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ABSTRACT 

Title: The opening of the black box 
           A case study discovering the top management team process 
 
Authors: Josephine Eriksson & Sophie Fredén 
 
Supervisor: Sven-Olof Yrjö Collin 
 
Course: Dissertation 15 ECTS, spring 2009 
 
Seminar date: 26 May, 2009 
 
Key words: Top management team (TMT), composition, diversity, process, performance 
 
Purpose: The purpose of this thesis is to open up the black boxed TMT process by examining 
the interaction between TMT members using cognitive and demographic diversity variables, 
and to see how organisational performance could be affected by the process. By opening the 
process, a model will be developed, which can be tested in further research. 
 
Method: The aim is not to be able to generalise but examine the interaction of one TMT and 
contribute with a model which can be tested if applicable on heterogeneous TMTs. The 
research approach is deductive with some features of abductiveness.  
 
Theory: The theoretical framework consists of three sections including theory on 
composition (diversity variables), process (process variables) and performance.  
 
Empirical method: This thesis has a qualitative approach with interviewing as main tool for 
data collection. Moreover, a two-day observation and documents has been used to support the 
main tool. Six interviews have been conducted at Company A during two days. One case 
study is presented in the empirical material, through coding the six interviews, and summing 
up the answers to one case. 
 
Conclusion: The major findings are that there are some aspects that stand out; the CEO and 
the functional responsibilities that influence the process. Further, the integration within the 
TMT is not that high, so the upper echelon theory should not be used without considerations 
on studies where composition is related to organisational performance. These have shown to 
influence performance in different ways. The functional responsibility has shown to create 
subgroups that practice problem solving and decision making more frequent than the TMT 
hence also communicate more. 
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1  INTRODUCTION 

In the introduction, the research fields of how diversity influences organisational 
performance and processes within top management teams will be introduced, followed by a 
discussion regarding the research problem, which leads to the purpose of the thesis. 
Subsequently, the disposition of the thesis, and our frequently used concepts, are presented. 

1.1 BACKGROUND 
 
For decades, there has been an ongoing discussion among scholars as to whether diversity is 
enhancing organisational performance, or if diversity might hinder efficiency. The scientific 
discussion is maintained and nourished by the mixed empirical results which the researchers 
within the field are providing. From a managerial perspective, the scientific discussion is 
emphasised through the globalised society, with fewer boundaries and a more diverse and 
mobile workforce, together with an always present striving for whatever gives a competitive 
advantage.  
 
Composition of the top management team (TMT), in terms of diversity, and its influence on 
organisational performance, have been studied in a range of dimensions, and the main focus 
in previous research has been on: gender, race/ethnicity, age, tenure, education and functional 
background (Bantel & Jackson 1989; Pelled, 1996; Pelled, Eisenhardt & Xin, 1999; Simons, 
Pelled & Smith 1999; Smith, Smith, Olian, Sims, O’Bannon & Scully, 1994; Umans, 2008) 
 
The concept homogeneity could be defined as “sameness with respect to certain dimensions” 
(Collin & Umans, 2008, p. 34), and a common conclusion about homogeneity and its positive 
effects on organisational performance is that there is a similarity in terms of background.  
Experiences and beliefs provide trust and stability. Furthermore, this ’sameness’ facilitates the 
communication and social integration. Due to the high degree of cohesion, effectiveness and 
organisational performance is gained (Smith et al., 1994). Moreover, studies have also shown 
that heterogeneity in groups leads to weaker organisational performance compared to those 
with cultural similarities which could be due to misunderstanding, suspicion and conflict 
(McMillan-Capehart & Simerly, 2008; Basset-Jones, 2005).  
 
On the other hand, other researchers argue that heterogeneity increases organisational 
performance. A common point of departure in this discussion is diversity as a source of 
creativeness, due to a broader total perspective. Therefore, heterogeneity is perceived as “a 
potential for more comprehensive or creative decision making” (Simons et al., 1999, p. 663) 
which in turn leads to innovations and subsequently to competitive advantage (Bantel & 
Jackson, 1989; Basset-Jones, 2005).  
 
When studying organisational performance, the TMT is often considered as a highly relevant 
unit of analysis (Eisenhardt, Kahwajy & Bourgeois, 1997; Mintzberg, Ahlstrand & Lampel, 
2005; Pfeffer, 1983; Smith et al., 1994), and has been so since the early eighties, when the 
upper echelon theory was first presented (Hambrick & Mason, 1984). The theory says that the 
organisation is a reflection of the top managers, due to the belief that cognitions of the top 
managers are brought into their strategic choices, and these subsequently influence the 
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organisational performance. Consequently, the composition of the TMT has been paid great 
attention in research, since it is assumed to affect the organisational performance (Collin & 
Umans, 2008; Pelled, 1996; Pelled et al., 1999; Simons et al., 1999; Smith et al., 1994). 
 
Nevertheless, the interaction between the members of the TMT is most often neglected and 
black-boxed due to perceived complexities (Pfeffer, 1983) or difficulties in gaining access to 
the top managers (Eisenhardt, 1989a; Hambrick & Mason, 1984; Pettigrew, 1992). Moreover, 
when intervening variables have been used in order to investigate the TMT process, the most 
common way of investigating is by use of large sample surveys with questionnaires 
(McMillan-Capehart & Simerly, 2008; Pelled et al., 1999; Simons et al., 1999).  
 
Meeting the members of the TMT in interviews (Eisenhardt, 1989a; Kisfalvi & Pitcher, 2003; 
Umans, 2008) is rare, as is being able to observe the TMT in action (Tomicic, 2001). The 
focus, when studying the TMT process, has been on how decision-making, communication, 
debate and conflicts within the top management team, influence the organisational 
performance (Pelled, 1996; Simons et al., 1999; Smith et al., 1994; Umans, 2008). The mixed 
empirical results within the research field, discussed shortly above, paired with the relative 
absence of encountering the TMT members, leads us towards our problem formulation for 
this thesis. 

1.2 PROBLEM 
 
We have concluded the major gaps, or rather challenges, within the research field as being: 
the lack of stable results all pointing in the same direction and the relatively unexplored 
interaction between the TMT members. With the main weaknesses of the research field 
identified, we will now develop our thoughts further.   
 
To unpack the black-box, and actually meet with the top managers, could give us a better 
insight into the processes that influence the organisational performance. Also, other 
researchers call for empirical studies of the TMT process. For example, Smith et al. (1994) 
acknowledge the lack of studies focusing on the “direct underlying process characteristics 
linking the top management team’s attributes to organizational outcomes” (p. 413), which 
they see as the group dynamic variables. This is mainly due to the problems in gaining access 
to the TMT processes. The process does have an influence on the outcome of the organisation, 
but the process described as one of the “fundamental intervening processes” of the 
organisation has not been studied empirically (Smith et al., 1994, p. 413).  
 
Moreover, Hambrick argues that researchers have “have treated actual group cognitions, 
values, and interchanges as a ‘black box’, so the actual mechanisms by which group 
composition affects organizational outcomes can only be surmised or imputed. This speaks to 
one of the most serious limitations of most research to date on top management groups: too 
little attention paid to the actual mechanisms that serve to convert group characteristics into 
organization outcomes” (1994, p. 185). 
 
Since we have recognised the mixed outcomes of previous studies (discussed shortly in “1.1 
Background”) regarding which composition of the TMT is the most preferable in order to 
enhance organisational performance, we see a need for a different approach to the studied 
phenomenon. The interaction between TMT members has been black boxed due to several 
reasons, such as complexity and access to the TMT. However, to be able to study the 
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interaction between TMT members, the process needs to be observed from within, due to the 
difficulties in gaining understanding of the process while standing outside. Our approach is to 
have a perspective on composition which does not take demographic diversity as a proxy for 
cognitive diversity, and, moreover, to use intervening variables in studying the interaction 
between the managers in the TMT. In studying the process within the TMT we are going to 
meet the top managers in face-to-face interviews, since we need their own words regarding 
the process.  

 
Figure 1. Process in previous research 
 
As illustrated in the figure above, depending on the degree of diversity, the composition of the 
TMT, might affect the TMT process (which has been black boxed in earlier research, hence 
the black colour). The TMT process could be defined as what the members of the TMT do in 
other words, the interaction, and in which way they do it. The TMT process, in turn, might 
influence how successful the company is, and the organisational performance, depending on 
their choices.  
 
Another important reflection is that, in earlier research, demographic diversity has been the 
proxy for cognitive diversity (e.g. Bantel & Jackson, 1989; Smith et al., 1994; Wiersema & 
Bantel, 1992). However, this will not be the case in this study due to the fact that more recent 
research has shown that there is no convincing correlation between cognitive diversity and 
demographic diversity (Kilduff, Angelmar & Mehra, 2000; Miller, Burke & Glick, 1998). 
This is reinforced by the upper echelon theory, and the fact that the strategic choices made by 
the TMT are just reflections of the top managers’ cognitions (Hambrick & Mason, 1984). 
Therefore, we will include both demographic and cognitive variables to give a better 
understanding of the influence composition might have on the TMT process.  
 
The reasons for opening the process are the different studies which have shown different 
results regarding homogeneity/heterogeneity, and the influences on performance. By actually 
studying the process, one can further examine how the different aspects influence the 
performance. 

1.2.1 PURPOSE 
 
The purpose of this thesis is to open up the process through examining the interaction between 
TMT members through using both demographic and cognitive diversity variables, and how 
organisational performance could be affected by the process. 
 
The major contribution will be the actual opening up of the process, which has been black 
boxed, and examine the interaction between members of the TMT, and, moreover, to bring 

TMT 
composition 

TMT 
process 

  
Organisational  
performance 

 
TMT TMT Organisational 

performance composition Process 
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forward a model which could explain the process, and the influence of diversity, on the 
process.  

 
Figure 2. Process after finished thesis 
 
Other contributions are that we will differentiate demographic diversity and cognitive 
diversity which has, in earlier studies, been taken as the same, which might lead to findings 
that have not been obtained before. Earlier demographic diversity has been taken as proxy for 
cognitive diversity.  
 
Moreover the model, which will be presented in the conclusion, could help in further research 
in the area of processes within TMTs. 

1.3 DISPOSITION OF THE THESIS 

CHAPTER 2 METHODOLOGY 

The methodology chapter will describe what the approaches that lie behind our thesis are. Our 
research strategy is qualitative, and the design is a case-study. We have adopted an 
interpretative perspective as well as a deductive approach. Theory-in-use is from the areas of 
composition of TMTs, the effects of diversity on performance, processes and business 
performance, which together will make a foundation for our analytical model. 

CHAPTER 3 THEORETICAL FRAMEWORK 

Chapter 3 is divided in three sections: composition, process and performance. The theory will 
be presented and be summarised and formed into an analytical model which we will present at 
the end of the chapter. 

CHAPTER 4 EMPIRICAL METHOD 

This chapter explains how we have executed the study. Firstly, the research strategy and 
design are presented. The sample and the data collection are described, and so is also our 
operationalisation. Further, the way we analysed our empirical data is described, and validity 
and reliability are discussed.  

CHAPTER 5 EMPIRICAL FINDINGS 

In this chapter, the empirical findings from the interviews are presented as well as findings 
from the two-day observation. 

TMT 
composition 

TMT 
process 

  
Organisational  
performance 

 
TMT TMT Organisational 

Process performance composition 
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CHAPTER 6 ANALYSIS 

The empirical finding are analysed according to the analytical model and the theories. 

CHAPTER 7 CONCLUSION AND SUMMARY 

The thesis is briefly summarised and concluded. Also our reflections will be presented, as 
well as the implications from the study. Finally, suggestions for further research will be 
presented.  

1.4 CONCEPTS 
 
The following section briefly introduces and defines different concepts which are frequently 
used throughout this thesis. The concepts explained in more depth in chapter 3. 

TMT  

The top management team is the key unit of an organisation, since it is within the top 
management team that the strategic choices, formation and implementation occurs (Mintzberg 
et al., 2005). This is the definition of TMT which will be used throughout this thesis. 

COMPOSITION 

The TMT could be composed in different ways, the final result being a composition which is 
either heterogeneous, or homogeneous in various diversity aspects such as gender, 
race/ethnicity, age, tenure, education and functional background (Bantel & Jackson, 1989; 
Pelled, 1996; Pelled et al., 1999; Simons et al., 1999; Smith et al., 1994; Umans, 2008) and 
perceptions. 
 
 
 
 
 
 
 
Figure 3. TMT Composition  

Composition 
        Homogeneous                                                                   Heterogeneous 

DIVERSITY 

The TMT consists of a group of individuals that possess different abilities, skills, 
characteristics etc. The different variables that divide a group, and are relevant for this thesis, 
are: gender, age education, socio-economic status, functional background, tenure, previous 
experience, attitudes, values and perceptions. The definition of diversity for this thesis is: “the 
extent to which a top management team is heterogeneous with respect to members’ 
demographics and cognitions” (Simons et al., 1999, p.662). So, the diversity variables are the 
ones dividing a group into either homogeneous or heterogeneous. 
 
Depending on the degree of similarity, a group could be homogeneous, or not. In other words, 
if members of a group are alike in one or more diversity variables, the group is homogeneous. 
Homogeneity is defined by Collin and Umans (2008) as; “sameness with respect to certain 
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dimensions” (p. 34). On the other hand, members of heterogeneous groups are, contrary to 
members of homogeneous groups, dissimilar to each other. The variables presented in 
“diversity” are also a measurement of how heterogeneous a group is.  

PROCESS 

The process has, for a long time, been black boxed for different reasons, such as the 
complexity of studying it and the difficulties in actually measuring it (Pfeffer, 1983). 
However, the process is here explained as consisting of different ‘actions’ such as debate, 
communication, decision making, social integration, conflict, problem solving and power 
distribution. In other words, the process is what the top managers within the TMT do, and in 
which way they do it. 

ORGANISATIONAL PERFORMANCE 

Dess and Robinson (1984) explain organisational performance as being multidimensional, 
without any specific definition and being measured both through economical dimensions, and 
data, which is more difficult to obtain. Other measures of performance could include the 
amount of innovation and strategic change (Pettigrew, 1992). Simons et al. (1999) argue that 
organisational performance is the same as TMT performance due to the power and influence 
of the decisions made by the TMT on performance. Moreover, Hambrick and Mason (1984) 
presented the upper echelon theory, which linked the entire top management team to the 
performance of the organisation. The upper echelon perspective, in brief, means that the 
performance of the organisation is predicted by the strategic choices made by the top mangers 
within the TMT. 
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2 .  METHODOLOGY 

The methodology chapter will describe what the approaches are that lie behind our thesis. 
Our research strategy is qualitative, and the design is a case-study. We have adopted an 
interpretative perspective as well as a deductive approach. Theory-in-use is from the areas of 
composition of TMTs, the effects of diversity on performance, processes and business 
performance which together will make a foundation for or analytical model. 

2.1 SCIENTIFICAL VIEW 
 
The purpose of this thesis is to see how composition of TMT influences the interaction 
between the members in terms of TMT process and how process might be affected by it. 
Pelled (1996) brings up two different approaches one can take when studying the topic of 
diversity within groups: a broad perspective, where one takes the starting point of studying 
homogeneity and/or heterogeneity in general, and to use each variable and study the effect the 
specific variable has on different outcomes. The former is a more general approach, where the 
authors do not take into account the variables and the potential influences on different 
outcomes. It could be e.g. “Homogeneous top management teams will make strategic 
decisions more quickly than will heterogeneous teams” (Pelled, 1996, p. 618). The latter 
approach, however, does consider the different diversity variables as sources of organisational 
outcome and could consider e.g. what the effects homogeneous groups in terms of gender 
have on organisational outcome.  
 
In other words, the main difference between the two approaches is that one of them does not 
take into account the different variables, whereas the other one studies how a specific, or 
some specific, variables affect the performance of an organisation. One benefit of using a 
broad approach is that it “allows hypotheses or propositions to have greater explanatory 
power” (Pelled, 1996, p. 618). However, the downside, and danger, in pursuing diversity is 
that it might have adverse effects on organisational performance, and cause a loss of ability to 
generalise. The different variables used to examine the homogeneity and heterogeneity in the 
composition will, when combined, show if the different compositions influence the interaction 
between the members of the TMT, which, in turn, will be the basis for analysing if, and how, 
it affects the performance.  
 
As stated, the broad approach might hinder the ability to generalise. However, when adapting 
the qualitative research design (discussed more in depth in chapter four), we need to interpret 
connections between relations, and hence generalisation is not possible. The interpretation of 
the social world is the opposite of positivism which, for this thesis, would not be more 
suitable. The epistemological position in this thesis is, therefore, interpretivism, since an 
understanding of the social world will be interpreted by the participants (Bryman & Bell, 
2007). We need to have an understanding of the social world and not measure it with the same 
rules as natural science. In other words, since the process has been black boxed, we need to 
gain TMT members thoughts and interpretations about the TMT process. Generalising 
through the approach which we have chosen to study would not result in a fair generalisation. 
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Nevertheless, the purpose is not to generalise, but to gain a better understanding of a 
phenomenon which mainly has been studied with the purpose of generalising. 
 
Theories were needed to establish how teams can be composed, describe the processes, as 
well as what organisational performance is. These theories were gathered through previous 
research on the topic of diversity in TMTs, different ways of measuring organisational 
performance and group theory. The group theory was used in an attempt to show the 
processes of groups, how they work and what stages they go through, as they reach a decision, 
and execute it. The different diversity variables will be tied to this. In addition, the theory will 
be extended in order to achieve congruence between empirical findings and theory.  
 
The aim of this thesis will be reached through using theories as a basis for the questions, and 
analysis of the empirical data. Theories important for the fulfilling of the aim are the theories 
about composition of the TMT, the processes and performance. All these are summed up in 
one model which is presented at the end of chapter three.  
 
Organisations originally included in the study were two Swedish organisations that have 
formally appointed TMTs. We sampled the organisations through the composition of their top 
management team. In order to see the influence of different compositions, one homogenous 
TMT and heterogeneous TMT was selected. Moreover, the organisations that were subject to 
this thesis let us have access to as many members of the TMT as possible, with consideration 
to the time limit. However, the second case was excluded from the study. This is due to the 
fact that we would not have access in time to be able to do a good analysis and conclusion. 
The consequences of narrowing the study to a single-case study is discussed more in 
extensively in chapter 4. 
 
Since we want to measure intervening variables, we will actually meet the top management 
team of Company A, in order to gain insight in the process, as well as get a fair picture of the 
interactions and the cognitions. The meetings are arranged as semi-structured, individual, 
face-to-face interviews with the top managers within the organisations subject to this thesis.    

2.2 RESEARCH APPROACH 
 
For this thesis, we have enough knowledge regarding TMT processes, to build a theoretical 
model that will help us in our data gathering, and analysis, of the empirical data. This 
deductive approach often has a clear outline, but since TMT processes have not been opened 
up, to such a great extent, our intention is to let the empirical findings find their theories when 
there is not congruence between data and theory.  Therefore, in order to be able to develop the 
theoretical model which we are departing from, there might be a need to search for additional 
theory after writing the theoretical framework, and in this aspect the thesis is partly inductive. 
(Bryman & Bell, 2007). So, since we departing from a foundational theory, and add 
supplementary theory during the analysis if and where the empirical finding are needed to be 
supported, the approach of the thesis might be abductive.  
  
Previous studies done on the area of the effects of diversity on performance (Pelled, 1996; 
Pelled et al., 1999; Umans, 2008), processes (Eisenhardt et al., 1997; McGrath, Arrow & 
Berdahl, 2000; Simons et al., 1999; Smith et al., 1994) and business performance 
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(Venkatraman & Ramanujam, 1986; Dess & Robinson, 1984) will be used as theory, as well 
as other studies. There are studies that we will use to make the foundation of our theoretical 
frame of reference before gathering our data and, consequently, we will be adopting the 
deductive approach.  
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3 .  THEORETICAL FRAME OF 
    REFERENCE 
 
The theoretical framework is divided in three sections: composition, process and 
performance. The theory will be presented and be summarised and formed into an analytical 
model which we will present at the beginning of the chapter before going into the theory. 

3.1 CONCEPTUAL MODEL 
 
Based on the theories on composition, process and performance, a model has been developed 
to help the process of operationalisation, as well as the analysis of empirical data. The figure, 
which we showed in chapter one, is amended and modified, and combined with the greater 
understanding about the topic, which we have gained during the process of writing.  
 
Firstly, we will show an amended figure from chapter one. The different aspects of the 
process are now included into Figure 4, and divided in two parts: the action aspects and the 
state aspects. The reason as to why the aspects are divided into two is that we have seen a 
distinction between them, during the process of writing. The action aspects are aspects that 
happen within a group, whereas the state aspects are states, something that is all the time in 
every situation. The action aspects are more linked to each other than to the state aspects and 
the other way around.  

 
Figure 4. Process aspects 
 
With help from the model in Forsyth (2005), we have further developed the figure above into 
a conceptual model. As can be seen in the model below (Model 1), the action aspects are 
surrounded by the state aspects, and are also influenced and affected by them. In other words, 
there is a relationship between the two sections, which is as follows: 
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There is a stronger causality from the state aspects than the other way around.  
 
The state aspects influence the way things happen or are done. The action aspects are easier to 
change than the state aspects. So the causality from the action aspects to the state aspects is 
not as strong as the other causality. This is the reason why the action aspects are centred and 
the state aspects are surrounding and interacting. 

 
Model 1. Process aspects with connections 
 
The model will help us to open up the black boxed process and examine the interaction 
between the members of the TMT.  
 
Hopefully, we will be able to further develop the model after gathering empirical data and 
analysing it. This would then be a model in which the process is not black boxed. 

