Interviewee 9, a line worker told me “Yes, I have a relation to it, because it was 

presented when it was new, but I don’t think about it in daily my work”, and Interviewee 16, a 

line worker explained “My relation to the Strategy is that I keep it in my shelf, and I have read 

it, so I know its main content. But I don’t go through it every day”. Interviewee 7, a manager 

also told me “We are all supposed to have a relation to the Strategy”, and then laughed. Only 

two interviewees told me that the Strategy was once presented, but had not read it and did not 

know what was in it. 

 

Most of the interviewees with manager positions were very familiar with the Strategy; some 

of them had even participated in writing the Strategy, and thus knew it very well. For 

example, Interviewee 4, a manager, told me “It’s not like I read it every day, but I think it 

feels natural for many employees, at least it does for me”. It was therefore common for these 

managers to explain that the content of the Strategy is something that Norad works with every 

day; the Strategy has been consistent in the whole organization, and covers well what Norad 

wants to achieve. The managers did generally not use the Strategy in daily work, but typically 

used it when for example making business plans for the departments, as the business plans are 

supposed relate to the Strategy. For example, Interviewee 10, a manager, explained that the 

Strategy, in particular the vision, mission and values, is used when new plans for the section 

are made. It is also applied throughout the year to think forward, but not otherwise in 

everyday work. In a similar way, Interviewee 1, a manager, explained that the Strategy has 

been consistent throughout the whole organization, and that all departments’ business plans 

are related to it. “They (the business plans) are supposed to explain how each department is to 

answer the points in the Strategy”. Some managers specifically mentioned Norad’s vision, 

mission and values, which are central in Norad’s Strategy towards 2015, as the foundation for 

Norad’s work. For example, the vision, mission and values were used in job interviews when 
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recruiting new employees, and in a New in Norad seminar for all new employees. Interviewee 

1, a manager, explained, “We want to hear what people think about our vision, values and 

mission. It’s not brainwashing, but employees have to relate to them in some way.”   

 

Most managers pointed out that it’s their responsibility to make sure that the points in the 

Strategy are consistent with Norad’s work, and for example interviewee 1, a manager told me 

“I’m very aware of this Strategy, but if you ask a line worker, I’m not sure they will say the 

same. I’m in the middle of the Strategy, it’s part of my responsibility, and I don’t get away 

from this”. Indeed, quite a number of interviewees, mostly line workers, told me that they 

have a very distanced relationship to the Strategy; they have just browsed through it once or 

twice. Interviewee 2, a line worker, told me that she knew about the development politics, but 

not specifically the content of the Strategy, and Interviewee 11, a line worker also told me “I 

don’t have much relation to the Strategy; I have barely looked through it”. Interviewee 9, a 

line worker further explained that the Strategy does not mean anything in terms of everyday 

work, and Interviewee 5, a line worker, was not sure how to use the Strategy as a tool.   

 

For most line workers, the Strategy did not mean anything in daily work, and some of the 

line-workers told me that they felt the Strategy was not aimed at the position they were in, 

and that the Strategy is representative for them only to a very small degree. Interviewee 8, a 

line worker explained, “I work with basic work, which has to be there in order to reach the 

goals in the Strategy. The Strategy overlooks this, and goes straight to the goals”. The same 

Interviewee further told me “If nothing about what you do is mentioned in- or fit with the 

Strategy, then you don’t have any ownership to it”. A few line workers explained their 

distanced relationship to the Strategy by seeing it as the Top Management’s Strategy, and for 

example, Interviewee 11, a line worker told me “I should have known this, but it’s the Top 

Management’s Strategy. In my daily work, it doesn’t have much value for me to have a 

relation to the points mentioned in the Strategy. It is a little too general, and a little too high 

up there. Most of what we do is in the Strategy, but if this helps them (management) to steer 

Norad in the direction they want, it’s good”.  

 

Still, on a general level, all of the interviewees, managers and line-workers told me that they 

felt their work was represented in the Strategy, no matter how well they knew the Strategy 
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and its content beforehand. Typically, the title of the Strategy, some of the main 

commitments, the vision, mission or values or the result focus in the Strategy was referred to 

as being representative for their work.  Common reflections were “I recognize my work in it” 

(Interviewee 2, line worker) or “I think a lot about the Strategy’s content in my work, 

especially Creativity, Integrity and Respect (Interviewee 3, line worker)”. Many interviewees 

commented on the main commitments in the beginning of the Strategy leaflet, and told me 

that the Strategy is representative for their work if these commitments are what the Strategy is 

about. For example, Interviewee 10, a manager told me “My work is about helping receiving 

countries to build up their own institutions and to follow up on the main priority areas of 

Norwegian development policy”. It was also common for interviewees to talk about the result 

focus as being very representative for their work, and Interviewee 4, a manager, explained, 

“All I do in my work is represented in this Strategy, especially the Results in the Fight 

Against Poverty.” Interviewee 5, a line worker also explained “Yes, it has to be 

representative, because my work is all about reporting (laughing). You cannot measure any 

results without doing these reports”.  

 

5.2 EMPLOYEE’S KNOWLEDGE AND OPINIONS ABOUT THE 

CONTENT OF NORAD’S STRATEGY 

This sub-chapter will give an overview of what interviewees knew about the main 

commitments and priorities in Norad’s Strategy, and what they thought about them, especially 

in relation to their own and Norad’s work. The specific parts introduced and discussed will be 

interviewees’ knowledge and opinions of: the Strategy’s six commitments, Norad’s vision, 

mission and values, the Strategy’s result focus, the Strategy’s priority of a zero tolerance for 

corruption, as well as the Strategy’s focus on work tasks and processes in Norad. 

 

5.2.1 THE STRATEGY’S SIX COMMITMENTS  

As mentioned above, Norad’s Strategy can be summed up with six main commitments, and 

Interviewee 4, a manager, explained, “The commitments are part of a comprehensive list of 

what we want to achieve, and this is further elaborated in the rest of the Strategy.” These 

commitments, together with Norad’s vision, mission and values were actually printed on a 
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paper math laying on the desk in each office at Norad, which reflects their importance and 

centrality in the Strategy.  

 

A couple of the managers I interviewed had a lot of knowledge about the Strategy’s content, 

and thus started talking about Norad’s main commitments before I got to ask if they knew 

about the commitments. However, this was the exception, and most interviewees, especially 

line workers, did initially not have much knowledge about the main commitments in Norad’s 

Strategy. Still, some interviewees reflected around what they believed them to be, and 

common reflections were not far from the content of at least one of the actual commitments. 

For example, Interviewee 3, a line-worker told me that she had read some time ago that Norad 

should be relevant and solution oriented, to contribute to results and to become better at 

communicating their work. Interviewee 11, a line worker also told me “Yes, no I don’t really 

know this Strategy very well, maybe I should. But I guess it has to do with Norad wanting to 

appear as one Norad with one footprint, and complete processes, and this kind of 

organizational stuff”. Interviewee 14, a line worker also explained, “The main point is poverty 

reduction, and then it goes further down to other commitments, like giving solid technical 

advice and a good grant administration”. The rest of the interviewees did not really know 

about the commitments before they got to browse through the strategy leaflet. Then, all of the 

Interviewees, line workers and managers, recognized all or some of the commitments; they 

were not perceived as completely new.  

 

After browsing through the strategy leaflet, the interviewees elaborated on the content of 

Norad’s commitments towards 2015. Most interviewees selected two or three of the 

commitments as the ones that were most important to them, based on what they work with. 

Work tasks differ from department to department and from position to position, and thus 

employees had different opinions in terms of which of the commitments were most important 

in their daily work. Typical answers were “Number two (or any other of the commitments), 

this is very relevant in relation to what I work with”.  Interviewee 4, a manager explained, 

“They are all important, but some are more important for some departments than others. 

Furthermore, they have to be seen in relation to each other”.  
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All of the interviewees thought that all of the commitments should be included in the 

Strategy, as they were seen as important to Norad’s work. However, some interviewees, 

particularly managers, had somewhat critical opinions about how good Norad is at working 

with and following up on some of them. For example, when it comes to commitment number 

five, be an instigator of public debate on development assistance and development, some 

interviewees thought that Norad could do more. Interviewee 13, a manager, explained that 

when Norad and development aid work receive criticism in the press, and then Norad assume 

a defensive role. “We have a lot of competency and knowledge, but it’s not a priority to be 

active in the public debate, we have too many deadlines and too much work to do for the 

MFA and the embassies”.   

 

Also, when it comes to Norad’s commitment about concentrating the majority of resources on 

following up on the main priority areas of Norwegian development policy, Interviewee 15, a 

manager, told me that this is almost impossible. I was explained that every year, each section 

and department in Norad is given a certain amount of resources, so that if work within an 

important priority area of Norwegian development policy increases, then the recourses also 

have to increase. However, as there is great inertia within Norad’s system, and that it’s a very 

square organization with a that’s how it is- attitude, resources do not increase in line with 

work within priority areas.  Interviewee 13, a manager further pointed out that Norad is 

subject to the framework for Norwegian development aid developed in the MFA and the 

embassies, but is at the same time supposed to have an independent role within the field of 

development aid, and that is always a dilemma Norad comes up against when executing 

projects.”  

