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Abstract 

Due to a number of positive organizational outcomes, organizational culture has 

attracted much attention among academics and practitioners in the past decades. 

Previous research has shown that a strong organizational culture has the ability to effect 

various desired outcomes such as employee commitment. Literature on the latter 

indicates that a high level of employee commitment leads to positive effects such as 

higher productivity and job performance as well as lower staff turnover. Such positive 

outcomes make the two topics particularly relevant for start-up companies where a 

strong organizational culture that positively influences staff commitment can be an 

important factor determining whether the start-up will succeed or fail. To date, no 

systematic investigation has considered the role that organizational culture and 

employee commitment play in start-up companies, which makes it relevant and 

interesting to investigate. 

This study addresses the following research question: "how does a start-up 

company manage to create a stable organizational culture that fosters employee 

commitment?". Hence, the purpose of this thesis is to identify relevant cultural practices 

that can be used by start-up founders to build a stable organizational culture, and to 

assess the impact that a specific culture has on employee commitment.  

To answer the research question, an in-depth case study of the e-commerce start-

up SafeGear has been conducted. Specifically, the thesis is a qualitative research 

employing multiple data collection methods such as observations, texts, and interviews. 

First, an in-depth interview with the founder is used to identify his role in fostering the 

company's cultural practices. Subsequently, interviews with a full time employee and 

two interns are conducted to understand their perspectives and to detect the impact of 

the retrieved cultural practices on their commitment to the start-up. 

The findings from the research show that the role of the founder is crucial in 

fostering cultural practices that positively influence the start-up's employee 

commitment. The analysis of SafeGear's cultural practices reveals that they are 

associated with significant improvements in employees’ organizational commitment. 

On the one hand, value-based hiring and orientation practices, feedback and celebration 

of achievements, teamwork, and physical arrangements are found to have a positive 
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impact on employee commitment. On the other hand, the results illustrate that routines 

and social activities are not increasing the organizational commitment because of their 

poor implementation. However, they could positively affect the staff's commitment 

when implemented correctly.   

This study advances our understanding of the influence of organizational culture 

on organizational commitment and, furthermore, highlights the importance for early 

stage start-ups to focus on building a stable organizational culture. Suggestions for 

future research are discussed. 
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1 Chapter I: Introduction 

The purpose of this chapter is to provide the reader with a background of what 

has been studied in the thesis as well as the reasons behind it. The chapter opens with a 

description of the research topic, followed by the problem area definition that leads to 

the formulation of the research question, and concludes with the structure and 

limitations of the thesis. 

1.1 Research topic  

Organizational culture is one of the major topics in academic research and 

education, organizational theory, and management practice. This is because the cultural 

dimension is central in all aspects of organizational life and is important for 

organizational performance, growth and success. Even in those organizations where 

cultural issues receive little attention, people's feelings, values and actions are guided by 

ideas, meanings and beliefs that originate in a particular, socially shared culture 

(Alvesson, 2002, p.1).  

Organizational culture matters in different ways according to the stages of 

organizational evolution. In a start-up context, research suggests that culture plays an 

essential role in the success of an organization and that the founders have a crucial 

influence in fostering the culture (Schein, 2004, 2009).  

Due to its importance, studies about organizational culture have been conducted 

since the 1940s and the topic continues to be a subject of interest and has been debated 

among scholars as well as practitioners. Specifically, organizational culture has been 

"an  important theme in management and business research for the past few decades due 

to its potential to affect a range of organizationally and individually desired outcomes 

such as commitment, loyalty, and turnover intent" (Chow et al., 2001).  

Similar to research on organizational culture, research on employee commitment 

has attracted much attention among both academics and practitioners in the past 

decades. Persistent interest in employee commitment and its importance is related to 

numerous positive organizational outcomes such as higher productivity, increased job 

performance, and reduced employee turnover. Hence, the reason that makes this topic 
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especially important in today’s business environment is that employee commitment is 

vital to organizational success. 

1.2 Problem area  

Organizational culture plays an essential role in a new company. According to 

many studies, the failure or quit rate of new enterprises lies between 50-60% during the 

first 2 years. More specifically, when a business closes its doors one of the leading 

causes is often linked to leadership and culture (Brush, 2014). For entrepreneurs who 

start new businesses the tendency is to focus mainly on developing the product, working 

on the technology and not on installing an appropriate organizational culture. Yet, 

culture is a strategic resource central to growth and expansion and "can provide the glue 

helping a company to sustain during the dynamic ups and downs of a start-up process" 

(Brush, 2014). 

While shaping the appropriate values and assumptions that are important to the 

organization, another aspect that merits further consideration is to ensure the necessary 

level of commitment among employees (Rashid, Sambasivan, and Johari, 2003, p.709). 

In fact, creating and preserving an organizational culture that fosters and sustains 

employee commitment would give employees the tools to stay strong in the face of 

challenges and "to bounce back from obstacles encountered in the natural roller coaster 

experience of working at a start-up" (Shatté, 2015). Related to this, it is necessary to 

notice that for start-ups one particular factor that is proven to have disastrous effects is 

the turnover of staff. In fact, with a typically low number of employees, who are many 

times responsible for business-critical tasks, the effect of one member leaving can 

quickly and dramatically reverberate throughout the whole organization (Shatté, 2015). 

The loss of important personnel can affect start-ups in several ways. For instance, 

turnover may cause disruption within the company, thereby, causing employees' 

performance to decrease. Additionally, as it takes time for new people to adjust to the 

company, turnover can slow down the company progress (DeConinck and Bachmann, 

1994, p.87). As demonstrated by research (e.g., Peters and Waterman, 1982), low levels 

of organizational commitment can lead to outcomes such as intentions to leave a start-

up and eventually to a higher turnover of staff.  
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Peters and Waterman regard the commitment of employees to organizational 

values and beliefs as a crucial factor in the success of a company (Peters and Waterman, 

1982). Moreover, the way in which people are managed has a powerful impact on both 

productivity and profitability. By developing a strong and stable culture from the first 

day, start-up founders can instill values and assumptions to ensure success down the 

road and to avoid high turnover rates (Shatté, 2015). Hence, this thesis first aims to 

examine the role of the founder in fostering a stable organizational culture. As a second 

step, the cultural practices that serve as commitment factors among start-up employees 

are examined. The thesis is a case study and will focus on the Danish start-up company 

SafeGear. 

1.3 Research question 

The research question that best reflects the illustrated issues and additionally sets 

the direction and the focus of the thesis reads as follows: 

"How does a startup company manage to create a stable organizational culture 

that fosters employee commitment?" 

1.4 Purpose and relevance  

The purpose of the thesis is two-fold. The first objective is to identify important 

practices that can be used by start-up founders in fostering organizational culture. 

Subsequently, the second objective is to detect which cultural practices best serve as 

commitment factors among start-up employees. 

On these grounds, an existing gap within research and practice regarding start-

ups and start-up employees can be identified, which makes the topic relevant to 

investigate. Additionally, the study is significant for start-up companies as there is great 

need to understand how important it is to establish a stable organizational culture, 

especially due to its influence on the employee's commitment to an organization. 

Therefore, identifying cultural practices that foster employee commitment can lead to 

improvements in start-up companies. Finally, the findings of the thesis can have 

practical implications to the case study company as well as to similar start-up 

organizations. 
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1.5 Structure  

In the following, an overview of the thesis, which is structured around six 

chapters, will be given.  

The opening chapter (I) of the thesis is an introductory one. It sets the direction 

and focus of the thesis by introducing the reader to the main topic, the problem area, the 

research question, the purpose and relevance of the paper, and its research limitations. 

Afterwards, chapter II provides the literature review. The purpose of this part is 

to create an understanding of the main issues addressed in the paper. It is subdivided 

into three main sections with the first subsection focusing on defining and clarifying the 

concept of organizational culture. In the second subsection, the start-up context will be 

taken into consideration and the role of the founder in fostering organizational culture 

will be examined. Finally, the last subsection introduces and discusses the concept of 

employee commitment, its relationship with organizational culture, and the framework 

used as foundation for the thesis. 

Subsequently, chapter III presents the methodological research approach used in 

the thesis and sets the paper’s approach from a scientific point of view. This includes 

discussions about research approach, strategy and design. Moreover, it presents the data 

collection methods employed.  

Following this, chapter IV is used to carry out a detailed analysis of the 

empirical data and to present the main findings of the research. Therefore, the chapter 

includes the presentation of the case study company, interview findings, the description 

of the company's cultural practices and their influence on employee commitment. 

Finally, chapter V  discusses the findings in relation to the theory and presents 

further research recommendations as well as a final conclusion.  

1.6 Limitations  

The thesis’ research includes various limitations which are addressed in the 

following. First, the research is limited to a single case study company, the e-commerce 

start-up SafeGear. Since a representative case study is chosen, the findings of the 

research cannot be generalized, however, they should be applicable to similar types of 
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businesses as the case study company. The decision to choose a case study has been an 

intentional one in order to achieve a focused and in-depth research.  

Second, only a select part of Dessler's model about how to earn employee 

commitment is employed in the thesis since the remaining practices that have been 

identified by the author are less relevant to the company used as case study and to the 

research question. 

Third, all interviews with both the founder and the employees were conducted in 

English which is the second language for all the interviewees. Therefore, language 

problems might have caused less accurate and detailed answers. The two reasons for 

this decision were that the organization consists of a team that includes six different 

nationalities and that the respondents and interviewees use English in their daily work.  

Lastly, it is crucial to mention that the interviewees were chosen by the 

company's founder. For this reason, it was impossible to interview all members of the 

organization, thus, the research has been limited. 
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2 Chapter II: Literature review 

The purpose of the literature review is to create an understanding of the issues 

addressed in this paper. Therefore, this chapter presents and discusses the theoretical 

considerations and decisions employed in the thesis and is subdivided into three main 

sections. The first one focuses on defining and clarifying the concept of organizational 

culture. In the second section, the start-up context will be taken into consideration and 

the role of the founder in fostering organizational culture will be examined and 

discussed. Finally, the concept of employees commitment and its relationship with 

organizational culture will be introduced and discussed.  

2.1 Defining organizational culture  

Studies on organizational culture had been conducted since the 1940s, however, 

they were very few and scattered until the "corporate-culture boom" of the early 1980s 

(Alvesson, 2002, p.6). Ouchi has been one of the topic's first researchers. He started his  

study in order to explain why companies in the United States were not performing as 

well as similar ones in other countries, Japan in particular. By observing and pointing 

out differences between American and Japanese companies, Ouchi's research recognizes 

and highlights the role of organizational culture as a key aspect of the Japanese 

companies' success (Ouchi, 1981). More precisely, Ouchi's work is an investigation of 

Japanese management practices, which are shown to be a product of Japanese culture, 

which is characterized by high productivity and employee loyalty (Ouchi, 1981). The 

theory that he develops from his research, the so called "Theory Z", focuses on 

increasing employee loyalty by providing lifetime employments with a strong focus on 

the well-being of the employee, both in and off the job. In addition, "Theory Z" 

management tends to promote secure employment, high productivity, and high 

employee satisfaction (Ouchi, 1981). According to the author, applying this approach to 

U.S. companies could lead to greater job satisfaction, lower rates of employees 

turnover, and better financial performance (Ouchi, 1978).  

Two other books, Deal and Kennedy's "Corporate Cultures: The Rites and 

Rituals of Corporate Life" and Peters and Waterman's "In Search of Excellence", that 

have been published in 1982 support the idea that successful companies tend to have 
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strong organizational cultures. The work of Deal and Kennedy defines organizational 

culture as  "a system of informal rules that spells out how people are to behave most of 

the time" (Deal and Kennedy, 1982, p.15). With their study, they further prompted the 

interest of researchers and consultants to the concept of corporate culture, and to how 

values and philosophies of the latter guide the employees' behavior in the organization 

towards greater success.  

Since then, interest and research in organizational culture have steadily 

increased. In this process, a lot has been written which led to a lot of disagreement and 

many different approaches. According to Alvesson, a glance at just a few works that use 

the term "organizational culture" reveals a wide variation in its definitions (Alvesson, 

2002, p.3). Therefore, the problem in giving a single definition of organizational culture 

is that there are various approaches to define it which makes it difficult to pin down just 

"one" valid definition (Schein, 2009, p.12).   

For instance, one relevant contribution to the topic derives from Denison (1990) 

who examined the relationship between organizational culture and performance. In his 

study, organizational culture was based on the perceptions of the influence of 

organizational practices and conditions which characterized the organizational culture. 

What he found out is that organizations with a participative culture performed better 

than the ones without. 

A main contribution to the study of organizational culture has been given by 

Edgar Schein in the early 1990s. According to him, "the biggest danger in trying to 

understand culture is to oversimplify it. It is tempting to say that culture is just 'the way 

we do things around here', 'the rites and rituals of a company', 'the reward system', 'our 

basic values', and so on" (Schein, 2009, p.21). As the author states, "these are all 

manifestations of the culture, but none is the culture at the level where culture matters" 

(Schein, 2009, p.21). He defines organizational culture as "a pattern of shared basic 

assumptions that the group learned as it solved its problems of external adaptation and 

internal integration, that has worked well enough to be considered valid and, therefore, 

to be taught to new members as the correct way to perceive, think, and feel in relation to 

those problems" (Schein, 1992, p.12). In addition, Schein argues that a better way to 

think about culture is to acknowledge that it exists at several "levels" which are 

artifacts, espoused values, and basic underlying assumptions. 
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Further research on the topic has been conducted by Alvesson and Martin. 

According to Alvesson, "talking about organizational culture means talking about the 

importance of symbolism – rituals, stories, myths, and legends – and about the 

interpretation of events, ideas, and experiences which is influenced and shaped by the 

groups within which individuals live in" (Alvesson, 2002, p.3). Furthermore, as already 

pointed out by Schein, Alvesson considers organizational culture to be a construction 

that includes values and assumptions about social reality. Nevertheless, for the author 

"values are less important and less useful than meanings and symbolism in cultural 

analysis" (Alvesson, 2002, p.3).  

Martin defines organizational culture as "patterns of interpretation composed of 

the meanings associated with various cultural manifestations, such as stories, rituals, 

formal and informal practices, jargon, and physical arrangements" (Martin, 2002, 

p.330). She describes four main types of cultural manifestations: cultural forms (such as 

rituals, organizational stories, jargon, humor, and physical arrangements), formal 

practices (such as hierarchical reporting structures), informal practices (such as norms), 

and content themes. Moreover, she characterizes the boundaries of organizational 

culture as "fluctuating, permeable, and blurred", and argues that "organizational culture 

is a subjective phenomenon seen differently by different people" (Martin, 2002, p.330). 

During the last two decades the interest in organizational culture from both 

academics and practitioners continued to be relatively high and it still represents a 

subject of academic debate. According to Schein, this is a healthy sign since it testifies 

the importance of culture as a concept, but at the same time it creates difficulties for 

both scholars and practitioners if definitions are unclear and usages are inconsistent 

(Schein, 2009, p.12).  

Despite the debate on how to define organizational culture, the various 

definitions share several features such as the belief that organizational culture is a 

multilevel construct comprising many elements, primarily artifacts, values, and 

assumptions (Keyton, 2005, p.22). Therefore, many academics would agree that 

organizational culture can be referred to as a set of values, beliefs, and behavior patterns 

that form the core identity of organizations and help in shaping the employees’ behavior 

(e.g., Deal and Kennedy, 1982; Schein, 1992; Martin, 2002).  
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The following sections provide a more detailed explanation of Schein's artifacts, 

values, and assumptions, and their roles in the process of creating organizational 

culture. 

2.1.1 Schein's model: three levels of culture 

 

 

 

 

 

 

 

 

Figure 1: Schein's model: three levels of culture.  

Source: Schein, 2009, p.21. 

With his model, Schein illustrates that culture can be analyzed at different levels, 

"the term 'level' meaning the degree to which the cultural phenomenon is visible to the 

observer" (Schein, 2004, p.25). These levels range from manifestations that are easy to 

observe to unconscious and taken for granted assumptions (Schein, 2004, p.25) that the 

author defines as the essence of culture. In between these layers various espoused 

beliefs, values, and rules of behavior that members of a culture use as a way of 

describing their culture to themselves or to others exist (Schein, 2004, p.25). The major 

levels of cultural analysis are shown in Figure 1. 

2.1.1.1 Level one: artifacts  

According to Schein, artifacts are the easiest level to observe in an organization. 

They are everything that one can see, hear, or feel while observing a company, and 

       Artifacts 

Espoused 

values 

Underlying 

assumptions 

Visible organizational  

structures and   

processes 

(hard to decipher) 

Strategies, goals, 

philosophies 

(espoused justifications) 

Unconscious, taken for 

granted beliefs, perceptions, 

thoughts, and feelings... 

(ultimate source of values 

and action) 



Chiara Binello                                                                                                                             Page     10 

 

 

 

often the first things that can be noticed when entering an organization (Keyton, 2005, 

p.23). As Schein explains, artifacts include the visible and physical arrangements of a 

company such as its architecture; its style which consists of dress code, manners of 

address, and stories about the organization; its core values; and its observable rituals 

and routines (Schein, 2004, p.26). Norms are recognized by Keyton to be particularly 

important artifacts. For her, a norm is "a way in which a group of people engage in 

routine behavior"(Keyton, 2005, p.24). More specifically, she defines it as a pattern of 

behavior or communication that indicates what people should do in a specific setting 

and that reveals what behaviors or reactions are collectively expected (Keyton, 2005, 

p.24). Thus, norms are unofficial or unconsciously held rules for how people should 

behave and communicate in a company (Keyton, 2005, p.24). 

The most important point to be made about this level of culture is that it is easy 

to observe but difficult to decipher because the connection back to the value that caused 

the artifact is not always clear or easy to retrieve (Schein, 2004, p.27; Keyton, 2005, 

p.24). This means that what is seen can be easily described, however, the meaning 

behind can be difficult to understand. Observers can describe what they see and feel, 

yet, they are not always able to reconstruct the meaning of an observed artifact in a 

specific cultural context (Schein, 2004, p.27). Interpretation of artifacts can be even 

more complicated because organizational life generally produces a high number of 

artifacts which make it hard for observers since they cannot focus on all of them at the 

same time. Thus, according to Schein, a valid interpretation of an organization's culture 

cannot be made by using only its artifacts (Schein, 2004, p.27; Keyton, 2005, p.24). 

Connected to this, the author points out that it is dangerous to interpret only the artifacts 

because one’s interpretations may be projections of one’s own feelings, perceptions and 

reactions. For example, a very informal and loose organizational culture can be 

interpreted as inefficient by someone whose personal background is based on the 

assumption that informality is equivalent to inefficiency (Schein, 2004, p.27).  

In other words, at the level of artifacts culture is easy to observe. However, the 

reasons why members of an organization are behaving in a specific way is still unknow, 

thus, it is necessary to move to the second level in order to get a better understanding of 

what things that are observed and felt mean (Schein, 2004, p.22; Schein, 2009, p.27).   
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2.1.1.2 Level two: espoused values 

As defined by Hofstede, a value is "a broad tendency to prefer certain states of 

affairs over others" (Hofstede, 2001, p.5), and determines our view on reality. 

Individual organizational members can hold particular values, but it is the values shared 

with the organization that are of importance to organizational culture (Keyton, 2005, 

p.24). Values are all those strategies, goals, principles, or qualities that are considered 

ideal or desirable by a company and, as a result, create guidelines for organizational 

behavior (Keyton, 2005, p.24). To give an example, values that are often associated 

with work include authority, ambition, independence, creativity, equality, tolerance, 

respect, commitment, politeness, harmony etc. Keyton points out that organizational 

culture can include many values that are interdependent in some way, which means that 

while one set of values may support one another (e.g., independence and personal 

achievement), other values may interfere with each other (e.g., autonomy and team 

work) (Keyton, 2005, p.24). 