3.2 COMPOSITION OF THE TMT 

3.2.1 THE TOP MANAGEMENT TEAM 

  
As described, our focus is the top management team, as opposed to highlighting the individual 
leader or the entire organisation. The emphasis on the TMT has been of increasing interest 
since the early eighties, when Hambrick and Mason (1984), presented their upper echelon 
theory. Hambrick and Mason linked the entire top management team to the performance of 
the organisation, not only the CEO as was the most commonly used unit of analysis before the 
upper echelon theory was presented. The upper echelon perspective, in brief, means that the 
performance of the organisation is predicted by the strategic choices made by the TMT. The 
theory also stresses the importance of organisational demography, since the cognitions, values 
and beliefs of the members of the top management team, are brought into the decision making 
process, and thereby into the strategy that influences the organisational performance.  
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Further, Mintzberg, in his strategic approach, argues that the top management team is the key 
unit, since it is within the top management team that the strategic choices, formation and 
implementation occurs (Mintzberg et al., 2005). Gupta (1988) means that, when studying the 
impact of corporate strategy, the connection to strategy is more emphasised when studying 
TMTs, instead of the individual CEO. Moreover, for some researchers with a knowledge 
based view of the firm, the TMT is seen as crucial for the competitive advantage, since they 
are responsible for attracting, developing and allocating strategic knowledge within the 
company. (Bach, Judge & Dean, 2008)         
 
However, when studying the TMT, it is not always evident exactly what, or who, to study, 
since to distinguish what, and who, makes up the TMT is regarded as a quite difficult. Cohen 
and Bailey (1997) point out five different definitions of who is in the TMT; 1) all officers in 
the firm; 2) all corporate officers who are also board members; 3) all officers above the level 
of vice-president; 4) all officers above the level of vice-president and any other officers on the 
board of directors; 5) the two highest executive levels of the firm.  
 
However, for this thesis, the authors have adopted the definition of the formal members of the 
TMT. Other suggested ways to define the TMT, and who is a member, are by contacting the 
CEOs and asking them to identify the TMT; that is asking the CEOs who are participating in 
strategic decisions or strategic decision making. However, the latter suggestion is a “strategic 
issues processing”, which belongs to studies focusing more on strategic decisions (Cohen & 
Bailey, 1997). Further, Umans (2008) adopted another way to define the members of the 
TMT. He asked directors who the decision makers are in the organisation, and he then 
continued to ask the next interviewee if the person mentioned by the director was one of the 
decision makers. For this thesis, we have chosen to select the formally appointed TMTs.  

3.2.2 COMPOSITION   

 
In most of the previous research, the concept of diversity or heterogeneity is used. However, 
after reflecting upon the concepts of diversity and heterogeneity, and related expressions such 
as diversity management, we have come to the conclusion that we want to use a less 
normative, and more value-free, concept. The concept composition fulfils our needs in terms 
of being as value-free as possible, and can also be seen as a continuous concept, since the 
composition of a TMT could be more, or less diverse, since it is ranging from fully 
homogeneous to fully heterogeneous.  
   
As described in the introduction of the thesis, research within the field of influence by the 
TMT composition has come up with mixed empirical results. Some researchers argue that 
homogeneous TMTs are generating greater organisational performance (McMillan-Capehart 
& Simerly, 2008; Basset-Jones, 2005), while others are presenting results that heterogeneous 
TMTs are the ones that enhance performance (Simons et al., 1999; Bantel & Jackson, 1989; 
Basset-Jones, 2005). This thesis will add value to these discussions through using other 
diversity variables than the one already used, such as cognitions. In earlier studies, 
demographic diversity has been proxy for cognitive diversity, but this thesis will include also 
the cognitive variables.   
 
However, whether a TMT is composed in a heterogeneous or homogeneous way, it is a group 
within the organisation, hence should be studied as a group. Nevertheless, Raes, Glunk, 
Heijltjes and Roe (2007) discuss whether the TMT can be regarded as a group like any other, 
or if it is a special group within an organisation. Eisenhardt (1997), as well as Hambrick and 
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Mason (1984), discuss the strategic, and Simons et al. (1999), also discuss the importance of 
the tactical decisions and actions made by the TMT, and the influence on organisational 
performance (more on this in section 3.4).  

3.2.3 HOMOGENEITY 

  
The term homogeneity could be defined as “sameness with respect to certain dimensions” 
(Collin & Umans, 2008, p. 34) and an often used hypothesis related to homogeneity is, in 
short, as follows: the similarity between the members in the TMT in terms of shared 
background, experiences, attitudes, beliefs and values, provides the trust and stability and also 
facilitates the communication needed for effectiveness. Due to the high degree of cohesion 
and effectiveness, the organisational performance is gained.  (Smith et al., 1994) The 
mechanisms behind the homogeny of the top management team will here be reflected by 
some of the major theories within the area.  
  
Related to the theory of homogeneity are the attraction-selection-attrition (ASA) theory, and 
the attraction-selection-attrition cycle. The theory is based on the assumption that an 
organisation is defined by the collective characteristics of members within the organisation. 
An organisation is therefore defined by the individuals over time. Further, the ASA theory 
proposes that people that are attracted to an organisation to the extent that they apply to work 
in it.  They are also those who identify themselves with the characteristics of the organisation. 
Moreover, when it comes to the process of hiring and selecting, the people in the organisation 
select applicants that have the personality and attributes which the organisation prefers. The 
last step in the cycle is the attrition, which means that people that do not fit within the 
characteristics of the organisation will leave (Schneider, Goldstein and Smith, 1995). 
  
The result of the attraction-selection-attrition cycle, according to Schneider at al. (1995), is 
that organisations contain “...people with distinct personalities, and it is these distinct 
personalities that are responsible for the unique structures, processes, and cultures that 
characterize organisations.” (Schneider et al., 1995, p. 749). 
  
The theory of similarity–attraction, by Byrne (1971), suggests that characteristics such as 
social background and status, can be a basis for presumptions about peoples’ attitudes, beliefs 
and values. The conclusion is that managers are attracted to, and hence recruit, the individuals 
that they, by their characteristics, think are similar to themselves. The reason might be that we 
unconsciously fill in the gaps, when there is lack of information. The similar-attraction 
phenomenon is commonly exemplified by the metaphor ’birds of a feather flock together’. 
  
Kanter (1977) argues in that male managers are promoting other males. In this way, top 
management teams could be kept intact from diversity, since it is men who dominate, and 
they are oriented towards other men when recruiting. He calls the phenomenon homosocial 
reproduction (modified from homosexual reproduction) and, in brief, it stems from factors 
such as need for trust, control, social understanding, predictability and functional 
communication due to shared attitudes and beliefs. The reason for choosing other men when 
recruiting is, therefore, a result of the uncertainty men perceive related to women. In addition, 
the homosocial reproduction tends to be more present in larger organisations, and at higher 
hierarchical levels. 
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3.2.4 HETEROGENEITY 

  
A common hypothesis that is used by researchers is that a broadened cognitive perspective is 
achieved by a diverse TMT. The broadened outlooks provide the organisation with a more 
innovative capacity than the homogeneous TMT would. Simons et al. (1999), argue that 
diverse TMTs represent more dimensions of skills, information and more varied perspectives 
than one individual, and therefore the diverse team is “a potential for more comprehensive or 
creative decision making” (ibid, p. 663). This impression stems from the perspective that 
human beings do not have unlimited capacity and, in order to maximise the quality of, for 
example, decision making, individuals complementing each other provide a higher quality 
(ibid).      
  
Further, Hambrick and Mason (1984) argue that the heterogeneous teams can be provided 
with information from a broader spectrum of sources, which leads to diversity in opinions and 
perspectives. Related to that, Bantel and Jackson (1989) point out that heterogeneity is 
positively related to creative and innovative decision making. In their study of 199 American 
banks, the TMTs that were diverse in terms of functional background were the most 
innovative ones. However, the authors also assert that the positive effect is valid as long as the 
diversity within the TMT is not extreme.  
   
Basset-Jones (2005) discusses diversity as a source to creativity. The relation between 
diversity and performance has, according to him, been a hot topic to study. One relation 
shows that creativeness drives innovation, which could lead to competitive advantage. He 
refers to a study by Arbernathy and Utterback from 1978, where they found that industries, 
back in the 70’s, adopted racial innovation to exploit barriers. This was developed and, as 
Japanese companies exploited barriers through strategic alliances, western industries realised 
the importance of involving people in the process.  
  
Furthermore, the opponents to the view presented arguments that heterogeneity, rather than 
enhancing group performance, damages cohesiveness, reduces communication and produces 
in-groups and out-groups which, in turn, distracts the focus of the organisation and leads to 
distrust, poor quality and lack of customer and market focus (Basset-Jones, 2005). Also, 
Kisfalvi and Pitcher (2003) point out that heterogeneity per se will not have an influence on 
organisational performance; that will only occur if the diversity is expressed in the TMT 
process. 

3.2.5 DEMOGRAPHY AND COGNITIONS - THE DIVIDING ONES 

  
A great deal of the previous research on TMT diversity is concerned only with investigating 
the demographic variables, and uses the demographic variables as predictors of shared 
attitudes, values and norms. Since more recent research has shown that there is no evidence 
that demographic diversity correlates with cognitive diversity (Harison, Price and Bell, 1998; 
Kilduff et al., 2000), we consider it would be fruitful to investigate even the cognitive aspects. 
We will reinforce our position with Hamrick and Mason’s (1984) theory that the strategic 
choices made by the TMT were reflections of the cognitive bases of the members within the 
TMT. 
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The concept ‘organisational demography’ is a concept which refers mostly to personal 
characteristics. According to Pfeffer (1983), demography refers to organisational 
composition, in aspects as age, gender, ethnicity, education and tenure, and even length of 
service of the social entity under study. These demographical aspects are predicted to have an 
influence on behaviour as well as attitudes, and therefore also on strategic choices and 
organisational outcomes.  
  
With the argumentation above as a basis, we adopt the following definition of diversity: “the 
extent to which a top management team is heterogeneous with respect to members’ 
demographics and cognitions” (Simons et al., 1999, p.662). Consequently both demography 
and cognitions will be considered.  

3.2.5.1 ORGANISATIONAL DEMOGRAPHY 

  
A wide range of aspects of demography have been subject to studies of TMT composition, 
such as age, gender, functional background, education, race, tenure, experience and social 
background. For example, Simons et al. (1999) distinguish between four different diversities 
from the demographics which are: diversity in functional background, education level, tenure 
and age. Moreover, also used in their study is the non-demographic diversity, such as 
perceived environmental uncertainty. This is defined as “the degree to which TMT members 
differ in their perceptions about the level of uncertainty in their company’s external business 
environment” (ibid, p.663).  
 
One of the more researched aspects of demography is tenure. Bantel and Jackson (1989) claim 
that the longer the tenure, the less willingness there is to make strategic changes in the 
organisation. Goll, Sambharya and Tucci (2001) remark that long managerial tenure could 
also lead to less interest in analysing the environment and evaluating different perspectives 
while this, in turn, might lead to decreased quality in decisions taken.  
  
With regard to tenure and functional background, Pelled et al. (1999) argue that it is of 
different levels of importance, depending on in which type of organisation or functional area 
the individual works. For example, if it is a production area or production organisation, the 
individual as well as the organisation will especially benefit from the functional background 
and tenure, since this “determines one’s technical skills, information, expertise, one’s 
perspective on an organisation’s history” (p. 3).  
 
Related to background, Umans (2008) argues that past international experience has a positive 
moderating influence on the TMT communication process when the team is ethnically 
diverse. The reason is, according to Umans, that the international experience gives a better 
understanding of the potential of ethnic diversity.  
  
With regard to age, older managers seem to be less flexible, more rigid and less willing to 
change. Also, the propensity for risk taking decreases with age. Moreover, type of education, 
seems to reflect the cognitive patterns and values of an individual and, related to that, the 
authors argue that a differing team with respect to education will lead to a more flexible and 
creative decision making process, and so provide a link from the decision making process to 
the strategic change (Wiersema & Jackson, 1992).   
  
The variable education, amongst others, has been studied by Pelled (1996) and is argued to be 
a variable which is highly related to work, since the education influences the type of work an 
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individual will do. She discusses how groups with variables high in these so-called job-related 
variables, including education, often perform worse in behavioural tasks where speed and 
precision are sought-after, since because they induce substantial conflict. On the other hand, 
they do perform better when it comes to psychomotor tasks than those with a mixture of 
abilities, according to Pelled (1996).  
 
Another variable discussed by Pelled (1996) is gender, where she presents two contrary 
statements, one of which says that sexually homogeneous groups generate products that are 
more original than products produced by sexually heterogeneous groups. On the other hand, 
mixed gender groups produce products with higher quality than those groups who are mainly 
male. Furthermore, the two previously mentioned variables, as well as age, are discussed by 
Basset-Jones (2005) as being variables that enhance creativity and problem solving. These 
types of diversity are less risk averse than groups with a high level of homogeneity in these 
areas. The more risk the group is willing to take, the more efficient are the decision making 
and problem solving capabilities.  
 
Another diversity variable is ethnic diversity within TMTs, which Umans (2008) studies when 
he goes beyond nationality and race, which have been frequently analysed in research on 
diversity. His major findings are that ethnic diversity within the TMT influences the process, 
in terms of a less formal communication. 
  
However, as many diversity variables have been studied and discussed above, Basset-Jones 
(2005) stresses the importance of recognising other diversities, such as intellectual capabilities 
and culture and these are also sources of creativity. On this side of the debate, whether 
diversity enhances or destroys creativity, such diversity is argued not only to gain creativity, 
but also commitment, job satisfaction and a better interface with the market (ibid). 

3.2.5.2 COGNITIVE DIVERSITY 

  
Cognitive diversity is, as mentioned, quite seldom measured directly.  Rather, it is measured 
indirectly, as demographic diversity is assumed to have an indirect influence on performance 
via the cognitive diversity. However, the linkage between demographic and cognitive 
diversity is often presumed, and this is questioned by some researchers (Miller et al., 1998; 
Kilduff et al., 2000; Tegarden, Tegarden & Sheetz, 2007). Miller et al. (1998) are even 
claiming that the fact that demographic diversity has been used as a proxy for cognitive 
diversity could be one of the reasons for the unconvincing empirical results between diversity 
and outcomes. 
  
Cognitive diversity is defined as: “differences in beliefs and preferences held by upper-
echelon executives within a firm” (Miller et al., 1998, p. 41). More detailed cognitive 
diversity aims at “variation in beliefs concerning cause-effect relationships and variation in 
preferences concerning goals for the organisation” (ibid, p. 41). The cognitive diversity in 
terms of preferences and beliefs also gives rise to conflicts when strategic issues are dealt 
with. (ibid) 
 
Research about the way in which cognitive diversity is influential has shown mixed empirical 
results, both positive and negative effects, when measuring the influence on 
comprehensiveness and extensiveness (Miller et al., 1998: Tegarden et al., 2007). 
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3.3 THE TMT PROCESS  
  
The research field of organisational demography, and also the upper echelon theory, have 
been critiqued for neglecting the TMT process, when black-boxing the process between 
demography and performance (Pettigrew, 1992). Pettigrew calls the black-boxing the 
‘Achilles heel’ of the research. The most commonly used method in this type of research is 
large sample survey studies with questionnaires. As Pettigrew claims, no-one has been near 
the members of the TMT “either to directly observe a team in action, or to interview the 
members about the links between their characteristics, processes of communication and 
decision making, and their impact and performance” (ibid, p. 175). Further, he argues that the 
black-boxing creates interpretative gaps, when the processes such as, for example, conflict 
resolution, information processing and problem solving, are left unobserved.  
  
A long tradition of not intervening and looking into the process of TMT stems from the 
perception that the process within the TMT is too complex to study. Pfeffer (1983), who is 
frequently cited by ‘black-boxing researchers’, argued for the direct influence of TMT 
demography on organisational performance. Further, Pfeffer argues that it is not possible to 
test hypotheses in this subject area, since the processes are neither directly observable, nor 
measurable because, according to Pfeffer; “as soon as one says that it is necessary to 
understand the intervening constructs or processes one inevitably embarks on an infinite 
regress of reductionism from which there is no logical escape” (ibid, p. 352). 

3.3.1 THE TOP MANAGEMENT TEAM AS A GROUP 
  
Even if processes within the TMT have been black boxed, as written in the section above, one 
could try to gain understanding in what goes on in the TMT through group theory. The TMT 
is seen as a group for several reasons, which are explained in the following sections.  
 
Cohen and Bailey (1997) use the concepts ‘team’ and ‘group’ interchangeably, because they 
argue that these two words have not been particularly studied as such, so they cannot be 
distinguished with validity. They argue that the main difference between a group and a team 
is the interdependence and integration. Thus we do not differentiate team and group. 
 
A group is a set of individuals who are connected to each other in different ways, for example, 
tied together through a social relationship (Forsyth, 2005), having shared goals and 
cooperation which build a relationship between them (Furnham, 1997). Moreover, there are 
many definitions of the word “group”. Forsyth (2005) points out several that depend on what 
feature the group has. For example, when a group has the feature “communication”, then a 
group is: “a number of persons who communicate with one another/.../and who are few 
enough so that each person is able to communicate with all the others/.../face to face” (ibid, 
p.4). Another example is a group with the feature “interaction”: “...involving regular 
interaction among members and a common group identity. ...group has a sense of ‘weness’ 
that enables members to identify themselves as belonging to a distinct entity.” (ibid, p.4).  
  
Harrington and Fine (2000), Forsyth (2005) and Furnham (1997) draw upon a definition 
similar to the ones above, namely that of similar goals, sharing of norms and different roles, 
characterises a group. Moreover, they also discuss that members of a group strive to achieve 
goals through working interdependently.  
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Groups can emerge consciously and unconsciously. Forsyth (2005) differs between two 
different types of groups: planned and emergent groups. Groups fall naturally into these two 
categories because groups can either be formed deliberately, or not. An emergent group is 
spontaneously created, whereas a planned group occurs when a set of individuals are 
appointed and deliberately formed.  
   
As discussed, the TMT is not regarded as any group within the organisation. The definition, 
which is relevant for this thesis, is the strategic definition that the top management team is the 
key unit, since it is within the top management team that the strategic choices, formation and 
implementation occurs. (Mintzberg et al., 2005) While Eisenhardt et al. (1997) expresses the 
purpose and the tasks of the TMT, other definitions strive to delimit which individuals really 
are members of the TMT. As already shown (in section 3.2.1) Cohen and Bailey (1997), point 
out five different considerations for who is included in the TMT; 1) all officers in the firm; 2) 
all corporate officers who are also board members; 3) all officers above the level of vice-
president; 4) all officers above the level of vice-president and any other officers on the board 
of directors; 5) the two highest executive levels of the firm.  
 
Moreover, when there is no longer a common goal and interdependence between the members 
(Cohen & Bailey, 1997), the definition of group will cease to apply. However, they conclude 
that it is very difficult to know whether or not they share a common goal, and the other 
requirements of being a team.  
 
One can even draw this further and say that the TMT is a small group, and not just a group. A 
small group is defined as a set of individuals interacting with each other once, or on several 
occasions, which enables them to reflect and give reactions of the others as individuals 
(Harrington & Fine, 2000). The definition of groups in the previous section consisting of 
common goals, interaction and interdependence (Forsyth, 2005; Furnham, 1997; Harrington 
& Fine, 2000) can, combined with the small group definition, be another definition of the 
TMT. 
 
The members of the TMT, which Klenke (2003) mentions as the “dream team”, are 
individuals who possess different skills and talents which, together, will form an entity which 
is skilled and talented beyond the sum of its parts. 
  
Networking is an important factor within the small group. According to Harrington and Fine 
(2000), the networks affect how individuals act in these groups. Groups that have strong 
social ties, e.g. friendship, under-perform groups with instrumental ties (those which are 
created for example at work), when it comes to decision making (Harrington & Fine, 2000; 
Brown, 2000). However, social ties within a TMT could be beneficial, in the sense that the 
understanding increases and the feeling of companionship with it.  

3.3.1.1 INTERACTION 

  
As McGrath et al. (2000) state in their article that they: “regard groups as open and complex 
systems that interact with smaller systems (i.e., the members) embedded within them and the 
larger systems (i.e., organisations, communities) within they are embedded”(p. 98). 
Interaction amongst members of a group significantly affects the stability of the group 
through being the source of potential conflicts (Brown, 2000). Furthermore, he also 
distinguishes between ‘socio-emotional behaviour’ and ‘instrumental behaviour’ and asserts 
that the latter is where the risk for conflicts arises. This includes such issues as differing 
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values, and disagreement about how to solve a problem. How individuals interact influences 
the process of achieving the task and this is problematic.  
  
Keyton and Beck (2008) explain that the team itself is a context and that, within this context, 
values of the organisation are formed. These values, in turn, “shape business decisions and 
influence interactions about those values” (p. 496).  

3.3.1.2 TASK INTERDEPENDENCE 

  
Task interdependence means that the achievements of one group member will affect the other 
group members’ achievements (Brown, 2000; Keyton & Beck 2008). This can be both in 
negative and positive terms, and success in one’s achievements might even be a prerequisite 
for the success of others (Brown, 2000). One thing is certain: the group process will be 
influenced by the positive or negative interdependence. Brown (2000) argues that competition 
arises in the cases where the interdependence is negative, and this harms the process of 
achieving goals, whereas the positive interdependence creates a strong bond between 
members, which leads to a friendly cooperative and helpful environment. Many groups will 
not achieve the goal through working independently, according to Keyton and Beck (2008); a 
group needs to create synergy, due to the fact that a group in synergy will outperform the 
group in which the members work on their own.  