 

Some interviewees also had critical opinions about the commitment about results, Help to 

promote a focus on and communicate the results of the entire range of Norwegian 

development assistance activities. This will however be discussed under the subchapter The 

Strategy’s focus on Results below.  

 

5.2.2 NORAD’S VISION, MISSION AND VALUES  

Norad’s vision, mission and values are also central in Norad’s Strategy, as they are explained 

to reflect Norad’s approach to work with development aid assistance, and to be used by 
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Norad’s management as means to communicate to employees and people outside. As 

mentioned, together with Norad’s six main commitments, the vision, mission and values can 

also be found on a paper math on the desk in each office at Norad.  

 

Similar to the interviewees’ knowledge about Norad’s commitments, few interviewees 

initially knew Norad’s vision, mission and values. When I asked the interviewees if they 

knew them, many immediately told me “RIK”, which is the Norwegian abbreviation for 

Norad’s values Respect, Integrity and Creativity. However, most interviewees did not know 

the words RIK stood for, and thus did not know the values. Few of the interviewees 

immediately knew Norad’s vision or mission either, and my question was often met with 

laughter, as it turned out that most interviewees had to look in the strategy leaflet in order to 

tell me about the vision, mission, and values. Even most of the managers didn’t really 

remember what RIK stood for, nor the vision or mission before they saw them written in the 

Strategy. Still, the few interviewees who did know the mission, vision and values before 

looking in the strategy leaflet were managers. When the interviewees, managers and line 

workers, saw the vision, mission and values, most had heard about them before, some also in 

relation to a presentation of the Strategy when it was new.  

 

After having read the vision, mission, and values in the strategy leaflet during the interview, 

most interviewees told me that they are nice, nice words, they are representative, and give a 

good picture of what Norad does. For example, Interviewee 17, a line worker, explained, 

“These are very big words; we probably don’t reach them in all the work we do, but in some, 

yes”. Some line workers, but mostly managers, were especially positive to the content of the 

vision and the mission and told me that they’re very general, but also a good representation of 

what their whole job is about and thus the reason for why they work for Norad. For example, 

Interviewee 9, a line worker told me that the mission, Norad is committed to ensuring the 

quality of development assistance, is what his whole job is about, and Interviewee 15, a 

manager, told me that the vision, results in the fight against poverty, is what’s on top of his 

section’s agenda. Both the vision and mission is something this manager has discussed in his 

section lately, and is something they use and know about. Interviewee 13, a manager, also 

told me “Both the vision and the mission are very general, but they are also why I am here”.   
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When it comes to the values, most interviewees, managers and line workers pointed out that 

Respect and Integrity are very representative for Norad and their work. Interviewee 16, a line 

worker, explained, “Respect is basic in development aid; if you don’t have respect when 

meeting people, the Government and different organizations, then you’re sure to fail. 

Development aid should not be top down, but rather a partnership. Integrity: we have to stand 

up for what we are doing”. However, nearly all of the interviewees thought the value 

Creativity to be a bit out of place for Norad. For example, Interviewee 7, a manager, told 

me ”I don’t see Norad as a very creative organization. I assume it is about finding a good 

solution, some people are probably creative, but it depends on the tasks”, and Interviewee 11, 

a line worker explained “Respect and Integrity, yes sure, but we don’t have a very creative 

profession”. Several interviewees pointed out that Norad is not that creative because it’s a 

bureaucratic agency relying on both the MFA and several political guidelines. For example, 

Interviewee 9, a line worker explained, “We are so closely tied up to the MFA and the 

political priorities of Norwegian development; we can’t just say and do what we want”.  

 

Still, some interviewees, both managers and line workers, told me that the mission, vision and 

values are a bit simplistic and overlapping, and interviewee 7, a manager, explained, “They 

would have been, no matter what you had put there”. Interviewee 14, a line worker, further 

told me “It’s a bit like, do these values speak to you or not? There is nothing there I react 

negatively on, all organizations probably need a vision and some values.” Some of the 

managers I interviewed had participated in discussions about what the values were to be when 

the Strategy was written. One of them, interviewee 4, told me that the vision, mission and 

values overlap a lot, “We might as well have called the Vision Integrity and Creativity”.   

 

5.2.3 THE STRATEGY’S FOCUS ON RESULTS  

Norad’s Strategy specially prioritizes the results of development assistance, which is reflected 

in its title, “Results in the fight against poverty”, in one of its six commitments, “Help to 

promote a focus on and communicate the results of the entire range of Norwegian 

development assistance activities”, and in the following sentence from the Strategy’s 

foreword: “Norad must draw lessons as to what does and doesn’t work. If it works, we must 

do more of it. If it doesn’t work, it should be modified, or if appropriate, phased out” (Norad 

Strategy: 2011, p.1-3).  
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On an overall level, all of the interviewees thought of the Strategy’s result focus to work well 

as a principle as it gives employees a certain mindset to think about what they want to 

achieve, and what they want to do more of. When it comes to the sentence about what works 

and what doesn’t, all of the interviewees thought that, as a statement, the sentence is good, 

important and right. The statement was seen as something that belongs in Norad, and for 

example Interviewee 14, a line worker, explained “We have done the same for many years, in 

the same countries for many years. (This statement is about) to stop and think about what we 

do, why we’re doing it, and if it works”. Norad’s evaluations are meant to contribute to 

employees knowledge about what works and doesn’t work in different projects (Norad 

Strategy, 2011 p. 13). Most interviewees, managers and line workers, had read at least some 

evaluations, and as with the statement, all interviewees saw most evaluations as both good, 

important and relevant for Norad and their work there. The evaluations were believed to have 

the potential to teach employees a lot about what works and doesn’t, and thus to be essential 

for Norad to achieve its commitments and strategic goals.  

 

Still, interviewees, managers and line workers, had different opinions of how good Norad is at 

following up on the result focus in practice. A couple of interviewees, managers and line 

workers, were positive, and for example, Interviewee 14, a line worker, told me “The last 

years, there has been much focus on learning and results, I think we’re getting good at this.” 

However, most interviewees, managers and line workers, expressed more critical opinions, 

and explained that Norad too often continues with projects that don’t work well enough. For 

example, Interviewee 17, a line worker, told me “When we have worked for so many years 

with development aid, and there are so many reports about projects, maybe there should be 

more success stories, and less mistakes”. Interviewee 4, a manager, elaborated on this thought 

by telling me “We are allowed to try and fail, but we also have to learn from our mistakes. I 

think that we too often continue with “bad” projects and with things that don’t work well 

enough; we often do the same as last year, it works to some degree, let’s try some more”.  

 

The fact that Norad’s evaluations are generally not prioritized in work, and thus not always 

used as a means to improve current or new projects, might explain a part of why Norad still 

continues with doing the same mistakes. Several interviewees, managers and line workers, 
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explained that in everyday work, there is not enough time to read most of the evaluations; 

employees would rather focus on work directly related to their tasks. A few interviewees also 

pointed out that the evaluation’s main findings are not being sufficiently extracted, and that 

much of what is written in the evaluations are forgotten by six months later. However, several 

interviewees, managers and line workers, also pointed out that it’s not always easy to know 

what works and doesn’t within projects, and thus follow up on the Strategy’s result focus. 

Many interviewees pointed out that it’s not always obvious how to measure what works and 

not as you rarely end up with one answer. For example, Interviewee 10, a manager, explained 

that projects usually have a cycle of five or more years, and that projects are almost never 

stopped in the middle of their cycle. Moreover, when a project is not finished, it’s very hard 

to define what works and doesn’t within that project, especially if the project is focused on 

long-term results.  

 

Moreover, some interviewees, a few line workers but mostly managers, believed the result 

focus to sometimes have unfortunate consequences for projects, as the focus on results in the 

short term can undermine the long-term goals of projects. Norad is greatly influenced by the 

political impatience of wanting to see immediate results, and for example, Interviewee 1, a 

manager, pointed out “This focus leads to a quick fix approach sometimes, where people 

invest in projects that give good results fast. But, it’s not only the quantitative result that is the 

result; it is too narrow to not include results in a long-term perspective, as it is the long-term 

capacity building that gives the lasting results”. Interviewee, 11 a line worker, had similar 

thoughts, and told me “We still do the same mistakes that have been done for 50 years, that’s 

just the mantra within development aid. We have too little time for each project; the projects 

are not owned by the countries, because we want to see results so fast. It’s not easy to measure 

all the work we do, and it’s not realistic to achieve results that fast, that is something 

important to keep in mind”. However, Interviewee 2, a line worker, pointed out that still, the 

result focus is more on a strategic level, and does not mean that employees only focus on 

short term results rather than of long term results in projects.  