According to Schein, organizations have certain values that are supposed to 

create a particular image of a company. In Figure 1, these "espoused values" are 

illustrated. Often, companies make use of documents or short papers that describe their 

values, principles, and visions as a reflection of their basic values (Schein, 2009, p.23). 

However, values are invisible and difficult to identify until they are shared by 

organizational members and expressed in behavior (Hofstede, 2001). Thus, the values 

of an organization are most of the time visible in the actions of its employees since 

those values influence how organizational members behave (Keyton, 2005, p.24).  

In start-up companies, the founder is frequently viewed as the creator of the 

company's culture to which organizational members adapt to (Alvesson, 2002, p.104). 

According to Schein, an organization's culture reflects the founder’s original beliefs and 

values. In fact, when a group is created the first solution proposed to deal with it reflects 

the founder’s own assumptions about what is right or wrong, what will work or not 

work. According to the author, if the founder convinces his employees to act in a 

particular way that is perceived to be successful by the group, the perceived value 

gradually transforms. As the author argues, this process takes place in two steps: first, 

the founder's value becomes a shared one, and second, if actions based on it continue to 

be successful, the value turns into a shared assumption (Schein, 2004, p.28).  
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2.1.1.3 Level three: underlying assumptions 

Assumptions are beliefs, perceptions, thoughts that are taken for granted and 

deeply held by organizational members which guide organizational behavior (e.g., 

Keyton, 2005, p.26; Schein, 2009). As Keyton points out, organizational members can 

hold assumptions about themselves (e.g., as professionals, employees); about their 

relationships to other organizational members, or other external stakeholders; about the 

organization itself; or about their work (Keyton, 2005, p.26). These assumptions are 

tacit, subtle, abstract, and implicit. Because of that and because they do not rise to the 

level of conversation, assumptions are extremely difficult to change. In fact, they are so 

instilled that organizational members are often unable to explain them until they are 

confronted with a different set of assumptions that they might encounter when changing 

organization and job (Keyton, 2005, p.26). According to Schein, assumptions are so 

powerful that people run the risk of not understanding or misinterpreting the actions of 

others who behave according to a different set of assumptions (Schein, 2004, p.32-35). 

An important point to be made is that organizations are started by individuals 

who initially impose their own beliefs, values, and assumptions. As previously 

explained, founders of organizations have a significant influence on their company's 

culture. Specifically, they can choose the direction of the company and are able to shape 

beliefs and meanings that develop during the formative years (Alvesson, 2002, p.105-

106). In a start-up environment, the founder's values, beliefs, and assumptions are of 

great importance as they can influence the company's success. Related to this, Schein 

argues that if the founders’ values and assumptions are out of line with what the 

environment of the organization demands, the latter will fail and never develop a culture 

in the first place (Schein, 2009, p.25). Hence, the essence of organizational culture 

consists of values and beliefs that work so well that they become shared and taken for 

granted as the organization continues to be successful (Schein, 2009, p.25). 

To sum up, it is important to consider that assumptions result from a shared 

learning process. Originally, they are just in the heads of founders. However, they can 

become shared and taken for granted if new members of an organization realize that the 

beliefs, values, and assumptions of their founders lead to organizational success 

(Schein, 2009, p.26). 
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2.1.1.4 Integration of the three levels 

According to Schein, any organization’s culture can be studied at its three levels 

of artifacts, espoused beliefs and values, and underlying assumptions. Decoding the 

pattern of basic assumptions that may be operating is essential as one will not know 

how to interpret the artifacts correctly or how much importance to give to the company's 

values. Therefore, the essence of a culture lies in the pattern of basic underlying 

assumptions. Once those are understood, the other levels can as well be easily 

comprehended (Schein, 2004, p.36).  

Typically, organizational members reveal their assumptions and values through 

their daily communication. Thus, organizational culture becomes visible through 

everyday conversations organizational members have with others may it be insiders or 

outsiders (Keyton, 2005, p.28). It is important to underline that no single artifact, value, 

or assumption can create an organization's culture. Instead, "culture emerges from the 

complex interplay of these elements in the organizational communication of all the 

organization's members, at all levels, in all job functions" (Keyton, 2005, p.28). 

2.1.2 Summary  

The purpose of this chapter was to introduce the concept of organizational 

culture. Since the early 1980s interest and research about the topic have steadily 

increased. In this process, a lot has been written which led to a great extent of 

disagreement and a lot of different approaches. However, many researchers and authors 

would agree that corporate culture can be referred to as a set of values, beliefs, and 

behavior patterns that form the core identity of organizations, and help in shaping the 

employees’ behavior (e.g., Deal and Kennedy, 1982; Schein, 1992). Artifacts, values, 

and assumptions are the three broad categories of cultural elements that comprise the 

pattern of symbols interpreted as organizational culture. In analyzing cultures, it is 

important to recognize that artifacts are easy to observe but difficult to decipher. In 

order to understand a group’s culture, one must attempt to analyze its values as well as 

to get access to its shared basic assumptions (Keyton, 2005, p.33). 

In a start-up context, the role of the founder is remarkable. In fact, founders of 

organizations are often seen as founders of cultures (e.g., Schein, 2009). Since start-up 

founders start from the beginning, they have a significant influence on the particular 
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combination of people hired and can choose the direction of the company. Thus, they 

are able to influence shared ideas, beliefs and meanings that develop during the 

formative years of their companies (Alvesson, 2002, p.105-106). If the founders 

installments work, and continue doing so over time, what once have been only the 

founder's assumptions eventually become shared assumptions.  

The following chapter examines the role of a start-up company founder in 

culture building and embedding.  

2.2 Organizational culture and start-ups: the role of the founder 

2.2.1 First theoretical foundation for the thesis  

Organizational culture matters in different ways according to the stages of 

organizational evolution. As demonstrated by Schein, a young and growing start-up 

attempts to build and sustain a kind of culture that it considers as a basis for its success. 

Young organizations are typically under control of their founders, which means their 

culture is more or less "a reflection of the founder’s beliefs, values, and assumptions" 

(Schein, 2009, p.16). Taking these facts into consideration, Schein (2004, 2009) studies 

how founders and leaders of emerging start-ups can systematically embed their own 

values and assumptions in the daily work of the organization, thereby creating a stable 

culture within their start-ups. This theory functions as theoretical foundation as it 

provides a suitable "framework" for analyzing the research question, which is how a 

start-up manages to create a stable organizational culture.  

2.2.2 Culture building  

As previously discussed, culture forms when organizational members accept 

solutions that are successful in solving a problem and when these practices are accepted 

as normative and as "the way we do things around here" (Keyton, 2005, p.123-125; 

Isaac and Pitt, 2001). According to Schein, such solutions are influenced by three major 

sources which are first, the beliefs, values, and assumptions of founders of 

organizations; second, the learning experiences of group members as their organization 

evolves; and third, new values and assumptions brought in by new members (Schein, 

2004, p.225). The author states that, though each of these processes play an important 
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role, the impact of founders is by far the most important one for the formation of an 

organization's culture (Schein, 2004, p.225). 

One aspect that has to be examined in more detail is the fact that the process of 

culture formation starts with the creation of a group. Schein identifies four major steps 

involved in this process (Schein, 2004, p.226):  

1. One or more people (founders) have an idea for a new company. 

2. The founder brings in more people and creates a group that shares a common 

goal and vision. All group members believe that the business idea is a good one 

and worth it to invest time, money, and energy. 

3. The founding group starts to create an organization by raising funds, obtaining 

patents, finding a location, etc. 

4. Finally, new members are brought into the organization. If the group remains 

stable and shares important learning experiences with each other, it will 

gradually develop assumptions about itself, its environment, and how to do 

things to grow and be successful (Schein, 2004, p.226).  

In this process, founders have a primary role on how the group initially defines and 

solves its external adaptation and internal integration problems. This is because they 

come up with the original idea, therefore, they have their own view of how to 

accomplish the idea, based on their own personality and cultural background (Schein, 

2004, p.226). Hence, at this stage, the personal beliefs, values, and assumptions of the 

founder or founding group are imposed on the people hired. If the organization is 

successful, they will come to be shared, seen as correct, and eventually taken for 

granted. Subsequently, those shared beliefs, assumptions, and values will function in the 

organization as "the basic glue that keeps it together, the major source of the 

organization’s sense of identity, and the major way of defining its distinctive 

competence" (Schein, 2009, p.123). At this point, culture is the organization’s most 

important asset and is repeatedly tested by being executed. If an organization is 

successful, its culture becomes stronger. If an organization fails, the founder's 

assumptions will be challenged and eventually dropped out (Schein, 2009, p.123). But 

how do founders manage to transmit and embed their values and assumptions? Schein is 

of the opinion that the founders' opportunities to embed their values and assumptions in 
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the various routines of the organization are many. How this process takes place is 

described in the following chapter.  

2.2.3 Culture embedding 

As discussed in the previous chapter, founders bring in their own values, beliefs, 

and assumptions when they start a company. At this stage, the main problem for them  

is how to express, teach, embed, and get their own values and assumptions across and 

make them work. Schein (1983, 2004, 2009) is one of the topic's main researchers. 

According to him, founders often start with a "theory" of how to succeed, and with a 

cultural "model" in their heads which is based on the culture in which they grew up or 

in which they lived for a longer period of time. In case of founding groups, one must 

first examine how a group agrees on how to do things and how to deal with certain 

problems or questions (Schein, 1983, p.3). In that case, the evolution of the culture is a 

multi-stage process reflecting the several stages of group formation. The final 

organizational culture will always reflect the complex interaction between the 

assumptions and theories which founders initially bring in, and the development of the 

whole group (Schein, 1983, p.3). However, how do founders teach and embed their 

values and assumptions into their start-up? Schein further explores this process and 

identifies many mechanisms that founders have available to teach and strengthen the 

adoption of their own beliefs, values, and assumptions as a group gradually evolves into 

an organization. These mechanisms are summarized in the following figure: 

Table 1: How leaders embed their beliefs, values, and assumptions. 

Primary Embedding Mechanisms 

• What leaders pay attention to, measure, and control on a regular basis 

• How leaders react to critical incidents and organizational crises 

• How leaders allocate resources 

• Deliberate role modeling, teaching, and coaching 

• How leaders allocate rewards and status 

• How leaders recruit, select, promote, and excommunicate 
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Secondary Articulation and Reinforcement Mechanisms 

• Organizational design and structure 

• Organizational systems and procedures 

• Rites and rituals of the organization 

• Design of physical space, facades, and buildings 

• Stories about important events and people 

• Formal statements of organizational philosophy, creeds, and charters 

 

2.2.3.1 Primary embedding mechanisms 

The six primary embedding mechanisms shown in Table 1 are the "major tools 

that founders have available to teach their organizations how to perceive, think, and 

behave based on their own conscious and unconscious values and beliefs" (Schein, 

2004, p.246). These mechanisms function simultaneously and are visible artifacts of an 

emerging culture.  

According to Schein, in a young and growing start-up, the behavior of the 

founder is by far the most important determinant of how the culture is shaped (Schein, 

2009, p.131). In particular, what founders pay attention to is notably relevant. This can 

include many things, from what founders notice and talk about to what they reward, 

command, and in other ways deal with regularly (Schein, 2004, p.247). It is important to 

notice that if start-up founders are aware of the fact that their behavior is an important 

determinant in fostering culture, they are more likely to pay attention to particular 

things which they consider relevant and are more consistent in their own behavior. On 

the other hand, if founders are not aware of the importance and influence that this 

process has or are inconsistent in what they pay attention to, employees will spend 

excessive time and energy having to decipher what their employer's behavior means 

(Schein, 2004, p.247). For instance, being consistent in what kind of questions are being 

asked sends clear signals to the employees about the founder's priorities, values, and 

beliefs (Schein, 2004, p.247). Thus, what start-up founders consistently pay attention to, 

reward, command, and react to, transfers and expresses what their own priorities, goals, 

Source: Schein, 2004, p.246. 
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and assumptions are. Some of the most important signals of what founders care about 

are sent during meetings and other similar activities. This is because in questioning 

employees on certain issues, founders can transmit their own point of view of how to 

deal with problems (Schein, 2004, p.247). Another way that founders can use to let 

start-up members know what they care about are their emotional reactions. More 

precisely, they are helpful in letting people know that an important value or assumption 

has been violated (Schein, 2004, p.249). 

A second mechanism of particular relevance and importance is the founders' 

deliberate role modeling and teaching. According to Schein, "founders of organizations 

generally seem to know that their own visible behavior has great value for 

communicating assumptions and values to other members" (Schein, 2004, p.258). To 

give an example, the assumption that great ideas can come from anyone in the 

organization can be communicated by founders in many different ways, for instance, by 

having a modest office, an informal dress code, or spending time among employees to 

get to know them on a personal level (Schein, 2004, p.258). 

An important role for start-up founders to foster a particular culture is the use of 

promotions, performance appraisals, and discussions about what the organization gives 

importance to. In fact, founders or leaders can quickly convey their own priorities, 

values, and assumptions by consistently connecting rewards or punishments to certain 

kinds of behaviors (Schein, 2004, p.259). According to Kerr and Slocum, reward 

systems represent a particularly powerful means to influence an organization's culture. 

Why someone gets rewarded is an obvious presentation of the organization's values and 

beliefs (Kerr and Slocum, 2005, p.130). Moreover, reward systems, performance 

appraisals and promotions define the relationship between organization and individual 

member by specifying the terms of exchange: it points out the contributions expected 

from employees and sets values and norms to which those in the organization must 

conform, and demands that individuals have the right to receive a feedback which is 

based on their performance (Kerr and Slocum, 2005, p.130).  

Finally, one of the most effective ways in which founder's assumptions get 

embedded and maintained is the process of selecting new employees. More precisely, 

selecting employees whose beliefs, values, and assumptions are similar to the founder's 

ones will reduce their learning process and will assure a better fit in the start-up. In fact, 



Chiara Binello                                                                                                                             Page     19 

 

 

 

if the founder is clear, only employees that already share the company's main values are 

hired. However, if the founder is not clear during the selection process, some employees 

will find themselves in a cultural conflict with the organization and will either 

eventually become "socialized and acculturated", or will leave the company (Schein, 

2009, p.124). Related to this, founders themselves can often be the problem. In fact, 

founders who mainly focus on developing new products are sometimes rookie managers 

with only little or no experience at all in how to staff a company. Those kind of leaders 

often don't understand what qualities they should seek in employees. Another common 

problem arises when they hire friends or acquaintances who actually do not fit to the 

company's culture (Gleason and Feintzeig, 2013). Both recruitment and selection 

processes should be tailored to promote the organization's culture with the hope of 

attracting applicants whose beliefs and values are in line with the ones of the founder. 

(Keyton, 2005, p.126). For instance, selection interviews have been used to this regard 

for a long time (Keyton, 2005, p.126). Yet, according to Schein, this cultural embedding 

mechanism is subtle because in most organizations it takes place unconsciously. This is 

because founders tend to be attracted to candidates who are similar to them. For this 

reason, founders perceive those candidates as suitable and assign them characteristics 

that will justify them to be hired (Schein, 2004, p.261). Hence, initial selection 

decisions for new members are of high importance for a start-up's culture.  

Additionally, the criteria applied in promotion systems are essential mechanisms 

for embedding and preserving an organizational culture, in particular when these criteria 

are combined with socialization tactics that are designed to teach cultural assumptions. 

Moreover, basic assumptions are further reinforced through criteria of who does or does 

not get promoted, who is actually fired or given a position or task which is perceived to 

be less important than others (Schein, 2004, p.262).  

2.2.3.2 Secondary articulation and reinforcement mechanisms 

As illustrated by Schein, in a new start-up, structure, architecture, rituals, stories, 

and formal statements are cultural intensifiers, not culture creators. Such mechanisms 

are secondary because they work only if they are consistent with the primary 

mechanisms discussed above. If they are consistent, they build organizational 
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ideologies. If they are inconsistent, instead, they will either be ignored or be a source of 

internal conflict (Schein, 2004, p.262).  

At the start-up stage, all these secondary mechanisms can be thought of as 

cultural artifacts that are easy to observe though might sometimes be difficult to 

interpret without having insider knowledge obtained from observing the founder's actual 

behavior (Schein, 2004, p.263). When an organization is in its formative and 

developmental phase, the underlying assumptions will always be manifested in what the 

founders demonstrate through their behavior, not in what is written down or deduced 

from visible designs, architecture, practices, rituals, and stories. However, these 

secondary mechanisms can become very important in maintaining and highlighting the 

underlying assumptions (Schein, 2004, p.263).  

How can these mechanisms be used to reinforce the culture? Keyton points out 

that an organization's cultural reinforcement is achieved when an organization has an 

internal communication system which is strong and makes use of repetitions (Keyton, 

2005, p.125). More precisely, repetitions are when organizational symbols, slogans, 

logos appear consistently across an array of different media, reports, internal and 

external signage. In addition, rites, rituals, and ceremonies are regularly promoted and 

practiced (Keyton, 2005, p.125). Rituals in particular play a key role as "they combine 

the power of consistency and habits with the weight of emotional significance" (Keyton, 

2005, p.125). So, daily stand-up meetings, different practices of meeting new 

employees, or Friday's post work activities  are all rituals that create a community 

feeling by breaking down barriers that usually prevent people from interacting with each 

other on a more personal level. Thus, they provide shared experiences which are 

"steeped in powerful symbolic meaning" (Leberecht, 2016). However, it is important to 

notice that in order for them to work, all these elements must follow similar themes, 

consistent with the company's values and beliefs (Keyton, 2005, p.125).  

According to Schein, the most visible parts of life in any organization are the 

daily, weekly, monthly, quarterly, and annual cycles of routines, procedures, reports, 

and forms (Schein, 2004, p.266). Founders or leaders have the opportunity to reinforce 

their assumptions by building systems and routines around them. If they do not do that, 

"they open the door to historically evolved inconsistencies in the culture or weaken their 

own message from the outset" (Schein, 2004, p.266). Additionally, design of physical 
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space, facades, and buildings are important visible features that help the founder to 

embed his or her assumptions. In fact, founders who have a clear thinking and style 

often choose to embody those in the visible manifestations of their organization (Schein, 

2004, p.267). The final mechanism of articulation and reinforcement to be mentioned is 

the formal statement, which is the founder's or leader's attempt to state explicitly what 

their values are (Schein, 2004, p.269). These formal statements function as reminders of 

essential assumptions not to be forgotten or a ways of emphasizing special things to be 

attended in the organization. However, formal statements cannot be viewed as a way of 

defining the organization’s culture (Schein, 2004, p.269). 

Summing up, at the organization’s early growth stage, the secondary 

mechanisms of structure, procedures, rituals, and formally espoused values are only 

supportive, but as the organization grows and stabilizes they turn into primary 

maintenance mechanisms (Schein, 2004, p.271). Cultural maintenance is an integral 

part of a manager's everyday activities (Alvesson, 2002), and managers can maintain or 

reproduce an organizational culture by consistently re-enacting assumptions and values 

(Keyton, 2005, p.125).  

2.2.4 Summary 

This chapter examined how founders of organizations can methodically embed 

their own values, beliefs, and assumptions in the daily workings of new companies, and, 

thus create a stable organizational culture. Schein identifies certain mechanisms that 

founders have available to teach and, even more than that, reinforce the adoption of 

their own beliefs, values, and assumptions as a group gradually evolves into an 

organization.  

Six of the mechanisms discussed are essential primary means by which founders 

are able to embed their own assumptions in the ongoing daily life of their organizations. 

By what they pay attention to and reward, through the ways in which they allocate 

resources, their role modeling, the manner in which they deal with critical incidents, and 

the criteria they use for recruitment, selection, promotion, and excommunication, 

founders communicate both explicitly and implicitly the assumptions they actually hold.  

Less influential but equally important are the messages embedded in the 

organization’s structure, its procedures, routines, rituals, physical design, stories, and 
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formal statements about itself. Despite their secondary role, these six mechanisms can 

provide a powerful reinforcement of the primary messages if the founder is able to 

control them. 