3.3.1.3 COHESION AND EFFECTS ON PERFORMANCE 

  
Brown (2000) discusses the similarities between group interaction and group cohesiveness as 
being able to work and strive to reach the goal in an efficient way. However, cohesiveness is 
more about perceptions towards the group and why the group exists. Brown (2000) writes: 
“...a group is cohesive to the extent that its members identify strongly with its key features and 
aspirations.” (p. 46). Group members all have different expertise in particular areas and 
possess different personal characteristics. This is one factor influencing whether the group is 
cohesive or not, and has the characteristic of being more about social character and 
interpersonal attraction than being ‘instrumental’ (ibid).  
  
Members of the group do not necessarily have to be similar to one another; cohesion does not 
mean that the more alike a group is, the more cohesive it is. However, cohesiveness does not 
always mean that the group performs better than less cohesive groups. Brown (ibid) brings 
points to a study where it has been shown that sports teams do perform better the more 
cohesive the group is, whereas work-created groups do not. Here, commitment to the group 
task is more important than the performance. The common striving to achieve group goals is 
more important than how much they like one another (ibid). However, Eisenhardt et al. (1997) 
argue that the success of the firm lies in the hands of the TMT, how cohesive the group is, and 
also their ability to work together efficiently as team. The TMT is, according to Klenke 
(2003), an important factor in achieving corporate coherence, since it is the link between the 
CEO and the organisation. 
  
Higgs (2006) argues that teams in organisations perform better than individuals. However, he 
continues by discussing the importance of distinguishing between different performances. In 
his article, there are two different outcomes of group behaviour, which are solutions and other 
outcomes. Many authors claim that the studies done on performance are done through 
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experiments, and other authentic situations give skewed results, since these are deliberately 
arranged groups for the experiment and not real-world examples (Higgs, 2006; Brown, 2000). 

3.3.2 GROUP PROCESSES  
  
What the TMT process actually is, and what it included in it, is a widely discussed topic. 
However, explanations brought forward from different scholars are that the TMT process 
includes such aspects as decision making, communication, debate and discussion etcetera 
(Basset-Jones, 2005; Pelled et al., 1999; Simons et al., 1999; Tomicic, 2001; Umans, 2008).  
  
Forsyth (2005) shows a model (fig. A) with four task categories: generating ideas and plans, 
choosing between alternatives, negotiating conflicts of interest and executing work (Stewart 
& Barrick, 2000). Each of these four categories is further divided in two, which makes eight 
activities, as can be seen in figure A. These eight parts are in a circle with two continua. This 
circle tries to explain the activities going on within a group (group tasks) and consists of the 
four categories or group goals (Forsyth, 2005). This model is a way to open the black boxed 
process, which is very difficult to study and measure (Pfeffer, 1983). The two continua in the 
model presented in Forsyth (2005) are: Conflict – Cooperation and Conceptual – Behavioural.  
 

 
 
Figure 5. The four group goals from Forsyth (2005) 
  
One can see the circle as commencing at type 1, and making its way through the different 
types and, while the process is passing through, there can be cooperation and conflicts in the 
process of choosing and executing, and there can be generation and negotiation through 
conceptual ways of behavioural ways. However, the group can only generate whilst they are 
cooperating, and negotiation only arises when there is a conflict of any kind.  
  

28 
 



The opening of the black box 
 

The group process consists of 8 stages (types) which could be followed in fig A. The group 
starts with generating plans through planning tasks (type 1), meaning action-oriented tasks 
(DeSanctis & Gallupe, 1987). The planning stage is executed cooperatively and 
behaviourally, in other words, members of the group generate these plans together in a 
cooperative sense and without conceptualisation. After that, ideas are generated (type 2) to the 
plans generated in type 1. These are novel ideas (ibid) which are created through creativity 
tasks. As can be seen in the figure, when looking at the continua, this stage is also executed in 
a cooperative way. However, it is conceptual. Types 1 and 2 are both under the heading 
‘generate’, since this section of the process is about generating plans and ideas.  
  
Following this, a choice is made as to which ideas are the best ones and to solve the problems 
using these ideas. This can be done in two ways; either through cooperation, intellective tasks 
(type 3) or through conflicting, decision-making tasks (type 4). Type 3, in other words 
selecting the right alternative (ibid), includes solving problems with right answers, which 
automatically implies cooperation and conceptual, whilst type 4 is problem solving without 
any right answers. This brings conflict when there are different options and no right answer.  
  
Type 5 includes resolving conflicting view points (ibid). Here, the cognitions of the members 
of the group are the driving force. Still, the continuum is conceptual and conflict. Type 6 is 
about resolving conflicts of interest through mixed-motive tasks. Members are still in conflict. 
However, the resolving is done in a behavioural way. Types 5 and 6 are under the heading 
“negotiate”, since this section of the process demands the group to negotiate until the conflict 
is resolved.  
  
The final two are resolving conflicts of power (type 7). This is done through 
contests/battles/competitive tasks. Finally, the group executes the performance task (type 8), 
which is done through cooperation. These two sections are included in the heading ‘execute’. 
  
However, Keyton and Beck (2008) write about group goals in their article: “Team Attributes, 
Processes, and Values: a Pedagogical Framework”. They claim that the main group goal is to 
reach the goal which is set up by the group (or another instance). In other words, the reason as 
to why the group exists is to achieve a goal set. Nevertheless, reaching the overall goal of the 
group is dependent on reaching the goals, which Forsyth (2005) points out in figure A.   
 
The added value the model brings is that it uncovers the process, and gives us an insight into 
how a TMT works. This model combined with the aspects of the process in the following 
section is the foundation of our conceptual model.  

3.3.3 ASPECTS OF THE PROCESS 
  
The TMT process is the action and behaviour within the team (Smith et al., 1994). Below, we 
will review the aspects of the TMT process that we have identified by studying previous 
research regarding the TMT process.  

3.3.3.1 COMMUNICATION 

  
Communication is one of the keystones in social psychology, and reflects the interaction 
between members in the group. Communication within a group is seen as multi-dimensional, 
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since it can be viewed in both a formality-informality perspective, and a frequency 
perspective. (Smith et al., 1994) 
  
The formality-informality perspective aims at the kind of communication the members in the 
group prefer. To what extent are the members of the TMT communicating spontaneously, in 
unplanned meetings and open discussions, and more formally, in planned, structured meetings 
and by written communication? (ibid)  
  
Despite the two distinct perspectives, if a TMT is to be able to perform effectively, the 
members must be able to communicate in a flexible way. Therefore, Smith et al. argue, the 
informality in communication is facilitating the frequency and flow in the communication. 
(ibid) Further, Umans (2008) argues that flexibility and open discussions that characterise the 
informal communication, might lead to more exchange of ideas, as an effect.  
  
Moreover, communication is facilitated by shared background, experiences, attitudes, beliefs 
and values, since sameness in these terms might provide the needed trust and stability. (Smith 
et al., 1994) 

3.3.3.2 DEBATE 

  
The debate can be defined as an open discussion about an issue, where individuals do not 
agree with the one another on the specific task-related issue (Simons et al., 1999). Since 
members within the group might have their own preferences, it might be that the tone is 
negative. However, the literature stresses this is not to be confused with task conflict (Simons 
et al., 1999; Pelled et al., 1999).  
 
What is separating debate from the task conflict is that it aims at the behaviour of discussing, 
instead of the perception of difference. The behaviour that is relevant related to debate is how 
different issues are debated, and the expression of opinions, as well as different approaches. 
(Simons et al., 1999) 
 
Results from previous research related to debate have shown that the presence of debate in a 
TMT enhances performance, when the debate interacts with diversity in terms of different 
experiences and perspectives. Further, the job-related diversity, such as functional 
background, tenure, and educational background, was the one that had the most impact on 
organisational performance. (ibid) 

3.3.3.3 DECISION MAKING 

  
During the decision-making process, members of the TMT “look at an issue with a wide lens, 
considering multiple approaches, multiple courses of action and multiple decision criteria” 
(Simons et al., 1999, p. 663).  
  
Debate might lead to decision comprehensiveness, since it could be beneficial to the weighing 
of pros and cons against each other, and balance different alternatives against each other. 
However, decision making could also be considered as the antithesis to debate, since the TMT 
can make a decision even though debate never took place, due to disagreements which never 
were raised. Also, a decision can be made without an implementation that reflects the actual 
decision that all agreed upon. (ibid) 
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Eisenhardt argues that the quality of the decisions was increasing in TMTs, where the top 
managers openly challenged the opinions of each other (1989a).  Moreover, Tomicic (2001) 
points out that one aspect of the decision-making process occurs if there is room for 
presenting differing views and ideas. Certain cultural conditions are mediating differences in 
opinion, and if differing opinions are not expressed, the process is not promoting creativity, 
learning and innovation (ibid). 
  
Some researchers argue that too much heterogeneity in a TMT will slow the decision making 
process, due to conflicts and arguments, and consequently hinder the consensus needed for 
strategic choice (Knight, Pearce, Smith, Olian, Sims, Smith & Flood, 1999). Moreover, other 
researchers argue that swift decision making is facilitated by social integration and high 
quality communication. (Smith et al., 1994; Eisenhardt, 1989a)  
  
The decision making process concludes with the decision, but, according to Kisfalvi and 
Pitcher (2003), there could be a diverse and open discussion, though the discussion is not 
reflected in the formal decision. The possible positive outcomes of heterogeneity are then 
dissipated, due to the missing link between intention and action.  
 
Moreover, Olson, Parayitam and Bao (2007) argue that decision commitment is beneficial to 
the decision making process. Commitment to the decision made means decreasing the 
resistance from those who were negative from the beginning, and this increases the chances 
for the decision to be successfully implemented.  

3.3.3.4 PROBLEM SOLVING 

  
Problem solving could be defined as: “processes through which individuals organize, 
information from the environment and evaluate it” (Govindarajan, 1989, p. 255) 
  
An increased ability for problem solving is one of the possible positive outcomes of a diverse 
top management team. Cox (1993), among other authors, points out the broader perspective 
that a heterogeneous group has compared to a homogeneous group. Further, Cox points out 
that heterogeneous groups generate more high-quality solutions to problems than 
homogeneous ones. Moreover, Cox argues that the high-quality problem solution is 
characterised by “new, modified, or integrative approaches” (ibid, p. 51). What characterises 
the heterogeneous groups in the problem solving perspective is the greater number of 
potential alternatives that are generated, and that the different alternatives, and their 
implications, are more deeply analysed (ibid).  However, some researchers claim that this is 
the case when the diversity is moderate, but when the differences are too big the problem 
solving ability decreases (Bantel & Jackson, 1989). Miller et al. (1998) reinforces that 
heterogeneous TMTs, in terms of cognitive diversity, perform worse than homogeneous ones. 
They claim they avoid extensive planning due to problems with communication, integration 
and political behaviour. 
  
Nevertheless, some researchers argue that cultural diversity will enhance group performance, 
due to the fact that people from different cultures solve problems and find solutions in 
different ways, as well as having different perceptions, which are based on previous 
experiences (Pelled et al., 1999).  
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Prahalad and Bettis (1986, 1995) develop this in the theory of ‘the Dominant Logic’, where 
they point out the risk of too similar perceptions in a TMT. The avoidance of other logics than 
the dominant one could lead to missed opportunities and lower performance. Prahalad et al. 
(1986) suggests that, in order to avoid the unlearning curve, the mental maps of the TMT 
should be rewritten. They can be rewritten by, for example, new experience brought into the 
TMT, for the purpose of achieving more than one dominant logic. 

3.3.3.5 CONFLICT 

  
Research has shown that conflicts in TMTs are rare (Eisenhardt et al., 1997). However, the 
authors argue that substantial conflicts are necessary for effective strategic choices, since it 
“provides a more inclusive range of information, a deeper understanding of the issues, and a 
richer set of possible solutions” and thus issue-oriented conflicts are giving the “relevant 
information and shaping effective courses of action” in order to facilitate the success of the 
firm (ibid, p. 43) As a consequence, the authors conclude that low degrees of conflict are 
associated with low quality decision making (ibid). 
  
Pelled (1996) claims that researchers within the field of organisational science have simplified 
the concept of conflict, when using it as a one-dimensional concept, predicted to work as a 
“positive force through which heterogeneity enhances a group’s performance” (p. 619). 
Conflict theorists, on the other hand, Pelled (ibid) argues, are describing the terms of conflict 
as having two dimensions: the task conflict, and the socio-emotional conflict. 
  
The task disagreement is: “the perception among group members that there are 
disagreements about task issues including the nature and importance of task goals, and key 
decision areas, procedures for task accomplishment, and the appropriate choice for action” 
(ibid, p. 620). Moreover, Pelled et al. claim that the more diverse the workgroup, the more 
probability there will be that task-conflict occurs. The task disagreement is further assumed to 
have a positive influence on the performance (ibid; Amason, 1996). 
  
The socio-emotional disagreement is “the perception among group members that there are 
interpersonal clashes characterised by anger, distrust, fear, frustration, and other forms of 
negative effect” (Pelled, 1996, p. 620). The socio-emotional disagreement is, according to 
Pelled (ibid), destructive, and leads to increasing personnel turnover and decreasing 
performance.  

3.3.3.6 SOCIAL INTEGRATION 

  
The research field of social psychology describes social integration as a key aspect, together 
with communication, of group performance (Smith et al., 1994). The term social integration 
can be defined as “the attraction to the group, satisfaction with other members of the group, 
and social interaction among the group members” as O’Reilly, Caldwell and Barnett, (1989, 
p.22) interprets research from Katz and Kahn. Cohen and Bailey define the social integration 
in a broader way as the degree of both “team cooperation and cohesiveness” (1997, p. 275). 
 
Most research upon social integration shows the integrated TMTs perform better than less 
well-integrated TMTs. (Cohen & Bailey, 1997) Eisenhardt et al. (1997), for example, claims 
the ability of the top managers to “work together as a cohesive and effective team is critical to 
the success of the firm” (p. 42) and Smith et al. (1994) show a direct positive relationship 
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between companies with socially integrated TMTs and organisational performance. Related to 
diversity, it is argued that heterogeneity in a team is related negatively to the social integration 
(Smith et al., 1994). However, some writers claim the effect that diversity might have on 
cohesiveness is the quality of communication, but it is not empirically proven that greater 
diversity will, in turn, influence the work performance of the group (Cox, 1993).   
 
Moreover, according to the ‘similarity-attraction theory’, Byrne (1971), as earlier referred to, 
individuals are more attracted to, and felt more satisfied as well as comfortable with, other 
individuals that are similar to them, rather than others who are not like them. Also, the 
transaction cost theory is used to explain that more socially integrated teams are more 
efficient and flexible, and therefore have lower transaction costs related to communication 
and coordination (Ouchi, 1980). 
 
The theory is extended with this supplementary part regarding behavioural integration 
according to the empirical findings. Related to social integration is the concept of behavioural 
integration, which is concerning the extent to which the TMT actually is a team, since it 
sometimes is lacking the characteristics of a team. (Hambrick, 1995, 2007; Katzenbach, 1998) 
Behavioural integration is assumed to have the same influence on performance as social 
integration (Hambrick 1995, 2007), and according to some researchers the extent to which the 
TMT actually is a team is equivalent with the concept social integration (e.g. Cohen & Bailey, 
1997), but behavioural integration is according to other researchers a broader concept since it 
besides collaborative behaviour, also contains; the joint decision making and the quantity and 
quality of information exchange. (Hambrick, 1995, 2007; Katzenbach, 1998, Robert, 2003) 
 
The lack of behavioural integration, Hambrick calls ‘fragmentation’. He claims that the major 
obstacle to obtain effectiveness in a TMT is fragmentation within the team. (Hambrick, 1995) 
Futher, he argue that sometimes the TMT instead appears to be a collection of 
“semiautonomous barons each engaging in bilateral relations with the CEO but having little 
to do with each other and hardly constituting a team”. Therefore, Hambrick introduces the 
term “behavioural integration”, which is defined as “the degree to which a TMT engages in 
mutual and collective interaction.” Moreover, according to Hambrick; a “behaviourally 
integrated TMT shares information, resources, and decisions.” Behavioural integration is 
shown to influence organisational performance in a positive way. (Hambrick, 2007, p. 336)  
 
The reasons for low degrees of behavioural integration might, according to Hambrick (1995) 
be related to the size, scope or strategy of the organisation. Related to size Hambrick argues 
that the top managers in larger sized companies, beside sometimes geographical distances 
between them, have own large well defined domains to manage, and therefore the need and 
time to interfere in company-wide matters is less. Further on, there is a difference in 
integration between mangers in companies with unrelated diversification, and those in a single 
business company. Related to strategy, Hambrick claims that in a company which is 
innovative in terms of new products or markets, the need for interaction is higher, than in a 
company which is dealing with issues as efficiency due to a low-cost strategy.        
  
Further, Hambrick discusses the implication of the lack of integration within the TMT, as it 
might be that different subgroups are the interesting units to study due to each topic, since it 
could be that there is “selective involvement of executives in different types of decisions” 
(2007, p. 336) This is further reinforced by Roberto (2003) who argues that strategic decisions 
were, to a great extent, made on an a ad hoc basis within smaller groups of executives, whilst 
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the larger TMT did not mainly have a strategic role, but more of a monitoring and controlling 
role.   
 
Moreover, Katzenbach raises the question of integration between the executives within the 
TMT. He discuss how the executives within the TMT talk about themselves as a team, but 
when it comes to actual team work, he considers it “difficult to identify suitable collective 
work for the entire senior leadership group” (1998, p. 8). However, he argues that a key issue 
for the TMT members is to be able to shift from team to non-team mood, due to the context. 
Katzenbach exemplifies situations which require team work: mergers, acquisitions, 
refinancing and appointing a new manager within the TMT. He also claims that there is a 
potential in the ability of a TMT to be able to work like a team when it is needed, and to be 
able to judge when it is required according to the issue. (1998) 

3.3.3.7 POWER DISTRIBUTION 

 
The definition of power is difficult due to the relativity and subjectivity of the concept. The 
closest we can get is using Katz and Kahn’s definition from 1966 of power as a; “transaction 
in which one person (or group) acts in such way as to change the behaviour of an individual 
(or group) in some intended fashion” (in Grunig, 1992, p. 486).  
 
Smith, Houghton, Hood and Ryman (2006) claim that power inequality is positively related to 
firm performance, and consequently, power equality is linked to poor firm performance. The 
authors argue that consensus and power equality are tied together, and that consensus is a sign 
of inefficiency, due to too narrow mental maps. Therefore performance will be influenced in a 
negative way. However, the authors have not studied the TMT decision making processes 
behind.         
 
Kisfalvi & Pitcher (2003) argue that a power concentration within the TMT can short circuit 
the TMT process, since a powerful CEO can erase the assumed correlation between TMT 
composition, process, strategic choice and performance. A powerful CEO, who encourages 
diversity and open debate, could change the strategic decision making process. This, in turn, 
can lead to research findings that are not consistent with the mediating role between TMT 
diversity, the TMT and firm performance. Moreover, this is reinforced by Eisenhardt et al. 
(1997), who claim that a powerful CEO can prevent conflicts from occurring.  
 
Edmondson, Roberto, and Watkins (2003) gives another dimension of the roles played within 
a TMT; “teamwork allows the CEO to engage in a participative group process through which 
diverse members wrestle together with difficult issues/…/ giving rise to strategic leadership 
effectiveness” (p. 298). 
 
Further, Umans' (2008) case study showed that the way the CEO looked at his/her role in the 
TMT, and on his/her management style, influenced the power distribution within the 
management team.   
 
The theory is extended with this supplementary part regarding politics according to the 
empirical findings. Closely related to power is the phenomenon of politics. Politics are 
defined as “the observable, but often covert, actions by which executives enhance their power 
to influence a decision.” (Eisenhardt & Bourgeois, 1988, p. 738) 
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The actions referred to in the definition, can have many characteristics. It could include the 
forming of ‘secret’ coalitions, the hiding of information, covert lobbying and a lack of 
openness regarding the agenda setting. The opposite to politics is “the straightforward 
influence tactics of open and forthright discussion, with full sharing of information, in settings 
open to all decision makers.” (Eisenhardt & Bourgeois, 1988, p. 738) Eisenhardt and 
Bourgeois argue that politics are linked to poor firm performance, due to it is time consuming 
and the flow of information is restricted. Politics most often occur where the power is 
centralised, and where the CEO himself/herself is engaging in politics and “encourage” 
political action within the TMT. (1988)    

3.4 ORGANISATIONAL PERFORMANCE 

  
Organisational performance (OP) is discussed as being multidimensional, without any specific 
definition. Dess and Robinson (1984) argue that there are other dimensions to OP than the 
economic ones which are often researched (ibid; Venkatraman & Ramanujam, 1986). The 
other dimensions are broader, and include ‘data’ which is difficult to obtain with objective 
measures. Such performances are, for example, societal/environmental and employee/ 
community (Dess & Robinson, 1984), and the amount of innovations and strategic change 
(Pettigrew, 1992) which calls for other dimensions of OP than financial.  
  
Simons et al. (1999) discuss the TMT decisions as being vital in the success of the firm. This 
thesis adapts the concept that what the TMT decides affects the organisational performance; 
hence it could be argued that the TMT process influences the performance of the organisation.  
Further, they argue that the performance of the TMT is the basis for organisational 
performance, and conceptualise TMT performance as “increased firm profitability and sales” 
(ibid, p. 664). Simons et al. have taken the stance that increased firm profitability and sales is 
organisational performance, hence they are using this conceptualisation.  
 