 

Lastly, a few interviewees, particularly managers, also pointed out that many factors affect the 

results of development aid, and consequently which projects continue and which projects that 

are phased out. For example, there is always someone who has either a political interest or a 
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personal interest in these projects, and they are always good for someone. Interviewee 15, a 

manager, explained, “What characterizes Norwegian development aid is that there is a 

problem with ending projects. You always want to try some more; there is always some small 

reason to continue, because there is such a strong personal engagement in the projects”. Also, 

Interviewee 13, a manager told me that not only the evaluations, but also political measures, 

play a key role in the direction of Norad’s work.  

 

5.2.4 THE STRATEGY’S PRIORITY OF A ZERO TOLERANCE FOR 

CORRUPTION  

Quality assurance is also an important priority in the Strategy, and an aspect seen as 

fundamental to all of Norad’s main tasks. Good financial management, including practicing a 

policy of a zero tolerance for corruption, is among other things described in the Strategy as 

necessary in order to improve Norad’s quality assurance (Norad Strategy, 2011, p.9). Similar 

to Norad’s result focus, Norad’s policy of a zero tolerance for corruption was also seen by all 

interviewees as a good and important ideal to strive for. To most interviewees, to defend 

corruption, or not have a zero-tolerance for corruption, was not an option, and for all 

interviewees this policy worked well as a principle. Some interviewees, managers and line 

workers, also thought the policy to work well in practice. For example, Interviewee 4, a 

manager explained: “It’s not about corruption not taking place, we work in corrupted areas, 

but if there is suspicion of corruption on our funds, then we have to react. Sometimes the 

funds are frozen, and sometimes the funds are stopped for good”.  

However, for most interviewees, to operationalize a zero- tolerance for corruption was not 

seen as that easy. A few interviewees pointed out that Norad’s focus on increasing 

economical control is in conflict with Norad’s commitment Help to empower recipient 

countries to achieve their own development goals, and for example Interviewee 13, a 

manager, explained, “We wish for organizations to report corruption themselves, but if we 

freeze the funding immediately, these organizations will not want to report corruption. On the 

one hand, we are here to help receiving countries become more independent by increasing 

their capacity to control their own economy, and on the other hand our objective is to increase 

control on corruption. That is very hard.”  Interviewee 6, a line worker further explained that 

the freezing of all funding when corruption is suspected can be problematic for the 
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implantation of projects, and some interviewees told me that the statement must be treated 

with sensibility, something which is not always done, and can as a result be problematic for 

several projects. 

Some interviewees, mostly line workers, also told me that there is a lack of focus on 

corruption in everyday work, and that the Strategy doesn’t say anything about how you 

should have a zero tolerance for corruption. One manager, Interviewee 15, was indeed very 

frustrated over this statement, and had discussed the problem with many employees within his 

section. He expressed his frustration by telling me, “I’m opposed to these sound bites, they 

look good in headings, and are nice to say, but the world is more nuanced, and this is a too 

simplified description. We work with anti-corruption, and we don’t have any tolerance for 

corruption of our funds. But we still work in the most corrupt countries in the world. It’s too 

simple, what does it mean really? It could have been much more nuanced that this. The same 

interviewee further explained “people that work with development aid, and employees in 

Norad, they work with very complex problems, and have an advanced mindset. They shrug 

their shoulders when it comes to sentences like these here in the Strategy; it’s a bit too easy”.  

 

5.2.5 THE STRATEGY’S FOCUS ON WORK TASKS AND PROCESSES IN NORAD 

Norad’s work is explained in the Strategy to often be complex. In order to accomplish and 

reach Norad’s main tasks, goals and commitments, good work processes, including for 

example knowledge sharing, collaboration and communication across sectors and 

departments, fully completed administrative procedures, and the development and use of tools 

and guiding manuals are explained as important and necessary (Norad Strategy, 2011).  

 

In relation to knowledge sharing, collaboration, communication, I found that most 

interviewees, managers and line workers, felt they collaborated and communicated a lot 

within their section, and also with other sections within their department. Collaboration with 

other departments across Norad was less common, and interviewees told me that most 

collaboration of this kind takes place in connection with new projects, where knowledge from 

another thematic department is needed. Interviewee 6, a line worker, however explained that 

when Norad receives new projects, work is usually divided up so that each department 

answers the part most relevant for their thematic field. The answers are then collected and 
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placed in one document, which is the answer that Norad gives out. In practice, most 

employees thus work alone or collaborate with others within their own department and/or 

section. Interviewee 1, a manager, explained, “It is a challenge that good people in a 

knowledge organization often like to color their own work, and not work with others”. Still, 

several managers pointed out that Norad is getting better at this, and most interviewees, line-

workers and managers, thought that there is enough collaboration at Norad; there is 

collaboration when needed, and for example Interviewee 13, a manager pointed out “Too 

much collaboration, imposed without there being an actual need for it, can make processes 

more frustrating than expedient.” 

 

When it comes to Norad’s guiding manuals and tools, most interviewees, managers and line 

workers, were familiar with- and used them. For example Interviewee 14, a line worker told 

me “We use them to support our work. I don’t choose to use the tools, they are there, and this 

is how we work”. Some interviewees believed the tools and guiding manuals create a sense of 

safety among employees, and a confidence in Norad as an organization. However, several 

interviews, managers and line workers, also expressed critical opinions. I was told that the 

tools and guiding manuals are currently promoted and operationalized too little, and thus 

employees don’t know them well. For example, Interviewee 8, a line worker told me 

“Employees tend to not know which tools to use for which type of work. By using the wrong 

tools, maybe we make decisions and propositions on the wrong basis”. To illustrate, 

Interviewee 11, a line worker, told me: “Maybe I’m not good at finding the existing tools. I 

often think it’s cumbersome, I don’t really know these tools.” Still, Interviewee 13, a manager 

pointed out that the tools and guiding manuals are needed, because employees can’t figure out 

how to do everything on their own. 

 

The Strategy’s focus on good work processes at Norad are closely related to how Norad is 

perceived, both within and outside Norad. In the Strategy it is stated that Norad must be 

perceived both externally and internally as a unified entity in order to create confidence in- 

and demonstrate legitimacy of development assistance (Norad Strategy, 2011 p. 12) .The 

good work processes such as collaboration, communication and tools are meant to contribute 

to a unified Norad, and to make it easier to give out one Norad answer to projects. As 

Interviewee 6, a line worker told me, the Director is indeed very concerned with fully 
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completed procedures, and to give out one Norad-answer to each project Norad receives. 

Interviewee 4, a manager, also explained that what is important for the Director with this 

Strategy is to get the systems in place, and to ensure unified work, meaning that employees 

should use the same letter template, work with quality assurance mechanisms and that rules 

and routines are consistent across all departments and sections. Several interviewees, 

managers and line workers, did indeed see Norad as unified in many ways because it is easy 

to collaborate within and across departments. Still, interviewee 4 also pointed out “Becoming 

a unified organization is something Norad is working on, however, it is towards 2015, and we 

are not there yet”.  

 

Indeed, most interviewees, especially managers but also line workers, also pointed out that 

there is still a lot of work left to be done. Employees in different departments have different 

opinions, different fields of activity, different priorities and different professional networks, 

and for example Interviewee 13, a manager told me that many employees know little about 

what other departments do. A few interviewees even characterized Norad as a fragmented 

organization, and for example Interviewee 15, a manager, did not have the impression that 

Norad is an organization moving in one direction, where you know what the organization tries 

to achieve as a whole. “Work in Norad is on the individual level, and very fragmented. People 

do completely different things, maybe it has to be like that, but I am missing a common 

denominator. I think we have a lot to do there”. Also, Interviewee 8, a line worker, asked me, 

“Does it say unified in the Strategy? I don’t understand unified Norad. I understand 

completed procedures, which I don’t feel we have a lot of. Even if that’s probably what 

unified means”. 

 

Still, that there are practical differences in how to work, and that employees collaborate 

mostly within their own section and/or departments, were to most interviewees, managers and 

line workers, not seen as a big problem. Several of these interviewees especially reflected on 

the importance of employees perceiving Norad as unified for their own and Norad’s work, 

and for example, Interviewee 12, a manager, told me “it doesn’t really matter as long as one 

knows ones’ tasks and position within the organization. To have an identity in relation to 

Norad is more important. We are here to make a difference, especially in the poorest 

countries. I think most employees have an identity in relation to that”. In relation to what 
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interviewee 12 told me, several interviewees, managers and line workers, explained that 

Norad is an expert organization, where people work with their thematic field, but also an 

organization where employees have a Norad- affiliation, with an identity connected to Norad 

as an organization. Indeed, during the interviews, all of the interviewees did indeed tell me 

that they believe in the work they and Norad do, and feel their work is important. Moreover, 

all of the interviewees told me that they feel they know their tasks at Norad, and what is 

expected of them.  