2.3 Employee commitment  

2.3.1 Defining employee commitment 

Research on organizational commitment has attracted much attention among 

academics in the past decades and has been interpreted in many ways by scholars. 

Commitment which has its origins in sociology (e.g., Kanter, 1968) and social 

psychology (e.g., Kiesler, 1971) received attention in the organizational behavior 

literature as a potential predictor of employee turnover (Meyer, Becker, and 

Vandenberghe, 2004, p.991). 

The term "commitment" has been defined by Buchanan as "the willingness of 

social actors to give their energy and loyalty to a social system or an effective 

attachment to an organization apart from the purely instrumental worth of the 

relationship" (Buchanan, 1974, pp.533-534). Most scholars think of commitment as 

something which involves some form of psychological bond between people and 

organizations (Buchanan, 1974, p.533). More precisely, they see commitment as a 

psychological state that characterizes the employee’s relationship with the organization, 

which eventually makes employees to stay at a specific company (Rashid, Sambasivan, 

and Johari, 2003, p.709). According to Meyer and Allen, an employee who is 

committed to a company is one who "stays with the organization through thick and thin, 

attends work regularly, protects company’s assets, and shares company goals" (Meyer 

and Allen, 1997). Thus, having a committed workforce can be a clear advantage for any 

organization (Rashid, Sambasivan, and Johari, 2003, p.713).  

Several authors have argued that employee commitment can be expressed in 

many different forms. Among the scholars, Meyer and Allen's model (1997) has been 

subjected to the largest empirical analysis and has received the greatest support (Meyer, 

Becker, and Vandenberghe, 2004, p.993). The authors initially developed their model to 

address similarities and differences that they observed in existing one-dimensional 

conceptualizations of organizational commitment (e.g., Mowday et al., 1982; Wiener, 
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1982). Common to all of them is the belief that commitment binds an individual to an 

organization and, thereby, reduces the likelihood of staff turnover (Meyer, Becker, and 

Vandenberghe, 2004, p.993). Furthermore, they argue that organizational commitment 

can either derive from affective commitment, continuance commitment or normative 

commitment (Meyer and Allen, 1997). Affective commitment refers to employees’ 

positive emotions that they have towards the company they work for. This means that 

an employee who is affective committed strongly identifies with the goals of his or her 

organization and tends to stay (Zain et al., 2009, p.17). Continuance commitment, on 

the other hand, refers to the employees’ commitment to the organization due to their 

perceived high cost of losing organizational membership. This includes the loss of 

economic costs such as pension accruals and social costs such as friendship ties with 

colleagues (Meyer and Allen, 1997). Finally, normative commitment refers to the 

employees’ commitment to their organization due to their feelings of obligation which 

can be caused out of different reasons (Meyer and Allen, 1997). For instance, an 

organization may have invested resources in training the employees which makes them 

feel morally obliged to put stronger effort into their work and makes them want to stay 

at the company (Zain et al., 2009, p.17). Although all three forms tend to bind 

employees to an organization, and, therefore, relate negatively to turnover, their 

relations with other types of work behavior can be quite different (Meyer, Becker, and 

Vandenberghe, 2004, p.993). Research shows that affective commitment has the 

strongest positive correlation with job performance, organizational citizenship behavior, 

and attendance, followed by normative commitment (Meyer, Becker, and 

Vandenberghe, 2004, p.993). 

The interest in the concept of employee commitment originates in the fact that it 

is essential to contemporary organizational success. Most precisely, its relationship with 

other relevant aspects of employee behavior is of great importance. It is proven that the 

stronger an employee’s commitment to an organization, the less likely the person is to 

quit. So, organizational commitment appears to affect employee turnover  (Rashid, 

Sambasivan, and Johari, 2003, p.713). Related to this, Poznanski and Bline's study 

describes organizational commitment as one of the antecedents of turnover intentions 

(Poznanski and Bline, 1997). Therefore, a committed employee can be described as one 

that is determined to stay at an organization regardless of whether the company is in a 
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favorable or unfavorable state (Meyer and Allen, 1997). However, strong employee 

commitment is not only correlated with employee retention but also with organizational 

citizenship, job satisfaction, and performance (Anis et al., 2011; Nongo and Ikyanyon,  

2012, p.1). 

As a result of the importance of organizational commitment, many researchers  

have sought to identify its causal antecedents. Among them, Zain et al. (2009) as well as 

Nongo and Ikyanyon (2012) identify organizational culture as an important determinant, 

which will be analyzed in the following chapter.  

2.3.2 Relationship between organizational culture and employee commitment 

Research evidence suggests that organizational culture exerts a considerable 

influence on organizational behavior, especially in the areas of commitment  (Nongo 

and Ikyanyon, 2012, p.2). According to Nongo and Ikyanyon, for employees, "corporate 

culture is either the glue that binds them to the organization or the wind that blows them 

away" (Nongo and Ikyanyon, 2012, p.2). Moreover, Deal and Kennedy (1982) argue 

that organizational culture affects the commitment of employees within the organization 

and claim that the strength of organizational commitment correlates with the strength of 

organizational culture. A strong organizational culture enables employees to better 

understand goals of their organization and, thus, increases their level of commitment 

(Nongo and Ikyanyon, 2012, p.2). 

 In addition, shared values and beliefs enhance employees’ identification and 

attachment to their employer and company (Nongo and Ikyanyon, 2012, p.2). A study 

conducted by O'Reilly and Chatman concludes that "having a membership that shares 

the organization's goals and values can ensure that the individuals act instinctively to 

benefit the organization" (O'Reilly and Chatman, 1986, p.493).  

The body of literature has identified various dimensions of organizational 

culture related to organizational commitment (e.g., Meyer and Allen, 1991; Recardo and 

Jolly, 1997; Meyer et al., 2002). These include communication, training and 

development, rewards and recognition, risk taking for creativity and innovation, 

teamwork, fairness and consistency in management practices (Recardo and Jolly, 1997). 

Starting with Recardo and Jolly, also other researchers (e.g., Ooi and Arumugan, 2006; 

Zain et al., 2009) acknowledge the impact of four of these cultural dimensions in 
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particular. These are team orientation and teamwork, communication, reward and 

recognition, and training and development on organizational commitment (Recardo and 

Jolly, 1997; Zain et al., 2009).  

There are many ways to build employee commitment, however, founders, 

leaders and managers often fail to understand that some of the most effective things they 

can do to develop and sustain committed employees costs only very little or even 

nothing at all. 

2.3.3 Second theoretical foundation for the thesis 

As second theoretical support, this work employs Dessler's theory about how to 

earn employee commitment (Dessler, 1999). His theory is suitable for the thesis since it 

provides a framework to identify important actions that can be used to increase 

employee organizational commitment. The theory presents a set of five major actions 

related to employee commitment and it enables the research to gain a lot of useful 

information on employee commitment and cultural factors that influence it. These 

actions can help founders of start-ups to gain an overview of the most important factors 

fostering employee commitment and, thus, can help them to create a successful 

organizational culture. Therefore, the choice to use this theory is due to its relevancy to 

the nature and objectives of the thesis.  

The purpose of Dessler's theory is to give an overview of the actions required to 

win employee commitment. According to the author, today managers face the challenge 

to maintain employee commitment in the face of change. On the one hand, the focus on 

empowerment of employees is increasing as well as the presence of flatter 

organizational hierarchies. This phenomenon draws particular importance to the type of 

self-motivation that one expects to receive from committed employees. On the other 

hand, Dessler finds that "environmental forces are acting to diminish the foundations of 

employee commitment" (Dessler, 1999, pp. 58-59). Therefore, the aim of the author is 

to investigate tools that founders, leaders or managers can use to foster and increase 

employee commitment.  

The theory consists of five major steps, each including several sub-steps, for 

implementing a commitment-oriented organizational culture. The steps and sub-steps 

are summarized in Table 2.  
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Table 2: How leaders can earn employee commitment. 

Clarify and communicate your mission 

• Clarify mission and ideology 

• Use value-based hiring practices 

• Stress value-based orientation and training 

• Build the tradition 

Create a sense of community 

• Build value-based homogeneity 

• Get together 

• Teamwork 

• Share and share alike 

Guarantee organizational justice  

• Provide for extensive two-way communications 

Support employee development 

• Provide first year job challenges 

• Enrich and empower 

• Promote  

• Provide developmental activities 

Commit to people-first values 

• Put it in writing 

• Walk the talk 

 

1. Clarify and communicate your mission 

According to the author, one important factor that fosters employee commitment 

is the creation of a feeling among employees of being part of something larger and 

greater than themselves (Dessler, 1999, p.59).  There are several things a company can 

do to achieve this feeling. First of all, create a shared mission and an ideology that lays 

out a basic way of how to deal with certain things; following this, promote the 

commitment of employees to the mission and ideology, for instance through selective 

hiring as well as value-based orientation (Dessler, 1999, p.59). As Dessler argues, a 

Source: adapted from Dessler, 1999, p.66. 
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clear mission and ideology provides a double benefit: the mission gives a target to 

which employees can commit, while the values that make up the organization's ideology 

deliver internalized guidelines for their behaviors (Dessler, 1999, p.59). However, 

formulating only a mission and an ideology is not enough. In a next step, employees 

need to be able to identify their company's culture, its ideology and accept it as their 

own. Dessler finds that this would be possible by adopting practices such as value-based 

hiring and orientation, and rituals that build up tradition (Dessler, 1999, p.59). 

Value-based hiring practices can be used to select employees whose values and 

skills match with the company's mission, thus, it is more likely for them to fit in before 

they are even hired. Additionally, stressing value-based orientation and training 

practices is important in order to further steep new employees in the values and culture 

of their employer (Dessler, 1999, p.60). 

Finally, tradition-building symbols, stories, and rituals can further stress the 

company's values and ideology and, thus, enhance "employees' conversion to cultural 

believers" (Dessler, 1999, p.60). In an interview with Dessler, Bob Boruff, vice 

president of Saturn1, states that "creating a value system that encourages the kind of 

behavior you want is not enough. The challenge is then to engage in those practices that 

symbolize those values, and tell people what it is really ok to do and what not. Actions, 

in other words, speak much more loudly than words" (Dessler, 1999, p.60). 

2. Create a sense of community  

Research shows that a sense of community contributes to create a stronger 

feeling of commitment (Dessler, 1999, p.60). Dessler identifies four different practices 

that help building this sense of community between employees: "build up value-based 

homogeneity, share and share alike, teamwork, and get together" (Dessler, 1999, p.60). 

According to him, hiring a homogeneous workforce requires focusing on values, 

skills, and interests. This way, people that are hired are more likely to suit the 

organization's values and are already well on their way to fitting in (Dessler, 1999, 

p.60).  

                                                 

 

1
 Saturn is a German electronic retailer.  
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Additional to building value-based homogeneity, fostering a sense of sharing is 

another key factor in creating commitment. For example, in his research Dessler finds 

that at FedEx2 the fact that there are no executive lunchrooms and that the executives 

offices are modest are used to minimize differences between employees. This fact gives 

employees the feeling that everyone shares in the firm's fortune (Dessler, 1999, p.62). 

Teamwork is also proven to help fostering employee commitment. Ooi and 

Arumugan state that "teamwork is a cultural dimension that facilitates the meeting of 

affiliate needs within the workplace" (Ooi and Arumugan, 2006, p.4). Additionally, 

participation in teamwork is one of the key factors for a successful partnership between 

workers and managers (Ooi and Arumugan, 2006, p.4). Because of these reasons, 

several scholars directly connect teamwork to organizational commitment (e.g., Karia 

and Ahmad, 2000; Karia and Asaari, 2006). Related to this, a study conducted by Silos 

shows that one key to a high efficiency in Japanese culture was how people worked 

together. Furthermore, the study underlines that teamwork will lead to more employee 

commitment and involvement within their company (Silos, 1999, retrieved in Ooi and 

Arumugan, 2006, p.4). 

Finally, Dessler argues that frequent "gets together" such as meetings, social 

activities and other regularized contacts play an important role in employee 

commitment since they further enhance employee sense of community (Dessler, 1999, 

p.62). 

3. Guarantee organizational justice  

Skarlicki and Latham define the concept of organizatioanl justice as "the extent 

to which fair procedures and processes are in place and adhered to and the extent to 

which individuals see their leaders as being fair and sincere and having logic for what 

they do"(Skarlicki and Latham, 1996, pp.161-169). Specifically, Dessler finds that a 

study conducted by Meyer and Allen proves evidence of a link between the procedural 

justice associated with organizational policies and the affective commitment of 

employees (Meyer and Allen, 1997, p.47). Another study conducted by Varona finds 

that employee satisfaction with the two-way communication in the organization 

                                                 

 

2
 FedEx Corporation is an American global courier delivery services company. 
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contributes to employee commitment (Varona, 1995). Providing opportunities for two-

way communication is a way to make employees feel important and taken into account 

(Dessler, 1999, p.61). For instance, involving employees in decisions by getting their 

input and ideas, and ensuring that they understand why decisions are made is a source 

of organizational justice (Dessler, 1999, pp.60-61). In addition, the manner in which 

organizational goals and the employees’ role in advancing these goals are 

communicated to employees strongly affects organizational commitment (Ooi and 

Arumugan, 2006, p.4). 

4. Support employee development  

Dessler illustrates several studies which suggest that employees are more 

attached to employers who are more committed to the employees' long-term career 

development (e.g., Wood and Albanese, 1995). Development can be defined as the 

process of providing employees with specific skills and helping them to improve their 

performance (Ooi and Arumugan, 2006, p.3). Successful developmental activities, such 

as career workshops, can create more-favorable employee attitudes and loyalty, and 

support employees in their personal development and advancement. The result is that 

employees become committed to organizations that are committed to them, to their 

development and to their well being (Dessler, 1999, p.63). In this regard, Dessler 

identifies several ways that employers can use to express their commitment. These 

activities include providing first year job challenges by giving responsibilities, 

promoting, and providing developmental activities. The following paragraphs illustrate 

the role of these activities in fostering commitment. 

Dessler points out that graduates or newcomers often start their jobs expecting 

challenging assignments to test and prove their abilities. Thus, providing such 

challenging tasks is a practice at many organizations (Dessler, 1999, p.63). Hence, 

giving high responsibilities and support to new employees and involving them in 

challenging projects can foster their commitment to an organization (Dessler, 1999, 

p.63). Additionally, "behavioral scientists have also encouraged job enrichment - 

increasing the breadth of responsibility and self-management in the job - as a way to 

appeal to employees' higher level needs" (Dessler, 1999, p.64). This can, for instance, 

give employees the feeling of trust.  
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According to Kerr and Slocum, another practice that fosters commitment is 

reward. Reward systems deal with two major issues: performance and reward. Whereas 

performance includes defining the job task, evaluating the performance and providing 

employees with feedback, rewards can include bonuses, salary increases, and 

promotions (Kerr and Slocum, 2005, p.130). Rewards and recognition are valued by 

employees, and cause a higher degree of motivation. Additionally, if executed 

appropriately, these activities can secure employees’ commitment to their jobs and 

make them more enjoyable, thus, creating an overall commitment within an 

organization (Zhang, 2000 retrieved in Ooi and Arumugan, 2006, p.4).  

5. Commit to people-first values 

According to Dessler, the whole commitment-building processes rests on one 

foundation which is the employer's commitment to employee friendly values (Dessler, 

1999, p.64). The studies examined by Dessler (e.g., Meyer and Allen, 1997) show that 

the extent to which employees are made to feel that they are making important 

contributions to their organization is a central topic that emerges from the commitment 

research (Dessler, 1999, p.64). Treating employees as important and respect their 

individuality contributes to their commitment. Dessler identifies two ways that 

organizations can apply to create a higher degree of commitment: "put it in writing and 

walk the talk" (Dessler, 1999, p.64). The first one involves replacing talk with action. 

This implies codifying and distributing the organization's people-first values (Dessler, 

1999, p.65). However, it is necessary that the company translates the people-first values 

into every day practice. According to Dessler, "extensive two-way communication 

systems (e.g., frequent meetings, open-door policies) and emphasis on employee self-

actualization should reflect the organization's people-first values" (Dessler, 1999, p.65).  

2.3.4 Summary 

The purpose of chapter 2.5 was to introduce the concept of employee 

commitment, to explain the relationship between the latter and organizational culture, 

and to introduce and explain possible practices that founders can adopt to foster such 

commitment.  
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Organizational culture plays an essential role in the success of a start-up. 

Research illustrates that culture has a considerable influence on organizational behavior, 

especially in the areas of commitment. Studies proved that a high degree of employee 

commitment has several benefits for a company such as lower staff turnover and 

increased productivity. Therefore, creating and preserving an organizational culture that 

fosters and sustains employee commitment can provide employees with tools to face 

challenges and "to bounce back from obstacles that they encounter in the natural roller 

coaster experience of working at a start-up" (Shatté, 2015). 

Low levels of organizational commitment can lead, instead, to outcomes such as 

the willingness to search for another job, intentions to leave, and staff turnover. The loss 

of important personnel can affect start-ups in several ways. For instance, turnover may 

cause disruption within the company, thereby, causing employees' performance to 

decrease. Additionally, as it takes time for new people to adjust to a company, turnover 

can slow down company progress (DeConinck and Bachmann, 1994, p.87). Hence, the 

best thing to do is to create a stable organizational culture that not only attracts the right 

people but also retains them.  

The body of literature reveals that organizational commitment is influenced by 

various dimensions of organizational culture. Related to this, Dessler identifies several 

practices that can be used to gain a higher degree of employee commitment. The first 

one is to clarify and clearly communicate the company's goals to its staff. This includes 

several sub-steps such as the use of value-based hiring practices, a stress on value-based 

orientation and training, and efforts to build traditions such as daily routines. The 

second practice identified by the author is the creation of a sense of community by, for 

instance, the organization of informal meetings and the focus on teamwork. Thirdly, by 

providing extensive two-way communications it is possible to guarantee organizational 

justice which is another factor that Dessler recognizes as enhancer of employee 

commitment. Furthermore, another step found by the author to increase commitment is 

the support of employee development. Particularly, by providing challenging tasks, 

promoting, and providing developmental activities it is possible to increase the level of 

commitment to the organization.  
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Finally, committing to employee friendly values is the last step identified by 

Dessler in implementing a commitment-oriented system (Dessler, 1999, p.66).  
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3 Chapter III: Methodology  

The purpose of this chapter is to provide a detailed examination of the 

methodological choices taken in order to answer the research question. The chapter 

opens with an overview of the research approach and continues with the research 

strategy followed by a description of the data collection methods. A critical evaluation 

of the research methods in terms of reliability and validity closes the chapter. 

3.1 Framework 

Several methodological decisions need to be taken to conduct a valid and 

reliable research. In order to provide a relevant illustration of the research process 

employed in this study, Saunders et al.'s "onion" framework is adopted. The framework 

provides a summarized and complete overview of the choices and steps involved in this 

study.  

 

                                                Figure 2: Thesis' research process 

3.2 Research approach  

The initial step in the research process is to define the thesis’ research approach. 

According to Saunders et al. (2003) a research approach can be inductive or deductive 

in nature. A deductive approach involves the development of a theory which is 

subjected to a rigorous test. The inductive research approach, instead, is typically used 
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Choice 
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Source: adapted from Saunders et al., 2003, p.108. 
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with the aim of developing a theory. Therefore, the research starts with the collection of 

data and is followed by the development of a theory based on the results of the data 

analysis (Saunders et al., 2003, p.126). 