Moreover, Hambrick and Mason (1984) also argue that organisational performance is based 
on the decisions made by the TMT. Their upper echelon theory suggests that organisational 
performance is based on the strategic choices made by the TMT. Further, these choices are 
grounded in the cognitions, values and beliefs of the TMT members.  

3.4.1 TMT PERFORMANCE  
  
There are two ways to measure TMT performance: with subjective measures and objective 
measures (or judgemental measures as Jaworski & Kohli, 1993 calls it) (Dess & Robinson, 
1984; Jaworski & Kohli, 1993; Robinson & Pearce, 1988; Venkatraman & Ramanujam, 
1986). Measuring TMT performance through subjective measures implies that researchers 
gain knowledge and gather data through studying and researching individuals’ perceptions 
about a certain topic, whereas the objective measurement of TMT performance implies 
studying, for example, financial reports, depending on the desired area.  
  
Robinson and Pearce (1988) used the subjective measurement in their study of strategy, 
planning and performance. They asked CEOs about their strategic planning activities through 
letting them select amongst a list of six planning sophistication questions, as well as amongst 
a list of 22 competitive methods, and their degree of emphasis over the past five years. The 
CEOs were asked to provide information about, for example, return on assets, as well as 
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giving a subjective numerical evaluation on four performance dimensions in comparison to its 
overall industry. Results show that there is a correlation between the subjective 
measurements, and the objective measurements, on performance dimensions, which is 
supported by Dess and Robinson (1984) in another study. The comparative design is also used 
by Jaworski and Kohli (1993), where they asked the respondents to compare their business 
overall business performance with that of their main competitor.  
  
However, Dess and Robinson (1984) stress that objective measures and subjective measures 
are not interchangeable, which means that the subjective measures are not preferable over 
objective measures, and should not be seen as substitutes for them. However, depending on 
the data which is required subjective measurements could be the only way to obtain the data. 
Objective data, such as return on assets and growth in sales are, on many occasions, classified 
when it comes to privately held firms, and another difficulty is when the business unit is one 
unit of a multi-industry firm (ibid). Further, they stress the importance of gaining access to 
objective data, especially when it comes to measuring economic performance. Their study, 
conducted on members of the TMT, and their perceptions of firm’s improvement compared to 
the competitors, nevertheless showed that the objective measurements correlated with the 
subjective.  
  
Moreover, when using subjective measures, one should consider using at least two aspects of 
organisational performance and under two conditions: first “accurate objective measures are 
unavailable” (ibid, p. 271) and second “the alternative is to remove the consideration of 
performance from the research design” (ibid, p. 271). This means that, if the study aims at 
performance, this cannot be removed from the design, hence subjective measures are 
preferable (subject to the fulfilment of the first condition). Moreover, they argue that 
subjective measures might be preferred over objective measures when it comes to “attempting 
to operationalize broader, non-economic dimensions of OP” (ibid, p.271).  
  
Venkatraman and Ramanujam (1986) circumscribed the concept of business performance 
through “adapting the perspective of the field of strategic management” (p. 802) and 
“focusing on measurement issues” (ibid, p. 802). What they arrived at was different 
approaches to measuring business performance. The performance could be measured through 
subjective and objective measures. Nevertheless, depending on the research question and 
different fields of study, it is preferable to use different measures of business performance. 
While the financial performance of a business is the most obvious consideration, other aspects 
should also be considered, such as operational performance, i.e. nonfinancial in addition to 
indicators of financial performance (ibid). The operational performance measures are market-
share, new product introduction and marketing effectiveness etc, and these lead to financial 
performance. Looking at the scheme which Venkatraman and Ramanujam (1986) have 
constructed, different alternative approaches to measuring business performance is presented. 
Depending on the source of the data (primary or secondary), and conceptualisation of 
business performance (financial/operational), the scheme presents ten different basic 
approaches. Venkatraman and Ramanujam (1986) define primary sources as data collected 
directly from the organisation and secondary sources as data collected from, for example, 
publicly available sources. The approach relevant for this thesis is shown in the scheme and 
named “label 4”.  
  
Label 4 has the description ‘operational data from primary sources’.  The benefits are that it: 
“provides some basis to include considerations of performance in research design” and “less 
likely to be influenced by reasons of confidentiality, sensitivity, etc.”. Nevertheless, there are 
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also some drawbacks, namely: “data is likely to be biased” and the “relationship to financial 
performance not known” (Venkatraman & Ramanujam, 1986, p. 809). Further, the 
methodological considerations, when using this approach, are to choose “target respondents 
based on specific criteria (position, function, etc)” and “use multiple respondents to examine 
the extent of systematic bias as well as to minimize measurement error” (ibid, p. 809). 

3.5 CHAPTER SUMMARY  

 
In the theoretical frame of reference we have reviewed literature on the topics of: top 
management team composition, top management team processes and organisational 
performance. There are authors who argue that homogeneous TMTs are generating greater 
organisational performance (e.g. McMillan-Capehart & Simerly, 2008), while others promote 
the heterogeneous TMTs as the ones that enhance performance (e.g. Simons et al., 1999). The 
way our theoretical framework is built up is that the composition of the TMT, in other words, 
how homogeneous and heterogeneous the group is, might influence the TMT process, defined 
as; what the top managers within the TMT do and how they do it. Through the literature 
review, seven aspects of the TMT process were generated: debate, decision making, 
communication, problem solving, conflict, social integration and power distribution. These 
together constitute the TMT process, which we are going to relate to the composition of the 
TMT. Further on, the TMT process will also briefly be related to the performance of the 
organisation. Measuring organisational performance could be done in different ways. This 
could be done either through subjective, or objective, measures depending on what is 
accessible, and what type of study it is. Simons et al. (1999) argue that decisions made by the 
TMT affect organisational performance, hence, TMT performance is organisational 
performance. 
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4 .  EMPIRICAL METHOD 

This chapter explains how we have executed the study. Firstly, the research strategy and 
design are presented. The sample and the data collection are described, and so is also our 
operationalisation. Further, the way we analysed our empirical data is described and validity 
and reliability are discussed.  

4.1 RESEARCH STRATEGY 
 
For this thesis, we have chosen a qualitative approach to study how TMT composition 
influences the TMT process and how organisational performance could be affected by it. With 
the qualitative approach, we are most likely to come as close as possible to the TMT process 
in order to be able to open up the black box. Since we want to understand the influence that 
composition could have on the TMT process, we need to get involved in the people we study. 
Bryman and Bell (2007) argue that you have to come close, so we “genuinely /can/ 
understand the world through their eyes” (p. 425). Moreover, we are interested in 
engendering rich empirical material, and as well as that, the setting should be as natural as 
possible, which is then excluding the quantitative approach (ibid). 

4.2 RESEARCH DESIGN 
 
In order to fulfil our requirements, the research design most appropriate for us is the case 
study design. This design is chosen since we want to shed light on a special feature of the case 
(Bryman & Bell, 2007), and to gain a more intensive understanding of a phenomenon than 
can be obtained through qualitative data (Silverman, 2001). In this study, the feature of the 
case is the composition of the TMT. Bryman and Bell (2007) state that the case study is useful 
when: “the case is an object of interest in its own right and the researcher aims to provide an 
in-depth elucidation of it” (p. 63). Further, Umans (2008) points out several reasons as to why 
case study is preferable when studying the effects of TMT diversity on organisational 
outcome studies. One of the reasons is that case study design is preferable to adopt when 
processes are linking inputs and outputs in a system, which is important in this thesis. This 
argumentation is further reinforced by Eisenhardt (1998b), who argues that the case study 
“focuses on understanding the dynamic present within single settings” (p. 534).  
 
The optimal method for the purpose of the thesis would be to do a longitudinal case study 
design with observation. Longitudinal research is a case study which runs over a specific time 
period (Bryman & Bell, 2007). This could be months, or years, and could also include 
additional series of interviews or observations. However, due to the time limit, this is not 
possible. 
 
Nevertheless, the basic case study is an intensive study of a single case, but the case study 
design could also be applied when studying more than one case. This is well described by 
Bryman and Bell (2007), where they claim that “the key to comparative design is its ability to 
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allow the distinguishing characteristics of two or more cases to act as a springboard for 
theoretical reflections about contrasting findings” (p. 69).  
 
With this as a point of departure, our objective was to find two cases with different 
compositions of their top management teams. Unfortunately, our second case, which was 
appointed more than one and a half month before deadline, delayed the interviews due to 
heavy work-load and lack of time. As a result, two weeks before deadline we received the 
information that the interviews could not be scheduled earlier than four days before deadline. 
 
Facing facts - that we would not have the time to conduct interviews at Company B, do a high 
quality analysis of the empirical data, as well as a thorough comparison between case A and 
case B - we have limited our study to one single case study. Our choice is then a high quality 
single case study with opportunities to further research. 

4.3 EMPIRICAL MATERIAL  
 
Case studies most often combine different methods of data collection as well as different data 
sources. Below we will describe what data sources that have been in use for this study.  

4.3.1 DATA SOURCES 
 
In the case study design, the interview is our major tool for data collection. Nevertheless, 
since our attempt is to gain a better understanding of the processes, additional data sources 
have been used in order to place the interview data into a context, to receive other 
perspectives, or as sources to pre-knowledge. Below, we will describe how we have used the 
different data sources while conducting the case study.   

4.3.1.1 INTERVIEWS 

 
The interviews are our major data source, and we have chosen the semi-structured approach. 
The semi-structured interview suits our aim since we have “a fairly clear focus” (Bryman & 
Bell, p. 479), and are clear about what themes we wish to cover with the interview guide. 
Other parts of the framework that has a more structured feature is that the “similar wording 
will be used from interviewee to interviewee” (ibid, p. 474). Consequently, the framework is 
quite structured, but the questions asked are that open, so that the possibilities to open up for a 
conversation-like situation, follow up things said, and bring up new perspectives, are present. 
In the semi-structured interview, the respondents can describe and reflect upon the TMT 
process, and give their own perception of the interaction within. In the section, 4.4.1, below 
we are explaining the interviews in more detail.    

4.3.1.2 OBSERVATIONS 

 
When conducting the interviews, we spent two days at the company. During the two days we 
spent at Company A, we tried to be very aware, and observe as much as possible of the daily 
life at the HQ.  We were provided with an office “of our own” during the stay where we kept 
our equipment and from that base, we departed for the interviews. From our office we also 
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had the possibility to overhear some conversations from the corridor, and to observe the 
welcoming of external visitors. Moreover, we had lunch in the personnel restaurant, and there 
we took the opportunity to register the environment, and the ones who were there, as well as 
listen to the conversations during their meals. Additionally, we started up a conversation with 
two of the employees during lunch.  
 
There are two reasons as to why we tried to observe as much action and interaction as 
possible. One reason is that we wanted to be able to put the data from the interviews in wider 
context and to gain an even better understanding. The other reason is that it is not always the 
case that the interviewees are aware of everything that is going on, since it is easy to be blind 
to what is obvious. Esaiasson, Gilliam, Oscarsson and Wängnerud (2003, ch. 17) claim that, 
sometimes you have to rely on what the interviewee retells, but sometimes the interviewee is 
not able to see what is going on since he/she is in the thick of the ongoing process. That is 
why the observation is providing you with useful information, especially when studying 
processes or structures which could be difficult to describe, according to Esaiasson et al. 
(2003, ch. 17)     

4.3.1.3 THE ACCOMPANIMENT 

 
During the interviews, we tried to register more than the spoken words. We have tried to be as 
sensitive to how thing were said as well as hesitation, pauses or expressed feelings. Kvale 
(1997) argues that the experienced interview situation is where the interviewee accompanies 
the verbal communications with cadence, facial expressions and bogy language, which gives 
additional access to the world of the interviewee. According to Kvale (1997) this kind of 
observation is regarded as a valuable background. The way we are using this data source is to 
give a fuller picture, which includes more than words, this will hopefully help the reader of 
the thesis to understand the data the way it was meant. But, foremost, we hope that the way 
we have accompanied the spoken words will give support to statements of the interviewees, 
and strengthen our findings.   

4.3.1.4 DOCUMENTS 

 
Documents such as official information, annual reports, and official web pages have been 
used for the theoretical sampling, as well as for the purpose of gaining a pre-knowledge about 
the company. The literature mentions that it can be difficult to gain access to such documents 
(Bryman & Bell, 2007) but as the case company are a listed company the openness is quite 
high. It has been useful with document studies related to the case company’s industry, 
strategy, goals as well as Code of Conduct in order to be able to place relevant questions in 
the interview guide. Further, some of the background questions could be answered by 
document studies, and then it was not needed to spend time during the interview in facts or 
events that we easily could find in official information. Bryman and Bell (2007) point out that 
especially in case-study research document studies can be used for describing the Company 
and its history; “because documents can offer at least partial insights into past managerial 
decisions and actions, they can also be useful in building up a “timeline” particularly in 
processual studies of organisational change” (p. 566). In this way the above mentioned 
documents have been useful in the introducing description of Company A, in section 5.1. 
Contextual knowledge about organisational changes such as a new Board of Directors and 
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events as turnarounds, the consequences of the introduction on the stock market and global 
expansion have been achieved by the above mentioned document supplemented with articles 
from business magazines and news papers. The contextual understanding gained through the 
document studies has been valuable when meeting the executives as well as analysing the 
empirical material. 

4.4 DATA COLLECTION 

4.4.1 THE INTERVIEW 
 
With the semi-structured interview as a framework, we have conducted an interview guide 
which hopefully will bring the interviewee into the setting of the TMT meeting and to bring 
the interviewee into the same feeling as in meetings. Within this framework, the members of 
the TMT can tell their story about the TMT process.  

4.4.1.1 THE PILOT INTERVIEWS 
 
Bryman and Bell (2007) argues that, as a final preparation before the interviews, pilot 
interviews are beneficial because the researchers have the possibility to amend the interview 
guide after recognising the necessity. Another advantage with pilot interviews is that the 
interviewer might gain confidence about the questions, and how to ask them (ibid) which, in 
our case, would be preferable, since the questions could be regarded as quite sensitive. We 
conducted two pilot interviews, to test the interviewing technique, as well as the formulations 
and order of the questions in the interview guide. After the pilot interviews, the following 
improvements were made: reformulation of one question, we were aware of emphasising on 
“how” to secure that the process is captured and, finally, a key concept was clarified. 

4.4.1.2 DURING THE INTERVIEW    
 
An important issue concerning the interview situation is the setting. On the one hand, a quiet 
and private place is preferable due to not being overheard as well as the reduced disturbance. 
On the other hand, it might be a too big an investment in time for a busy TMT member to go 
to a specific place just for the interview. Therefore, as Bryman and Bell (2007) stresses, many 
companies will put some energy into finding a suitable spare room at the office. All of our 
interviews were conducted in the interviewees’ offices and, despite minor interruptions we 
consider this setting as the most suitable.    
 
After sitting down together in the interviewee’s office, we first of all informed the interviewee 
briefly about the purpose of the study, and that the company will be provided with the results 
later on. We also guaranteed confidentiality, and asked for if it was possible for us to record 
the interview. According to Bryman and Bell (2007), the benefits of being able to record is 
that one can not only hear what is said, but also how, and in which way, it is said. Silverman 
(2001) draw on three advantages of recording the interview: firstly, tapes are public record, 
secondly, they can be replayed and transcripts can be improved, and thirdly, they do preserve 
sequence of talk.  
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We explained the benefits of recording the interview and, at the same time, ensured that the 
tape would be destroyed after being analysed. All of the interviewees agreed upon that the 
interviews were recorded. After the interviewee has given his/her permission to let us record, 
we told the interviewee that are now switching on the recorder, and that the interview could 
start if he or she did not have any further questions. Moreover, we placed the recorder in a 
discrete way, so the view of it would not disturb the dialogue between the interviewer and the 
interviewee.  
 
Having both authors attending the interviews brings some benefits. Eisenhardt (1998b) points 
out the benefits of having a team with unique roles during phase of data collection. We have 
embraced her suggestions as, one of the authors of this thesis acted as the interviewer and the 
other one checked that all questions and aspects in interview guide were covered. Related to 
the interviewee, we carefully explained our different roles, so there would not be any 
confusion about the roles from the interviewee during the interview. 
 
“The controller”, the one of us who did not act as the interviewer, also had the role of taking 
field notes related to reactions, body language and other noteworthy contextual aspects. The 
third role of “the controller” was to listen carefully to the dialogue between the interviewer 
and the interviewee, so that she was able to come up with relevant follow-up questions, or 
bring the dialogue back to the red thread.  
 
This division of roles was successful, since the one that acted as interviewer could focus 
totally on dialogue with the interviewee without bothering about taking notes and breaking the 
eye contact, if a question was not fully answered, or there was a need for additional follow- up 
questions to be asked. Bryman and Bell (2007) emphasised the benefits of having two 
interviewers, since this will enable the interviewer to be more focused on the interview, but 
they also point out drawbacks, such as the costs of having two interviewers. 
 
Bryman and Bell (2007) point out some guidelines which might be helpful concerning the 
order of the questions. They suggest that personal questions such as age, social background 
etcetera should not be asked in the beginning of the interview. This is, according to them, 
irrelevant information to the topic in some cases, which makes the interviewee wonder when 
the relevant questions will be asked. However, researchers seem to have different views, of 
this issue. Some choose to call them “warm-up questions”, to make the interviewee feel at 
ease, and also these types of questions are asked to build a relationship before the ‘real’ 
interview commences.  
 
We have made the choice to start with some “warm-up questions”, about career and 
background, leading to relatively innocuous questions about perceptions and beliefs about the 
organisation and its environment. These questions later lead us to the more complex questions 
which we believe the interviewee would feel more comfortable in answering after being 
acquainted with us and the topic. Furthermore, questions that might lead to anxiety and, those 
which are more sensitive, we left until the latter part of the interview.  
 
When an interview guide consists of many questions, it is preferable to divide it into smaller 
sections which make it easier to follow (ibid). We have divided the interview guide into 
smaller themes, and in each of them we started with a more open general question and ended 
up with the more detailed questions. In some cases the first open question, worked out so 
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good, that there was no need to ask the more detailed questions since the interviewee already 
have answered them by his/her initial reflecting, open answer.    

4.5 SAMPLE 
 
The original intention was to perform a case study on two companies, with different 
compositions of their TMT. In order to see the influence of different compositions, one 
homogenous TMT and heterogeneous TMT was selected, we attempted to find cases with as 
great differences in composition of the TMT as possible. The ideal would be to find the 
extremes, one TMT with a heterogeneous TMT and one TMT with a homogeneous TMT. 
Therefore, in sampling the case companies we wanted to maximise the assumed differences 
between the companies related to TMT composition and, moreover, minimise the differences 
between the companies related to contextual factors. We also wanted the companies to have a 
certain size, since we required the TMT to have the strategic role that is often absent in the 
TMT of smaller companies.  
 
Regarding the composition of the TMT, our original aim was to select one company with a 
homogeneously composed TMT and one company with a heterogeneously composed TMT. 
Companies with a homogeneous composition of their TMT were easy to identify. However, 
companies with a heterogeneous composition of their TMTs have been very hard to locate. 
Despite most helpful Chambers of Commerce, The Confederation of Swedish Enterprise, 
Business Community and Executives’ network, we have had great difficulties in finding a 
company that fulfils our basic requirements and has a heterogeneous TMT. Our impression is 
that most TMTs of larger companies consist of Swedish, middle-aged, male managers with 
university education. Rarely, there was one female manager within the TMT, and most often 
she was the HR manager.  
 
Depending on the type of organisation concerned, the outcome of the research might differ. 
Therefore, we wanted the contextual factors to be as similar as possible. As contextual factors 
we have defined; size of the TMT, age of company and environmental factors. 
 
The size of the TMT is often used as a control variable in research concerning the relation 
between TMT composition and the organisational performance (Bantel & Jackson, 1989; 
Wiersma & Jackson, 1992). The size of the TMT it is also referred to as positively related to 
team heterogeneity (Bantel & Jackson, 1989). Further, it is argued by Haleblian and 
Finkelstein (1993) that the number of members within the management team is of theoretical 
importance for research on TMTs, since the increased capabilities and resources are 
increasing the profitability, especially in turbulent business environments. Both of the TMTs 
within the case companies consisted of eight members when sampled. Between the time of 
sampling and conducting the interviews, one more executive had been recruited to Company 
A. Despite this, we still think the size of the TMTs must be considered as equal to each other.  
 
It is argued that the age of the company, in terms of the year that the company was founded, 
might have influence on the strategic processes and outcomes (Simons et al., 1999) as well on 
the routines and culture, which are argued to be more rooted in older companies (Schein, 
2004).  In this aspect, we have ensured that we minimised the differences between the 
companies, since Company A was founded in 1944 and Company B in 1943.    
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The business environment can differ a lot between different companies; including hyper 
competition as driving force for new innovations to more stable environments (Bantel & 
Jackson, 1989). The more turbulent ones are characterised by volatility and are difficult to 
predict. Stable environments, on the other hand, are defined as more predictable and related to 
the set of actors within the industry; they are less likely to change and the relationships 
between the different actors are more established. (Haleblian & Finkelstein, 1993)  
 
Other environmental factors, as researchers have pointed out, are such as; the consumer’s 
buying habits, the nature of the competition, the market dynamism, the market uncertainty, 
and geography (Papadakis, Lioukas & Chambers, 1998). Cohen and Bailey (1997) discuss the 
market effects, namely if the market is emerging, in the growth stage or in the mature stage 
and the effects of that on organisational performance. Moreover, Carpenter (2002) argues that 
the relationship between heterogeneity within the TMT and performance were more 
emphasised in organisations with a high degree of internationalisation and global presence.  
 