 

5.3 THE FUNCTION AND IMPORTANCE OF THE STRATEGY FOR 

NORAD AS AN ORGANIZATION 

Around half of the interviewees, both managers and line workers, expressed opinions about 

Norad’s Strategy and its content on a more general level, particularly about its importance and 

function in Norad. Some of these interviewees expressed solely positive opinions; however, 

most interviewees typically expressed both positive and critical opinions at the same time. 

Interviewees typically agreed with the main content of the Strategy, seeing it as representative 

for their own and Norad’s work, but were more critical to the practical function of the 

Strategy, and it’s importance for Norad as an organization.  

 

Interviewees expressing positive opinions told me that the Strategy and its content is useful 

because it forces Norad and its employees to think and act in a specific direction. For example 

Interviewee 11, a line worker, explained “The Strategy, especially the parts about results, 

measurements and evaluations, forces us to think; what is the situation today, and where do 

we want to go from here?” Interviewee 13, a manager, also explained that he has been part of 

so many Strategy processes at Norad; “I understand why you need to have a Strategy. We 

need an overall vision and goal to know where the Director wants to lead us, what we are 

going to do. It is a little internal, and much related to our work processes. I don’t think people 

sit down and read the Strategy, and ask, what was I supposed to do again? But I think the 

Strategy has contributed to a certain awareness in the organization”. However, the same 

interviewee continued with saying “but I’m not sure how efficient the Strategy is, compared 

to how much money and time was used to make it”. 
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In relation to what Interviewee 13 said about the efficiency of the Strategy, several 

interviewees had critical opinions about the Strategy’s importance for Norad’s work, and did 

not think Norad’s work is a result of the Strategy. For example, Interviewee 11, a line worker, 

told me, “It’s possible that I’m mistaken here, but in this department, I feel that we already do 

and work with the points in the Strategy. When this Strategy came into being, it didn’t make 

my work any different”. Interviewee 6, a line worker further explained “There is not much 

focus on the Strategy in the departments; it is not used to guide work”, and Interviewee 17, a 

line worker, elaborated on this thought, and told me “these kinds of Strategies become soaring 

in a way, it is more on an overall level. For every sentence you read, you have to ask, what 

does this really mean to my tasks, my section and me? That is in itself a whole lot of work, 

and is something you spend less time on than other tasks” On a more overall level, 

Interviewee 15, a manager, explained that in general, the points mentioned in the Strategy are 

things he, and Norad as an organization, work with every day, so the Strategy is probably 

good and representative for Norad and its employees. “But useful? NO. The tasks of each 

section and department are already defined; we know what we are to do. I agree with the 

points in the Strategy, but I do not believe that Norad’s work and focus is a result of the 

Strategy”.  

 

Indeed, several interviewees pointed out that some things are logic when working with 

development aid, such as to focus on quality and to achieve results. Moreover, some 

interviewees explained that Norad’s task and work are already well defined in Government 

notes such as Norad’s Mandate, Norad’s Allotment letter and the Parliamentary Bill. For 

example, Interviewee 15, a manager, explained, “The Fight against Poverty is relevant for all 

development work, it’s also written in the Parliamentary Bill. I actually think that it (the 

Parliamentary Bill) is more important to Norad than the Strategy is. The Strategy is a bit 

overall; it’s supposed to be like that. I read the Parliamentary Bill more, it includes the 

political guidelines we should follow, and which political areas that are prioritized. I also use 

Norad’s Allotment letter”. Interviewee 14, a line worker, expressed similar thoughts: “We 

always relate our work to the Parliamentary Bill, there is a strong coherence between the 

Parliamentary Bill, our allotment letter and what we actually do”.  
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The Government Notes that guide work at Norad are related to Norad’s new organization of 

2004. According to Interviewee 13, a manager, after the re-organization of 2004, Norad and 

the Director had very little space for action; “With the new mandate I think the Strategy had 

to end up like it is today, I can’t see what could have been done differently”. The 

reorganization of 2004 was thought of by most interviewees as very unfortunate, and for 

example Interviewee 6, a line worker, explained that after the reorganization of 2004, a large 

part of Norad’s grant administration was given to the MFA, and a hybrid solution was chosen. 

Now, Norad still does some work with grant administration, give technical advice, and also 

work with control, both of the grants and in form of evaluations. “Norad is struggling to find 

its place, and is sitting on both sides of the table in a way, which I think is problematic.”  

Because of this reorganization, and thus Norad’s mandate, some Interviewees believed few 

employees to have a strong relation to the Strategy. 

 

Some interviewees also explained that the Strategy is currently not important in Norad 

because it’s not promoted enough, with the consequence that employees know little about it. 

For example, Interviewee 15, a manager told me that the Director and management are not in 

place to implement the Strategy’s ideas. He explained, “The Director and management have 

to be there to work with the organization and implement the ideas; Norad is not good at doing 

this, in fact, this is not being done at all”. To illustrate, Interviewee 13, a manager, explained 

how the Strategy was presented to him: “I came back to Norad (from working abroad) when 

the Strategy was finished, and found it in a shelf in my office. There wasn’t any meeting or 

information about it more than that. But we’ve had an open meeting for all employees where 

she (the Director) has referred to her Strategy”. Further, Interviewee 15, a manager told me 

“What characterizes Norad is that they are very good at making leaflets with printed rules, 

guidelines etc., but then not take time to operationalize these, and make sure that they are 

used and understood by employees, so that they become a part of everyday work”. This 

interviewees’ opinion can be related to what several other interviewees told me; the Strategy 

is written in a complex way, which it’s hard operationalize in daily work. For example 

Interviewee 5, a line worker, explained, “The Strategy is focused on very “high” goals, and it 

is hard to see the connection between the goals and what has to be done in order to reach 

these goals.” 
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5.3.1. VISION, MISSION AND VALUES  

Several interviewees, managers and line workers, also specifically reflected on the importance 

and function of the vision, mission and values for Norad and its employees. Just over half of 

these interviewees were positive to the importance of the vision, mission and values for 

Norad, and told me that Norad needs something to define itself. Many interviewees pointed 

out that it’s important for employees to know which umbrella they are working under, where 

they are going, what they are doing and why, as this is something employees maybe forget in 

everyday work. For example, Interviewee 8, a line worker, told me that the vision, mission 

and values can raise employees’ awareness about what Norad is working towards. Some 

interviewees also explained that the vision, mission and values contribute to generating both 

ownership and an identity at the workplace, and Interviewee 12, a manager, explained, “This 

(the vision, mission and values) is something most employees at Norad would say is 

important to them, and that these are things they feel they work towards every day”. Several 

interviewees confirmed what Interviewee 12 explained, and for example Interviewee 17, a 

line worker, told me “The vision, mission and values are not things I think about every day, 

but my section’s overall goal is to contribute to poverty reduction, so we’re doing this in a 

way”.  

 

However, I was also told that the content of the vision, mission and values is logic within 

development aid work, and some interviewees thus believed that most employees at Norad 

had the vision, mission and values before starting to work at Norad.  For example, 

Interviewee 11, a line worker explained, “The vision, mission and values raise a framework 

around what we do, but some things are logic when you work with development aid. This (the 

vision, mission and values) is something I think everyone know and agree with; they have 

always been here, and this is what we work with, which is also why people apply for jobs 

here.” What Interviewee 11 said can be confirmed by what most of the interviewees explained 

as the main motivation behind their work. Several interviewees had either worked for Norad 

for many years or within the development aid section somehow, and thus gave me an 

immediate altruistic explanation. For example, Interviewee 4, a manager told me “(My) work 

is meaningful, with a positive social mission; it is not indifferent for me where I work”. Other 

common motivations were “Solidarity with the people that don’t have justice in their daily 

lives” or “To do a difference for people out in the world”. Also, all the interviewees told me 
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they believe in the work they and Norad do, and feel their work is important, and Interviewee 

8, a line worker, explained, “If you don’t think your job is important, then you shouldn’t be 

there”.  

 

Some interviewees, managers and line workers, expressed positive opinions about the 

importance of a vision, mission and values for organizations in general, as they can contribute 

to coordinating and unifying the organization. However, they have to be actively and 

consistently worked with in order to internalize them in the organization. For example, 

Interviewee 10, a manager, explained, “Vision, mission and values are important because an 

organization needs to have a common document and values. This of course presupposes that 

all departments work with them, and that they are brought up now and then every year. If this 

is done, the vision, mission and values will contribute to coordinate and unify the 

organization.” However, interviewees had different opinions about how good Norad is at this. 

For example, Interviewee 14, a line worker explained, “I don't think it’s the exact written 

words that mean anything, but how they are practiced in the organization. For example the 

values, they’re about how you relate to your colleagues, the workplace and to people outside 

Norad, and here I feel that Norad is serious.” However, Interviewee 16, a line worker, was 

more critical, and told me “the vision, mission and values can easily become cake decoration. 