This thesis employs an inductive research approach due to several reasons. First, 

an inductive approach can be used to gain detailed knowledge regarding the founder's 

point of view on establishing organizational culture as well as commitment and the 

employees' point of view on the topic. An inductive approach also allows the research 

"to gain an understanding of the way in which humans interpret their social world" 

(Saunders et al., 2003, p.126). Hence, its advantage is that is more open-ended and 

exploratory in contrast to the deductive one. Second, research that uses an inductive 

approach is likely to be particularly related to the context in which the events are taking 

place. Since the thesis is connected to a small sample of subjects an inductive approach 

is the most suitable method. Third, the inductive approach allows this paper to work 

with qualitative data and to use a variety of methods to collect these data in order to 

establish different views and perspectives (Saunders et al., 2003, p.126). The research 

starts with observations followed by interviews from which patterns are identified to 

form general assumptions on what cultural practices, that are used by the founder, might 

increase the employee commitment. 

3.3 Research strategy 

Saunders et al. define research strategy as "the general plan how you will go 

about answering the research question(s) you have set" (Saunders et al., 2003, p.90). 

The thesis employs a case study as the primary research strategy. A case study is "a 

strategy for doing research which involves an empirical investigation of a particular 

contemporary phenomenon within its real life context using multiple sources of 

evidence" (Robson, 2002, p.178). 

There are two main reasons for this choice. First, as recognized by Yin (2003),  

the first and most important condition for differentiating among the various research 

strategies is to identify the type of research question being asked. According to the 

author, "how" questions are more suitable for case study strategies. Therefore, due to 

the nature of the research question a case study strategy has been adopted. The second 

reason for this chioce is that a case study strategy is of particular interest when "the 
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researcher wants to gain a deep understanding of the research context and the processes 

being enacted" (Morris and Wood, 191). Thus, the case study strategy is applied in this 

work due to the importance of context in which the implemented cultural practices are 

taking place. The case could not be considered without the context, SafeGear. It is in 

this setting that the cultural practices are developed and experienced by SafeGear's 

staff. It would have been impossible to have a true picture of these practices and of the 

employees' perceptions without considering the context within which they occur.  

Another important point to be made refers to the research unit of analysis. 

Related to this, Yin (2003) identifies two types of case studies, holistic and embedded 

ones. This research is an embedded case study since it involves multiple units of 

analysis which are represented by the company's employees. In fact, the case focuses on 

an analysis of individuals and their experiences and perceptions. On the one hand, the 

case investigate the founder's ideas and perceptions in order to analyze his actions. On 

the other hand, the case focuses on understanding the staff's viewpoints and 

experiences.  

Finally, Yin (2003) distinguishes between two case study strategies: single case 

vs. multiple case. This paper uses a single case study format because of two main 

reasons. First, the single case strategy has been chosen to conduct an in-depth and 

focused research. Related to this, SafeGear has been chosen since it is a start-up where 

the author of the thesis has been employed as intern. This fact allowed an in-depth and 

accurate research. Second, this strategy is suitable for the thesis as it provides an 

appropriate methodology to analyze in detail how organizational culture in start-ups can 

influence employee commitment which is a topic that lacks of literature. 

3.4 Data collection methods  

The following section introduces and explains the data collection methods 

employed in this study. At the beginning, a general discussion of the choice to use a 

qualitative approach is presented. Afterwards, a more detailed analysis of each 

empirical data collection method that has been employed is carried out. 

As mentioned above, the thesis is a qualitative research. The latter can be seen as 

"a synonym for any data collection method (such as an interview) or data analysis 

procedure (such as categorizing data) that generates or uses non-numerical data" 
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(Saunders et al., 2003, p.151). A qualitative analysis allows ethnography3 which consists 

of using multiple methods of data gathering, like observation, interviews, collection of 

documents, pictures, audio-visual materials as well as representations of artifacts 

(Eberle and Maeder, 2011, p.54).  

The use of qualitative data in this study helps to understand the cultural practices 

used by the founder in order to foster organizational culture. Furthermore, it allows to 

understand the effects of the start-up's cultural practices on employee commitment in 

context-specific settings, where the phenomenon is not controlled or influenced by the 

researcher but unfolds naturally (Patton, 2002). Qualitative studies are usually designed 

to confirm or test existing theories or to investigate new areas of existing theories 

(Miles and Huberman, 1994). The gathered qualitative data in the study is gained by 

using grounded theory. This approach enables to identify a set of cultural practices that 

provide an explanation of employee commitment in a start-up context (Corbin and 

Strauss, 1990). 

The following methods are employed in order to gather empirical data for the 

research: 

1. Observation  

2. Texts 

3. Interviews 

According to Yin, using multiple sources of evidence strengthens a case study and, thus, 

findings, interpretations, and conclusions will be less likely to be questioned (Yin, 

2003). The three different empirical data collection methods presented above compose 

the overall empirical data of the study. First, website material (e.g. website, blog) and 

documents have been analyzed in order to get an overall picture of the company’s 

services, history, core values, and vision. To complement these, the company's social 

media channels (Facebook, and LinkedIn) have been analyzed to reach a greater 

                                                 

 

3
 Ethnography has been defined by Brewer as the study of people in naturally occurring settings by 

methods of data collection which capture their social meanings and ordinary activities, involving the 

researcher participating directly in the setting in order to collect data in a systematic manner 

(Brewer, 2000, p.6). 
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understanding of the company’s external image. Furthermore, different observations 

that have been made while working at SafeGear's and while conducting the interviews 

are taken into account and, finally, compared and complemented with the other gathered 

data. A semi-structured interview with the founder is used at the initial stage of the 

research in order to get an overview of the organization, leading the researcher towards 

one of the focus points for the project. Specifically, the interview with the founder is 

used to identify his role in fostering organizational culture. Furthermore, the interview 

is useful to the research since it shows the founder’s perspectives, opinions and 

experiences about employees’ commitment. Further on in the research process, 

interviews with full time employees and interns are conducted to detect the impact of 

cultural practices on their commitment to SafeGear.  

The following sections will look into each data collection method in more detail.  

3.4.1 Observation 

Employing observation is a major method of qualitative research (Silverman, 

2011, p.113), particularly when the research question and the objectives are concerned 

with what people do. The observations made involved direct observation, description, 

analysis and interpretation of the environment and of the staff’s behavior (Saunders et 

al., 2003, p.288).  

The type of observation method applied is the participant observation method 

which implies "immersion (by the researcher) in the research setting, with the objective 

of sharing in peoples’ lives while attempting to learn their symbolic world" (Delbridge 

and Kirkpatrick, 1994, p.37). In more detail, several things were taken into account in 

the case study organization such as the architecture, the furniture, the spatial 

arrangements, the way people worked and interacted, the documents they produced and 

used, the content of their communications, or particular events and emotions involved 

(Silverman, 2011, p. 113). To be able to observe was possible due to the fact that the 

author was an intern in the case study organization. Particularly interesting observations 

have been made during internal meetings which gave better insight in how people think 

and behave in the organization.  
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3.4.2 Texts 

Another method used in the research is the analysis of written texts such as blog, 

e-mails, or documents from SafeGear. Textual data has several advantages for 

qualitative research which are described in the following. First, written texts are 

"naturally occurring"(Silverman, 2011, p.230), that is they document what participants 

are actually doing without being asked by researchers (Silverman, 2011, p.230). 

Second, texts are usually easily accessible and can be quickly gathered thus, they allow 

an early data analysis. Third, they enable the researcher to get an overall picture of how 

an organization operates (Silverman, 2011, p.230). In this thesis, website material (e.g., 

website, blog, Trello system) and documents (e.g., company presentation leaflet) have 

been analyzed in order to understand the company’s services, history, core values, and 

vision. Furthermore, the company's social media channels (Facebook, and LinkedIn) 

have been used to examine how the company presents itself to customers, employees 

and future candidates. 

3.4.3 Interviews  

Due to the qualitative nature of the research, semi-structured interviews have 

been conducted. Related to this, Saunders et al. states that "semi-structured interviews 

are used to gather data which are normally analyzed qualitatively, for example as part of 

a case study strategy" (Saunders et al., 2003, p.320). The main advantage of this type of 

interviews is that they allow the interviewees to explain and build on their responses 

which enable the researcher to collect a rich and detailed set of data. In fact, open-ended 

and flexible questions allow to access the interviewees' views, opinions and experiences 

"by revealing and understanding the ‘what’, the ‘how’ and especially the ‘why’ behind" 

(Silverman, 2011, p.167). This results in a level of depth and complexity that other 

approaches do not offer (Silverman, 2011, p.167). 

The main reason to use semi-structured interviews is that they allow to 

understand people's attitudes, opinions, and perceptions which is the purpose of this 

thesis. As mentioned before, the purpose of the interviews conducted with founder and 

three employees is to identify cultural practices that foster employee commitment and 

that can be used to complement a set of employee commitment practices that are found 

in literature. Using qualitative interviews, it is possible to gain valuable insights into 
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SafeGear's organizational culture and its employee commitment. Additionally, semi-

structured interviews ensure that the main topics are covered.  

Interview process and analysis 

Four interviews have been conducted. The first one with the founder and owner 

of SafeGear, the second with the operations manager, the third with a regular intern, and 

the last one with an intern who is writing his thesis within the company. This variety 

allowed the research to get opinions from different perspectives, offering a greater 

variety of results.  

The interviews consisted of 22 open-ended questions. The interviews have been 

started with general questions regarding, for instance, main facts about the company or 

reasons for selecting the job etc. This helped to create a pleasant atmosphere where 

interviewees could relax and openly answer questions. Subsequently, more targeted 

questions have been asked.  

In order to ensure mutual understanding, initial information about the thesis as 

well as the interview topic have been provided to the founder and the employees. 

Additionally, the interview guide has been sent to the founder a couple of days before 

the interview in order to reach a better interview outcome. Furthermore, a plain and easy 

language has been used in order to avoid misunderstandings caused by language 

problems. 

All interviews have been recorded by the use of a phone, transcribed, and 

eventually analytically examined. When referencing the interviewees in the analysis, the 

founder will be referred to as F, the operations manager as A, the regular intern as B, 

and the research intern as C.  

Finally, the examined material is used to draw a final conclusion  and  to answer 

the research question. 

3.5 Reliability and validity 

In order to critically assess the data collection methods and empirical data 

gained this thesis uses the parameters of reliability and validity (Silverman, 2011). 

According to Silverman, "reliability refers to the stability of findings, whereas validity 
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represents the truthfulness of findings" (Silverman, 2011, p.360). Both of them will be 

described in more detail in the following.  

Reliability is concerned by the "degree to which the findings of a study are 

independent of accidental circumstances of their production" (Silverman, 2011, p.360). 

More precisely, reliability deals with the question whether or not a future researcher 

would reach the same results and conclusions that a study has made (Silverman, 2011, 

p.360). Since this paper conducts a qualitative research based on a case study where the 

object of the analysis is the human being, there exists the possibility that if this research 

was conducted again, findings could be different to some extent. One response to this 

issue is that the "findings derived from using non standardized research methods are not 

necessarily intended to be repeatable since they reflect reality at the time they were 

collected, in a situation which may be subject to change" (Saunders et al., 2003, p.328). 

Therefore, findings about the role of the founder in shaping organizational culture and 

employee commitment captured in a specific moment can be affected by some external 

factors and, thus, different responses could be captured in another time period. 

However, in order to fulfill the reliability criteria Moisander and Valtonen (2006) 

suggest two measures which are used in the thesis. First, the research process has been 

made transparent through a detailed description of its strategy and the adopted data 

analysis methods. Second, theoretical transparency has been assured by making the 

theoretical stances from which the interpretations take place explicit (Moisander and 

Valtonen, 2006). These measures can help other researchers to understand the methods 

and findings, thus, they will enable them to reanalyze the collected data (Saunders et al., 

2003, p.328). 

The second parameter to critically assess the data collection methods is validity. 

Validity refers to the problem of whether an account accurately represents the social 

phenomena to which it refers (Hammersley, 1990, p.57). A form of validation that has 

been developed by Silverman (2011) as particularly appropriate to the logic of 

qualitative research is triangulation. The latter refers to combining multiple methods "to 

produce a more accurate, comprehensive, and objective representation of the object of 

study" (Silverman, 2011, p.369). In addition, triangulation makes findings and 

conclusions more accurate and convincing. For these reasons, this thesis combines 

interviews with observation and texts. These methods combined serve to present a 
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complete picture and overcome partial views. Moreover, they help establishing validity 

of findings and conclusions as the findings obtained from the several methods adopted 

can draw the same or similar conclusions (Silverman, 2011, p.369).  
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4 Chapter IV: Building a stable and engaging culture at 

SafeGear 

The purpose of this chapter is to conduct an analysis of the gathered data in 

order to identify the cultural practices introduced by the founder to foster a stable and 

engaging organizational culture, and to assess how these cultural practices foster 

employee commitment. The chapter is subdivided into three main sections with the first 

part presenting a background of the company, SafeGear, that has been used as case 

study in the research. In the second section, SafeGear's cultural practices are described 

and analyzed. This part solely reflects the founder’s point of view in order to present 

and analyze his role in fostering the company's culture. Finally, the third section 

analyzes the employees' perception of the practices implemented by the founder. By 

doing this, the study also examines the level of employee commitment within the 

company and explains how and which cultural practices have an impact on employee 

commitment. 

4.1 Case study presentation 

SafeGear is a Danish e-commerce start-up with its headquarter in Barcelona and 

its warehouse in Copenhagen. Specifically, the company is an internet-based retailer 

serving Denmark, Sweden, Norway, Finland and Iceland. SafeGear started as an online 

store for personal security products such as safes, later diversifying to sell retail security 

products, for example, EAS systems, security mirrors etc.; and safety products such as 

fire extinguishers, first aid equipments and defibrillators. Products are supplied to both 

private customers and businesses4.  

The business was launched by Rasmus Rixen in 2012 in Copenhagen. At that 

time, Rixen was working for another company and started SafeGear in his free time. 

After seeing the first positive results, the founder quit his job and put all his effort in 

making SafeGear a successful business. Hereafter, the start-up began operations outside 

of Denmark and started offering deliveries to other Scandinavian countries. At the 

                                                 

 

4
 Information regarding the company is directly retrieved from SafeGear's homepage. Source:  

http://safegear.com/about/company/ 
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beginning of 2015 Rixen moved to Barcelona where he opened the company's 

headquarter. As he states, one of the main reasons for his choice is that "Barcelona is 

very international, you can find people that speak many languages here. It's a good 

location" (F).  

Today, the start-up counts eight employees: the founder who is responsible for 

all major aspects of business, sales in particular; an operations manager; a content 

manager who manages SafeGear's online marketing; a supply chain manager, and four 

interns who mainly work on online marketing tasks. The supply chain manager works at 

the warehouse in Copenhagen and is responsible for the products' storage and 

distribution.  

The company's mission is to provide high quality goods with tested certifications 

in order to ensure safe and long lasting products combined with the best possible 

customer service5. As mentioned on SafeGear's webpage, "Our customers have the 

biggest value for us, therefore we only offer high quality products with reasonable 

prices because their satisfaction is our main goal"(safegear.com).  

The start-up is currently planning to expand and start operations in other 

European countries such as Spain, Italy, and Germany. In order to do so, an English 

version of the website has been launched. Additionally, the team is working on an 

Italian, Spanish and German version of the website. With its expansion, SafeGear 

strives to become one of the leading online stores for safety and security products in 

Northern Europe and to grow in new markets such as Spain, Italy, and Germany6.  

During the first year in Barcelona, the company has been characterized by short 

employee stays. Particularly, the employee turnover rate reached up to 100%. The 

founder recognizes the challenges related to this phenomenon and states, "to grow and 

make the organization really successful I need a team of people who will stay and take 

responsibility for certain areas so that I can focus on other important things for the 

business" (F). Related to this, the founder has acknowledged the importance for the 

start-up to have a stable team, "since January 2016 I brought on board 3 full time 

                                                 

 

5
 As stated in the website. Source:  http://safegear.com/about/company/ 

6
 The information is directly retrieved from SafeGear's homepage and from the interview with the 

operations manager. Source:  http://safegear.com/about/company/ 
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employees. The crucial part now is for them to stay on board. It requires a lot of time 

and effort, but if they are not happy in the company they might leave. So, it's very 

important for SafeGear's success that I manage to retain them" (F). In order to retain 

employees and increase their level of commitment to the company, Rixen started to 

focus on building a stable organizational culture. According to him, the level of 

commitment is currently increasing and he is positive about the future, "we have had 

challenges before but I think that the level of commitment that we have now it's good. 

We have improved many things" (F).  

After having presented an overview of SafeGear, the next step is to examine the 

cultural practices implemented by the founder in order to build a stable organizational 

culture. Therefore, the following sections are going to analyze the empirical data 

findings. 

4.2 SafeGear: integrity, initiative, collaboration, development, and 

fun 

Before analyzing the cultural practices adopted by the founder, it is necessary to 

assess the values and assumptions that he is trying to embed in his company and which 

are the foundation of SafeGear's cultural practices. Rixen is an entrepreneur with a clear 

vision and a specific set of values about how things should work. Particularly, he is 

driven to build a culture that reinforces five main principles: integrity, initiative, 

development, collaboration, and fun.  

Rixen perceives integrity as a core value and emphasizes that, "it's a lot about 

integrity. It's about promising [our customers] things that we can keep, and keep the 

promises that we make" (F). Therefore, integrity is required from everyone in the 

company through hard work and high levels of achievement. In relation to this, Rixen 

defines certain behaviors which he expects from everyone at SafeGear: "taking 

initiative, responsibility, and getting things done" (F). 

This leads to the second important value, initiative. Rixen considers the latter to 

be essential since, "for a start-up to function what you really need is initiative"(F). For 

this reason, he gives each employee freedom of action as well as a high degree of 

responsibility, without making any difference between interns or regular employees. For 

instance, Rixen sets broad targets which employees are expected to achieve by showing 
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initiative and by coming up with their own way to accomplish them. This is also how he 

fosters trust, which is central in a small start-up consisting only out of a handful of 

employees. However, Rixen recognizes that demanding initiative and giving high 

responsibilities might be a challenge for some employees. He explains that, "it is really 

tricky to assign the right amount of responsibility, especially to interns. You need to 

understand how much a person is ready to take. It is definitely the biggest challenge 

that I have with interns. It's about finding a balance "(F).  

This challenge leads to the third value, development. The latter emphasizes 

continuous learning and improvement of the staff, as the founder believes that the 

company's growth also depends on the development of its employees. Rixen strives to 

help employees improving by encouraging them to take more responsibilities when they 

are ready to do so. Referring to this he points out that, "there is so much to learn here. 

So, when people are ready to take on more responsibilities there is so much stuff they 

can do!" (F). Furthermore, he is constantly looking for new ways to help his team to 

stretch and grow in new directions, for instance, by creating a work environment that is 

"hands-on, inspiring and collaborative" (F). 

The fourth value, collaboration, is perceived as extremely important by the 

founder which is why open communication, interactions, and confrontations are 

something that is asked for and encouraged at SafeGear.  

Finally, Rixen underlines how important it is to give employees a place where 

they can feel inspired, and where they feel they can make important contributions and 

achieve great things. As Rixen explains, "I'd like us to be a fun place to work at " (F). 

According to him, a fun, informal, and laid-back atmosphere makes people feel more 

comfortable, and encourages them to learn and develop. This is why, for instance, Rixen 

makes sure that coffee is always well-stocked and why listening to music during work is 

something that employees are encouraged to do.  

The following sections provide a presentation and an in-depth discussion of the 

retrieved cultural practices. The analysis of the observation and interview material 

enabled the identification of specific cultural practices that Rixen implemented in order 

to embed and reinforce his personal values and assumptions in the start-up and, thus, 

foster a stable organizational culture. The identified cultural practices are illustrated in 

Table 3.  
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Table 3: SafeGear's cultural practices 

Cultural practices implemented by the founder 

 Architecture, decor, and dress code  

 Routines and social activities  

 Teamwork  

 Value-based selection and orientation practices  

 Focus on feedback and celebration of achievements  

Source: own creation. 

4.3 SafeGear's cultural practices  

4.3.1 Architecture, decor, and dress code 

Physical arrangements such as architecture, decor, and dress code are found to 

be used by SafeGear's founder as powerful cultural clues. More precisely, Rixen 

attempts to embody his values and his philosophy in a visible form. In the following, the 

company's physical arrangements are presented and analyzed.  