Neither Companies A nor B are actors in highly innovative business environments, but they 
are both growing companies in relatively stable markets. Since both case companies are 
internationalised and present globally, we think that we have minimised the differences in this 
aspect as well. The head offices of both Company A and Company B are located within in the 
same geographical area. 
 
After the criteria were set, we started our work finding suitable cases. We knew from before, 
after reading articles and literature for the theoretical framework, that there might be 
difficulties in gaining access to the companies TMTs. Gaining access to TMTs, and 
interviewing the executives, are especially difficult, since what is discussed and concluded 
within TMTs is often confidential (Raes et al., 2007). That is also one reason why many 
researchers have chosen to black-box the TMT process. Further, the thesis is written during 
the worst recession since the 1930s, which also has contributed to the difficulties of gaining 
access to the TMTs due to internal focus.   
 
After searching extensively, a second potential case was located and contacted. Unfortunately, 
when we were informed by the company about the possible dates for the interviews, it was no 
longer possible to have a second case. There would not have been any time for analysing the 
data and to write a high quality conclusion. The TMT of the second case which we, if the time 
until deadline had been longer, then would have interviewed was very heterogeneous, 
consisting of half men and half women, coming from Sweden as well as internationally, and 
with different backgrounds related to education and experience. Hence, we present a single 
case study. The consequences are that we will not be able to do a comparison between cases 
how TMT composition influences the process. Consequently, we will not be able to do 
theoretical reflections about contrasting findings, as Bryman and Bell (2007) explains as one 
of the benefits of comparing cases. We will also not be able to look at performance in the way 
we originally planned, looking at composition and the influence of performance and further 
the influence on organisational performance. A third consequence is as already implied, that 
we needed to change our focus and purpose a bit to make it fit with the single case study. The 
focus was before in three steps: composition, its influence on process and further on 
performance. Now, the focus lies on opening the black boxed process through examining the 
interaction between TMT members. 
 
Figure 6 shows the criteria from which we searched the case companies.   
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Figure 6. Criteria for sampling case companies 

Age  
TMT size 
Environment Company B 

4.5.1 THE TMT OF THE ORGANISATION 

 
When studying the TMT, it is not always evident exactly what, or whom, to study. Therefore, 
a first step should be to identify the TMT, who is in it and who is not in it (Bantel & Jackson, 
1989). The different ways of perceiving the TMT are: as all officers in the firm, all corporate 
officers who are also board members, all officers above the level of vice-president, all officers 
above the level of vice-president and any other officers on the board of directors, the two 
highest executive levels of the firm (Cohen & Bailey, 1997), or asking directors who they 
hold as decision makers. We will regard the TMT as the ones who are formally appointed by 
the organisation. 
 
In other words, after considering the other possible ways (Cohen & Bailey, 1997; Umans, 
2008) to define the members of the TMT, we have chosen to regard the members of the TMT 
as those formally stated to be such by the organisation. 
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We also have to consider how many of the members of the TMT should be interviewed. 
Firstly, we wanted to obtain approval from the CEO before contacting the rest of the TMT to 
book an interview. This is an issue which Silverman (2001) brings up in the, as he calls it, 
‘private’ or ‘closed’ setting. In these types of settings, access is usually controlled by 
gatekeepers, in our case, it is. However, in the organisations, there were other executives who 
helped us with the booking and organisation of the interviews. Even though we had the 
approval, it would not mean that every member of the TMT would have time to let us conduct 
an interview. This ‘overt’ access (Silverman, 2001), first gaining access and then informing 
and booking of interviews with interviewees, requires that we make a good impression in 
order even to gain access. If we fail in ‘selling’ our topic, then the access will be denied.  
 
The question for us to consider very carefully is: how many members out of a TMT would it 
be acceptable to interview so that we could conclude and analyse the answers as one case? 
We wanted to have access to as many members of the TMT as possible. However since the 
original aim was to have two cases, our aim was to interview a minimum of two or three 
persons out of a TMT, consisting of approximately eight individuals, to make the case useful 
for the thesis. We would, of course, accept if we are confronted with the possibility of 
interviewing more than two or three members of the TMT to make the picture even better. 
The reasons as to why we have set our aim at two or three members of the TMT are mainly 
the difficulties in gaining access.  
 
However, now that the study took a different course than planned at first, our aim is to have 
access to as many members of the TMT of Company A as possible. Nevertheless, we are still 
aware of that it could be difficult to gain access to more than two or three managers. 

4.6 OPERATIONALISATION 
 
In order be able to measure empirically, the concepts included in the theory-in-use, they have 
to be transformed into questions. Deriving from the theories in the theoretical framework, this 
section will present the way in which the concepts within the model are supposed to be 
measured through the interview guide.  
 
The use of existing questions is recommended by Bryman and Bell (2007), since they, in one 
perspective, already have been tested. Further, it can provide possibilities for comparison. The 
way we proceeded was to make an inventory of the all the articles that constitute the basis for 
our theoretical framework. The aim of the inventory was to find out how the authors have 
chosen to measure their variables in use. Many of the articles were, at this stage, no longer 
relevant, since they used the black-boxing technique, but the ones remaining were further 
analysed.  
 
A challenge has been that all scholars but one have used questionnaires, and since we needed 
interview questions, the survey questions could only be used as a basis for further 
development into interview questions. Therefore, we pointed out key words in the survey 
questions, followed by a formulation of interview questions, departing from the keywords 
found. Moreover, we studied the only existing interview guide, which we were kindly 
provided with by Umans (2008), with regard to those questions relevant for our purposes. 
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With this work as a foundation, our interview guide is based on measures in previous 
research, as well as own formulations.  

4.6.1 TMT COMPOSITION 
 
As earlier described, we want an as full a picture of the composition as possible, and therefore 
TMT composition will be including both organisational demographic variables and cognitive 
variables. In the presentation below, our measurements of the TMT composition is divided 
into the two kinds of variables: organisational demographic variables and cognitive variables.  
 
In relation to organisational demography, the following independent variables, discussed in 
the theoretical framework, were used to measure: gender, age, family background, marital 
status, educational background, tenure, functional background, international experience and 
cultural background (Bantel & Jackson, 1989; Pelled et al., 1999; Simons et al., 1999; Smith 
et al., 1994; Umans, 2008).  
 
As a warm-up, the interview starts with the following questions related to organisational 
demography: 
 

• Could you please describe how you were recruited to Company X?  
o Follow up questions if needed: how have you reached the position you are 

presently occupying? What are your previous positions within Company X? 
Where have you worked before? 

• In what field would you say that you have to most experience – your functional 
speciality?  

• Do you have any international work experience?  
o If yes: could you please tell us about it? 

• Could you please tell me what and where you have studied and gained your highest 
education?  

• Could you please tell me about your family background? 
o Follow up: marital status: parents, your partner and cultural background 

 
As discussed in the theoretical framework, cognitive diversity is here defined as “differences 
in beliefs and preferences held by upper-echelon executives within a firm” (Miller et al., 
1998, p. 41). The measurement, therefore, aims at capturing the two dimensions: preference 
diversity and belief diversity.  
 
In order to measure the perceptions of the respondents of the questionnaire, Miller et al. 
(1998) introduced the four items (using a Likert scale) with the following text; how strongly 
do members of the TMT agree or disagree with each other about.... The introduction was then 
followed by the items: “the best way to maximise the firm’s long run profitability, what the 
firm’s goal priorities should be?,  the best way to ensure the firm’s long-run survival, and 
which organisational objectives should be considered most important”. (pp. 55) 
 
Moreover, Miller et al. (1998) have formulated a 17-item question about the goals of the firm, 
which is introduced by the following: “a firm cannot pursue all possible goals because 
resources are limited and because some goals are incompatible with other goals. In your 
opinion, how important is it for your firm to maximise (followed by 17 items)? (pp. 55)  
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Simons et al. (1999) have asked the respondents, in a questionnaire, about the way the “TMT 
members differ in their perceptions about the level of uncertainty in their company’s external 
business environment” (p. 663, p. 666). Their reason for asking this question is that the 
perception of the environment is a basis for strategic decision making.   
 
Therefore, in this study, two questions about cognitive diversity will capture the belief 
diversity related to the business environment and the competitors, since they relate to the 
environment when making strategic choices. The questions are as follows: 
 

• How do you, from your perspective, perceive the X Company’s external business 
environment?  

• What do you perceive as the major strength of the X Company, relative to the 
competitors? 

 
Additionally, to capture the preference diversity and how members of the TMT give priority 
to the organisational objectives, the following question is included in the interview guide:  

 
• Which organisational objective do you consider as the most important? 

4.6.2 TMT PROCESS 
 
The theory related to the TMT process consists of six aspects. The aspects are: debate, 
decision, communication, social integration, conflict, problem solving and power distribution. 
Below, each of the aspects will be presented in terms of operationalisation, but first of all we 
would like to start up the questions related to process with a general question. 
 
Umans (2008) included the following question in his study about ethnical diversity in TMTs: 
Please describe a usual meeting of the top managers. If necessary, he followed up with “What 
is the structure of the meeting, who does most of the talking, how issues are being raised, how 
issues are being discussed.” 
   
In our interview guide, the following question is used as an introductory general question: 
 

• Could you please describe how a TMT meeting is conducted?  
 
If the answer is not fully developed, we add one or more of the following follow up questions:  
 

o What is the structure of the meeting? 
o How are issues raised? 
o How are issues being discussed? 
o How is the time of talking distributed between the members of the TMT 

(equal-unequal)?  
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4.6.2.1 COMMUNICATION 

 
The measurements of communication attempts to capture the formal-informal perspective of 
communication, as well as in the frequency perspective of communication (Smith et al., 
1994). 
 
Umans (2008) formulates his interview questions about communication formality and 
frequency as: How often do you meet with your peers at work? and clarified with please 
mention every peer of yours and frequency of your meetings. He then followed up with the 
question: Why do you meet them more often/rarely then the others? 
 
Moreover, Umans (2008) formulated his outside work questions as: how often do you meet 
with your peers outside work? and clarified with: please mention every peer of yours and 
frequency of your meetings. He then followed up with the question: Why do you meet them 
more often/rarely then the others?  
 
Smith et al. (1994) have further developed questions from earlier research of Shaw and 
Ruekert and Walker and formulate the questions about communication in their questionnaire 
as three items (using a Likert scale): the frequency of formal face-to-face meetings between 
you and other members of the TMG, the frequency of formal written communication between 
you and other members of the TMG and the frequency of telephone conversations between 
you and other members of the TMG. (Smith et al., 1994, pp. 437) 
 
Further, related to informal meetings and frequency, Smith et al. (1994) formulate the 
questions about communication as: the frequency of informal, face-to-face meetings between 
you and other members of the TMG, the frequency of informal written communication (notes 
etc) between you and other members of the TMG, the frequency of telephone conversations 
between you and other members of the TMG and the number of meetings involving more than 
one member but less than all members of the TMG. Also, these items were measured by a 
Likert scale. (pp. 437) 
 
Concerning the formality perspective, Smith et al. (1994) used following items (on a Likert 
scale) as a measure: TMG meetings tend to be very formal in nature, Meetings between 
members of the TMG are very informal, Communication between members of the TMG is 
always in writing and the TMG employs informal rather than formal communication 
channels. (pp. 437) 
 
On these grounds, the following questions about communication are included in the interview 
guide.  
 

• How often do you meet with your peers at work? (spontaneously vs. planned) 
o Follow up question if needed: do you meet some more often/rarely then 

others? 
• How formal are these meetings (related to the previous question) between members of 

the TMT? (job related vs. non-job related) 
• Do you meet with your peers outside work? 

o If “yes”, follow up question if needed: do you meet some peers more 
often/rarely then the others? Is it job related or not? 
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• How much written communication and phone contact do you have with the members 
in the TMT at work? 

4.6.2.2 DEBATE 

 
The measurements of debate attempts to capture the open discussion regarding different task 
related issues. (Simons et al., 1999)  
 
Simons et al. (1999) asked the respondent, in a questionnaire, “to consider one recent, 
important strategic decision” that the TMT had made. Then they were asked to rate the level 
of debate related to the specific strategic decision from the following perspectives of (p. 666): 
In discussions of this issue, executives stated clear disagreement with each other, Different 
executives proposed different approaches to the issue, Executives openly challenged each 
other’s opinions and Discussions became heated. (p. 666) 
 
We included the following general question related to debate in the interview guide: 
 

• Would you please describe how you members in the TMT debate different task related 
issues?   

 
If the answer is not fully developed, one or more of the questions below could be added: 
 

o Do you, in the TMT, state clear disagreement with each other? 
o Do you, in the TMT, propose different approaches? 
o Do you, in the TMT, openly challenge each other’s opinions? 
o Are you all participating in the debate equally? Why/why not? 

4.6.2.3 DECISION MAKING 

 
The measurement of decision making attempts to capture the process in which members of 
the TMT “look at an issue with a wide lens, considering multiple approaches, multiple 
courses of action and multiple decision criteria.” (Simons et al., 1999, p. 663).  
 
As a basis for our questions about decision making, we used Simons et al. (1999, p. 666) since 
they, by reformulated questions originally by Miller et al. (1998, pp. 55), asked the TMT 
member, through a questionnaire, to think of a specific strategic decision, and then to rate the 
decision process related to the following aspects: To what extent did the group weigh multiple 
approaches against each other?, To what extent did the group examine the pros and cons of 
several possible courses of action? and To what extent did the group use multiple criteria for 
eliminating possible courses of action? 
 
Moreover, Umans (2008) used the following interview question in his case study: Please 
describe recent event of high importance to the company when your peers had to make a 
combined decision. This was followed up with complementary questions if needed: How was 
this decision made, please describe, Could you please describe your personal involvement in 
the decision making and Could you please describe the personal involvement of each member 
of the executive group? 
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Further, Olson et al. (2007) have supplemented questions about decision commitment, 
originally by Woolridge and Floyd. The two items we have chosen to develop further is; How 
much were team members willing to do to see that the decision was properly implemented? 
and How consistent was the final decision with team members’ personal priorities and 
interests? (Olson et al., 2007, pp. 209) 
 
Aspects of the decision making process which have been theoretically described, but for 
which we have not found any empirical investigations, are the perspectives of: how much 
time does the decision making process take (Eisenhardt, 1989a), the issue raised is if the 
decision – action, reflects the discussion - intention (Kisfalvi & Pitcher, 2003); and what the 
acceptance of decisions looks like (Simons et al., 1999). 
 
On this basis, the questions about decision making in the interview guide of this study are the 
following, starting from a general question: 
 

• Please, think of a recent important strategic decision which you made together in the 
TMT.     

• How did you reach making a decision? Could you please describe it? 
 
Follow up questions, if needed to receive a more developed answer: 
 

o To what extent were all members equally participating? 
o To what extent did the group weigh multiple approaches against each other? 
o To what extent did the group examine the pro and cons of several possible 

courses of action? 
o To what extent did the group use multiple criteria for eliminating possible 

courses of action? 
 
Moreover, the following questions were included to capture the relationship between 
discussion, intention and action. 
 

• After reaching the important strategic decision, did the decision reflect the foregoing 
discussion? 

• How was the acceptance towards the decision? 
• Was the decision implemented according to the decision? 

 
The final question was about the decision making process in general:  
 

• Is this the way decision making is usually executed, or would you like to describe how 
decisions usually are reached?  

 
Lastly, related to the amount of time spent on making decisions: 
 

• About how much time does the TMT spend on the decision making process?  
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4.6.2.4 PROBLEM SOLVING 

 
The measurement of problem solving attempts to capture the “processes through which 
individuals organise, information from the environment and evaluate it.” (Govindarajan, 
1989, p. 255). 
 
Questions about problem solving in earlier research is found in Miller et al. (1998), where 
they have constructed an introductory text: When confronted with an important, non-routine 
problem or opportunity, to what extent does your firm…followed by five items using a Likert 
scale from 1 to 7. The five items are: develop many alternative responses? consider many 
diverse criteria for eliminating possible courses of action?, thoroughly examine multiple 
explanations for the problem or opportunity?, conduct multiple examinations of any 
suggested course of action? and, finally, search extensively for possible responses?(p. 58) 
 
Chowdhury (2005) has further developed the problem solving question from Miller et al. 
(1998) in order to measure the breadth of perspectives in the group. His items are: Variety of 
perspectives at the problem at hand, The size of the pool of potential solutions to examine 
Extent of innovative ideas and Variety of criteria used to evaluate possible solutions. 
(Chowdhury, 2005, p. 737) 
 
In the interview guide of this study, the questions about problem solving are as follows, 
starting with an open question: 
 

• Would you please describe the problem solving process within the TMT when 
confronted with a non-routine problem?  

 
If needed in order to get a more developed answer, a follow up question is: 
 

o How do you find out: critera, potential solutions and alternative courses of 
action for example? 

 
And finally, related to problem solving: 
 

• To what extent do you consider the TMT as innovative when solving problems? 

4.6.2.5 CONFLICT 

 
The measurement of conflict attempts to capture task conflict and the socio-emotional 
conflict. In previous research, both Amason (1996) and Pelled et al. (1999) have used 
questions by Jehn, from the point of view of task conflict and social emotional conflict. The 
questions were constructed as items in a questionnaire, using a Likert scale. The items, related 
to task conflict, were formulated as follows: How many disagreements over different ideas 
are there in the team, To what extent are there differences of opinion in your team, How often 
do the members of your team disagree about how things should be done, How often do the 
members of your team disagree about which procedure should be used to do your work and 
To what extent are the arguments in your team task-related? Amason (1996, pp. 133) and 
Pelled et al. (1999, p. 12) 
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Moreover, the items in the questionnaire related to socio-emotional conflict, were formulated 
as follows: how much are personality clashes evident in your team, How much tension is 
there among members in your team?, How often do people get angry while working in your 
team, How much jealousy or rivalry is there among the members of your team and finally 
How much personal friction is there in the team? Amason (1996, pp. 133) and Pelled et al. 
(1999, p. 12) 
 
Also Umans (2008) included some questions about conflict in his interview guide. He 
formulated his questions as follows: Could you please describe a situation when you had a 
conflict with one or more members of your executive group? How often the conflict occurs 
among you peers?, And if it does could you say why? and, if necessary, he followed up with 
the question: how do you mean it? 
 
The questions related to conflict in the interview guide of this study are as follows (starting 
with a general question): 
 

• Would you say that there are disagreements over different issues between the 
members of the TMT? 

• To what extent are there disagreements within the TMT? 
• Would you please describe a situation when you had a conflict with one or more 

members of the TMT?  
o Follow up: how often the conflict occurs among you in the TMT? 

• To what extent are the disagreements in your team task-related? 
• How would you describe the chemistry between the members of the TMT? 

o Is there any personal friction within the TMT? 

4.6.2.6 SOCIAL INTEGRATION 

 
The measurement of social integration attempts to capture “the attraction to the group, 
satisfaction with other members of the group, and social interaction among the group 
members” (Katz & Kahn in O’Reilly et al., 1989, p.22).  
 
Smith et al. (1994) adapted the following items from Shaw, which have been supplemented 
by the authors: The members of the TMG are quick to defend each other from criticism by 
outsiders, The successes of members of the TMG help me achieve my own objectives, 
Everyone’s input is incorporated into most important company decisions, The members of the 
TMG get along very well, Relationships between members of the TMG are best described as 
“win-lose”, if he/she wins, I lose, The members of the TMG are always ready to cooperate 
and help each other, When final decisions are reached, it is common for at least one member 
of the TMG to be unhappy with the decision, There is a great deal of competition between 
members of the TMG and The members of the TMG really stick together. The respondents of 
the questionnaire were asked to mark their choice on a Likert scale. (Smith et al., 1994, pp. 
437)  
 
In previous research, Umans (2008) included following questions related to the colleagues 
and the team in his interview guide: What do you think are the strongest characteristics of 
your peers that have reached the top of the organisation?, Could you tell me the first time you 
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met your peers (please describe the meeting with each peer, and the emotions you 
experienced), Do you think your peers are different from you (in which way)? and In what 
way are they similar to you. Further, he included the following two requests; Please tell me 
how you socialise with each top manager at work? and Please tell me how you socialise with 
each top manager outside work? Further he included questions related to the outcome of the 
team in his interview guide. The questions were: Do you think the executive team works as a 
team? Why/why not? and How do you think your group works together?  
 
In the interview guide for this thesis, the following questions about social integration were 
included: 
 

• How would you like to describe the co-operational climate within the TMT? 
• Do you socialise with the other top managers outside work?  

o Follow up questions if needed: Do you socialise more often with some of 
you colleagues? How do you socialise? (if needed) 

• Do you think the other members of the TMT are different from, or similar to, you? 
o Follow up question if needed: in which way? 

• How do you think your team performs? (this question are placed in the section “TMT meeting 
in general” in the interview guide) 

• Do you believe that the TMT is working as a team? Why/ why not?  
o  Follow up question: How would you define a team and what does it mean 

that you are a team? 
• How do you think that the TMT work together? 

4.6.2.7 POWER DISTRIBUTION 

 
Since we have defined power as a; “transaction in which one person (or group) acts in such 
way as to change the behaviour of an individual (or group) in some intended fashion” (Katz 
& Kahn in Grunig, 1992, p. 486) the measures of the distribution of power will attempt to 
capture the role play within the TMT as well as the participation and influence of the 
members within the TMT. Therefore, each theme in the interview guide is followed up by 
questions about the personal involvement, participation, and influence within the TMT. For 
example; 
 

o Are you all participating equally? Why/why not? 
 

o To what extent were all members equally participating? 
 
Moreover dimensions of agenda setting; 

o How are issues raised? 
o How are issues being discussed? 
 

...and space during the TMT meeting; 
o How is the time of talking distributed between the members of the TMT 

(equal-unequal)?  
 