I think they are good and representative, but where I worked before, the values were strongly 

internalized in the organization, everyone could say them immediately, and also what they 

meant for the organization. It’s not like that here.”  

 

Some interviewees saw the content of the vision, mission and as good and representative for 

Norad, but were critical to their importance, as they were perceived as unnecessary, artificial 

and/or superficial. For instance, Interviewee 6, a line worker, told me “Maybe I should say 

yes, it’s important to have some stars, even if you don’t work with these every day. But to be 

honest, I can’t really see that these have any effect in Norad. Interviewee 7, a manager further 

explained, “I feel that someone just came up with this idea that all organizations and 

companies need to have a vision, mission and values. However, no matter what you put here, 

values, for example, will always be positive, and no matter what, people will think they are 

good. They have put up three values, but it might as well be seven, so why did they pick 

exactly these values?” Other interviewees also expressed similar thoughts, such as 
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Interviewee 15, a manager, who believed the values to be common sense that could have been 

left out, and Interviewee 5, a line worker, who told me “The mission, vision and values are 

some very superficial and short sentences that are not descriptive of anything at all. Even if 

they’re briefly relevant, and people recognize themselves in them when they read them, they 

don't guide employees work”.  

 

6. DISCUSSION  
 

In this chapter I will apply the concepts introduced in the literature review to reflect upon- and 

discuss the main empirical findings. In the first subchapter I mainly follow the logic of 

Schein’s (2010) theory on organizational culture and his three levels in which culture can be 

manifested, namely artifacts, espoused values and beliefs as well as basic assumptions. I then 

discuss different groups of employees’-, and thus subcultures at Norad’s relation to the 

Strategy, and how their relation to- and opinions of the Strategy tend to vary according to type 

of work and tasks and position they have at Norad. I finally argue that Norad’s Strategy 

mainly manifests a particular subculture at Norad, namely Norad’s corporate culture. In the 

second subchapter, I apply institutional theory to the analysis and argue that Norad’s Strategy 

represents what Meyer & Rowan (1977) refer to as organizational blueprints. However, as 

other things than what is stated in the Strategy influence and guide Norad and its employees’ 

work, all the points in the Strategy are not followed up, and instead of merely guiding day to 

day activities, Norad’s Strategy can in many ways be seen as a way to legitimize Norad’s 

work.  

 

6.1 NORAD’S STRATEGY: A CULTURAL MANIFESTATION  

Even though I recognize that Norad’s Strategy involves rational elements that are not very 

sensitive in terms of cultural values and identity, I agree with Alvesson (2002) and argue that 

Norad’s organizational culture and Norad’s Strategy are intertwined. As explained earlier, 

culture can be seen as that which is shared, such as values, understandings and knowledge, 

expressed, reproduced and communicated partly in symbolic form (Alvesson 2002, Hatch 

1997). The organization culture of Norad’s can be seen as a particular mix of different 
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cultures coming together, such as employees influenced by other cultural institutions, the 

context and society in which Norad operates (the field of Norwegian development aid) as well 

as the laws and regulations (given by the MFA) that Norad has to follow (Hatch, 1997, Bang, 

1988, Watson 2006 Martin 1992). This particular culture can be seen to provide employees 

with a shared understanding of direction and purpose, facilitating and coordinating Norad’s 

work and tasks. Accordingly, how employees at Norad respond to and deal with issues in 

their work is not just a matter of individual cognition; rather it is culturally informed (Johnson 

et. al., 2008; Martin, 1992). 

 

Following the logic of Schein (2010), I argue that Norad’s Strategy can be seen as a cultural 

artifact manifesting organizational culture at Norad. Norad’s Strategy fits well into Schein’s 

description of an artifact, as it is highly visible, both inside Norad and to observers outside, 

and is even published on Norad’s webpage. However, just by looking at-and reading the 

Strategy, it is not easy to understand what the Strategy and its’ content actually means for 

Norad and its employees. As revealed in the analysis, most employees at Norad did not know 

the actual Strategy document well, and did accordingly not use it much either. But still, its’ 

main content was familiar, and most of what was discussed from the Strategy during my 

interviews was not perceived as completely new. On a general level, most interviewees saw 

the Strategy’s content as something they recognize themselves in and also as representative, 

important and right for their own and Norad’s work. Still, from these findings alone we 

cannot say that the Strategy merely manifests general assumptions at Norad, and that 

employees actually agree with- and follow up on all which is stated in the Strategy, or if some 

parts of the Strategy can be seen as merely representing ideologies in Norad, or 

rationalizations for the future.  

 

This brings us over to Schein’s (2010) next level in which culture can be manifested, namely 

espoused beliefs and values. The espoused beliefs and values of a group are conscious and 

explicitly articulated because they serve the normative or moral function of guiding group 

members in how to deal with certain key situations (Schein, 2010). As seen, Norad’s Strategy 

includes specific goals, principles and ideals for development work practices in Norad, 

intended as a tool for employees about how and which areas to prioritize. In that sense, the 

main content and priorities of the Strategy can be seen as manifestations of central beliefs and 
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values in Norad’s organizational culture about how employees at Norad are to deal with 

certain situations in their work.  For instance, even if they were perceived as quite general, 

Norad’s vision, mission and values were thought of as defining Norad and Norad’s work, 

explaining Norad’s approach to the work they do, where they are going, and why. These 

findings are actually not far from what we saw in theories on organization strategy in the 

introduction of the thesis. Moreover, the vision, mission and values are also explicitly used in 

job interviews when recruiting new employees at Norad, and in a New in Norad seminar for 

all new employees, and can thus be seen to serve as normative as they are meant to teach new 

employees in how to deal with- and behave in certain situations in their work. 

 

Several other statements and priorities of the Strategy, such as the principle of a policy for 

zero tolerance of corruption and the Strategy’s priority of results can also be seen as 

normative principles, guiding employees at Norad. Generally speaking, all of these, including 

the result focus and the principle of a zero tolerance for corruption, were thought of by most 

interviewees as good and important ideals to work after, giving employees a certain mindset 

for what they do in their work, why they’re doing it and if it works. Still, some also saw them 

as something that belongs in Norad on a strategic level, but as more problematic when it 

comes to the operationalizing- and following up on them.  Indeed, as espoused values and 

beliefs are negotiable, they are not always transformed into the group’s shared assumptions 

that actually guide behavior (Schein, 2010). Accordingly, some of what is stated in Norad’s 

Strategy can also be seen to represent what employees say is important for them in their work, 

but out of line with what they actually do in situations where those values should be operating 

(Schein, 1992). Not surprisingly then, the research revealed that some interviewees had 

critical opinions about how good Norad is at working with- and following up on some of the 

principles and priorities of the Strategy. 

 

A good example to illustrate is the principle of a zero tolerance for corruption. The principle 

was not seen as easy for employees to operationalize in daily work because the Strategy does 

not say anything about how to operationalize a zero tolerance for corruption. The statement 

implies that Norad should focus on increasing economical control, by freezing funding when 

corruption is suspected or found. However, to increase economical control is in conflict with 

Norad’s commitment about helping to empower recipient countries to achieve their own 
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development goals. The principle can thus be seen as both contradicting and quite abstract, 

leaving expected behavior with regards to corruption unexplained (Schein, 2010). Moreover, 

the result focus manifested in several parts of the Strategy, was not seen as an easy task for 

Norad to follow up on. Norad’s projects are usually very complex, with the focus on long-

term results. It is therefore difficult to measure results, as it is not realistic to achieve result 

immediately. The focus on being able to demonstrate results can therefore be seen as 

contradicting because the long-term result focus and the complex realities implicit in Norad’s 

projects are in conflict with the ability to measure results. Therefore, the result focus is not 

always followed up on, or used to guide actual work, and can rather be seen as an ideology or 

a rationalization for Norad’s work and projects. The Strategy’s emphasis on unified work and 

fully completed procedures can also be seen as future aspirations or rationalizations for 

Norad’s work practices. Indeed, some interviewees pointed out that this is something Norad is 

working on towards 2015, and that these are ideals.  