First, the office is located in a co-working space in the center of the historic 

neighborhood of Gracia, in the heart of Barcelona. Gracia is a community characterized 

by its original Spanish flair and is home to a variety of small and unique businesses 

including restaurants, bars, and shops.  

The co-working sunlit space is shared with three other start-ups and an 

architecture firm, and conveys the impression of a very dynamic and energetic 

environment. From an architectural point of view, the office features an open space area 

with desks where employees sit all together at their computers, and a small office for the 

founder. The space also offers a kitchen, an eating room and several meeting rooms that 

can be booked if necessary. Additionally, it overlooks a big terrace. The office location 

in the co-working space and its architecture help to communicate Rixen’s main values. 

Due to its uniqueness, its entrepreneurial vibe, and its variety of different businesses, 

the co-working space reflects the company's entrepreneurial spirit and stresses its focus 

on simplicity and professionalism at the same time. Furthermore, the open space layout 

enhances values such as cooperation, importance of teamwork, and communication. 

However, the founder's private office can be seen as a kind of status symbol, 
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highlighting the need for Rixen to work without interruption, since he also spends a lot 

of time on the phone.  

The office decor is recognized by the founder to be another important aspect of 

the company' s culture. The co-working space is characterized by its industrial design 

including plain, white walls. The decor is very minimalistic as well and all companies 

are allowed to furnish and decorate their spaces within certain limits. Related to this, the 

founder states, "it's a co-working space and we have to take care of our space to make it 

a nice place where to be [...]It is important to give employees a place where they can 

work productively and where they feel inspired to do their best "(F). In order to do so, 

Rixen decorated it with plants and colorful flowers. Additionally, he furnished the 

terrace with beach chairs, a sun umbrella, and workout equipment that can be used 

during the breaks or after work. This kind of decor symbolizes the importance that the 

founder places on his employees, on relationships and communication. Additionally, it 

emphasizes the company's laid-back style and informality.  

SafeGear also stresses this laid-back attitude by not requiring any formal dress 

code: "we don't have a dress code. We are informal. Since we don't have customers 

coming to our office, everyone can wear whatever he or she wants and is comfortable 

with" (F). The casual attire also highlights the importance of employees' individuality.  

To sum up, architecture, decor, and dress code are important cultural expressions 

for the company since they reflect the founder's values of initiative, collaboration, and 

fun. 

4.3.2 Routines and social activities 

SafeGear's founder acknowledges that embedding culture in people practices 

and daily interactions is crucial. This is why certain routines and social activities have 

been developed and encouraged by Rixen.  

Firstly, weekly meetings are currently held every Monday. Related to this, the 

founder explains, "now we have a weekly meeting every Monday where we sit down all 

together and talk about how to approach things and problems. I also make sure that we 

indirectly talk about our values" (F). Meetings are particularly important as they 

function as a two-way communication system where employees' input and ideas are 

heard and the personnel is involved in setting goals and making decisions. Therefore, 
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open communication and cooperation are highlighted which is particularly relevant for 

SafeGear as the company is based on a balance of team-playing and individual 

responsibility with everyone’s role in the group seen as essential. Hence, the idea of 

giving space to everyone in the meetings is intended to make all employees feel valued. 

Additionally, meetings are a good setting for the founder to highlight those behaviors 

that he considers to be necessary to the company's success such as taking initiative and 

"getting things done" (F). In order to emphasize daily and weekly goals as well as to 

keep everyone on track, Rixen has introduced a white board on which everyone writes 

his or her daily or weekly goals. The board functions as a visible reminder of current 

goals that need to be achieved. In relation to this, the founder depicts that, "the board is 

especially useful during the meetings. We can fill it out together and talk about it. So, 

it's a nice way to have the conversation starting and going" (F). The board is also 

intended to be an element of "fun", in fact, Rixen encourages his employees to write 

down a new Spanish word every morning, "we write the Spanish word of the day. It's a 

fun thing because Ricardo is the only native Spanish speaker" (F).  

Other routines that have been developed are daily lunch and coffee breaks. 

During lunch breaks employees usually eat together in the eating room available in the 

co-working space. This way, they get to know each other on a more personal level 

which is considered to benefit the environment in the office and improve the staff's 

collaboration. However, due to his busy schedule, Rixen often cannot join his staff 

which prevents bringing the whole team together.  

Coffee breaks, instead, are an opportunity for both founder and employees to 

meet on common ground and talk informally about their work or private topics, "the 

idea behind is to all together have a break for like 15 minutes twice a day"(F). This 

strongly encourages informality, dialogue, and status equality. Furthermore, during 

coffee breaks, which usually take place on the terrace, Rixen encourages the use of 

work-out equipment. Related to this, he states, "when we take the breaks we usually talk 

but we also like to move. You know, it is healthy for you, it gives you energy, it clears 

your mind. It is good for all of us. We have fun with it" (F). Hence, coffee breaks have 

been installed by the founder to make the workday more pleasant, which should 

translate into higher satisfaction, motivation, and productivity.  
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Additional to daily office routines, Rixen is trying to improve the employee 

engagement through after work social activities. He believes that employees are happier 

and more satisfied if they spend time together in informal settings. This is why Rixen 

started to organize bar meetings on Fridays and Spanish classes on Tuesdays. The latter 

take place at the office where a teacher is coming to every week, however, they are 

entirely voluntary. As Rixen explains, "it is about learning a bit of Spanish and having 

fun at the same time"(F).Thus, the aim is to interact with each other in an informal 

environment and to have fun. Moreover, participation in social activities is supposed to 

increase the feeling of belonging to a community at SafeGear. While explaining the 

purpose of social activities Rixen states that "it is really worth to spend time and a 

couple of hundred Euros if that gives us satisfaction and keeps people motivated.[...] It 

is a learning process but it is working well" (F). Additionally, Rixen points out benefits 

that social activities bring to the team, "I think that [social activities] are fun, they 

create better connections and they are better for the group also. For instance, we have 

had 3 rounds of interns already and this round is the round where interns get along the 

best. I think we created now a really good and dynamic group" (F).  

Daily routines and social activities have also been developed and are encouraged 

in the company in order to improve and highlight the importance of the next cultural 

practice, teamwork. 

4.3.3 Teamwork: many backgrounds, one team 

In a young start-up such as SafeGaer, collaboration and coordination are 

essential. In order to create a work culture that fosters and values cooperation, Rixen 

emphasizes the importance of teamwork, "at SafeGear it is all about teamwork, it is 

extremely important, it is basically what we do" (F). 

Specifically, Rixen considers teamwork to be crucial for the company's results 

since it helps employees in handling frequent changes in goals, workloads that could be 

too much for an individual, and the typical start-up stress of uncertainty7. Additionally, 

teamwork is valuable since it can be used by employees to complement each others' 

                                                 

 

7
 As noted by Shattè, 2015, and mentioned in p.2 of the thesis. 
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strengths and weaknesses. For these reasons, according to the founder, teamwork 

increases the staff's engagement and performance.  

However, SafeGear's employees come from 6 different countries. Having that 

many languages, backgrounds, cultures, and ideas, teamwork can be a challenging and 

difficult thing to achieve. In order to bring people together and ensure coordination and 

collaboration, SafeGear emphasizes the importance of communication and openness. 

Rixen explains that, "there is a lot of coordination needed, that is why we do the 

meetings and why we talk every morning about what we will be doing" (F). During 

meetings, the staff is encouraged to act cooperatively and to ask questions without fear 

of criticism. In addition, previously discussed social activities are perfect occasions for 

increasing the team bond, which can result in people appreciating one another and 

working well together.  

4.3.4 Value-based selection and orientation practices  

The screening process of new members is found to be one of the most important 

cultural practices since it is used to make sure that values of potential new staff 

members and SafeGear match. Rixen acknowledges the importance of having 

employees that fit into the company, notably, due to past experiences of staff turnover. 

Related to this, he argues, "we improved the screening process in order to take people 

that will be happy here. If the screening process is not good you will have people that 

are not the perfect match and then it's a problem. We have experienced that already" 

(F). Therefore, in order to ensure employee commitment and reduce turnover, Rixen 

started to tailor the recruitment process to promote those values and assumptions that 

are crucial to build a stable organizational culture. This is the reason why the company 

currently strives to hire candidates whose values appear to be consistent with those 

of the founder. In more detail, Rixen emphasizes three qualities that applicants need to 

have: initiative, attention to detail, and a positive attitude.  

First of all, initiative is considered to be essential. Since SafeGear is a small 

company with only a small number of employees, being enterprising, energetic, and 

hardworking is of high importance. Related to this, Rixen underlines that, "this is what 

you need to have when you are part of a small company but it is also part of the 

excitement if you are that kind of person that likes to take on a lot of responsibility and 
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is happy with it" (F). Additionally, he points out that when working in start-up such as 

SafeGear, employees get less support compared to bigger companies. Thus, being 

assertive and ready to take on initiative and high responsibilities is necessary for the 

employee's satisfaction and motivation as well as for the company's results. On the 

contrary, "employees who need support and are not comfortable with taking initiative 

and responsibility will not be happy and successful in the company" (F).  

A high degree of initiative requires great attention to detail. Especially due to the 

fact that employees have mainly little previous work experience, Rixen highlights the 

importance of hiring candidates that are motivated, diligent and hardworking, "we 

cannot have someone that is sloppy and does not pay attention to detail. It is about 

putting content on our website, blog and social media. It has to be good and 

professional" (F).  

The third quality Rixen expects his employees to have is a positive attitude. 

Since a start-up, SafeGear included, usually experiences a lot of ups and downs, it is 

vital to have positive thinking employees. Rixen states that from his own experience he 

witnessed how important it is to hire candidates that are excited to face challenges and 

follow big goals.  

In order to find people who match the company's values, the selection process of 

SafeGear has been improved with every new applicant undergoing several interviews in 

which his or her personality, motivation, and interests are assessed. Additionally, Rixen 

introduced a task that the final candidates have to solve in order to show their strengths 

and weaknesses. Moreover, the founder highlights how the selection process has been 

further improved, "we really emphasize now what people have to do here and what we 

expect from them" (F). This has led the company to hire mainly young, well-educated, 

and ambitious people which, according to Rixen, form a homogeneous team and work 

well together. 

To further steep new employees into the values of the company, the founder 

started an orientation program which aims particularly at socializing new interns and 

introducing them to the company's values and behaviors. Since SafeGear offers 

internships for a period of six months an orientation program is perceived as necessary 

by the founder.    
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The program lasts a couple of days starting with a meeting in which Rixen holds 

a presentation of the company's goals and products. Subsequently, the interns are 

encouraged to get lunch with the founder and other employees in order to familiarize 

and break the ice.  

The following days are characterized by the content manager introducing the 

interns to the computer programs being used in the company. Additionally, a checklist 

of things that new interns should become familiar with has been created and is checked 

by the content manager. "This process takes a couple of days and the person that is 

responsible is Francesca, the content manager. She explains how everything works" (F).  

To sum up, Rixen improved the company's screening process to select 

candidates whose values and beliefs match his own. Furthermore, an orientation 

program has been developed to socialize and further steep new employees into the 

company's culture.  

4.3.5 Performance appraisals and celebration of achievements 

Finally, performance appraisals and celebration of achievements are considered 

important by Rixen and represent another important instrument for influencing 

SafeGear's culture.  

The founder underlines how important it is to recognize and appreciate 

employees’ efforts and good job performances, "for example, when we have the 

morning meetings and I see that one of the employees has worked on something and has 

done a great job, he or she will be presenting what he or she did. That is a way for 

everybody to learn from what has been done but it's also a way for me to appreciate the 

work and say 'thank you, great work'"(F). Hence, the spotlight is put on the person that 

has done the best job. By highlighting good performances Rixen shows recognition and 

commitment to his employees and, at the same time, stresses his priorities and values by 

praising those behaviors that he expects to see from his staff. Thus, a good feedback can 

help employees to learn from their own experiences what the founder values the most. 

Additionally, presenting employees' good results to the rest of the staff has another 

purpose: "I think that it is something rewarding for the person who did the work but is 

also part of the learning process for everybody else because we also tackle problems 

and obstacles encountered and the solutions taken" (F).  
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A straightforward face-to-face "thank you" or "well done" is the simplest way 

the founder uses to value achievements and to increase his employees' motivation and 

satisfaction. However, Rixen also demonstrates the importance of celebrating success in 

another way. In fact, he currently introduced a small bell that can be rung when 

someone achieves a goal, "it's a nice fun way to appreciate what someone did. Some 

people might ring the bell themselves, other times, when I see [that someone did a good 

job] I might be the one telling them 'well you have to ring the bell!" (F).   

Acknowledging and celebrating achievement is part of building an effective 

team and by giving credit Rixen tries to reinforce employees' self-esteem and to 

highlight values such as open communication and trust.  

During the meetings, Rixen also reacts to poor job performances by highlighting 

things that could have been done better and how to improve them, "I think it's a matter 

of how you tell people [that you are not happy with their job]. During the Monday 

meetings [...] usually I tell them 'maybe you can improve here or there' and I give them 

inputs" (F). Certain behaviors are also discussed face-to-face. For instance, the founder 

considers punctuality as highly important and expects everyone to be on time. Related 

to this, he points out, "here we start at 9 o'clock. In Spain many people start later, but 

this is our routine" (F). Therefore, if employees are not punctual Rixen communicates it 

to his staff in order to get across his assumption that being punctual is considered 

important and is expected by everyone in the company.  

An additional point to be made is that the recognition of good and bed behavior 

or performances depends on people's preferences and personalities. The founder 

recognizes that everyone is different and, thus, takes that into account. Related to this, 

he points out, "for instance, one of the girls that we have now is very talkative, outgoing 

and everybody knows it. So, if I have a complaint I can talk about it openly, she is not 

going to be upset and it's not making anyone uncomfortable" (F).  

4.3.6 Sub-conclusion 

Taking these findings into consideration, it becomes apparent that SafeGear 

seems to be on the right way to create a stable organizational culture which is highly 

influenced by the founder's core values and vision. Particularly, the data analysis 

enabled the identification of specific cultural practices that Rixen implemented in order 
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to embed and reinforce his personal values and assumptions in the start-up. Remarkable 

is that organizational culture is seen as important by the start-up founder and recognized 

as something that can help cultivate and enhance employee commitment and the feeling 

of belonging to SafeGear, which can result in high performances and retention of 

skilled staff. 

4.4 Living employee commitment at SafeGear 

After having identified the cultural practices implemented by SafeGear's 

founder, the aim of the following sections is to conduct an analysis of the gathered data 

in attempt to identify the cultural practices that best work toward the founder's goal of 

improving employee commitment to the company and to analyze the reasons behind it. 

A first point to be made is that throughout the interviews it became apparent that 

two out of three employees have a high sense of belonging and commitment to the start-

up. More precisely, employees express that they are satisfied with their job, that they 

feel motivated, and that they intend to continue working for the company for a longer 

period of time. However, one of the interns shows a low level of commitment to the 

company, does not feel motivated, and claims that he would not stay at the company 

after the end of his internship.   

Taking the cultural practices that have been installed by the founder into 

account, the interviews show that not all practices have the same impact on the 

employee commitment at SafeGear. In particular, the gathered data shows that four 

practices play an important role in increasing employee involvement and attachment to 

SafeGear, whereas two practices have little or even no influence on it. Table 4 

illustrates which practices have or haven't got an impact on the level of commitment to 

the company. 

Hereafter, the purpose of the following sections is to explain how each of these 

cultural practices work toward the enhancement of employee commitment and why 

certain practices are, instead, not working as intended by the founder.  
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Table 4: Cultural practices and employee commitment 

 

Cultural practices that increase employee commitment 

 Value-based selection and orientation practices  

 Teamwork  

 Focus on feedback and celebration of achievements  

 Architecture, decor, and dress code 

Cultural practices with little or no influence on employee commitment 

 Routines and social activities 

Source: own creation.  

4.4.1 Cultural practices that increase employee commitment 

4.4.1.1 Value-based selection and orientation practices  

One of the cultural practices that show to have a major impact on employee 

commitment is the value-based selection of candidates, followed by the orientation 

program recently introduced by Rixen. As previously discussed, the value-based 

selection process has been improved and is currently used by the founder to attract those 

candidates whose values are in line with the company's philosophy. Additionally, the 

orientation program is adopted  to promote those values and assumptions that are crucial 

to build a stable organizational culture. Shared values and beliefs play an important role 

in fostering commitment as they are found to enhance employees identification and 

attachment to SafeGear. 

As founder, Rixen is clear about which values he wants to embed in the 

organization, which is important in order to build an ideology that is universally 

understood and shared. Throughout the interviews it becomes clear that the founder's 

and the staff's values match to a good degree. In fact, all interviewees are familiar with 

some of the founder's core values and have incorporated them into their own 

professional identity as “taking initiative, hard work, and opportunity to grow” (A, B, 

C) are the characteristics named when they were asked to define SafeGear's values.  
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Specifically, two out of three employees point out that what motivates them 

most at work is the opportunity to work on something that can make a difference in the 

company and the high amount of initiative and responsibility that they receive. Related 

to this, the interviewed employees highlight that what they enjoy most about working at 

SafeGear is their chance to take initiative and give a real contribution. Employee B 

specifies that "[what I love about SafeGear] is the ability that I have to do a lot of work 

even though I'm just an intern. So, the amount of responsibility" (B). Similarly, 

Employee C explains, "I quite like that you are involved in almost everything, [...] I 

think it's nice that you can see many different sides of the business. So, for me it's 

responsibility" (C). Therefore, initiative and responsibility are two core values that drive 

and satisfy SafeGear's employees. By being able to take action and make their own 

decisions, employees know that they can make a difference, even when they are only 

interns.  

Another relevant factor that emerges from the interviews is the possibility to 

grow professionally. In relation to this, the operations manager explains that what he 

values about the company is, "the challenge and the opportunity to grow together with 

the organization and the opportunity to collaborate in making it bigger [...] Here I see 

opportunities. This is my biggest motivation: to make it work and make it better" (A). 

Therefore, a high degree of dedication and sense of belonging comes from the feeling of 

purpose as well as the excitement and the opportunity of developing a company and 

having an impact. Additionally, the chance of self-development and the feeling of being 

challenged play a crucial role in fostering employee commitment to the start-up.  

This match between the founder's and staff's values is one of the results of the 

good implementation of value-based selection and orientation practices. One aspect that 

stands out is that all interviewees chose to work at SafeGear because they wanted to 

work for a start-up. Throughout the interviews it emerges that they had certain "start-

up" expectations which had a great influence in their decision to work for SafeGear. To 

give an example, the operations manager used to work at a multinational company and 

decided to quit his job to work for SafeGear instead since, "it is a small company. It was 

very interesting for me because I wanted a more dynamic environment. In a start-up you 

can improve a lot of things, you can change things, and you can apply your knowledge 

to make things better" (A). Likewise, Employee B and C recognize several advantages 
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of working at a start-up such as hands on practice and the possibility to learn and 

contribute to improve an organization, "I think that when working at a start-up, no 

matter what your position is, you get a little bit more hands on actual work experience 

as opposed to something in a larger company" (B).  

Thanks to SafeGear's website and the accurate job description, candidates were 

aware of what they were expected to do at the company and of the kind of commitment 

that was required. Hence, as it arises from the interviews, thanks to a good screening 

process the founder managed to attract and hire people whose values and beliefs 

matched SafeGear. However, an interesting finding arises from the interviews. Despite 

his initial appreciation for the high degree of initiative which is what brought him to 

apply at SafeGear, Employee C realized that high amounts of responsibilty are 

something that he does not appreciate, "at this moment, I feel like I'd rather take less 

responsibility because it's a very complex topic. I would maybe prefer more structured 

and clear tasks that I am sure I can conclude successfully" (C). Additionally, the intern 

thinks that the founder's "expectations toward newcomers are very high" (C). This has 

led him to feel unmotivated at work. As a result, it is evident that employees whose 

values match the company feel more comfortable in the start-up, are satisfied with their 

job, and enjoy the excitement and challenge of building an organization which goes 

along with a high degree of responsibility and initiative. Furthermore, they feel a sense 

of belonging to the company which results in a high degree of commitment to SafeGear. 