...are included in the interview guide under the section of “The TMT meeting in general”. 
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4.6.3 ORGANISATIONAL PERFORMANCE  
 
The measurement of organisational performance has two attributes: subjective and objective. 
We have chosen the subjective way to measure OP, which is to ask respondents about their 
own perceptions about performance compared to competitors’. The reason why this approach 
is beneficial for us is that we cannot study whether diversity influences performance through 
objective measures.  
 
In previous research, Dess and Robinson (1984) used questions in which they asked 
respondents to compare their company with another of similar sales volume in the same 
industry and region. The three items were total sales growth, firm after tax return on total 
assets and overall firm performance. The scale ranged from 1-5, and the intervals ranged from 
lowest 20 per cent (1) to highest 20 per cent (5). Further, “...compared to your competitors, 
what per cent of ideal or optimal performance do you personally feel that your firm is 
achieving in your industry?” 
 
The making of comparisons to competitors was also adopted by Jaworski and Kohli (1993) 
when they asked respondents to compare the company’s overall performance, and also make 
that relative to their major competitors on a five point scale ranging from poor (1) to excellent 
(5). 
 
Robinson and Pearce (1988) used 27 competitive methods, to gain responses on a firm’s 
strategy, planning and performance on a five point Likert scale. The respondents were asked 
to assess how much emphasis was put on the competitive methods relative to competitors 
within their industry. Some of the items were: Pricing below competitors, New product 
development and Broad product range 
 
Based on the theory of organisational performance (with basis on the conceptualisation of OP 
by Simons et al., 1999), the questions in the interview guide of this study are as follows: 
 

• Please, think about one specific competitor within the same industry and with similar 
sales volumes as your organisation throughout this section and while answering the 
following questions: 

• How, and in what way, does your organisation perform relative the specific competitor 
when it comes to: 

 New innovations 
New product introductions 

 Strategic change 
 Sales 
 The development of firm profitability 
 Market share 
 Product range (broader/narrower)? 
 

• In percentage terms, how close to ideal performance (100) do you perceive that you 
are? 

o Follow up, if not 100: what do you in the TMT do to improve the 
performance? 

• In percentage terms, how close to ideal performance (100) do you perceive that the 
specific competitor is?  
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Additionally, to get a sense of TMT performance, the following questions were included: 
 

• How do you think the TMT performs? 

4.6.4 THE TMT AS A TEAM  
 
Cohen and Bailey (1997) use the concepts ‘team’ and ‘group’ interchangeably because, they 
argue, that these two words have not been particularly studied as such, so they cannot be 
distinguished with validity. They claim that the main difference between a group and a team 
is the interdependence and integration. Thus we do not differentiate team and group. 
 
The definition of a small group could be added to the definition of a group in this case, as it is 
explained to be a set of individuals interacting with each other once or on several occasions, 
which enables them to reflect and give reactions of the others as individuals (Harrington & 
Fine, 2000). Except from the other definitions of a group consisting of common goals, 
interaction and interdependence (Forsyth, 2005; Furnham, 1997; Harrington & Fine, 2000) 
this one is also added.  
 
A group can be defined in various ways and tied together through a social relationship 
(Forsyth, 2005), having shared goals and cooperation which build a relationship between 
them (Furnham, 1997). A group can have different features, like communication and 
interaction (Forsyth, 2005) and, depending on the feature, there are different definitions. 
Communication: “a number of persons who communicate with one another/.../and who are 
few enough so that each person is able to communicate with all the others/.../face to face” 
(ibid, p.4) and the definition of a group with the feature “interaction” would be: “...involving 
regular interaction among members and a common group identity. ...group has a sense of 
‘weness’ that enables members to identify themselves as belonging to a distinct entity.” (ibid, 
p. 4).  
 
The TMT of a company is not any group, it is, according to Mintzberg et al. (2005), the key 
unit of an organisation, since it is within the top management team that the strategic choices, 
formation and implementation occurs.  

4.7 CONDUCTING THE ANALYSIS 
 
“One cannot ordinarily follow how a researcher got from 3600 pages of field notes to the 
final conclusions” (Miles and Huberman 1984, p. 16, in Eisenhardt, 1998b) By this section 
we will try to describe how we have departed from a tape with over nine hours of dialogues, 
and arrived at our relative tiny conclusions.       
 
In fact, the analysis started already during the data collection. An advantage of using the 
qualitative method is that you can be flexible and make adjustments in the interview while 
collecting data. Examples of these adjustments made during the interview were additional 
follow-up questions related to the CEO, since it appeared to be an underestimated component 
initially. Further, it was to our advantage being a team while, as described earlier, the 
interviewer could focus on the interviewee and ‘the controller’ could analyse during the 
dialogue. This constant analysis led us to several follow-up questions and also some clarifying 
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questions during the interviews. After each concluded interview, we went back to our 
‘temporary office’, to reflect. The reflections were both analytical and methodological. 
Analytically, we reflected upon what was said during the interview, what ‘extras’ we had 
noted in terms of feelings, body language etcetera, what we had interpreted and what 
consequences that might have on the continuation. We also discussed what questions we 
might add and/or improve for the following interviews. Methodologically, we discussed how 
we could improve our interaction during the interview, and also gave each other feed-back 
related to good things and things that could be developed. These moments of reflections, 
helped us in enhancing the quality of the data collection.    
 
Further on, for the analysis it has been very important that we made recordings during the 
interviews. We have had the possibility to listen over and over, and really hear and understand 
what was actually said. To have the interview recorded also provides us with very important 
information which could be missed, was the interview only to be transcribed. Other 
information that is recorded, other than words, are pauses and hesitations etcetera (Bryman & 
Bell, 2007; Silverman, 2001) 
 
After the data collection we were the owners of over nine hours of valuable recordings, as 
well as a considerable amount of field notes. How to handle the property as good as we 
possibly could? First we both listened through the interviews, without dialogue or 
interpretations. We were just listening as open minded as possible, in order to get a picture of 
the wholeness and to be able to design a coding scheme. The coding scheme was made out of 
the key codes in our operationalisation combined with additional factors that have stood out 
during the listening of the interviews. The coding scheme is attached in the appendix.    
 
When the coding scheme was designed, we tested it as well as how synchronised we were in 
our interpretations and coding. Thereafter we picked one of the recorded interviews and coded 
it separately without any dialogue and then compared how we have coded the interview. After 
an evaluation, and improvement of the coding scheme and synchronising of the two coders, 
we started the work with coding the empirical material.      
 
As we were well aware of what for example Eisenhardt discusses - the risk in not dealing 
properly with the collected data, in the aspect of coming to false conclusions due to the 
limited capacity of processing too much in-data (1989b), we had to approach the task in a, for 
us, comfortable and thorough way. We went through the recorded interviews one by one, and 
theme by theme. It is very difficult to bear more than one or, at the most two, themes in mind 
without missing out on information.   
 
The coding was done by writing down whole sentences or discussions, not just single words 
or phrases, under the appropriate category. The sentences or discussions were, when relevant, 
supported by additional data, such as the reactions of the interviewee. Moreover, we added a 
section under each theme called ‘other meaningful and fruitful reflections’ to be sure that we 
did not miss any relevant information. These reflections could be something that we did not 
ask a question about, or something else that we felt was important and might influence the 
analysis of the case.  
 
After the coding, the nine hours of interviews and additional field notes have been reduced 
into forty pages of empirical findings. The way we preceded was to do a within-case analysis, 
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before merging the empirical data from all the interviews together to a single case. The 
within-case analysis will help the researcher to avoid drowning in data (Eisenhardt, 1989b), 
and means that you analyse the unique case before it disappears in the quantity of all other 
cases. If it does, you will lose information, and it is more difficult for you to get the whole 
picture. There is no universal technique for within-case analysis recommended by Eisenhardt, 
but the main point is to “become familiar with each case as a stand-alone entity”. (1989b, p. 
540) When the researcher has got a relationship and knows each and every ‘stand-alone 
entity’, it is much easier to find patterns. This approach has helped us a lot. Under the section 
of empirical findings, there are six analyses from six stand-alone entities. With this approach, 
the researcher is able to “go beyond the first impressions” according to Eisenhardt (1989b, p. 
541). This means that, we are not missing the uniqueness of each stand-alone entity when 
making the generalisation of the case. Moreover, we have been well aware of the increased 
risk that lies in two individuals analysing different sections and different topics, due to the 
risk of missing out on for example linkages and other important findings. However, as we are 
aware of the potential risk, we believe that we will be able to mitigate the risks of missing out 
on information, by communicating with each other during the analysis. Moreover, to read the 
analysis that the other one has done, is also preferable, because it might lead to find other 
important linkages and information. Otherwise, one might be blinded by one’s own analysis 
and hindered from seeing the big picture.  
 
The within-case analyses led us to ‘Empirical findings’, and hereafter it has been used as a 
basis for comparison and conclusions, even though we have - on a couple of occasions - 
returned to the coded material as well as recordings to ensure the correct interpretations.  
 
The major analysis has been worked out as an iterative process, comparing theory to data. In 
some parts there have been more data than theory, which has leaded us towards looking for 
supplementary theory to reach a fit between data and theory. Therefore the thesis can be 
described as partly abductive, related to the parts where we achieved more empirical findings 
than the primary theoretical framework covered. So, in order to reach theoretical saturation, a 
need of finding more theory on the topics; social integration - behavioural integration and 
power - politics occurred. We found out that the behavioural aspects of social integration was 
lacking within the primary concept, and regarding the concept of power we first studied 
distribution, but the empirics led us to think that the practice of power also was an important 
aspect. Therefore, the primary theory needed to be supplemented, in order to achieve 
congruence between empirical findings and theory.  

4.8 VALIDITY AND RELIABILITY 
 
The qualitative research design is argued to be weak in validity, since there are several 
situations and criteria which reduce the validity. Silverman (2001) points out three issues 
concerning validity which are vital: the impact of the researcher (‘halo’ or ‘Hawthorne’ 
effect), the values of the researcher and the degree of truth in the respondents answers. To 
increase the validity in the study, one can compare the qualitative data with quantitative data 
and/or go back to the respondent to check the answers and get them validated. However, the 
first suggestion is argued as inappropriate by Silverman (2001), since one cannot compare 
apples and pears. This is also discussed by Bryman and Bell (2007), where they believe that 
qualitative and quantitative data would benefit from having different criteria for validity and 
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reliability. The second suggestion, which propose to get the answers checked by the 
respondent, is not to validate the answers but instead to collect even more data for further 
analysis. In other words attain more information that could be further analysed if there is a 
need for a more extensive understanding than was first obtained. 
 
In our single case study, six out of nine executives within the TMT were interviewed which 
must be considered as good. The remaining three executives have answered the background 
questions as well as questions related to their cognitions regarding beliefs and priorities 
regarding the organisation. Furthermore, we consider that we reached, or came as close as 
possible, to theoretical saturation during the interviews, since we reached the point where we 
realised that ‘we have heard this before’. Therefore the incremental learning is to consider as 
low.  The closeness to theoretical saturation will raise the trustworthiness of the results. 
 
During the interview, we reduced the issues which might reduce validity by staying as passive 
as possible, and neither asking leading questions nor asking leading follow-up questions. 
However, during the interviews, it was important for us that we understood the answers of the 
interviewees’ correctly. Therefore, we often finished with clarifying statements by asking e.g. 
“have we understood it correctly if..?”, “is it correct that you think...” or “do you mean 
that...”, Bryman and Bell (2007) calls this “periodically restating what had been said” (p. 
475) and further, Kvale (1997) points out the benefits of these interpreting questions due to 
understanding the interviewee as it was intended.    
 
We made several arrangements to try to make the interviewee think as he/she would if he was 
in a TMT meeting during the interview, hence we consider the credibility of the study as 
good. We tried to do this in a number of ways, which are discussed in the section 4.4.1.2 
above. The transferability (external validity), on the other hand, is not very strong since the 
aim is not to generalise. Therefore, we cannot say that the answers and conclusions which we 
make are accurate beyond the research context.  
 
Nevertheless, we have strong measurement validity, which means that we can be assured that 
we are measuring what we want to measure. This is enabled through our strong 
operationalisation, which is further related to the reliability of the data. If the measurement 
validity is strong, then so is the reliability since we are confident that the outcome will not 
fluctuate if the study was conducted another time. Dependability (reliability) means that the 
study can be applied at other times. Regarding this issue we are aware of the difficulties in 
replicating the exact study and getting exactly the same results as when it was done the first 
time. The trustworthiness (Bryman & Bell, 2007) of our study could be measured through 
credibility, transferability, dependability and conformability.  
 
Conformability has to do with objectivity and to what extent the researchers values have 
intruded in the findings. In this thesis, this has been decreased by using an interview guide. 
However, since we use a semi-structured interview, it is almost impossible to conduct an 
interview which is value-free. As we were aware of this problem, it helped us to mitigate the 
risk of intrusion.  
 
Further, the use of different data sources increases the trustworthiness of the data. To support 
the main data source with observations and non-verbal expressions - ‘the accompaniments’, 
strengthens the statements made by the interviewees.        
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We consider the process of coding both valid and reliable, and we base this on how the 
analyses were carried out. The coding scheme was tested to cover the theory, as well as 
include additional perspectives that we identified after listening thoroughly to the recordings. 
As mentioned, it also included the category of “other meaningful and fruitful reflections” so 
that all relevant data was properly dealt with. Moreover, since we did tests to see the 
correspondence between the coding of the two authors, the inter-coding reliability must be 
considered high. The consistence after the test was good, and after an ensuing evaluation and 
discussion, the correspondence between the two coders was further increased.  
 
During the analysis of the empirical material, we went through the recorded interviews one-
by-one, and theme by theme, and also conducted an additional within-case analysis before the 
‘real’ analysis. These precautions were made since we are aware of the human limitations in 
handling too much rich data. In order to avoid data losses, as well as reaching biased or even 
incorrect findings we had a thorough approach in handling and analysing the empirical 
material which increases the trustworthiness of the study. 

4.9 CHAPTER SUMMARY 
 
A qualitative approach has been chosen for this thesis because we need to come as close to the 
process as possible in order to open it, and get involved with the people we are studying, 
which excludes the quantitative approach. Since we want to shed light on a special feature of 
the case, and gain a more intensive understanding of the process, the case study design was 
chosen for this study. First the objective was to study two cases, to be able to compare the 
findings. However, the interviews at the second case could not be conducted until four days 
before deadline, which made us delimit the study to a single-case study.  
 
Semi-structured interviews are our major tool for collecting empirical material. However 
other data sources will also be used, such as observations and documents. During the two days 
stay at Company A we have registered other data than the spoken word. We have been able to 
observe how the TMT act outside the interview context. An pilot-interview took place before 
conducting the interviews on Company A, to test the questions and to practice how to ask 
them.  
 
During the interview it is important to not influence the interviewee’s answers. Hence we 
were as passive as possible. The benefit of both of us being present is that one of us acted as 
the interviewee and the other one checked that all the questions had been covered. Another 
benefit was that the ‘controller’ could ask relevant follow-up questions if something was 
missed out or another interesting and relevant topic was raised by the interviewee. This was 
explained to the interviewee before the interview started, so that the interviewee would not 
wonder why we were two but only one asking questions.  
 
Originally we wanted two cases with different compositions of the TMT. So we set out to 
search for one homogeneous TMT and one heterogeneous TMT. This was a requirement for 
our original aim because we wanted to compare composition, process and performance. 
Another requirement was that the two companies should be in quite the same business 
environment to make it comparable. We soon became aware of the difficulties in gaining 
access to TMTs and how difficult it is to find a heterogeneous TMT. However, the 
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unfortunate timing of interviews at the second case made us change design to a single-case 
study.  
 
The operationalisation was made through locating previous research, questionnaires and 
interview guides on the topic of diversity in TMTs, the process and performance. However, 
this was very difficult, since there is a lack of studies which focus on opening the process. 
Instead we used questionnaires and an interview guide and took out the items which could 
help us to fulfil our aim. Some questions were amended and some were borrowed.  
 
The analysis was made through listening to the recording and coding the answers. The codes 
were not only words, but whole sentences to be able to include some in the empirical findings 
and, also, to not forget the context of the phrase or word. The theory was then put in context 
to the empirical data, which made us recognise that there was a need to find more theory due 
to the fact that we had more data than theory. So to support the data and reach theoretical 
saturation, we gathered some more theory.  
 
Through staying as passive as possible during the interviews and avoiding the ‘halo effect’, 
the risk of reducing validity has been mitigated. The truthfulness in their answers, which also 
affects the validity, must be seen as very high since we feel as we became quite close with the 
interviewees.  However, the external validity is not high, since the aim was not to generalise. 
Nonetheless, measurement validity must be seen as very high due to our strong 
operationalisation. Moreover, the trustworthiness of the data must be seen as good, since we 
have other data sources supporting the main data source.  
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5 .  EMPIRICAL FINDINGS 

In this section we present the empirical findings obtained from the interviews done at 
Company A, through documents and web pages, as well as information attained through 
observations from being present at the company for two days. The chapter commences with a 
short description of the company and ends with a short discussion about the consequences 
from limiting the study to a one case study. 

5.1 COMPANY A 
 
Company A was founded in 1944, and is a listed company. Company A is world-leading in 
environmental technology. The company develops, produces, and markets products and 
systems for industrial use. Production and assembly facilities are located in Sweden, Norway, 
Canada and China, and the products and systems are marketed via its own subsidiaries in 25 
countries and by agents and distributors in more than 50 countries. Moreover, the group has 
about 730 employees, and a turnover of approximately 1,300 million SEK in 2008. The focus 
of Company A is to create profitable growth. Company A is involved in two business areas. 
 
Company a faced some difficulties some 10 years ago. This downturn led to a new ownership 
and a new board of directors. Also, an extensive restructuring of the organisation took place. 
This downturn slowly changed and since 2003 the company has been a profitable growth 
company.  
 
The Group Management Team of Company A consists of nine managers; the CEO, the CFO, 
the COO, three sales managers responsible for different geographical areas, two business area 
managers and an HR manager. Six interviews were conducted within the TMT. The 
remaining three managers did not have the possibility to participate at the time. Most of the 
interviews were about 1 hour and 30 minutes. The longest interview lasted 1 hour and 46 
minutes, and the shortest 1 hour and 4 minutes. Further, the interview with the HR manager 
was shortened since the tenure of just five weeks made it impossible to answer all of the 
questions, and therefore lasted 42 minutes. 

5.1.1 COMPOSITION OF THE TMT 
 
When we conducted the interviews, a woman, the new HR manager, had been recruited just 
five weeks before, which made the TMT consist of eight men and one woman. Further, four 
out of nine managers are born within six years, between 1956 and 1962, and all of the 
managers had a Swedish nationality. The most common family setting was: married with two 
children.  
 
All interviewees1, but one, at Company A, had a university degree and four of them had an 
engineering background where all but one had a degree in industrial engineering and 

                                                 
1 The interviewed managers in the TMT will, in the empirical finings, be called “the interviewees” and “the 
interviewee”, when quoting just one.  
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management from the University of Linkoping. Further, the majority of the TMT members 
had an academic family background. Of the six interviewees, four had an academic family 
background with one or both parents academically educated. All interviewees, but one, also 
had sisters and/or brothers that had a university degree.   
 
All interviewees had previous international work experience. Either they have been managers 
in international companies in Sweden, or Swedish international companies with global roles. 
All, but two, have also been based abroad from one year up to eight years. Countries where 
the interviewees have worked and lived in are: USA, Canada, Brazil, Belgium, Great Britain 
and the Arab countries. Besides living abroad, the TMT members are, and have been, 
travelling a lot all over the world, since Company A is a global company.        
 
Regarding the functional background, a majority of the TMT, at Company A, are managers 
with market and sales as background. But, quite a few of them point out that they have mixed 
functional background, with experience ranging from technical development and production, 
to business development. This is probably tied to educational background, where the broad 
education in industrial engineering and management was the most common. Three of the 
interviewees also consider themselves as generalists.   
 
The organisational tenure within the TMT ranges from five weeks to 17 years. Three of the 
interviewees with the longest organisational tenure, 13 to 17 years, have been employed as 
managers at lower levels, and have then, later on, been recruited to the Business group as 
members of the Group Management Team. The organisational tenure of the interviewees 
ranges from five weeks to 17 years.  
 
The TMT tenure ranges from five weeks up to seven years, with the CEO having the longest 
TMT tenure. The CEO was recruited to Company A, directly to the TMT, in 2001. The rest of 
the interviewees have been recruited to the TMT after the CEO started at Company A. They 
were recruited 2002, 2003, 2005, 2007 and 2009. Aside from the three interviewees that were 
recruited internally to the Group Management Team, three of the interviewees, including the 
CEO, were headhunted to Company A by an executive search company. Two of the 
interviewees were recruited directly or indirectly by the CEO. The three managers who were 
not interviewed were recruited to the TMT in 2001, 2004 and 2006. 
 
Related to the external business environment, all interviewees described the effects of the 
present recession as “a temporary slash in the curve”, as one of the interviewees expressed it. 
All members of the TMT in some way disregarded the temporary decline, since they had a 
positive forecast with a strong belief in the, not rapid, but steadily growing market, due to 
global demand. The members of the TMT also described the business environment, related to 
the market, customers and the competitors, in a similar way: a fragmented non-turbulent 
market, conscious loyal customers and relatively small competitors, where several of them are 
soon experiencing internal change processes due to ownership. 
  