 

Still, some beliefs and values can be congruent with the underlying assumptions that actually 

guide group members’ performance and behavior, telling group members how to perceive, 

think- and feel about things (Schein, 1992). According to Schein (2010), basic assumptions 

are not very visible to observers outside the culture as they are deeply embedded and 

unconscious. It is therefore difficult for me as an outsider to grasp the basic assumptions of 

Norad’s organizational culture, however I believe that the research has given me some 

insights. Based on the empirical findings, I argue that the most prominent basic assumptions 

of Norad’s organizational culture can be found in Norad’s vision and mission. As we have 

seen, most interviewees were especially positive to the content of the vision and the mission, 

as they were explained to represent the foundation of Norad’s work and thus what the whole 

job at Norad is about. Even though the vision and mission were seen as a bit overlapping and 

also superficial by some interviewees, I also learned that it is not the exact words written that 

are important or mean anything, it is what they represent, and how they are practiced in the 

organization. The mission and vision, as well as some of the Strategy’s general content is then 

usually not explicitly used in guiding employees’ work, but can rather be seen as manifesting 

general assumptions of Norad’s organizational culture because they represent, or manifest, 

what employees at Norad do in their work.  
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Moreover, the vision and vision can be seen as permitting employees with a basic sense of 

identity, as they manifest how employees think and feel about think, and thus how they make 

sense of  Norad and their work there (Hatch & Schultz 2004; Schein, 1992). Indeed, most 

interviewees did strongly identify with these, as well as the general content of the Strategy, 

sharing many beliefs about Norad as a whole (Gephart 1993; Weick 1995, in Golden Biddle 

& Rao, 1997). Some interviewees even saw Norad as an organization where employees have 

a Norad- affiliation with an identity connected to Norad as an organization because they 

believed most employees at Norad had the vision, mission (and values) before starting to 

work at Norad. Indeed, from the research I learned that much of the Strategy’s content was 

thought of as logic and thus taken for granted within Norwegian development aid work, and 

the Strategy can therefore be seen to also manifest values, beliefs and taken for granted 

assumptions within the field of Norwegian Development aid in general.  

 

6.1.2 SUBCULTURES WITHIN NORAD’S ORGANIZATIONAL CULTURE 

From the discussion above we have seen that it is possible to find some aspects of culture that 

pervade the whole of Norad, shared by all employees at all hierarchical levels. Still, much of 

what goes on within Norad can be seen as a set of interactions of subcultures, which share 

many of the assumptions of the total organization but that also hold assumptions beyond 

those,  reflecting for instance their functional tasks or hierarchical position within Norad 

(Schein, 2010). From the research I did indeed learn that interviewees made sense of the 

Strategy, its content and in particular its function and importance for their work and Norad in 

both similar and different ways (Hatch & Cuncliffe, 2006; Johnson et. al., 2008).  

 

Some of Norad’s subcultures can be said to reflect employees’ type of work and work 

experiences in Norad. As seen, interviewees involved in large projects were typically more 

positive to the Strategy, in particular its function, than employees working mostly alone. This 

can be explained by the fact that employees working in projects had used the Strategy more 

than the employees that worked mostly alone. Other subcultures at Norad can be said to 

reflect employees’ hierarchical positions and thus tasks. Managers and line workers typically 

have very different tasks, and even though both managers and line workers shared the main 

assumptions manifested in Norad’s Strategy they often, and not surprisingly, made sense of 

the Strategy’s function and role for their work and for Norad differently. The line workers had 
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very concrete tasks, usually perceiving their work to be on a more basic and lower level than 

the operational activities and goals in the Strategy. Accordingly, the Strategy did not have an 

important function or role in the daily work for most line workers. Most of the managers 

however explicitly used the Strategy and its content in their work, for instance when making 

business plans or in job interviews. It was seen as being their responsibility to make sure that 

Norad and its employees follow up on the main points in the Strategy. From the research I 

also learned that mainly managers participated in writing Norad’s Strategy towards 2015, and 

several line workers explained the Strategy as top management’s Strategy. 

  

From the literature review we know that, typically, top management put forward the dominant 

subculture in an organization, also referred to as the organization’s corporate culture. Norad’s 

corporate culture can thus be seen to have influenced the strategy formulation at Norad, and 

therefore the Strategy can be seen to manifest Norad’s corporate culture in particular (Brown 

1995 in Alvesson, 2002). Corporate culture often try to establish a certain world-view and 

particular values and beliefs among the organization’s members, and is in many ways similar 

to what can be called an organization’s ideology; the visions and ideals prescribed by top 

management (Hatch & Cunliffe, 2006; Alvesson 2002). The Strategy can thus be seen as a 

medium used by Norad’s management to communicate ideas about what is good and what 

should be accomplished within Norad’s work. Indeed, as all employees at Norad are to have a 

relation to the Strategy, some of the managers thought of the Strategy and its content as 

forcing employees to think and act in a specific direction.  

 

Based on the empirical findings, I argue that the most visible manifestation of corporate 

culture in Norad’s Strategy is the vision mission and values. Many of the managers saw the 

vision, mission and values as having the potential of raising employees’ awareness about 

what Norad is working towards, and also to contribute to both employees’ ownership and an 

identity at Norad. It was specifically mentioned that they are not used as brainwashing, but as 

something most employees say, or at least should say, is important to them, and also 

something that they work towards every day. Indeed, the vision, mission and values are used 

in job interviews when recruiting new employees, and in a New in a Norad seminar for all 

new employees, and thus used to establish a certain world-view, and a particular set of values 

among the organizations members.  Still, corporate culture is not to be seen as organizational 
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culture, as organizational culture refers to the actual meanings found in the organization. For 

instance, in relation to my research, most interviewees, in particular line workers, thought the 

value Creativity to be a bit out place for Norad and its work because Norad is a bureaucratic 

agency relying on both the MFA and several political guidelines. In fact, several interviewees 

did not understand this value, or why it was included in the Strategy either. As a result, most 

interviewees did not conform to this value, and Creativity can be seen as a value or belief put 

forward by Norad’s management, but not as representing the organizational culture at Norad.  

Still, corporate culture is not necessarily very different from the organizations’ culture 

(Alvesson 1995; Kunda 1992 in Alvesson 2002). Indeed, the empirical findings show that 

most interviewees agreed with the Strategy’s general content, and several statements and 

priorities such as well as the vision, mission and at least two of the three values, were seen as 

good and important ideals to work after, giving  a good picture of what Norad does and strive 

for. 

 

6.2. THE LEGITIMIZING ROLE AND FUNCTION OF NORAD’S 

STRATEGY  

As argued, Norad’s Strategy can be seen to manifest organizational culture, in particular 

corporate culture at Norad, with the potential of helping employees respond to and deal with 

issues in their work. Still, Norad’s Strategy can be seen as overarching, with much of what is 

included manifesting taken for granted assumptions within the field of Norwegian 

development aid, and thus not something special, new, and unique for Norad. In daily work, 

Norad’s departments and employees mainly follow up on various Government notes and at 

the time of research the Strategy was generally not much focused on- nor used as a tool for 

how and which areas to prioritize and in which areas to concentrate efforts. In the following 

subchapter, I thus apply institutional theory and argue that Norad’s Strategy, in addition to 

manifesting culture in Norad, also can be seen to legitimize Norad’s work.   

 

6.2.1 ORGANIZATIONAL BLUEPRINT AND ACTUAL ORGANIZATIONAL 

ACTIVITY AT NORAD 

One of the main arguments in Meyer and Rowan’s (1977) theory is that a decoupling of the 

formal blueprints and structuring elements of an organization enables it to legitimize formal 
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structures while day to day activities proceed in an orderly fashion. Following Meyer and 

Rowan’s (1977) theory, I argue that Norad’s Strategy can be seen as a formal blueprints and 

structuring element at Norad, as it articulates the official aspects (Watson, 2006) of Norad’s 

work processes; how employees should work and organize their work in order to accomplish 

the main tasks- and reach the main goals and commitments in the Strategy. A central part of 

the empirical findings is that even if most interviewees agreed with the general content of the 

Strategy, its exact statements were not always followed up on. In practice, other things than 

what is stated in the Strategy influence and guide Norad and its employees’ work, and it is 

thus not always possible or preferred for employees at Norad to rationally operationalize all of 

what is stated in the Strategy. Following Meyer and Rowan’s (1977) theory, I therefore argue 

that employees at Norad keep projects running smoothly by continuing their work even if 

formally inappropriate, while at the same time supporting Norad’s ceremonial façade. In the 

paragraphs below I will discuss different factors other than what is stated in the Strategy 

which influence and guide Norad and its employees’ work. 

 

Complex realities within the field of Norwegian development aid 

Even if most interviewees saw the Strategy’s content as representative for Norad and their 

own work, several interviewees also told me that most of the Strategy’s content includes 

simplified descriptions, representing vague generalities and ideals that are hard to 

operationalize in everyday work. Work within the field of development aid is complex, and 

accordingly, Norad and its employees cannot always do exactly what the Strategy states. For 

instance, many interviewees explained that it’s difficult for Norad and its employees to follow 

up on the Strategy’s result focus because development aid projects are usually focused on 

long-term results, and can have both intended and unintended effects. It is therefore not 

obvious to find out what works and doesn’t, and it is not realistic to achieve result that fast. 

The same holds for the Strategy’s focus on the principle for a zero tolerance for corruption. 