On the contrary, the employee that does not share and appreciate the company's values 

feels uncomfortable working for the company.  

Selecting the right kind of people for the organization is not the only thing that 

increases employee engagement and commitment to the company. After making the 

right decision at the recruitment stage, it is important to socialize new employees and 

introduce them to the company's values and behaviors. The orientation program is 

particularly aimed to do that. The employees get to know how SafeGear works and 

what its core values are. Most importantly, during the presentation meeting, the founder 

has the chance to illustrate the company's goals and to emphasize that each person will 

play a role in achieving them. This has a great impact on employee engagement since it 

highlights the fact that everyone is essential for the company's success. The feeling of 

"being helpful" from the beginning on is found to foster engagement to the start-up.  
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Additionally, the orientation program facilitates employees' socialization to the 

company and their peers, which is necessary in order to create an environment that 

makes people feel comfortable. Related to this, the operation manager points out, "at the 

beginning, when you start and you go into a new company, the first thing is to create 

social connections" (A). In fact, a social and friendly environment helps in fostering 

engagement and loyalty to the company from the very first day.  

4.4.1.2 Teamwork  

The second practice that is found to foster commitment among SafeGear's 

employees is teamwork. The latter is encouraged by the founder to create a work culture 

that fosters and values cooperation and collaboration which are perceived as crucial for 

SafeGear's results.  

Throughout the interviews it becomes clear that teamwork is highly valued by 

the start-up's staff. In fact, all interviewed employees acknowledge that teamwork plays 

a leading role in the company which they appreciate, "the second thing that I like best 

about the company is us as a team. I used to work without a team [in my previous job]. 

Here is really different, I really enjoy it" (A). Hence, teamwork is perceived as an 

important aspect of the company which makes a difference when compared to other 

companies that do not put their focus on teamwork. Similarly, employee B points out 

that, "[teamwork] is a huge part [of the company] right now, is very important [...] For 

me, I love working in teams, I think it's really great" (B). Likewise, employee C 

recognizes the importance of teamwork in the company and defines himself as 

"definitely a team person" (C).  

The interviews reveal that teamwork is considered particularly valuable since it 

provides two main advantages. First, it supports collaboration and communication. 

Particularly, all interviewees highlight the importance of other people's opinions. 

Especially for interns, who do not have a lot of work experience, the chance to 

collaborate with regular employees and to communicate openly is advantageous as 

expressed by employee C "I always seek for a second opinion and help if I don't know 

and I'm always willing to help someone else" (C). Additionally, collaboration is 

perceived to improve the work environment and to increase employees sense of 

belonging. Employee B states, "I think it creates a great environment, it brings in other 
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opinions, so I think it's great" (B). A work environment where people can openly 

communicate and where everyone helps each other when needed increases employee 

involvement and engagement. Furthermore, the feeling of "being helpful" for someone 

else boosts a feeling of community. Additionally, working together towards a common 

goal by supporting one another increases the level of motivation, especially when 

problems and obstacles arise. 

The chance to communicate and to share different opinions leads to the second 

advantage which is increased productivity. In fact, by collaborating employees can 

complement each other's strengths and weaknesses and do a better job. Related to this, 

employee B acknowledges that "working in teams brings in other opinions, different 

opinions and I think it creates a better work" (B).  

An additional aspect that merits consideration is the fact that employees consider 

SafeGear's team to be a united one despite the different nationalities and many cultural 

backgrounds. Cultural differences and diversity are considered to add value to the team. 

In fact, working with different nationalities pulls people out of their cultural comfort 

zone in a positive way since it gives them the opportunity to learn from one another and 

supports personal growth. In relation to this, the operations manager acknowledges that 

an international team increases his motivation and explains, "I was born in Ukraine, I 

lived and studied in several countries and I am used to work with different people and 

different cultures. I think that's the best you can have in a team. However, it's not very 

easy to find people that match, that understand each other" (A). SafeGear, instead, 

managed to create a unique team of people who work well together and who enjoy 

diversity. In relation to this, the operations manager mentions that at SafeGear everyone 

is "working together, we are sitting close to each other and we are helping each other. 

It's about being a very united team. If someone wouldn't fit in, probably the environment 

would be worse [...] So, you know, when you see that the team is working together and 

stuff is done you feel really really well" (A). 

4.4.1.3 Feedback and celebration of achievements  

Positive feedback and celebration of achievements are found to have significant 

contributions toward employees' organizational commitment. 
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The first finding that merits consideration is the fact that all interviewed employees 

acknowledge that they frequently receive recognition and appreciation at SafeGear 

which makes them feel valued. Related to this, employee C points out, "here, when you 

do a good job they tell you which I think it's good. For me, that has an impact, I think 

that positive feedback is very important" (C). Similarly, employee B recognizes that 

Rixen takes time to appreciate what people do, "it's very collaborative here, and with 

Rasmus is often, 'that's great! Let's keep going in that direction'. I hear a lot of that" 

(B). Thus, according to the interviewees, it is extremely valuable to receive transparent 

input that focuses on celebrating achievements as well as setting benchmarks for the 

future.  

Throughout the interviews it becomes apparent that recognition and celebration 

of achievements play an important role in increasing employees' motivation and well-

being. Particularly, the sense of valuing and rewarding employees' ideas and 

performances has motivating effects on people since it positively influences their 

perceptions of how much they are valued in the company. Hence, getting recognition 

and encouragement makes employees feel good about their work and, thus, it incentives 

them to do even better. In relation to this, employee B states, "I am driven by stuff like 

that. So, to hear that people like what I have done it's great for me" (B). This is 

particularly important in a start-up context such as SafeGear where employees are not 

mainly driven by money or monetary rewards. Instead, praise and recognition are 

effective ways of keeping employees satisfied and motivated.  

Focusing on employees’ strengths and accomplishments and acknowledging 

them also results in the staff's well-being, increased self-esteem, confidence, and 

happiness which eventually have a positive influence on the employees' engagement 

and productivity. 

An additional relevant aspect that emerges from the interviews is that employees 

notice and appreciate the fact that Rixen takes time to value their work and ideas. 

According to SafeGear's staff, the founder shows a strong interest in his employees and 

exhibits availability and a supporting attitude, "I think that Rasmus cares a lot about 

people. He is the founder of the company and he hasn't got much time to spend with 

people but what I can see is that he tries a lot and he cares a lot about his team [...] 

That is also something that I'm trying to replicate myself. It's fascinating" (A). This 
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positively affects the employees' commitment as it creates a bond, a positive 

relationship between staff and founder which contributes to the creation of a positive 

work environment characterized by an honest and open culture.  

4.4.1.4 Architecture, decor, and dress code 

As previously discussed, physical arrangements are used by the founder to 

reinforce his values and, thus, to create a collaborative, fun, and laid-back atmosphere in 

order to make people feel comfortable in the company. Throughout the interviews it 

becomes clear that architecture, decor, and dress code also have a positive influence on 

employee engagement and commitment due to several reasons: 

 First, the office architecture is found to have a certain degree of influence on 

engagement since the open space work environment allows SafeGear's members to "sit 

close to each other and help each other" (A) which enhances teamwork and 

collaboration. Related to this employee B explains, "I like the collaboration the office 

layout creates.  I can look across my desk and ask someone for an opinion or new idea 

for something I am working on" (B). Hence, employees enjoy the office layout which 

provides them with the opportunity to get advice and support from co-workers. As 

previously pointed out, this type of work-design strongly influences employee 

engagement and commitment. 

Second, the office decor also appears to have an influence on employee 

engagement. Particularly, the interviewed employees appreciate the work-out equipment 

installed by the founder and point out its positive effects, "I enjoy the community the 

work-out equipment creates. It also helps create movement in a rather stagnant work 

place" (B). Similarly, employee C specifies, "I use it quite often. It is a good way to 

clear my mind a bit, and I definitely think it has benefits to the work environment. As I 

said, it clears my mind and also wakes me up when I am feeling a bit dozy" (C). 

Third, the casual dress code is found to play an additional important role in 

employees' well-being and commitment to the company. All interviewed employees 

enjoy it and appreciate it as it makes them feel comfortable. In this relation, employee C 

points out, "I do enjoy the casual attire. I prefer to wear casual clothing to work, I feel 

more comfortable" (C). Therefore, the casual dress code appears to be a cultural artifact 

that employees appreciate. For instance, employee B comments, "I think the casual 
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attire helps the culture of the office as well.  It makes it more comfortable to be at work, 

which makes us more open" (B). Hence, the feeling of being comfortable has positive 

effects on employees such as increased well-being and a higher productivity.  

4.4.2 Cultural practices with little or no influence on employee commitment 

4.4.2.1 Routines and social activities  

Finally, SafeGear's weekly meetings are the only routine that has been found to 

have a certain degree of influence on employee commitment. From the interviews it 

emerges that they represent a setting where positive feedback and open communication 

usually take place. Specifically, during the meetings the founder recognizes and praises 

who did a good job. Moreover, he focuses on everyone's work and encourages open 

communication by asking everyone's opinion about what has been done or what has to 

be done. As previously discussed, providing positive feedback, open communication 

and exchanging ideas contribute to the fostering of commitment since employees feel 

valued and respected by SafeGear. Therefore, weekly meetings can be considered as 

useful to the overall fostering of employee commitment.  

Furthermore, the interviews show that weekly meetings are also seen as useful to 

get to know what other employees are currently working on. Employee B and C 

recognize that, "it is interesting to know what the other people are doing" (C) and "I 

think that meetings are helpful to keep everyone on track as the week unfolds ahead of 

us. It is helpful to see what everyone is working on" (B). Nevertheless, two out of three 

employees state that weekly meetings are not always beneficial, "sometimes I benefit, 

sometimes I don't. It depends on what I'm working on at the moment. Sometimes they 

are beneficial for me, sometimes they are for other people" (B). Hence, weekly 

meetings are useful to employee commitment in the sense that they promote common 

understanding of objectives and provide an opportunity for team members to share their 

progress and challenges. Yet, this does not always happen which is why weekly 

meetings are found to have a rather small degree of influence on the overall employee 

commitment.  

What is noteworthy about other routines and social activities is that, despite 

Rixen's effort to build a fun and engaging work environment throughout lunch, coffee 
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breaks or after work events, social activities have almost no influence on employee 

commitment at SafeGear. Instead, employee C points out, "if I were the leader and I 

had interns that had not worked before, I would create a more fun work environment. I 

think that the fun aspect is a bit missing" (C). The founder established several social 

activities to encourage open communication, collaboration, and fun which are more 

likely to happen when doing enjoyable things in informal settings. However, when 

being asked about social activities all employees focused on the negative aspects instead 

of pointing out the positive sides. Throughout the interviews it emerges that employees 

believe that SafeGear's social activities could be improved. For instance, the operations 

manager explains that he "would say that there is a lot of intention, but maybe the 

implementation is not that good" (A). The interviewed employees acknowledge Rixen's 

effort and good intentions, however, they would welcome a better implementation of 

such activities. In fact, despite Rixen's goal to install Friday bar meetings, three out 

three employees state that they have only been out all together once in three months. 

However, they would like to meet more frequently, "we have been out for a drink all 

together once since February [...] But I think it's nice to catch up with everyone on a 

personal level if you get the chance. I think it benefits the environment in the office" (B). 

To the question whether after work activities matter for him employee A remarks, "I 

think it matters. For me it should not be every week of course but at least once a month" 

(A).  

Another activity that was commented on is the lunch break. Employees enjoy 

having lunch all together, however, employee C underlines that in his opinion "the 

structure of it" would not be perfect and that the founder's absence would be a problem, 

"Rasmus often eats at his desk, or eats earlier or later. So, that doesn't bring the whole 

team together" (C). This is found to have an impact on the sense of community that the 

founder is trying to increase through social activities. Two out of three employees feel 

that they are part of a community and enjoy the work place. However, employee C 

points out that compared to his previous internship he does not feel part of a community 

yet, "I worked in another company that was slightly larger than this one and I felt much 

more that I had a second family sometimes. Here not" (C). 
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To sum up, social activities are perceived as important by SafeGear's staff and 

could have a major impact on their commitment. However, the implementation that is 

perceived as poor does not allow the staff to benefit from them.  

4.4.3 Sub-conclusion 

Particularly due to the fact that the founder did not pay attention to SafeGear’s  

organizational culture, the company has suffered from high employee turnover and, as 

stated by Rixen, low levels of employee commitment in the past. As a reaction to that, 

the founder installed certain cultural practices which  have been found to have several 

positive effects on employee commitment. Some of the cultural practices adopted by 

Rixen are found to positively impact employees' engagement and commitment and to be 

perceived as important by the staff. However, the implementation of routines and social 

activities, which are considered to be valuable by the employees, is not enough to have 

a substantial influence on commitment.  
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5 Chapter V: Discussion and summarizing conclusion  

The main purpose of this chapter is to provide a critical assessment of the 

research findings from a practical and theoretical point of view. Therefore, the chapter 

opens with a general discussion of the findings in relation to the existing theory. 

Following this, an assessment of further research directions is presented. Finally, the 

chapter closes with the conclusion section in which the research question will be 

answered. 

5.1 Discussion 

The overall objective of this paper was to investigate how the e-commerce start-

up SafeGear manages to create a stable organizational culture that fosters employee 

commitment. The results of the study revealed that the role of the founder is essential in 

shaping the company's culture and that four out five cultural practices implemented by 

him are positively related to  SafeGear's employees’ commitment.  

By analyzing the role of the founder in shaping the organization's culture the 

study showed that Rixen is aware of the important role that organizational culture plays 

in the success of a young start-up such as SafeGear. In particular, he recognizes that the 

only way to make the start-up grow is by creating a stable culture able to engage and 

retain the skilled staff he brought on board. Therefore, with a clearly articulated vision 

for the company and the culture that best could supports his goals, values, and 

assumptions, the founder implemented several cultural practices. In relation to this, the 

study is consistent with previous research which found that young organizations are 

highly influenced by their founders, which means that the culture will approximately be 

a reflection of the founder's beliefs, values and assumptions (Schein, 2009, p.16).   

The cultural practices adopted by Rixen are found to work well in the creation of 

a stable culture since they go in line with some of his main values which are integrity, 

initiative, collaboration, and development. However, the fun aspect that is considered to 

be important by Rixen is not perceived as one of the company's main values by some of 

the employees. Hence, a better consistency between what the founder preaches and what 

the founder does is recommended to Rixen in order to ensure clarity and coherence, 

which are crucial for a stable culture. 
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Architecture, decor, and dress code; value-based hiring and orientation practices; 

feedback and celebration of achievements; routines and social activities are used by the 

founder to communicate cultural content to his employees. Those results are in line with 

Schein's model (Schein, 2009) which found this type of cultural practices to be essential 

in embedding and transferring the founder's values and assumptions to the rest of the 

company (Schein, 2009). However, the findings also indicate the importance of 

teamwork in the creation of SafeGear's culture. Teamwork is particularly important for 

start-ups which are usually constituted by a handful of employees who are many times 

responsible for even critical tasks. In these circumstances, a culture that stresses 

teamwork, collaboration and communication can play an essential role in the company's 

growth and eventual success. 

Further, the study found organizational culture to be an antecedent of employee 

commitment, supporting existing theory on the topic (e.g., Meyer et al., 2002; Nongo 

and Ikyanyon, 2012). Particularly, four out of five cultural practices implemented by the 

founder positively affect the commitment of SafeGear's employees.  

The study discovered that valued-based hiring and orientation practices have the 

most significant effect on employee organizational commitment. This supports the view 

of Dessler (1999), who argued that value-based hiring practices can be used to select 

employees whose values match the founder's philosophy. This can result in employees 

that fit in and, thus, are more likely to become committed to the company. At SafeGear, 

the founder's values of integrity, initiative, and development are matching the 

employees' values to a high degree. This means that employees are committed to the 

start-up notably because of their involvement in decision making and the high amount 

of responsibility and initiative that they encounter in the company. Particularly, the 

opportunity to work on something that energizes them, that helps them grow 

professionally, and that creates substantial value for the organization is what drives 

SafeGear's employees' motivation, engagement, and commitment the most. People at all 

levels feel that they can make important contributions and that their work is directly 

connected to the goals of the company. Most significantly, employees who enjoy the 

excitement and challenge of building a successful organization and, thus, are 

comfortable in this dynamic environment, find themselves emotionally connected to the 

company and its goals. The paper's results are consistent with Dessler's findings which 
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also argue that giving high responsibilities to young employees and involving them in 

challenging projects foster their commitment to their employer (Dessler, 1999). This is 

particularly interesting for start-up companies since employees usually get hands on 

practice and a high degree of responsibility. Thus, hiring people who value initiative, 

hard work, and responsibility can lead to a higher degree of goal and value congruency 

between employees and start-up, which deeply fosters commitment. Noteworthy to the 

study is that employee C, in contrast to his colleagues, displays a low level of 

commitment to the organization. What stands out from the analysis is that, despite an 

initial appreciation of the high amount of responsibility which was one of the intern's 

main reasons to apply at SafeGear, the intern realized that he does not appreciate to 

have a high responsibility. Rather, he would welcome more structured and clear tasks 

that he is sure he is able to complete successfully. For these reasons, he does not feel 

motivated at work and does not want to stay at the company after his internship. Hence, 

the study shows that people who do not share the same values as the company are likely 

to feel that they are not the perfect match for the organization in the long term. This is 

why implementing value-based hiring practices is extremely important, especially in 

start-ups with only a couple of employees.  

Teamwork is also found to have significant contributions to employee 

commitment. The analysis illustrates that SafeGear's founder recognizes and even 

emphasizes the importance of teamwork in facilitating employees’ ability to collaborate 

and to, as he expresses it,  "get a job done" (F). Most significantly, employees display a 

positive attitude toward teamwork which they perceive as really important. The results 

support Dessler's (1999) and Silos' (1999) findings that working together leads to better 

employee attitudes and a higher proficiency. 

Further, feedback and celebration of achievements are valued by SafeGear's 

employees and have a strong effect on employees’attitudes towards their job position 

and their company. In fact, focusing on employees’ strengths and accomplishments, 

increases their self-esteem, confidence, and happiness which have a positive influence 

on their engagement and productivity. 

Architecture, decor, and dress code are not addressed in the commitment 

literature, however, this study shows that physical arrangements are not only useful 
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artifacts but, when they are consistent with the founder's values and assumptions, they 

also reinforce the culture and drive a certain degree of commitment.  

Moreover, the study found a significant relationship between employee 

commitment and routines/social activities, supporting current research on the topic 

(Dessler, 1999). However, regardless the value that employees attach to routines and 

social activities, the implementation at SafeGear is perceived as poor and, thus, the 

routines and social activities introduced by the founder have nearly no impact on 

employee commitment. On the contrary, it could even have negative effects on it. In 

fact, when recognized by the staff, a lack of these types of cultural practices could 

increase employees' dissatisfaction and evoke intentions to leave. Therefore, 

improvements in the implementation of routines and social activities are recommended 

to SafeGear's founder in order to increase the employees' sense of community and, 

eventually, sense of commitment.  

Finally, the overall evaluation of employee commitment confirmed that 

organizational culture practices and their perceptions are positively related to employee 

commitment and that two out of three employees are committed to the company. Hence, 

the founder's effort of building a stable culture and the implementation of cultural 

practices is starting to pay off. Particularly, the study demonstrates that focusing on 

fostering a start-up's organizational culture by implementing certain cultural practices 

can help start-up founders to increase the level of employee commitment which may 

result in lower staff turnover, increased productivity and, thus, advance the company's 

growth.  