Moreover, regarding the preferences of what goal should be prioritised, all interviewees gave 
the same answer, profitable growth, which is also the stated goal for Company A. Aside from 
profitable growth, goals that could be more tied to each interviewees’ function was 
mentioned, such as:  “provide the world with Company A’s knowledge”, “satisfy the owners” 
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(the stockholders), “ebit”, “low debt-incurrence”, “focus on new markets”, “put effort on the 
post market” and “to be a market leader”. 
 
The question about the major strength of Company A gave very similar answers from the 
members of the TMT. They pointed out the global presence as the major strength of Company 
A. In addition to the major strength, the mangers also related to this question mentioned 
strengths that could be tied to their area of responsibility, despite the questioning about major 
strength. Strengths that were mentioned were: “the breadth”, “fast from decision to action”, 
“we are flexible”, “the differentiation”, “the brand” and “the size that admits own sales 
companies all around the world”. 
 
To the question as to whether the interviewees within the TMT perceive themselves as being 
similar to the other managers within the TMT, or dissimilar, they say that they are both 
similar and dissimilar. The interviewees that believe they are dissimilar mention that they 
have different personalities, such as fast or slow decision making styles, more or less 
analytical, seeing the whole picture or details, different strengths and that some of them are 
more operative while others have a more strategic approach. Regarding the similarities, some 
of the interviewees describe the forward-looking perspective, and the need for achievement as 
similarities within the TMT.  
 
One of the interviewees describes: “There might be too many offensive soccer players on the 
field” with quite an aggressive way of working. Another interviewee says that:  
 
“The managers within the TMT are maybe too similar to each other. We could have been 
more dissimilar.”  
 
The interviewee continues:  
 
“Company A is a global company, with businesses in 35 to 40 countries, and in the TMT there 
is a bunch of Swedes.” 
 
Some of the mangers also mention that it might have been a good idea to include individuals 
from other countries into the TMT, such as USA, Japan or Belgium. A few years ago, an 
Englishman was a member of the TMT, who unfortunately passed away, and now only 
Swedes are included in the TMT. The reason for being a TMT including only people living in 
Sweden are: “cost issue due to levels of salaries in other countries” according to one 
interviewee, “it is difficult to have managers geographically scattered” according to another 
and “a matter of convenience”, according to a third.          

5.1.2 THE TMT PROCESS 
 

5.1.2.1 TMT MEETING IN GENERAL  

 
A usual TMT meeting at Company A follows an agenda and commences with briefly 
discussing the previous meeting. A majority of the interviewees smiled when the question 
about how a usual TMT meeting is was brought up. Some laughed and joked that it is very 
informal, but then explained that it could be perceived as such by external individuals.   Every 
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manager has the possibility, and is expected, to update the others and go through their own 
area, and coming prepared to the meeting is important. Depending on what is currently most 
important, the meeting tends to be more focused on that topic or area as one interviewee 
explains: 
 
“There is an agenda, as usual, a bit different focus depending on the point of time and up on 
the wall, for exampl,e strategic questions such as acquisitions product development etc. 
However, also more practical questions” 
 
Even though there is an agenda for the meeting, there is space for discussions about other 
questions that have not been announced prior to the meeting. Issues and questions, which are 
not on the agenda, are raised spontaneously and discussed at the same meeting. Often, 
discussions are because one is opposed to a suggestion which then needs to be discussed. The 
discussions are open, and can be quite wild. However, it is always with heart and without 
anyone being angry afterwards. Discussing this topic brought up smiles and laughter, but was 
varied with seriousness. Company A has a common picture of how the discussions should be. 
This means that one has the right to say whatever they want about specific questions, which 
are under discussion, if one has relevant arguments for it. The discussions are accepted as 
being loud and sometimes harsh. However, there is a common understanding that what is 
discussed at the meeting, often very intensively, does not affect the relationship to one 
another. One interviewee tells us:  
 
“The ceiling is high and we can verbally beat each other up pretty bad without becoming 
enemies. We verbally punch each other and then smile. The ones who come from outside the 
company and see how the meetings are, become quite surprised, little politics and straight 
on.” 
 
And another interviewee explains regarding the discussions: 
 
“Often there is a heck of a discussion forum where the discussion can become very broad... 
...there are very lively discussions but that is what creates the dynamics. You are allowed to 
behave how you want to, but be aware that it might explode.” 
 
It is at the meeting the TMT members have a chance to question and argument, however one 
cannot raise one’s opinion about what was discussed post the meeting. If there is something 
one wants to say about a special topic, the meeting is the chance to express it, not afterwards. 
All of the interviewees had the same answer regarding this. One interviewee explains: 
 
“...you cannot come afterwards and whine because everyone has the chance to say something 
and it is not accepted to complain or raise a point after the meeting.” 
 
The distribution of the talking in Company A depends on what topic that is discussed. 
However, this also depends on the personalities Nevertheless, it is up to each and every 
individual to grab the opportunity to bring forward his or her issue. The CEO is expected to 
talk more than the others in the TMT one interviewee says and another one explains that the 
CEO has the power to steer the discussions. A third says that the CEO is expected to talk 
more because he is the boss. One sales manager’s office is located in the US, hence there are 
difficulties in him being as active as the others.  
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5.1.2.2 COMMUNICATION 

 
Depending on which members of the TMT who are present at the headquarters, members of 
the TMT meet more with different frequency. Some members do not live in the city where the 
headquarters are located, and, often members of the TMT are on business trips. Naturally the 
frequency of the meetings (accept from the formal TMT meetings) totally depends on who is 
at the office and who is not. However, communicating by telephone is an alternative when a 
physical meeting is not possible. Telephone communication is more common than contact via 
email.  
 
The distribution of the offices at the headquarters is also a factor of how often the members 
meet.  
 
“It is easier to walk in to another office if it is located close to mine. Personal logistics is 
important and it is hampering to not sit close to everyone.” one interviewee says.  
 
Walking in to another member’s office unannounced is usual. Most often, those meetings, 
where one just walks in to another one’s office are informal and are either to just check and 
update someone else who is affected by the specific issue, or to discuss a present issue. One 
interviewee explains: 
 
“There is an open door-attitude where we often walk in to another ones office either to update 
from the previous business trip and they are then job-related and we are very job-focused. 
These meetings are informal yet efficient.” 
 
Another interviewee explains: 
 
“There are groups within the groups that meet informally and solve problems which do not 
have to be decided by everyone in the TMT.” 
 
A third interviewee says that most of the informal meetings are work related, and these 
meetings can occur when there is a project driven by a small group within the TMT.  
 
The members of the TMT do not meet outside work if it does not include meeting customers 
for dinner or other work related activities, and some members meet very occationally to hunt 
or play golf. However, the frequency of the socialisation outside work is so low that the 
answer to the question of how often the members of the TMT meet outside work would be 
never. This is due to family and living location. One interviewee explains regarding the non 
socialisation out of work: 
 
“Most of us probably want to have it like that. We exhaust each other quite much at work and 
that is enough without going into each other’s private life as well.” 

5.1.2.3 DEBATE 

 
Discussing the topic debate brought up laughter and smiles from the interviewees, and a 
majority of the interviewees explained how they, within the TMT, debated before we had the 
chance to ask a question about it. This section related a lot to the TMT meeting in general, 
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where it was expressed that there are quite lively discussions and ‘high to the ceiling’. One 
interviewee explains: 
 
“Discussions are very open, nothing is wrong, you have the right to have an opinion if the 
opinion has a foundation.” 
 
Another interviewee describes: 
 
“Straight on, frankly and no ‘flourishes’, or else you would not get anywhere in this gang. We 
are very honest and open. There is an incredibly good atmosphere and you need to have a bit 
of self-irony.”  
 
A third interviewee thinks that there is acuity between person and argument. The debates are 
tough as long as they can separate person from argument. The debates are tough, 
undisciplined and loud. However, when it gets too loud CEO is the one who breaks the 
debate. 
 
Being straight forward is important and it is also important to say what you think at the 
meetings, because it is when you have the chance to oppose. However it might also be debates 
and discussions about what is discussed at the meetings. Some say that there might be too 
much focus on specific areas, not only because it is an important issue to discuss at that time, 
but also due to an overrepresentation of sales. However if a member thinks that there is too 
many discussions about sales, then this issue is raised at the meetings. 

5.1.2.4 DECISION MAKING 

 
The process of making a decision in Company A is different, depending on the character of 
the issue that should be decided upon. If it is a small decision, that does not concern every 
member of the TMT, then, this decision is often made amongst those who it concerns. This 
could be related to the communication, where decisions can be made in the meetings that have 
the informal character. The responsible manager for the specific area could make a decision 
without approval from the other managers. Many decisions are made this way, and, 
sometimes,  the managers wants or needs approval from the CEO before continuing, and 
might then just walk into CEO’s office to get it. An interviewee stresses that: 
 
“This is not due to bad will, but sometimes it is impossible to wait three weeks until next TMT 
meeting. The pace decides.”  
 
The responsible manager also has the most power if the decision concerns the area. However, 
if good arguments arise, then there is a possibility that the argument might ‘win’.  
 
One interviewee explains: 
 
“The CEO is not as harsh as he might seem when looking at him/.../he is not impossible in 
any way, if someone has better arguments then he accepts them and gives in.” 
 
Depending on the decision, the process is different. When we brought up this question, the 
reactions of the interviewees were that we asked something that is quite obvious. Sometimes, 
a decision can be made in one meeting, even those which have been raised at the meeting, and 
sometimes, a decision is a long process. The process then starts with a project group looking 
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closer at a specific decision, and, if this is something that they should continue to look at, then 
it is brought up and discussed at the TMT meeting. However this also depends on the nature 
of the question. If there is no doubt that they should not continue investigating the question 
then almost always that decision is made in the project group and not brought up at the 
meeting.  
 
If, on the other hand, the project group thinks this is something to continue with it is might be 
presented at the meeting and discussed, depending also of the nature of the question. 
Sometimes questions do not have to be discussed at all with the whole TMT and are therefore 
not.  
 
An interviewee says: 
 
“...CEO to thank, he is very determined and not afraid of standing for the decisions made. 
This has, I believe, formed the rest of the TMT as well”.  
 
Before making a decision whether to accept or deny a question, they weigh different aspects 
against each other. Not only do they have debates about a specific question, they also take 
into account every point raised, if there is a good argument for the point. Not every member 
of the TMT is equally familiar with every area, hence, there are unequally distributed aspects. 
The functional backgrounds also influence the interest of the members, which is one factor for 
the unequal aspects.  
 
Sometimes the information that has been presented is too little on which to build a foundation 
to discuss, which hinders the discussion and potential weighting of different aspects. One 
interviewee explains: 
 
“We could be better at gathering more information and be more thoroughgoing. This has 
been one of the weaknesses, that we are not able to discuss when we do not get enough 
information. This is a difficult balance and sometimes we base our decisions on gut feeling.” 
 
At Company A, it is acceptable to openly challenge the others’ opinions, as long as one has 
good arguments for that, as well as knowing that the challenge might be reverse the next time. 
At one meeting, questions or proposals by person A might be challenged or questioned by 
person B, and the other way around another meeting. This is something that everyone is aware 
of and accepts it. However, the distribution of participation in the debates in Company A is 
not equal. This depends not only on the topic discussed, but also depends on personality. It 
simply depends on how much you dare to confront and debate. An interviewee explains: 
 
“To be a member of a TMT is like having a role play, you need to know from which 
perspective one is supposed to see an opportunity: from a financial: business or market point 
of view, and so on.” 
 
And another interviewee explains that “different roles need to be able to step out of them and 
stand on the other side some times, if you are not able to do that then you do should not be 
members of a TMT.” 
 
However, in the TMT of Company A, there is a need for members that do express their 
thoughts and ideas, and even their oppositions. One interviewee explains: 
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“CEO expresses his opinions very strongly and therefore others also need to do it, or else it 
will be the CEO’s decision that will go through in the end.” 
 
The acceptance of the decisions made is very high in Company A’s TMT. If a decision is 
made, then everyone accepts that the decision is for the best of the organisation. One 
interviewee explains that “you need to accept each other’s roles without having a tug-of-
war”. If one does not accept the decision, that it is in line with the strategy of the company, 
and, if one member is not convinced, then the TMT in Company A is not the right place to be. 
An objection towards a decision is not accepted. One interviewee explains: “The culture in 
the company is: the discussion is over when it is over.” 
 
The time spent on decisions varies, depending on the nature and complexity of the question.  
Overall, the decision making process is quite short and fast. The majority of the questions are 
solved in one meeting. However, if there is a big decision, then there is a longer process, 
starting with the idea phase. Regarding the speed of the decision making process sometimes 
there is a tendency that decisions are made too fast. One interviewee says: 
 
“Sometimes, the decision making process is too fast. This might be due to the fact that some 
are more operative than others. However, it is better to make a decision than no decision at 
all.” 
 
When it comes to the implementation of the decision, it, most often, follows the way which is 
said. However, sometimes the implementation process can take a longer time than expected, 
or change a bit due to unforeseen circumstances, etc, as one interviewee explains: 
 
“The ambition is to follow the plan however depending on the degree of difficulty. If there is a 
need for change then this is decided within the business area and is not something that is 
discussed within the TMT.” 

5.1.2.5 PROBLEM SOLVING 

 
How Company A solves a problem or handles a potential opportunity is quite informal. When 
a problem or opportunity is recognised, a group or individual is appointed the responsibility of 
investigating it and present a possible solution the following meeting or another meeting. This 
is if there is a problem or opportunity that needs to be handled. Sometimes, there are different 
opinions, which then need to be discussed, but most often not all members of the TMT needs 
to be part of the handling. One interviewee explains that, when an idea is generated, a kind of 
brainstorming follows and it is then important that the ideas can be discussed so the ideas are 
not killed at once.  
 
There is a respect amongst the members of Company A about what one manager does, how 
he/she solves problems, or handles potential opportunities. In other words, there is a trust that 
the colleague makes the right decision regarding his/her specific area. Many of the decisions 
are made in smaller groups.  
 
The TMT in Company A is innovative when it comes to problem solving. Some members are 
more innovative than others, and, sometimes, they are too innovative. A majority of the 
interviewees laughed and smiled when we asked the question about how innovative they are. 
One interviewee says: 
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“Sometimes we are too innovative, however, there is openness and a great focus on problem 
solving.” 
 
Another interviewee says: 
 
“We are pretty good when it comes to visions, not seldom we drift our in our visions. 
Nevertheless the atmosphere is very bubbling and innovative. But some are more innovative 
than others. You need to think outside the box when it comes to the innovative part/.../some 
might need to be more innovative than they are.” 
 
Why some are more innovative than others depends on, according to the interviewees in 
Company A, personality as well as the question. Some are more concerned than other 
members of the group.  

5.1.2.6 CONFLICT 

 
All members of the TMT admit that there are disagreements within the TMT. During the 
interviews, they all talked about the disagreements with a smile on their faces and without any 
tension. Further, all of the interviewees point out that the disagreements are related to 
different issues or task, not any personal matters. Some of the TMT members stress the fact 
that they are not conflicting about the basic values of the company such as the goals or 
strategies, which they all agree upon, but about different task related issues or details. When 
the interviewees described different situations, about when disagreements have occurred, 
some of them mentioned issues related to the matrix organisation.  
 
Moreover, all members stress the direct way in which they are communicating with each other 
when disagreements occur. They all appreciate the direct way of dealing with disagreements. 
Some citations from the interviewees about how they debate: “everything from calm and 
objective to stormy discussions”, “sometimes there are clashes, and it is relieving”, “you do 
not just sit there keeping quiet, you ask...”, “of course one could be sour, be one soon gets 
over it”, “we do not just indicate, we are straight on” and “you have got to fight for your 
perspective, and convince the others, sometimes you have to surrender, but not so often” (he 
laughs). 
 
The task disagreements are considered as good for the organisation by several members of the 
TMT. One interviewee says: “...this is the way bad ideas are thrown away.”, another one 
says: “If there are going to be dynamics within the TMT there needs to be disagreements.”, a 
third one says “...the open disagreements and discussions are the strength of the TMT. We are 
all strong personalities, and this is a culture which is created in the organisation when you 
have to fight to survive” (aiming at market and the competition) a fourth says: “if we all 
agreed upon everything, Company A had not been so successful” and a fifth interviewee 
argues: “the optimum climate is not a TMT where everyone agree with each other, but the one 
where you are allowed to have different opinions and dare to challenge each other”. 
Moreover, one of the interviewees summarises the standpoint with: “if there is no blood, 
there is no blood pudding”. 
 
Not one member of the TMT says that he or she is afraid of being open with his or her 
opinions, but as one interviewee express it:  
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“That is a question of personality whether, and to what extent, you dare to oppose. It is a 
question of self-confidence”.  
 
Since the mangers are direct and clearly state when they have different opinions about task 
related issues, it is quite often that those disagreements appear. Some of the interviewees 
explain: “often!”, “every now and then, actually every meeting” and “every meeting there is 
at least one discussion where we raise our voices”.  
 
The members of the TMT emphasise the fact that there are no personal issues subject to 
disagreements. Further, some of the interviewees make the remark that there are no tensions 
after the disagreements, as the interviewees express it:  
 
“When we split up after every meeting, we do it as friends, and there are never tensions left.”  
 
and “There is not one disagreement, in which I have been, that has been solved without a 
good laugh. We are able to have tough dialogues with a smile. In our TMT we have found it.” 
 
Consequently, none of the interviewees perceive any socio emotional conflicts, but related to 
the personal chemistry within the TMT, all interviewees are united, as one interviewee 
express it: “The personal chemistry is not fantastic, but it is good”. Some of the others say: 
“We are not best friends, but that does not matter, as long as we are able to cooperate well.”, 
“You do not have to love your colleagues in order to work well together.”, and  
 
”We are different personalities, but we respect each other’s competences. But it does not 
matter if we are best friends or not, we are not going to celebrate Christmas together...”, 
 
and “It is good, but I do not love anyone, on the other hand I do not hate anyone either.”. 
When asking the question about socio emotional conflict, it was almost as they all wanted to 
say “of course there are no emotional conflicts, what a stupid question to ask”. Somehow, we 
got the impression that they believe socio emotional conflicts does not belong in a TMT 
meeting, and if there is, then you had better solve it outside work.  
 
In case of disagreement, either the managers finally agree on the basis of ‘let the best 
arguments win’, which is the most common solution, or the CEO makes the decision. If the 
CEO decides something, there is a total acceptance from the rest of the TMT, since they all 
trust and respect him. Some years ago there was a turnover of members in the TMT, as there 
were persons that did not appreciate the disagreements within the group, and did not accept 
the solutions. After that shift everyone feels comfortable with the disagreements.       

5.1.2.7 SOCIAL INTEGRATION 

 
All of the members of the TMT consider the cooperate climate as good. The willingness of 
cooperation has its foundation in the trust and respect the managers have for each other. The 
open climate is something every interviewee in the TMT appreciates. Moreover, the absence 
of politics within the TMT they experience as relieving: “no games and no backstabbing” as 
one of the interviewees expresses it. The apolitical climate is mentioned as being very 
important for several interviewees. Further, some of the interviewees point out that that there 
is a foundational feeling of security within the group, as one of them expresses it: “by far the 
best TMT I have ever been a member of”.  
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Despite the open climate and the satisfaction with each other, the managers do not socialise 
outside work. A couple of the interviewees mention that they have gone for a beer after a job-
related meeting, or have been out hunting pheasants with customers, but they do not socialise 
together with families outside work. 
 
Almost all of the interviewees within the TMT consider that they have the CEO to thank for 
the open climate, who, according to them, is setting the standard. One of the interviewees also 
brings up that the positive climate is enhanced by the CEO, and his selection of members in 
the TMT:  
 
“The CEO has selected this type of people around him. ...very little politics, no one feels 
offended by open critique, directness and no talking behind the backs of each other”.  
 
The role of the CEO is further developed in the section related to power distribution.  
 
The interviewees were asked to define a ‘team’, and they described a team as a group that has 
a common goal and as a group of people that see to the best of the whole company and not to 
one’s own best. Another important ingredient, that was mentioned by several, was to support 
and stand behind each other, also when someone has made a mistake or a misjudgement. 
 
Regarding the ‘teamness’ in Company A, only half of the interviewees are convinced that the 
TMT is actually a team, according to their definition. The majority of those that consider the 
TMT as being a team use the metaphor of the team as a boat, either “to help each other on 
board”, “to see that no one falls over board”, “help each other, since we are sitting in the 
same boat” and “pull the ones in that are falling over board”. 
 
The other half of the interviewees are doubtful regarding if the TMT is a team. Those who are 
doubtful, think that they have potential to be a team, but then they have to think more “we” 
and less “I”. As one interviewee expresses it:  
 
“We are a group with quite strong individualists. After the common goal is set, everyone is 
driving their own race. High speed does not always fit in with consensus and a feeling of 
teamness.”  
 
The other interviewees that are doubtful say that “there are subgroups within the TMT that 
are  working like a team”, but the interviewee “has not seen the TMT working together like a 
team” since they most often go back and work in their functions. Moreover, another one of 
the interviewees argues that the members of the TMT even might have to work in a more 
project oriented way, in order to make common strategic decisions. The interviewee considers 
the way they work now, as quite separated. The interviewee also adds that “maybe there are 
too many midfielders within the TMT at the moment” referring to a football team which needs 
players in different positions.  
 
One thing that one of the interviewees stresses is that they “obviously work well enough 
together since Company A is successful. But from there to be a team...”. The interviewee says 
that it might not need to be a team. Further, the interviewee describes that the about ten 
management teams in Company A which the interviewee is responsible for arranges team 
building activities, as well as social arrangements such as barbecue evenings, but on the TMT 
level this might not be necessary.    
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Related to performance, all interviewees consider the TMT as quite high performing, but as 
one interviewee says; “there are potential for improvements”. Some of the interviewees 
mention possible things to improve, and it is more about how they work, than regarding what 
they do. One of the interviewees suggests that they might need to oversee the way they work 
together, but as he put it: “we are running so fast that we do not have time to reflect upon our 
internal working process”.    