As explained, the statement implies that Norad is to focus on increasing economical control 

by freezing funding when corruption is suspected or found. However, to increase economical 

control is in conflict with Norad’s commitment about helping to empower recipient countries 

to achieve their own development goals. In order for projects to continue employees must 

therefore treat statements and focuses like these with sensibility and adapt them to different 

situations within various projects. 
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Moreover, even if Norad’s vision, mission and values were seen as representative for Norad 

and employees’ own work, they were also explained to be somewhat superficial and not very 

useful in guiding the complex work at Norad. It might therefore seem as if Norad’s vision, 

mission and values were included in the Strategy because having organizational vision, 

mission and values is regarded as good and important for organizations in society in general. 

By conforming to what is expected, the vision, mission and values can thus be used to 

legitimize Norad’s work.  

 

Resources 

Norad is a bureaucratic agency, which is dependent on the MFA and the Government for its 

financial resources. The financial resources available to Norad are presented and established 

every year in the annual letters of allocation issued by the MFA, accordingly, Norad has to act 

within the framework of these resources. During my research, an interviewee explained that it 

is almost impossible for Norad to rationally and fully follow up on for example the Strategy’s 

commitment about concentrating most resources on following up on the main priority areas of 

Norwegian development policy. Because each section and department in Norad is given a 

certain amount of resources in the beginning of every year, Norad cannot just increase work 

and thus resources within a specific priority if Norwegian Development Policy increases 

priority within a specific area during that year. 

 

Time is also a resource that influences Norad and its employees’ work, as time pressure 

implies that Norad’s employees need to prioritize some tasks over others in their work. 

Employees at Norad are always under the pressure of several deadlines from the MFA and the 

Norwegian embassies, and as Norad is a directorate under the MFA, work and task in relation 

to projects with/for the MFA and the embassies are prioritized. To follow up on and focus on 

all the commitments and priorities mentioned in the Strategy is therefore not realistic. One 

example is the evaluations that are meant to contribute to knowledge of what works and 

doesn’t. Most interviewees pointed out that they wished they had time to read more of them 

as they have the potential to be important for Norad’s work. However reading and making use 

of all reports that could be relevant is not prioritized because of deadlines and other tasks 

directly related to the MFA and the embassies. Another example is to follow up on the 
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commitment of Norad being an instigator of public debate on development assistance and 

development. Because of time pressure, to most interviewees this was not prioritized in work.  

 

Practical work processes 

Norad’s Strategy emphasizes knowledge sharing, demand for colleagues’ expertise to be 

shared across departments and sectors, as well as fully completed administrative procedures.  

However because Norad is a large organization, interviewees argued that everyone cannot 

know about- and be involved in everything; it would only make work and work processes 

frustrating. Moreover, employees within different departments have different opinions, 

different fields of activity, different priorities and different professional networks. 

Collaboration therefore finds place when needed, and most work rests on the individual level, 

where employees do different things in different ways. Still, even though some interviewees 

were missing a common denominator, practical differences in how to work were not seen as a 

big problem to most interviewees. The Strategy’s principles of work processes at Norad can 

thus be seen as something included in the Strategy in order to create confidence in- and 

demonstrate legitimacy of Norad’s work. 

 

Also, the tools and guiding manuals that are to ensure relevant advice and high quality in 

Norad’s work can be seen as contributing to create a confidence in Norad’s work and thus be 

seen as strategic elements in order to legitimize Norad as an organization. Indeed, even if the 

tools and guiding manuals were argued to be useful because employees cannot figure out how 

to do everything by themselves, and that most interviewees used them to some extent, several 

interviewees believed them not to be promoted and operationalized enough, and thus not well 

known by employees. 

 

Personal and Political interests 

When it comes to work in Norad and in the field of development aid in general, people often 

have strong personal and/or political interest. Therefore, not surprisingly, personal and/or 

political interests also guide employees at Norad’s work, and these interests are not always in 

line with what is stated in the Strategy. A good example of this is the problem of phasing out 

and ending projects that do not show good results. As employees have strong personal 

engagement in their projects, they will always argue that their projects are working and that 
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they are good for someone. Because the long-term effects of their projects are not known 

there is always a minor reason to continue. Moreover, political leaders influence who Norad’s 

receiving countries and partners are, and thus which projects that are initiated, which are 

continued and which are phased out. It is for instance politically decided that the UN is an 

important partner for Norwegian development aid, and this in turn affects the results of 

Norwegian development aid in general and thus indirectly also Norad. 

 

On a more general level, political interests and measures play a large role for the direction of 

Norad’s work, because Norad is dependent on the MFA, various Government documents, 

well as development politics in Norway in general. This dependency sometimes causes 

dilemmas in Norad’s work, as Norad at the same time is supposed to hold an independent role 

within the field of development aid.  

 

6.2.2 ARTICULATION AND OVERLAP OF POLITICAL MEASUREMENTS  

As Norad is dependent on the MFA for its resources and thus highly influenced by the field of 

Norwegian development aid, it seems plausible to argue that several points in Norad’s 

Strategy reflect and articulate the main points and focus of the Government notes that Norad 

is to follow. Indeed, a central point within institutional theory is that accepted conventions 

and other rationalized concepts of organizational work that are institutionalized can 

themselves be shaped by the organization’s need for legitimacy. Thus, by including in the 

Strategy important priorities and interests of Norwegian development politics in general, 

Norad can be argued to gain legitimacy (Johnson et. al., 2008). 

 

As explained, after Norad’s reorganization in 2004, Norad’s Director was given little space 

for maneuver. As a consequence the Strategy had to end up like it did, and is thus very much 

in line with the Government notes that Norad follows. Therefore, when the Strategy was 

introduced in Norad, employees already worked with most what it includes, which is also 

why some interviewees believed few employees to have a strong relation to the Strategy.  

Indeed, I found that most interviewees did not think of Norad’s work as a result of the 

Strategy; Norad’s tasks and functions were already well established and defined in the 

Government notes before the Strategy came into being. The Strategy was thus by most not 

seen as very useful in daily work. The centrality of the Government notes for Norad’s work 
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can also be seen as the reason for why the Strategy is not being promoted that much, and thus 

used as a part of everyday work. Accordingly, even though the general points mentioned in 

the Strategy were seen as representative for Nora and its employees work, it overlaps the 

Government notes Norad has to follow, and the Strategy can therefore be perceived as being 

superfluous in guiding employees’ and Norad’s work.  

 

7. CONCLUSION AND FUTURE PERSPECTIVES  
 

Based on my empirical findings, as well as the discussion of them, I argue that Norad’s 

Strategy both manifests a culture which helps employees at Norad respond to and deal with 

issues in their work, and also legitimizes Norad’s work in terms of political frameworks and 

general assumptions within the field of Norwegian development assistance. Even if the 

Strategy document in itself was not well known or used much by employees at Norad, its 

function can thus be seen as both cultural and symbolic.  

 

In one way, Norad’s Strategy provides a direction, a wish list for employees to follow in their 

work at Norad. The values and beliefs of Norad’s organizational culture are manifested in the 

Strategy; some of these actually guide behavior and work at Norad, and some can be seen as 

rationalizations or aspirations for Norad’s future work. As the Strategy was written by mostly 

managers, it can be seen as manifesting corporate culture in particular, which explains why 

some of the Strategy’s content was not shared by all employees. Still, most of the Strategy’s 

main content was seen as representative for employees’ and Norad’s work. However this may 

not come as surprise as the Strategy can be seen to manifest many of the cultural values and 

taken for granted assumptions within the field of Norwegian development aid assistance in 

general. 

 

Based on employees’ tasks and position in Norad, the Strategy’s practical function  and 

importance to Norad as an organization was not always made sense of in the same way. The 

research revealed that some employees had more critical opinions, especially in relation to the 

resources used on making and implementing it. As managers and line workers have very 

different tasks, managers usually saw the Strategy as more useful in work than the line 
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workers did. Still, Norad’s Strategy was generally not seen as much focused on- nor used as a 

tool to guide employees work.  First of all, in day to day work, other factors than what is 

stated in the Strategy influence and guide Norad and its employees, and it is thus not always 

possible or preferred for employees at Norad to rationally operationalize all of what is stated 

in the Strategy. The Strategy can thus be seen to represent Norad’s blueprints and formal 

structure, remaining at an overall level in Norad’s organization, but not necessarily as 

improving actual day to day activities and thus Norad’s projects. Secondly, Norad’s Strategy 

can be seen to articulate the political guidelines that Norad, as an organization directed by the 

Government, has to follow, and thus as superfluous and not very useful in guiding work at 

Norad. 

 

Therefore, in addition to manifesting organizational cultural in Norad, the Strategy can also 

be seen as a source used by Norad to legitimize Norad’s work, both because having a strategy 

is seen a symbol for what counts and what is rational in the society in which Norad operates, 

and by including in the Strategy that which is taken for granted as being appropriate by 

external constituents such as the MFA and field of Norwegian development politics in 

general. Norad thus increases its social support and survival prospects, merely because it has a 

strategy, independent of the actual efficacy of the Strategy. 