5.2 Further research directions 

For future research it is recommended to test the findings of this study on start-

ups operating in other sectors to determine whether the findings of the present research 

are applicable to start-ups in general and to what extent.  

Furthermore, the thesis focused on employee commitment, however, other 

positive consequences of organizational culture, such as employee satisfaction, 

motivation, or organizational performance could be addressed. Additionally, further 

research could stretch in other directions and investigate ways to maintain a successful 

start-up culture as a company grows. 
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5.3 Conclusion 

The study was set out to answer the following research question:  

"How does a startup company manage to create a stable organizational culture 

that fosters employee commitment?" 

In order to answer the research question, two main theories have been used as 

foundation for the thesis, Schein's model about the role of the founder in creating and 

influencing organizational culture and Dessler's theory about how to earn employee 

commitment. Analyzing Schein's theory, it emerges that the role of the founder in 

creating organizational culture is essential. Furthermore, the literature review illustrates 

that a strong organizational culture has the ability to affect various desired outcomes 

such as employee organizational commitment. A high degree of employee commitment 

is proven to have several benefits for a company such as lower staff turnover and 

increased productivity. Related to this, Dessler's theory offers a descriptive account of 

practices that organizations can adopt to enhance employee commitment.  

The results illustrate that organizational culture and employee commitment are 

particularly relevant for start-up companies, where a strong organizational culture, that 

has a positive influence on the staff's commitment, can be an important factor 

determining whether a start-up will succeed or fail. However, this particular topic only 

receives little attention in academic research, which makes it relevant to investigate in 

more detail. 

In order to achieve reliable results, an in-depth qualitative analysis of the e-

commerce start-up SafeGear has been conducted. The results reveal that the founder is 

aware of the importance of building a stable culture to ensure a higher degree of 

employee commitment and, eventually, to achieve a successful growth. For these 

reasons, the founder implemented several cultural practices in order to incorporate the 

company’s driving principles into every aspect of every day. The culture at SafeGear 

revolves around five core values: integrity, initiative, collaboration, development, and 

fun. To put these values into action, the founder introduced the following practices: 

architecture, decor, and dress code; feedback and celebration of achievements; 

teamwork; value-based selection and orientation practices; routines and social activities.  
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The findings illustrate that the founder's effort to create a stable culture has 

positive effects on employee commitment. Some of the cultural practices adopted by 

him, such as value-based hiring, teamwork, feedback, and physical arrangements are 

found to be perceived as important by the staff and to positively impact their 

commitment to the company. However, the implementation of routines and social 

activities, which employees actually consider to be of high importance, are not 

perceived as satisfying and, thus, haven't got a substantial influence on commitment.  

The research question can be answered as follows: to create a stable culture that 

has a positive influence on employee commitment, start-up founders should be aware of 

the importance that they themselves play in fostering their company's culture. With a 

clear vision of the values and assumptions that they want to embed in their start-up, 

founders can implement several cultural practices such as value-based hiring and 

orientation practices, feedback and celebration of achievements, teamwork, physical 

arrangements, or routines and social activities. However, such practices are proven to be 

more effective and to have a greater influence on employee commitment when they are 

in line with the company's core values.  

This study can be of particular interest for both researchers and practitioners as it 

increases our understanding about the influence that organizational culture has on 

organizational commitment. Moreover, it highlights how important it is for early stage 

start-ups to focus on building a stable culture. Finally, the insights that this research has 

laid out can help start-up founders to get the best out of their employees by designing 

cultural practices which enhance their staff's commitment. This is notably significant for 

early stage start-ups which are often susceptible to failure due to bad leadership or 

culture.  
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Appendices 

1) Interview with the founder  

00:00 I: Ok. I would start with a bit of history of the company - when was it founded, 

number of employees, interns (size), locations...  

00:30 E: So, the company was founded by me 5 years ago and the main office was 

opened about 1 and a half year ago here in Barcelona. I decided to open the office in 

Barcelona because is a multicultural city, where you can find people that speak many 

languages and it's very international. Today we are a team of seven people here in 

Barcelona, and 4 are interns. One intern is doing his thesis here with us. The main office 

is here in Barcelona, but we also have a warehouse in Copenhagen, in the industrial 

area.  

01:49 I: What would you define as SafeGear's values? Why? Do you have any form of 

formal statement? 

01:52 E: It's a lot about integrity and customer service. It's about promising things that 

we can actually keep, so keeping promises. It's also working with quality products 

because safety products are unique in the sense that in most cases you buy a product 

that you actually wish you are never going to use. But if you use it you really want to be 

sure that it works and it's a quality product. Fire extinguishers for instance. You 

probably hope that you are never going to use it, but if you have to you really want 

something that works good. We don't have any formal statement yet. 

02:56 I: So, how does your employees know what you and the company value? 

03:00 E: Well we have now a weekly meeting on Mondays where we sit down for about 

an hour an half and we talk about how to approach things and problems. We talk about 

it in group. I make sure that we indirectly at least talk about our values and the way we 

treat other people.  

03:50 I: Ok next question is about the dress code... Why do you use an informal dress 

code? 

03:53 E: Yes... we don't really have a dress code, it's quite informal. We don't have 

customers coming to the office here which might require to wear more fancy clothes. 

It's not part of our culture to wear fancy clothes. Here it's informal, you wear whatever 
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you are comfortable with. Instead we focus on what it is really about which is building 

our business and customer service.  

04:56 I: How is the reporting line structured?  Do interns report directly to you when 

they need help?  

05:10 E: Well, now we have Ricardo, the operations manager and he is the first point of 

contact for the interns. We still talk about thinks all together because we are so small 

and keep doing that. But for some of the tasks he is the first contact. He speaks fluent 

English, Spanish, Catalan and basic Russian. He studied here in Barcelona at ESADE 

and after his studies he worked for Unilever for 4 years and then he wanted to get away 

from them because they are a big company, a corporation and he wanted to work in a 

smaller company with a different culture. He is been here since January . So, this is our 

reporting line. The interns are reporting usually to him but I also work with the interns 

on a lot of things. 

07:00 I: Ok, so it's him and you of course.  

07:10 E: Yes. And did you meet Francesca?  

07:12 I: No, not yet. 

07:16 E: Ok, Francesca is also here full time like Ricardo. She is Italian as you can 

imagine (laughter) and she is working as content manager. We have a lot of different 

contents on the website and blog and she is managing all the content and looking after 

that, making sure there is structure and a good story in the content. She also reports to 

Ricardo. So, we work together the all of us and as she builds more experience she will 

work with the interns increasingly.  

08:09 I: How many interns do you have at the moment?  

08:11 E: It's 4, but one is writing his thesis with us. So, his situation is a little bit 

different in the sense that.. mm.. He is writing his thesis about our segmentation 

actually. At the moment the interns are working on marketing.  

08:45 I: So, we talked a bit already about rituals and routines that you have in the 

organization such as the weekly meetings... 

09:04 E: Yes, we have our Monday meetings where we all sit together. We also have 

occasionally other meetings where we sit together in the morning but we have to watch 
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out that these meetings don't get too long. You can easily spend long time talking so we 

are trying to spend around 5 minutes for each person to talk about staff.. in order not to 

waste time. And then if there is the need to discuss it further we can always sit down in 

smaller groups..  

We also have a white board now. Everyone writes their tasks there. We are still using 

Trello to organize most of our tasks but we also have the white board to have something 

physical. The idea behind the board is that every morning everyone writes 2 or 3 things 

that they are going to work on that day.  

10:38 I: So, your daily goals?  

10:40 E: Yes. You fill it out and say.. "Today I'm going to be doing this 1 thing or these 

2 or 3 things..." So, the kind of stuff you are going to be doing today. The white board is 

also not attached to the wall, we can actually bring it with us. So, we can bring it with 

us to the meeting room and there fill it out together and talk about it. So, it's just kind of 

a nice way to have the conversation going. Another routine we have is that we start at 9 

o'clock. Some places in Spain they start later but they also end up staying later in the 

evening. So, the routine we have is that we start at 9 and we look at the board.  For 

lunch break, people can choose how long they want to have it. They usually take an 

hour lunch break and work until 6 pm. However, sometimes they do half an hour lunch 

break and then they leave at 5.30 pm. So, it's flexible. On the white board we also have 

this thing.. we write the Spanish word of the day, we write new words we have learnt... 

This kind of fun things. Because Ricardo is the only native Spanish speaker. So, 

someone writes something, then someone else etc.. It's just fun.  

12:25 I: Do you have social activities?  

12:28 E: For the social activities.. Sometimes we go out after work.. we get a beer or 

soft drink or whatever. We have the Spanish class as you know. We don't have it at the 

moment but we will have it again from April. Unfortunately Luis moved to Malaga, so 

he's not here anymore. We tried another teacher but she was not as fun. So, we looked 

for another Spanish teacher. It's about learning a bit of Spanish but also fun at the same 

time. Another thing we have now, on the terrace we built some work out equipment. We 

have you know those round plates for balancing? So, we have one of those. We have 

something to pull yourself up and do stuff , we have a set of rings, we have a skipping 

rope also. The idea is that one of the routines we have is to all together have a break for 

like 15 minutes in the mornings and in the afternoons and when we do that.. you know.. 



Chiara Binello                                                                                                                             Page     79 

 

 

 

we are still talking but most of the time people like to move.. It's healthy for you, it 

gives you energy, it clears your mind, it's good for all of us. We have fun with it. We 

have been introducing a lot of smaller things since you were here. It's a process, it's a 

learning process for us.  This kind of equipment stuff is really fun for us, it's working 

really well.  

15:32 I: So, do you think that these kind of activities help the group? Do you think it has 

an impact on the work as well?  

15:40 E: Yes, I think so. It's fun. it's creating better connections, and I think it's better 

for the group also. So, we had already 3 rounds of interns for instance and this round is 

the round where interns get along the best. I think we created now a really good and 

dynamic group with the interns now. It's a learning process to improve what we can to 

make it a nice place to be.  

17:00 I: Ok. Next, what are the qualities that you appreciate more in your employees? 

Why?  

17:03 E: This has also been a learning process. What you really need in a start-up 

environment to function is initiative. So, it means when you come as an intern.. Some 

interns come with already work experience, others come with no experience at all ... 

One of the things that is really important when you come here is that you have initiative. 

And if you have a problem you also try to solve the problem yourself instead of giving 

up on stuff too easily. This is what you need to have when you are part of a small 

company but it's also part of the excitement if you are that kind of person that likes to 

take on a lot of responsibilities and you are happy with it. The problem is that if you 

have limited experience and you don't have the drive, it can be frustrating. Here you 

maybe get less support than in a big company.. you can get a lot of responsibility but 

with responsibility also comes higher need for you to take initiative and that you go out 

there and create the best you can. Then we talk about it. So, one of the things that I have 

learnt with employees, which has been an issue sometimes, is that a quality that is 

important to us is definitely initiative. Another quality is being positive. I'd like us to be 

a fun place to be. However, you are not going to be happy and successful here if your 

only purpose is to get up in the morning and do as little as possible.  

20:00 I: How much importance do you give to employees' ideas and input? 
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20:12 E: We have a lot of interactions and learning possibilities. What we want here is 

that you go out there and are creative, you take initiative. Then we'll talk about that. The 

learning here is more learning by doing, it's a process. We don't have formal courses.   

25:00 I: Do you reward employees in any way when they do a good job? (e.g. 

performance appraisals) Do you have any form of reward system? 

25:05 E: I tell them. For example, when we have the morning meetings and one of the 

employees has worked on something and has done a great job he or her will be 

presenting what he or she did during the Monday meeting.. and that's a way for 

everybody to learn from what has been done but it's also just a way for me to appreciate 

it and say "thank you, great work!". I think it's something rewarding for the person who 

did the work and it's also something that can be part of the learning process for 

everybody else because we also talk about the obstacles we had and how we solved it 

and how this or that turned out. I think it's a good way. I also try to tell them during the 

job you know  "good job, thank you!" . We also have a small bell in the office, and you 

can also go ring the bell. If you have done something that you are really happy about, 

there is this bell and you can ring the bell. It's nice because then everyone starts to ask 

what happened and you say "I just sold something or I got new followers on the 

LinkedIn page... That is also a nice fun way to appreciate what someone did. So, some 

people might ring the bell themselves, other times when I see it I might tell them "well 

you have to ring the bell". We all have a laugh about it and I think it's a fun way to 

appreciate what someone did. So, this is our reward system. Ricardo is also doing most 

of the appraisals, showing appreciation and addressing the things that are important.  

29:00 I: On the other hand, what do you do if you are not happy with someone's work?  

29:19 E: I definitely tell them. I think it's a matter of how you tell them. Sometimes we 

discuss about it during the Monday meetings for instance. However, there is a 

difference between when you have a project and maybe it's good what they have done 

but we are not there yet, then I tell them "maybe we can improve here or there", and I 

give them inputs. This is something I do in a group. But if we really have performance 

issues or personality issues this is something that will be addressed one-to-one. So, I 

guess it depends on what you are not happy with. Also, because we are such a small 

organization, what I started to do is being open and honest about different things. So, 

when we talk about things we also talk about who's going to do what. One of the girls 

we have now is very talkative, outgoing and everybody knows it. So, if I have a 

complain she's not going to be upset, it's not making anyone uncomfortable. So, can talk 
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about it openly, about small details for instance.. I also focus on strengths and 

weaknesses. For example, the person who is more quite and introvert will do some 

things and the extrovert will do other things. It's about finding out where you fit in.  

33:00 I: When selecting a new member, what are the most important qualities you pay 

attention to? 

33:02 E: It's about initiative, and attention to detail. We can't have someone that is 

sloppy and doesn't pay attention to detail. you know it's putting content on our blog, 

social media so it has to be professional. Attention to detail is quite important. It's 

initiative, it's the positive attitude, it's people that actually get stuff done. That's what we 

need here.  

35:02 I: Have you taken any measures to integrate new employees into the company?  

What does their first day look like? 

35:07 E: We have a checklist of things that new interns should see. So, it's learning 

about Trello, it's learning about WordPress, Mangento and all this kind of things. We 

created a checklist. It takes a couple of days and the person that is sitting behind it is 

Francesca. She is showing how Trello works, she explains all the documentation, how 

you create a blog article for instance. So, newcomers will read through our processes . 

It's a matter of 6them going through the basic stuff, like using Google Docs, how to use 

Trello and manage the tasks, how to save the files in our shared docs...It's a lot of stuff 

that has to work together in an efficient way.  

37:12: I: So, is it a sort of teamwork when you introduce newcomers?  

37:23 E: Yes.  

37:39 I: Do you think that interns have assignments that are challenging? Do you give 

them responsibilities?  

37:41 E: Yeah. It's really tricky because some of the tasks we have for interns might 

be... mmm.. it really depends on the level of the interns... it's so different. Some may 

already have worked on start-ups or online companies and thus they bring a lot more 

than someone who has his or her first job. So, it depends on their level. In terms of 

responsibility, it depends on how much responsibility a person is ready to take and how 

much responsibility that person is willing to take. It's also about how much of a 

challenge people want. With high responsibility comes challenge and some people are.. 
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they need more structure. So, it's also a lot about personality. It is not easy, especially 

with interns. It is a challenge finding something and if you have someone with a more 

basic level they will start doing some more basic stuff and maybe they get tired of doing 

that because it's more basic stuff. However, it's a way in which they can also learn more 

about our products, how we do things. It's def one of the biggest challenges that we 

have with interns. Finding a balance. It's something that we are improving, and it's part 

of a learning process for us.  

40:47 I: Ok. Which role does "teamwork" play in the organization? 

40:54 E: It's very very important. It's all about teamwork. There is a lot of coordination, 

that's why we do the meetings, talk every morning about what we will be doing. We do 

a lot of meetings where we discuss things.. So, teamwork is extremely important. It's 

what we do.  

43:26 I: How do you communicate a new goal that you want to achieve to your 

employees? 

43:40 E: So, we talk about it the most in the meetings. A lot of the tasks that we have 

are managed in Trello, our tasks management tool. A goal is more than just a task but at 

the end of the day if we have a goal (for instance we want followers on Twitter) then we 

will have to break down that goal in several tasks that then will be managed in Trello. 

So, when we have a new goal I would start with talking about it, understanding why we 

want to do it and then start breaking it into specific tasks. So, we discuss that and what 

are the different things that need to be done fast to reach that goal.  

46:06 I: Do you offer any form of job development? e.g. any workshop...  

46:16 E: It's not a formal process because we are such a small organization. It's more 

about responsibilities. So, when you are ready to take on more responsibility there is so 

much stuff! So, it's an internal process, not external.  

48:09 I: Do you feel that your employees are committed, loyal to SafeGear? 

48:14 E: I think this group is. I think the level of commitment we have now is good. We 

have had challenges.. There is one case that comes to my mind in terms of commitment. 

But at the moment it's good. When we have a certain number of people coming new so 

often it's a lot about improving our screening process, take the people that will be happy 

here. If the screening process is not good you will have people coming here that are not 
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the perfect match and then it's a problem. I think we can still work whit any kind of 

personality, because it's a matter of building a team and working together but we need a 

minimum level of commitment . We have once experienced that problem. 

50:25 I: What do you think that makes it better now?  

50:30 E: We have improved the screening process in terms of finding people who fit in . 

We really emphasize now what people have to do, initiative, what we expect from 

people.  (Esaminare documenti!) So, it's about the screening process but it's also about 

us doing a better job having the white board,  having regular meetings so that people get 

inputs on what they are working on. This is also one of the reasons why I hired Ricardo, 

the operations manager, because I was struggling with my time. So, I think we have 

improved in several different ways. I also think that people see that we try, you know 

for example with the fitness thing outside, Spanish classes etc. We have flowers in the 

office. You know it's a co working space and we take care of our space. If we look at 

the other companies, I see that we do a lot of more smaller things  like that than the 

other 3 start-ups that are here. I am also organizing sport activities to do all together on 

Friday now that Spring comes. We are going to organize a tennis day. You know it's a 

process and we need to learn. Whenever I get suggestions and inputs I see what we can 

see about it. You know a lot of what we have is not expensive, take the work out 

equipment. It's really worth to spend a couple of hundreds Euros if that gives us 

satisfaction and if it keeps people motivated.  

60:03 I: Ok, last but not least, what do you think played and still plays a relevant role in 

SafeGear's success? 

60:05 E: Well, from an organizational point of view, we need to establish an 

organization where people have different responsibilities. The tricky part there is 

moving from me being involved in everything to having and keeping new people on 

board. So, to grow and make the organization really successful we need people who will 

take responsibilities for certain areas so that I can focus on other things. So, this is why I 

brought on board 3 full time people. We have our supply chain manager in Denmark, at 

the warehouse, he's 62 years old, he's very experienced and he has been in the safes 

industry for really long now . Of course it's an investment for me to have him up and 

running. The same goes with Ricardo and Francesca. That's an investment of time. So, 

the crucial part now is for people to stay on board. Of course it requires a lot of time and 

effort but if they are not happy they might leave. So, it's very important now for 

SafeGear's success that we manage to  retain at least the core team! 
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2) Interview with employee A (operations manager) 

00:35 I: How long have you been working at SafeGear? 

00:39 E: Now for 3 months.  

00:45 I: What made you to choose this job/internship at first place?   

00:47 E: So, first because it was a small company. It was very interesting for me. I was 

working in a big multinational before and I wanted a more dynamic environment  

01:21 I: What do you think makes working at a start-up different and better for you? 

01:26 E: In my case, one of the things that I missed while working in a multinational is 

that you cannot decide anything, you cannot improve anything, you have to follow 

processes and do it as they want to do it. And that's how it works, that's how they work 

and make money. However, it is not my personal style. In a small company, or start-up, 

you can improve a lot of things, you can change things, you can apply your knowledge 

to do things better.  

02:27 I: Ok. So, what do you like the most about SafeGear as a company? Do you feel 

that your needs are satisfied there? 

02:29 E: Yes, a lot. The main thing is that I see opportunities. For example, now we are 

going to expand in Europe, we are preparing the market for Spain. We have our English 

website now, but we are going to make a Spanish, Italian, and German version. That's a 

lot of work. Also in terms of business is a big opportunity because if we grow, it makes 

everything more professional. To me, the biggest challenge now is to make it more 

professional and to create a stable team, and grow. That's kind of my motivation, to 

make it work and make it better let's say.  

04:00 I: Talking about teams, which role does "teamwork" play in the organization? Is it 

important for you? Why? 

04:12 E: It is absolutely crucial. Especially in a small company is necessary to have a 

good team. The thing is that is even more dangerous for the company itself to hire 

people and have a team that doesn't fit, that don't match. Just one person can ruin 

everything. We are all working together, we are sitting close to each other, we are 

helping each other. So, it's about being a very united team. If someone wouldn't fit in, 

the environment would be worse. That's why it's important.  
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05:10 I: For you personally, is teamwork important in your job? Do you feel more 

motivated when you are working in a team? 

05:15 E: Of course, of course! Of course.. Also for my personal taste. I was born in 

Ukraine, I lived and studied in several countries, and I am used to work with different 

people, different cultures and I think that's the best you can have in a team and it's not 

very easy to find. It is easy to have people with different backgrounds and different 

cultures but it's difficult to find those that ... mmm.. I don't know how to explain it..  

06:02 I: Those people that are matching?  

06:05 E: Yes! So, you can have people with a different background but they like the 

same things, they understand each other.. So, for me teamwork is much better than 

individual work.  

06:28 I: If you could describe the company's values, what would they be?  

06:29 E: So, I've been here for 3 months now and I have see Rasmus the most and 

Francesca, she's been working here full time for 6 months now. With Rasmus what I 

think is that he cares a lot about people. He is the founder of the company, and he hasn't 

got much time to spend with people but what I can see is that he tries to do it, he tries a 

lot, and he cares a lot about his team. And I think that's the most important thing. The 

second most important thing is caring a lot about customers. He treats them very well, 

it's a lot of small things what he does but you can see... The way he talks about 

customers, the way he organizes everything it's about being useful to the customers. So, 

I would say first, the people he has, second, customers.  

08:16 I: Do you feel that you fit in the company? 

08:30 E: For now, yes! (Laughter).. No, really.. Yes! 

08:40 I: Are you satisfied with your job?  

08:42 E: Yes.  

08:45 I: What do you like best about it? 

08:50 E: First thing is the challenge and the opportunity to grow together with the 

organization and the opportunity to collaborate in making it bigger. Second thing, I 

would say us as a team. I used to work without a team or having one person in my team. 
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Here is really different, I really enjoy it, I am learning a lot, it's completely different. 

For example, all these things that I see like Rasmus caring about his people.. That is 

also something I am trying to replicate. It's a learning process, it's fascinating. When 

you see that the team is working together and stuff is done, you feel really really well.  

10:20 I: What do you dislike instead? 

10:35 E: Well... I think that probably it happens in every start-up... Sometimes the only 

thing I see is that it takes time to make decisions, as a company, the process is slow. It's 

a small company but the reason is probably that we have so many decisions to take, and 

so many daily decisions. That is the only thing.. we have so many small things that we 

have to solve that you cannot look into the big changes.  

11:43 I: Do you ever feel unmotivated at work? Why?  

12:00 E: Well, I had that a lot in my previous job (laughter). For now, not really but it's 

also just my third month here.  

12:13 I: Ok. If you need help for anything who do you address? Why? 

12:33 E: Rasmus, because he's responsible for everything.  

12:35 I: You have weekly meetings on Monday right?  

12:42 E: Yes, but actually now we started to meet more than just once a week. We try to 

do every day or every 2 days a quick catch up in the morning. We are trying to find a 

more professional way to do it, with tried with a timer, let's see if it works. That's the 

good thing... we try new things and if we see that something works we get it.  

13:40 I: Are those meetings important for you? Do you benefit from them?  

13:49 E: Yes, I think so! Definitely.  

13:53 I: At SafeGear you have certain social activities... How do you think those social 

activities impact your work? Do you feel part of a community? 

14:26 E: Yeah, yeah! Especially at the beginning, when you start, when you go into a 

new company - I guess it happens everywhere - the first thing is to create social 

connections. So, yes.  

14:50 I: Do you feel like the company encourages them? 
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15:08 E: I would say there is a lot of intention to do it, but maybe the implementation is 

not that good (laughter). We went out a couple of times but it's difficult to make it.  

15:30 I: Would you like to meet more often? Or for you it doesn't really matter?  

15:40 I think it matters. For me it should not be every week of course but at least once a 

month.  

15:55 I: Ok. So, do you feel like you are given important and challenging tasks?/ Do 

you feel that you are learning? Is that important for you? 

16:00 E: Yes!  

16:19 I: Do you feel that your ideas and input is important in the company? 

16:22 E: Yes, I hope so! (laughter)  

16:34 I: When you do a good job what (non-monetary) rewards are important for you? 

Why?  

16:50 E: I think it's important, yes. It happens often here.  

17:19 I: Let's say if you would not have to pay your bills would you still work at the 

same place as you do now? Why?  

17:43 E: For now, yes definitely. 

17:45 I: Do you see yourself working at SafeGear long term?  

17:51 E: Depending on what that means... how long? 

17:58 I: How long do you think you will stay there?  

18:08 E: Well it depends of course but maybe 2 to 5 years. 

18:27 I: And why?  

18:30 E: Well, honestly I want to have my own business. That's the main reason.   

18:54 I: Ok, now I name you 4 things and you should tell me what is most important for 

you in a job: 

- Feeling part of a community 
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- Feeling that your job is valued 

- Having tasks which are exciting and allow to get better 

- Career Development possibilitie 

19:57 E: I would say the third. Then community and feeling that my job is valued. 

3) Interview with employee B (intern)  

00:10 I: How long have you been working at SafeGear? 

00:13 E: Since February  

00:18 I: What made you to choose this internship at first place?  

00:20 E: Well... I was looking for something kind of in a smaller start-up company and 

in marketing and SafeGear kind of fit that. 

00:54 I:Why did you want to work in a start-up?  

00:55 E: I think that, as a person that has had experience already - my father owns a 

company - I think that working as an intern or just in general working in a start-up no 

matter what your position is, you get a little bit more hands on actual work experience 

as opposed to something in a larger company.  

01:34 I: Do you feel that you are getting what you were looking for? Do you get 

responsibilities? And hands on practice? 

01:36 E: Yeah, I mean.. Actually I'm taking on a lot of responsibility here. I am working 

on two big projects right now for SafeGear and for another start-up within SafeGear so 

right now it's a lot of fun. And a lot of work.  

01:58 I: What do you like most about SafeGear as a company? 

02:00 E: As a company... I think that the people and interns I am working with are 

great.. but for me right now is the ability to do a lot of work even though I am just an 

intern. I am learning a lot. 
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02:26 I:  So, are you satisfied with your job?  

02:28 E: Yes!  

02:30 I: Ok. And what do you like best about it?  

02:41 E: Definitely the amount of responsibility  

02:46 I:  What do you dislike instead? 

02:47 E: mmm.. Maybe sometimes there is a lot of opinions so it's hard to get a decisive 

answer. Especially being in a start-up system.. There is no template or anything so it's a 

lot like "Ok, do we like this? What do we want to change about it?" And sometimes is 

hard to get a hard answer.  

03:20 I: If you could describe the company's values, what would they be? (Do u share 

them?) 

03:24 E: Out of the employees they value hard work and taking incentive. So, taking the 

initiative to do things maybe  on your own and then work through it later. I think they 

value that a lot. As a company as a whole, instead, I think the passion. Well, not really 

the passion... the ability to work hard every day. This is really the biggest thing, I see 

being ask for that.  

04:09 I: Do you feel like you fit in? 

04:10 E: Yeah! (Enthusiasm in the answer)  

04:17 I: So, what motivates you the most at work? 

04:33 E: So.. I am graduating in a couple of months.. Honestly, I get a lot of 

responsibility, also compared to the other interns because I have a lot of background 

experience. So, that really motivates me. Because I am asked to control, help other 

interns which is nice. I enjoy that so.. For me it's the amount of responsibility.  

05:10 I: If you need help for anything who do you address? Why? 
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05:18 E: Well now Rasmus and Ricardo... Ricardo is the manager and obviously you 

know Rasmus. I would address either of them but a lot of times I just go straight to 

Rasmus. 

05:45 I: Are the weekly meetings important for you? why? How do you benefit from 

them? 

06:00 E: Sometimes I benefit, sometimes I don't. It just depends on what I am working 

on on that week. I think they are helpful to keep everyone on track as the week unfolds 

ahead of us. It's helpful to see what everyone of us is working on. Sometimes they are 

beneficial for other people, sometimes they are beneficial for me. It depends on what I 

am working on.  

06:26 I: Ok. At safegear you have certain social activities...  

06:40: E: We have been out for a drink all together once since February. And we always 

eat lunch together.  

07:00 I: How do you think those social activities impact your work? Do you feel part of 

a community? 

07:12 E: Yes. I mean it's a work environment, so, obviously there are people you get on 

with better than other people... It's just the way people click. But I think it's nice to catch 

up with everyone on a personal level if you get the chance so... I think it benefits the 

environment in the office . I don't know how much it benefits us actually doing the work 

but...  

07:46 I:  Which role does "teamwork" play in the organization? Is it important for you? 

Why? 

07:52 E: I think it is a huge part right now especially now because we are working on a 

larger project that everyone is working on so.. Recently we redesigned part of the 

website so, it's me working with other people based on what they specialize in. I am 

glad I can get other people's opinion because I was looking at it for so long that you 

need a secondary opinion to. For me.. I mean I love working in teams, I think it's great, 
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it creates a great environment, it brings in other opinions, different opinions and I think 

it creates better work. So, I think it's great.  

09:05 I: Do you feel like you are given important and challenging tasks?/ Do you feel 

that you are learning? Is that important for you? 

09:10 E: Yeah. Definitely. And even though it's just an internship I feel that I am 

learning.  

09:23 I: Do you feel that your ideas and input is important in the company? 

Encouraged? 

09:34 E: I do. I know some people don't think that, from conversions with my 

colleagues, but I feel that mine are... But I am American and I have a strong opinion and 

I am definitely not scared to voice it. So, I think it's also just a culture thing, if you don't 

have problems saying what you think.. Things might be better, it gets listened to. But if 

you are quite about it... 

10:30 I: Ok. When you do a good job what (non-monetary) rewards are important for 

you? Why? 

10:45 E: Yeah, I mean... I am driven by stuff like that , so to hear that people like what I 

have done it's great for me but it's not necessary. If I feel that I have done the best that I 

can I am proud of that. And if other people  appreciate that, then I am fine. But that's 

me.  

11:20 I: Does that happen at SafeGear? Does Rasmus appreciate what people do? 

11:30 E: Yeah! (Enthusiasm) It's very collaborative, and with Rasmus and Ricardo is 

often "That's great! Let's keep going in that direction". I hear a lot of that.  

11:54 I: If you could change something in the company, what would it be? 

12:00 E: ehmmmm... I think sometimes Rasmus and Ricardo have different opinions. 

(Laughter) So, it gets a bit frustrating if I go to one and says "ok, change that", and then 
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I go to the other to ask confirmation and he says "No.. I want it in a different way". 

Sometimes that happen. So, that's what I would change: them being on the same page.  

12:43 I: Would you stay at the company after your internship? Why? 

12:50 E: Yeah, maybe for a couple of years. I don't see myself long-term but it's a great 

company to be at for a couple of years. 

13:00 I: And why would you stay only for a couple of years?  

13:11 E: Well, I think it's mainly because I would like to go back home at some point. 

But also because it's such a small company that the amount of people working there full 

time is not many, so, it's not going to be the same structure every time new people come 

in. So, I think I would enjoy it for a couple of years, but long-term I don't know if I 

could deal with that.  

13:46 I: Ok. Now I name you 4 things and you should tell me what is the most 

important for you in a job: 

- Feeling part of a community 

- Feeling that your job is valued 

- Having tasks which are exciting and allow to get better 

- Career Development possibilities 

14:13 E: Just picking one, the third one.  

4) Interview with employee C (intern)  

01:03 I: How long have you been working at SafeGear? 

01:05 E: Since the first of February. So, 2 months now. 

01:14 I: Ok. And you are doing an internship and writing your thesis at the same time?  
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01:20 E: Yes. So, my internship is a bit different. I am writing my bachelor thesis about 

SafeGear. I conduct research for the company which simultaneously is my bachelor 

thesis.  

01:46 I: What made you to choose this internship at first place? Why a start-up? 

01:50 E: It was convenient. I thought that choosing a start-up would be more useful for 

what I am doing. And - this is more personal - I don't think that in a big company would 

implement my ideas.  So, that was actually the main reason.  

02:48 I: What do you like the most about SafeGear as a company? 

02:54 E: Well.. That it is in Barcelona! (laughter).. That's a good question, let me think 

one sec... I quite like that you are involved in a lot of things, almost everything, 

although sometimes it can be a bit chaotic as well, but I think it's nice that you can see 

many different sides of the business and stuff like that.  

03:40 I: What do you like best about your job? 

04:00 E: Well, I do have a certain degree of responsibility because I am conducting a 

segmentation research which eventually will lead to marketing decisions. So, I think it 

will mostly be responsibility more than anything else.  

04:38 I: Do you feel that you are learning?  

04:41 E: Well, at the beginning I did some general, regular tasks that were not related to 

the research thingy. In the tasks I did before I learnt a lot about Magento, which is good 

because eventually will help myself if I want to open an online shop or something. So, 

yes I learnt stuff that I din't know.  

05:20 I: What do you dislike instead about the company? 

05:23 E: I think that Rasmus is very strict, I think his leadership style - at least for the 

interns - is not good. At least for the interns.  

05:59 I: Do you feel motivated at work?  
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06:00 E: Ehm, not really.  

06:09 I: Why? 

06:10 E: Ehm, I think is clarity that is missing. He always expects a lot but then  he 

doesn't really explain what he expects. So, I think it's clarity and also expectations 

which are very high towards newcomers.  

06:56 I: If you need help for anything who do you address? Why? 

07:03 E: It depends on the issue, but generally I would prefer to go to Ricardo. I think 

he's a bit more clear and he thinks about solutions more than Rasmus, in a more 

concrete way, how you can solve it.. Whereas Rasmus talks more in general about his 

business idea which doesn't help to approach a problem.  

07:43 I: How was your first day at SafeGear? Who helped you to integrate at the 

beginning?  

07:57 E: It was a lot of general introduction by Rasmus, then we got introduced to the 

IT programs by Francesca. So, it was an introductory day.  

08:25 I: Are the weekly meetings important for you? why? How do you benefit from 

them? 

08:37 E: Personally no, but it's because I am doing something different. But I think that 

for the other employees it's interesting to know what the other people are doing. For me 

is less important. In the meetings Rasmus is also very present, I don't think it's a 

meeting in a mutual way, he is the boss and that is very visible. He is doing much of the 

talking.  

09:40 I: At SafeGear you have certain social activities... How do you think those social 

activities impact your work? Do you feel part of a community? 

10:01 E: Yes, we went once to a bar here in the neighborhood, but that was the only 

time so far. I meet my colleagues off work sometimes, but that's more personal, it is not 

arranged by Rasmus.   
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10:26 I: What about the lunch breaks instead? Do you eat together? 

10:47 E: Of course we do that, but the structure, how it's set, is not perfect for me. For 

example, Rasmus often eats at his desk, or eats earlier or later. So, that doesn't get the 

whole team together.  

11:33 I: So, you don't feel a sense of community?  

11:36 E: Nor really. For example, I worked in another company that was slightly larger 

than this one and I felt much more that I had a second family sometimes. Here not.  

11:55 I: If you could describe the company's values, what would they be?  

12:30 E: I think the most important thing for Rasmus, at least that's what he says several 

times during the meetings is to create a work environment where to get things done, so 

hard work. Also, he expects you to be there exactly at 9 am, and if you are late that is 

not good. And he also expects you to take a lot of initiative. For example, you have to 

do research yourself, find what works best. However, sometimes I feel that if you come 

with your own ideas I don't think that's always appreciated. It depends. But I think that 

those are the most important values.  

13:58 I: Which role does "teamwork" play in the organization? Is it important for you? 

Why? 

14:12 E: Yes, I think it's very important. For example, what Rasmus tries to do is that he 

tries to make it coherent between the several parts such as the webpage, blog, 

LinkedIn... And I think teamwork is very important for that.  

14:39 I: Is it important for you personally? 

14:43 E: Yes! I always seek for a second opinion and stuff like that.. Get help if I don't 

know and I am always willing to help someone. I am definitely a team person.  

15:14 I:  Do you feel like you are given important and challenging tasks? 

15:18 E: Yes! But at this moment I'd rather take less responsibility because it's a very 

complex topic and I am not sure I can finish successfully. In that way, I would maybe 
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prefer more structured and clear tasks where I'm sure I can conclude them successfully. 

But I guess that's something about my personality as well.  

16:17 I: If you could change something in the company, what would it be? 

16:25 E: The leadership style. If I were the leader and I had interns that had not worked 

before, I would create a more fun work environment, way more motivating than it 

currently is. I think that the fun aspect is a bit missing. (x le recommendations)  

17:00 I: Would you stay at the company after your internship? Why? 

17:05 E: No. I don't like the overall culture and the leadership style.  

17:18 I: Is that the main problem for you?  

17:20 E: For me yes.  

17:23 I: Ok. Now I name you 3 things and you should tell me what is most important 

for you in a job:  

- Feeling part of a community 

- Feeling that your job is valued 

- Having tasks which are exciting and allow to get better 

- Career Development possibilities 

18:00 E: I think, for me personally, it would be the second one. I think I am quite 

performance oriented. Maybe in the longer term career opportunities, but right now is 

the second one.  

18:43 Ok. One last question: do you feel that when you do a good job you are rewarded 

at SafeGear?  

18:58 I: Yes, I think that's ok. When you do a good job they tell you which I think it's 

good. For me that has an impact and I think that positive feedback is very important.  
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Additional questions  

I: What do you think about the work-out equipment on the terrace? Do you ever use it? 

Do you think it benefits the work environment? Do you appreciate it?  

Employee A: Yes, i use it at least once a week. i think it helps to have a better 

environment. 

Employee B: I enjoy the community the workout equipment creates. It also helps create 

movement in a rather stagnant work place.  

Employee C: Yes, I use it quite often. It is a good way to clear my mind a bit, and I 

definitely think it has benefits to the work environment. As I said it clears my mind and 

also wakes me up when I am feeling a bit dozy. 

I: Do you enjoy the casual attire at the office? Why? 

Employee A: Yes, its aligned with the company ways of working and informal attitude. 

If we would visit customers, then definitely that should be changed. 

Employee B: I think the casual attire helps the culture of the office as well.  It makes it 

more comfortable to be at work, which makes us more open.  

Employee C: Yes, I do enjoy the casual attire. I prefer to wear casual clothing to work. 

It is still not as casual as my previous job, where I could wear shorts and flipflops (but 

that was also of different nature, retailer vs office). I feel more comfortable in casual 

clothing, and it is just easier. 

I: Do you like the office layout? Why? (Any comparison to previous jobs is welcome) 

Employee A: I think the organization of desks is fine, but the furniture could be better 

to feel more confortable. However, I think that this close layout helps teamwork and 

shared learning. 

Employee B: I really like the collaboration the office layout creates.  I can look across 

my desk and ask someone for an opinion or new idea for something I am working on.  

Employee C: The office lay out is ok I guess. I do not clearly like or dislike it. I find it 

quite annoying that people are constantly walking past behind me, yet I do not know 

how it could be any different. 

 