 

7.1 LIMITATIONS & FUTURE RESEARCH 

There are certainly other functions of Norad’s Strategy, which I have not detected from the 

limited research of 17 employees working at Norad. Still, I argue that the findings of the 

thesis raise awareness and thus say something about the role and function of Norad’s Strategy 

towards 2015 in Norad at the time of the research. However, whether the findings from the 

research at Norad can be characterized as generalizable, meaning that the findings of a 

particular research project can be relevant and true in other situations, can be discussed 

(Thagaard, 2004). 

 

Common values and actions based on these values are crucial within value-driven 

organizations like Norad, and accordingly, value driven organizations face different 

challenges than for instance an organization driven for profit. As summed up in the 

concluding thoughts above, the findings point to the fact that for Norad and its employees, the 
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Strategy mainly acts as a cultural manifestation and a source of legitimization. However, for 

other types of organizations, strategy may have a very different function. Moreover, in the 

discussion I argued the fact that Norad underlies the Government partly explains the findings 

of a merely cultural and symbolic function of Norad’s Strategy. However, organizations 

structured and governed in other ways than Norad might be more dependent on a corporate 

Strategy as there are not necessarily other official documents, guidelines or policies that the 

organization can or has to follow. Therefore, even though the findings may also hold true for 

the function and role of strategy in some other organizations, I do no argue that the findings 

of this particular research are always true for the function and role of strategy within all types 

of organizations. 

 

Still, I argue that the results of the research at Norad can contribute to- and inspire further 

research within the same topic. I have therefore come up with some ideas for how the 

research of this thesis could have been done differently and how it can be further developed. 

To start, I could have conducted a follow-up study of the 17 employees that I interviewed 

during my research. As Norad’s Strategy and its main content was discussed in such detail 

during the interviews, it would be interesting to find out if the interviewees’ reflection on the 

Strategy and its content contributed to any difference in how they related to it in their work 

afterwards. A research like this could verify if the Strategy mainly has a cultural and symbolic 

function in Norad, or if it was in fact just badly communicated and thus not used more as 

intended. Secondly, it could be interesting to conduct a similar research project like I did, but 

rather within a for-profit organization or an organization with a different governing structure 

than that of Norad. This type of research could potentially reveal whether the findings in this 

particular research apply to other types of organizations as well.  Finally, it could be 

interesting to conduct a comparative analysis between the findings from the research in Norad 

and a similar research conducted in a for-profit organization or an organization with a 

different governing structure than Norad. A research project like this could possibly reveal 

different, as well as similar, roles and functions of strategy within different types of 

organizations. 
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APPENDIX A: NORAD’S STRATEGY TOWARDS 2015: THE RESULTS 

IN THE FIGHT AGAINST POVERTY. 
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Source: Norad (2011). Norad’s Strategy towards 2015: Results in the Fight against Poverty. 

Oslo, Grafisk Partner AS. Retrieved on 06.02.2013 from http://www.norad.no/en/tools-and-
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http://www.norad.no/en/tools-and-publications/publications/publication?key=383567
http://www.norad.no/en/tools-and-publications/publications/publication?key=383567


 80 

APPENDIX B: NORAD’S ORGANIZATIONAL STRUCTURE 

 

 

Source: Norad (2012). Organization Chart. Retrieved on13.02.2013 from: 

http://www.norad.no/en/about-norad/organisation-chart 
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APPENDIX C: NORAD’S MANDATE  

Norad’s mandate is a procedure, which was adopted by the Crown Prince Regent in a cabinet 

meeting, 26. March 2004. In the mandate, Norad’s main responsibilities and its relation to the 

MFS is determined.  

 

1. The directorate for development aid (NORAD), is a professional body under the 

Ministry of Foreign Affairs  

2. NORAD’s main tasks are to: 

- Assist the MFA and the foreign missions with professional advice on development 

issues 

- Assist the MFA and the foreign missions with the quality assisting of Norwegian 

development cooperation.  

- Initiate and conduct independent evaluations of development work 

- Administer grants programs in developing fields according to an annual allocation 

from the MFA 

 

3. NORAD is an integral part of the administrative apparatus for development 

cooperation. NORAD’s professional services to the MFA and foreign missions are 

presupposed safeguarded through horizontal cooperation between all organizational 

parts. 

 

The directorate’s tasks shall be conducted in accordance with regulations, policies, 

guidelines and directives at any time 

 

4. A director appointed by the King, by recommendation from the Minister of 

International Development, leads NORAD. 

5. NORAD’s appointments appoint NORAD’s other officials.  

6. The following within NORAD’s responsibilities are to be presented to the Department 

(MFA): 

- “saker” which raise questions of principal or political nature. 

- Budget “saker”, including grant proposals and questions concerning changing grant 

proposals, proposals for the creation of new positions or disciplines, as well as 

proposal to reallocations beyond the powers that NORAD is given at any time.  

- Annual report of the business with accounting overview 

- “saker”, which according to point. 7 are beyond (outside) the Director’s 

authorizations.  

- Other “saker” by the Ministry’s regulations.  

 

7. The directorate disposes of the annual appropriations in accordance with the budget 

requirement and the Ministry’s further provisions 

8. The Ministry of Foreign Affairs is authorized to changes this mandate 

9. The mandate enters into force on April 1
st
, 2004.  

 

 

Source: Lovdata (2004) FOR 2004-03-26 nr 576: Instruks for Direktoratet for 

utviklingssamarbeid (NORAD). My translation. Original document in Norwegian retrieved on 

06.02.2013 from: http://www.lovdata.no/cgi-wift/ldles?doc=/sf/sf/sf-20040326-0576.html 
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APPENDIX D: TOPIC GUIDE IN ENGLISH 

 

Introduction: Information about the Interviewee 

 

 How long have you been working at Norad? 

 

 What is your educational background? 

 

 What is your position at Norad, and what kinds of work task are included in that position?  

 

1. The interviewees work conditions/ work processes at Norad  

 

How do you usually work at Norad? Describe a normal workday.  

 

 Describe your work relation to colleagues within and between you section and department.  

 When it comes to work processes, do you experience Norad as uniform?  

 Do you know your tasks, and what is expected of you and your work at Norad?  

 

2. Norad’s Strategy towards 2015  

 

Norad has a Strategy towards 2015. Do you have any relation to that Strategy? Do you 

know anything about Norad’s commitments towards 2015? 

 

 Alternatively let the interviewee read the main commitments, and ask which are the most 

important to the interviewee: 

 Help to empower recipient countries to achieve their own development goals 

 Concentrate most resources on following up on the main priority areas of Norwegian 

development policy 

 Help to promote a focus on and communicate the results of the entire range of 

Norwegian development assistance activities 

 Produce and apply knowledge of what works and what doesn’t in order to improve 

development assistance 

 Be an instigator of public debate on development assistance and development 

 Develop expertise, working methods and leadership that enable Norad to solve 

complex tasks effectively 

 On page 1 in the Strategy, it is stated ”Norad must draw lessons as to what does and 

doesn’t work. If it works, we must do more of it. If it doesn’t work, it should be modified, or 

if appropriate, phased out”. What does the interviewee say about this?  

 Norad is to have a Zero Tolerance against Corruption, what does the interviewee say about 

this?  
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Norad contributes to- and writes several evaluation reports and result reports. Have you 

read any of these?  

 Do you use them in your work?  

 

 Have they changed what you do in a project, or other work based on evaluations? Based on 

criticism Norad has received/ Based on the Strategy?  

 

 Generally, what role do these reports play for Norad (according to the interviewee)?  

 In the Strategy it is stated that Norad prepares several guiding manuals, describing 

different principles, procedures, methods and guidelines for quality assurance and how to treat 

risk-elements within management of development assistance. Do you use or develop these? 

Do you know about them?   

 Communication: how do you wish Norad to be represented?  

 

3. Work/Strategy comparison  

 

Do you feel that your work at Norad is represented in the Strategy?  

 

 If not, what do you do differently? / If yes, in which points especially?  

 

 When it comes to Development Aid, what do you think is important in helping poor 

countries? What do you think Norad can do to improve Development Aid? What can you do?  

 

 Is there something you disagree with in the Strategy? Is there anything you feel is missing 

in the Strategy?  

 

4. Vision, Mission and Values  

 

What motivates you in your work at Norad?  

 

 In the Strategy, there is a Vision, Mission and Values that are to represent and express 

Norad’s work. Do you know about these?  

 

 (They know them/don’t know them: I tell them)  

 

Vision: The Results against Poverty 

Mission: Norad is committed to ensuring the quality of development assistance 

Values: Respect, Integrity, Creativity 

 

 If you were to describe your Vision, your Mission and your Values for your work at 

Norad, what would they be, and why?  

 

 Do you think it is important for Norad to have a Vision, Mission and Values?  