5.1.2.8 POWER DISTRIBUTION 

 
When it comes to power distribution, this has been touched upon in the all the sections above, 
but some main points will be presented more in focus here. The members of the TMT seem 
satisfied with the present distribution of power within the TMT. If one has something to say 
or an opposing view of a specific issue, they should make themselves heard. It is up to each 
and everyone to speak and whoever does speak has the right to do so. However, some 
managers are quieter than others. This is due to personality as well as function. A couple of 
the interviewees say that they think that CEO is expected to talk more than the others in the 
TMT, since he is the boss. Another interviewee explains that the CEO has the power to steer 
the discussions, and he does.   
 
One thing they all agree upon is that all of them got power: it is just a question of formulating 
the most convincing arguments and standing up for them in the TMT. So, as one of the 
interviewees expresses it: “it is up to each and every one to take initiative, step up and argue 
for your thoughts”.  
 
It is at the meetings that the TMT members have the opportunity to question and to argue. 
However, one cannot raise ones opinion about what was discussed, post the meeting. If there 
is something one wants to say about a special topic the meeting is the chance to express your 
opinion, not afterwards. One interviewee explains: 
 
“...you cannot come afterwards and whine because everyone has the chance to say something 
and it is not accepted to complaint or raise a point after the meeting.” 
 
Depending on what is currently most important the meeting tends to be more focused on that 
topic or area as one interviewee explains: 
 
“There is an agenda, as usual, a bit different focus depending on the point of time and up on 
the wall for example strategic questions such as acquisitions, product development etc. 
However, also more practical questions.” 
 
Some of the interviewees within the TMT claim that sales is overrepresented in the TMT, 
thus, also a lot of sales related issues and discussions occur at the TMT meetings. The CEO is 
included in the sales oriented group. One of the interviewees laughs, before he tells us about 
the sales dominance. But, as the interviewees say, if you are working in a growing 
organisation and have a dominance of sales managers within the TMT, all the sales talk 
during the TMT meetings might be the consequence.  
 
All of the interviewees argue that, once a decision has been made, one needs to accept it, and 
they do. One interviewee explains that “you need to accept each other’s roles without having 
a tug-of-war”. If one does not accept the decision, that it is in line with the strategy of the 
company and if one member is not convinced then the TMT in Company A is not the right 
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place to be. An objection towards a finished decision is not accepted. One interviewee 
explains: “The culture in the company is: the discussion is over when it is over.” 
 
The CEO is very important to Company A in many perspectives. The interviewees explain 
that his achievement in bringing Company A out of the ditch, when he first started, to turn it 
around into a successful growth company is something that gives them respect for the 
capabilities of the CEO. As one of the interviewees puts it:  
 
“CEO is a damn good guy, who the most people have great respect for. He has a brilliant 
intellect, he is analytical and he is apolitical” 
 
Moreover, he is also pointed out as being the driving force behind the open climate within the 
TMT. His way of encouraging and accepting different views is promoting the lively 
discussions within the TMT and this is expressed by one of the interviewees: “CEO has 
created the open climate, but it is up to us to discuss and debate.” 
 
Another interviewee explains: 
 
“...CEO to thank, he is very decisive and not afraid of standing for the decisions made. This 
has, I believe, formed the rest of the TMT as well”.  
 
When it comes to decision making, every interviewee says that it is naturally that CEO has the 
final word. However, the best argument wins. In other words, even though CEO has an 
opinion that is not aligning with all the other members of the TMT, that does not necessarily 
mean that CEO’s opinion will be the one that concurs. 
 
One interviewee explains: 
 
“The CEO is not as harsh as he might seem when looking at him/.../he is not impossible in 
any way, if someone has better arguments then he accepts them and gives in.” 
 
One of the interviewees says that the CEO probably has recruited the type of managers, into 
the TMT, who fit into the culture of no politics, no backstabbing, being direct towards each 
other and not being offended by clear critique from the others. Some of the interviewees also 
point out the importance of accepting the decisions made independently of who has made the 
decision. One of the mangers says:  
 
“The CEO clubs the decision that we need to accept... ...you have to accept that you are 
steamrollered regarding some decisions made. You have to be a little bit like a goose, since 
the CEO is responsible even for my decisions related to the Board of Directors.”  
 
As information clubbing the decision does not necessarily mean that the decision is made by 
the CEO.   
 
Related to the leadership, and the leadership style, in Company A, one of the interviewees, 
says; 
 
“CEO has worked for, and also achieved, great respect from all of us in the TMT. He is the 
self-evident lion male, who makes us walk in the right direction.” 
 

74 
 



The opening of the black box 
 

Another interviewee is describing the leadership as; 
 
“We are all managers out in the organisation, but here we have only got one boss and his 
name is NN” the interviewee continues and says: “he wants consensus in important decisions, 
and then he waits for us to discuss and reach as long as it is possible” and “he is judging 
when he has to.”  
 
“No one of us have problems in conforming. If you have that, there are other things to do.”   
 
Nevertheless, one of the managers laughs and jokes: the way they make decision is to ask the 
CEO what he thinks, and then we all agree with him.”, before explaining the quite equal 
power distribution regarding decisions.  
 
As one of the interviewees note:  
 
“Every manager accepts a meeting without knowing before what is going to be debated, since 
there is a lot of trust between CEO and the managers. The CEO impresses the culture within 
the TMT in this sense.”   
 
His leadership is labelled “powerful leadership” by one of the interviewees. It is pointed out 
in the terms of leading discussions as: 
 
“We have a CEO who has the ability to lead the discussions where he wants, quite concrete 
sometimes. If you have powerful leadership, you have.”  
 
The interviewee also admit that some other members of the TMT have about the same 
leadership style as CEO, so there is a reason as to why the meetings are “quite refreshing”, as 
the interviewee expresses it.   
 
The CEO himself admits that he strongly expresses his opinions, and therefore needs other 
managers around him that do the same, otherwise it is only going to be his own opinions that 
are represented within the TMT, and that is not the way he wants it.  

5.1.3 ORGANISATIONAL PERFORMANCE 
 
Company A performs better than their competitors in all categories (innovations, product 
introduction, strategic change, profit, market share and product line). There are some niche 
companies that perform better in terms of profit, but looking at what the whole concept which 
Company A offer, there is no big competitor. There are competitors in each segment that 
might put up a fight, however, none are as big as Company A and their business concept.  
 
Calculated in percentage terms, where 100% is ideal performance, Company A has a mean of 
65% of ideal. To maximise performance requires continuous improvements within all areas. It 
has to work with more financial foundations because of the size of the company, sell more 
cleverly, administrate more cleverly etc. 
 
The competitors to Company A lie below 65% of ideal performance. However, again, some 
niche companies might be above 65%, but not as a whole.   

75 
 



The opening of the black box 
 

5. 2 OBSERVATIONS DURING THE TWO DAYS AT 
COMPANY A  
 
When we first came to the Company A’s headquarters, we were greeted by the receptionist 
and, after that, met with our contact person. At that time, our contact person sat in a meeting 
with one of the other interviewees to be. However, this did not prevent them from inviting us 
into the room. Our contact person was very friendly, and gave us our own room in which we 
could put our clothes and other equipment necessary for the interview sessions. The overall 
first impression was of an office with open doors and friendly people greeting each other. 
Already, after a few minutes, we got the impression that the atmosphere was good and climate 
was friendly and open.  
 
Before starting the first interview, actually on the way to the first interview, our contact 
person, who is also one of the interviewees, led us to the office where the first interview 
should be and, on the way, bumped into several others of the managers and directly started to 
talk, joke and laugh. We also, literally, just walked into CEO’s office and got introduced. Our 
contact person also introduced us to other managers, soon to be interviewees, and made jokes 
about the interview and that we were going to give them a hard time. Everyone smiled and 
laughed. 
 
During the interviews some telephones rung, people knocked once and then entered the room 
etc. However, this was nothing that anyone got upset over, it seemed to be accepted and how 
it is done at Company A.  
 
The overall impression is that the climate is very good, friendly and open. Even though, as 
can be read in the empirical findings, none of them meets regularly outside work, it felt as 
they might as well could have.  
 
At lunch time we had our lunch in the in-house restaurant at Company A. A reflection we 
made was, during both days at Company A, it was just ‘blue-collars’ having their lunch in the 
restaurant. It might be the way that, the ‘white-collars’ had their lunch at other times, but we 
got a slight feeling of segregation when it was just ‘blue collars’ present. This regards the 
members of the TMT, middle managers were maybe present at lunch, however, since we do 
not know how they look, we could not distinguish them.  
 
As mentioned, one of the interviewees was just recently recruited to Company A, and 
therefore the interviewee had some difficulties in answering all questions during the interview 
so, it was shortened a bit. Nevertheless, the interviewee shared the impressions from the first 
month at Company A with us. This was very valuable for us since she still had ‘fresh eyes’, 
and was able to describe the daily life at Company A through an observational perspective. 
With ‘observational perspective’ we mean that, the interviewee self observes the TMT and 
their behaviours. Hence, we attained information that could strengthen our own gathered 
information from the observations.  
 
Moreover, the newly recruited interviewee told us how the TMT had been welcoming and at 
once got accepted into the TMT. This together with how we were welcomed strengthen that 
the atmosphere is welcoming and the members of the TMT are very open towards newcomers 
of the group. Even though our work at Company A could not, in any sense, be compared to 
the newly recruited interviewee, we can feel the welcoming atmosphere.  
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During some of the interviews we experienced the importance of time when being a member 
of a TMT, however, not at all in the sense that we felt like we took too much of their time. 
Some interviewees worried that they spoke too much so that we would not be able to make it 
to the next interview session. And if the time was up but there were a few questions left, it 
was ok to ask them as well. So the high pace, which comes with being a member of the TMT, 
did not show during the interviews. However, we were able to observe that the time was 
precious when some interrupted the interview to say that he/she needed to speak to the 
interviewee as soon as possible. We also observed that telephones rang continuously in the 
offices of the TMT members.  

5.3 FROM TWO TO ONE CASE 
 
Our original intention was to perform interviews on two companies with different 
compositions in order to be able to compare the findings. We were accepted to conduct 
interviews on a second case with a heterogeneous TMT, however, when we were informed 
about when the interviews were going to take place, a multiple case study was no longer 
possible to conduct due to the time limit. After deciding that the second case was no longer 
feasible, a number of consequences were realised. The consequences forced us to focus more 
on the opening of the process through examining the interaction between TMT members and 
not so much on performance, as was our original purpose. With the original aim, it would 
have been possible to compare the findings. However, we are still able to do a good single 
case study due to the different data sources, the number of interviews within the same TMT 
and the intensity of the interviews we have conducted.    
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6 .  ANALYSIS 

6.1 COMPOSITION 
 
As earlier described regarding the sampling, we sampled Company A as our homogeneous 
case, from a theoretical point of departure. The analysis of the compositional aspects shows 
that Company A is homogeneous both from a demographic and almost in a cognitive 
perspective as well. In other words, there is a high degree of sameness in most of the 
measured aspects. 
 
The “average” member of the TMT of Company A is a Swedish male, born in the late 1950s, 
he is married, and together with his wife he has two children. He has an academic education 
in engineering from University of Linköping, and also his family background is academic. He 
has international work experience, mainly from large Swedish corporations abroad, where he 
has spent some years based in other countries.  Therefore, we will categorise the TMT as 
homogeneous regarding the demographic factors. 
 
The demographical homogeneity might be an effect of the attraction-selection-attrition (ASA) 
phenomena (Schneider et al., 1995), since two of the top managers were directly or indirectly 
recruited from outside by the CEO, and six of the other managers were internally recruited 
after the CEO was appointed to Company A. The homogeneous team and the recruitment 
might also be explained by the similarity-recruitment (Byrne, 1979). Related to the 
recruitment, it is interesting to notice that the one with the longest TMT tenure is the CEO. 
The length of the CEOs TMT tenure is going to be further developed related to the section 
6.2.8 below.  
 
In the present TMT, there is also a high degree of homogeneity when it comes to cognitive 
aspects, as beliefs and preferences. All of the managers are describing the business 
environment in very similar ways, and also the strengths of Company A are perceived in the 
same way. Further on, the perceptions of the process - what the members within the TMT are 
doing and how they do it  - are very much the same independently of who, in the TMT that 
was questioned, which is proof that that the mental maps regarding the process are about the 
same among the members of the TMT in Company A.  
 
When it comes to the major goal of Company A, all of the interviewees mentioned the 
formally stated overhead goal as their own goal but, interestingly, all of them mentioned 
additional goals, and the other goals mentioned were, to a high extent, related to their own 
functional response in Company A.  So, from the major goals mentioned, you could ‘trace’ 
the managers’ area of response. Therefore, one could say that if there is any diversity in terms 
of cognitions, it is related to the functional area of response. Moreover, when it comes to 
balance within the TMT related to functions, there are several managers within the TMT that 
are into sales, who by some of the others, sometimes are perceived as too sales dominant. As 
one interviewee expresses; “sometimes the TMT meetings are more like sales meetings” 
continued with the perception of that “in addition we have a CEO that is very interested in 
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sales”. This diversity due to function, leads to some of the managers wishing that the TMT 
meetings could be more strategic and less operative. In other words, some interviewees wish 
that the TMT meetings could deal with more strategic issues, and less with issues related to 
the operative level of the business. 
 
Related to homogeneity and the ASA-theory, also the last step in the cycle, attrition, has been 
present in Company A. The managers within the TMT refer to the fact that, around 2003, 
there were managers within the TMT who had other preferences and/or beliefs and could not 
accept the strategic decisions made. Therefore, they made the choice to leave. The attrition of 
the former TMT members, is referred to as “a big blood bath” by one of the managers. The 
present top managers consider the TMT as “a strong group” and the mood within the group 
is action oriented and the mind-set is related to profit and growth.  
 
When we asked the interviewees about the similarities and dissimilarities within the TMT, 
they considered them both similar and dissimilar. When they describe in what way they are 
dissimilar or similar, they mainly mention personal traits, in terms of approach or 
complementary strengths and weaknesses, related to both function and personal traits. The 
forwardness and need for achievement seems to be something that really unites all of the 
managers.  
 
In terms of composition of the TMT, a couple of the interviewees raised the question of 
balance and diversity within the TMT. The ones that considered it as maybe too homogeneous 
referred to the above mentioned forwardness: “there might be too many offensive soccer 
players on the field” with quite an aggressive way of working. A couple of the interviewees 
speculate that this might be changed due to the recently recruited female manager, which they 
think it is good. Moreover, related to diversity, some of the interviewees mention that it might 
have been positive due to Company A’s global businesses to recruit managers from USA, 
Japan or Belgium. However, they come up with different explanations to why not; cost issue, 
geographical problems and convenience. 

6.2 PROCESS 

6.2.1 TMT MEETING 
 
The reason why the interviewees were asked to describe a usual TMT meeting was to see if 
the interviewees had the same opinion of how a usual TMT meeting was conducted. In this 
case (Company A), the interviewees all had the same description of the meeting. Usually it 
was explained as having an agenda where different issues were discussed and, after that, there 
was space for discussions about other issues which was not on the agenda. Depending on 
what topic or issue is the most important one at the time, the TMT meeting is often coloured 
by it. However, there is an overrepresentation of sales functions within the TMT of Company 
A, which also implies that there is much sales related discussion and issues on the agenda at 
the TMT meetings.  
 
Related to cognitions, as discussed in the previous section, the interviewees have the same 
cognitions of the TMT meetings. They all used words like agenda, quite informal and open 
climate when they described how a TMT meeting is conducted.   
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The members of the TMT are different involved in the discussions depending on which 
function the member has. This is one of the reasons to why some are quieter than others but 
also personality is a factor for being quieter than others. This could be linked to 
communication, where project groups within the TMT, or, members who are connected to 
each other through an issue or function, communicate more frequently than the TMT as a 
whole (see section 6.2.2). 
 
Moreover, at the TMT meetings, the interviewees explained that decisions are made after 
having discussions, or, sometimes discussions are not needed. Related to decision, subgroups 
within the TMT decide on issues then do not need to be decided at the TMT level. More about 
this can be read under the section 6.2.4. 
 
At the meetings, there are often discussions which can be quite harsh and noisy. It seems like 
task related debates are more rule than exception at the TMT meetings. These debates appear 
to be accepted, and are welcomed, it seems, by everyone in the TMT, because if there are no 
arguments or discussions about the tasks then they might miss out on important information 
or important aspects. This is further discussed and developed in section 6.2.3. 

6.2.2 COMMUNICATION 
 
As discussed in the theoretical frame of reference, the questions on communication was asked 
to try to capture the informality/formality as well as frequency of the communication and also 
as Umans (2008) argues that flexibility and open discussions might lead to more exchange of 
ideas. Company A has a very open communication style with many informal meetings either 
through telephone or face-to-face meetings. The informal meetings are mostly, if not always, 
work related. A majority of the meetings, that is not formal TMT meetings, appear to be 
informal. In other words, meetings that are not TMT meetings appear as seldom planned. 
These meetings seem to be mostly between members of the TMT that have a connection in 
function, or connection because of the project (subgrouos). Sometimes it happens that 
meetings are formally arranged between some members of the TMT. 
 
The frequency of the informal meetings, between subgroups, is higher than the formal 
meetings within the subgroups. At both the formal and informal meetings, decisions that do 
not need to be made at the planned TMT meetings, are handled and decided. In other words, 
groups, consisting of people related to each other through work tasks, within the TMT often 
meet and discuss issues that concern them and their function area. So there seems to be 
informality, foremost, between the members that drive a project or are connected to each 
other in other ways through an issue or topic that needs to be decided. This means that the 
communications does then not only depend on who is present, or not present, at the 
headquarters, but also who is concerned.   
 
This can be read from one of the interviewees’ answers: 
 
“There are groups within the groups that meet informally and solve problems which do not 
have to be decided by everyone in the TMT.” 
 
Also, another interviewee says that most of the informal meetings are work related and can 
occur when there is a project driven by a small group within the TMT.  
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Even though the communication climate is good and very open, is seems to be the members 
of the TMT, who have a functional connection that communicate the most, either through 
walking into another’s office, or, by telephone. Another conclusion that can be drawn from 
the interview, when it comes to the communication part, is that they do not meet outside 
work. This strengthens the possibility that the communication within the TMT is always 
work-related and the frequency of the communication is as often as it needs to be, depending 
on the issue at hand. It is also strengthened by what Smith et al. (1994) write, that 
communication is facilitated by for example experiences, attitudes, background and values. 
However, function seems to be the big factor facilitating communication in company A. This 
is when it comes to work-related communication. 
 
There is not a high frequency of communication that is not work related. Nevertheless, when 
it comes to work-related communication, the frequency seems to be high amongst the smaller 
subgroups, than in the whole TMT.  
 
Communication and decision appears to be related to the function and area that the issue 
concerns. Since it appears that there is a higher frequency of communication between the 
members that are related to each other through e.g. function, function drives communication.  

6.2.3 DEBATE 
 
As written in the theoretical frame of reference, debates are open discussions between 
members who do not agree with the others position on a task related issue (Simons et al. 
1999). This is certainly something that Company A practises. The open climate allows 
debates and discussions in the meetings. We would argue that, due to the fact that there are as 
many open discussions as there are, the decision that is finally made will have been examined 
through every angle that has been brought up. The different approaches, to one issue, are 
examined, hence decision comprehensiveness.  
 
The debates at Company A can be very loud and harsh. It seems as if there are no hard 
feelings when the debates are over, since the debates are task related. However, some of the 
interviewees did say that one can get grumpy at first and that one needs to have self-irony. 
Does this maybe imply that the debates could take a personal twist even though no one 
realises it? For sure, the debates are accepted and welcomed, but only when they the argument 
has a relevant ground. When the debate gets too loud and is no longer fruitful, the CEO enters 
the discussion, and concludes it.  
 
There is no doubt that the members within the TMT openly challenge each other in task-
related issues. Tomicic (2001) discusses that creativity, learning and innovation is created 
through allowing debates and, moreover, if the managers openly challenge each other, the 
quality of the decisions increases. All of the interviewees stated that they do openly challenge 
each other, and it is accepted by all. It appears to be important to really challenge each other 
at the meetings partly because the debates seem to be important to the TMT, to not miss out 
on important views, and, partly because you do not get any other chance to do it. 
 
Depending on the topic discussed at the meeting, the distribution of talking is different. One 
might argue that it is the ones having the most experience from the area that debate the most 
for his/her standing point. Or, one could argue that the members who do not have as much 
insight might be the ones who debate the most. A third alternative could be that the members 
having the same function or interest in an issue are aligned towards the others. In other words, 
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depending on the function, you see an issue from different viewpoints. This could also be 
linked to decision making where one interviewee says that: 
 
“To be a member of a TMT is like having a role play. You need to know from which 
perspective one is supposed to see an opportunity: from a financial: business or market point 
of view, and so on.” 
 
The debates amongst members in the TMT appear to be very open and important for 
Company A. When debate interacts with diversity, such as different experiences and 
perspectives, performance increases, as Simons et al. (1999) argue. The TMT at Company A 
appears to be aware that the members often look at an issue from the eyes of own areas 
interest, and, sometimes, need to step out of the role and see it from another perspective. 
However, it is these arguments between different work-related diversities that enhance 
performance (ibid). 
 
It seems as if there are more debates between functions than individuals within the TMT. This 
might be due to different interests and that you more easily identify with people that are more 
like you. There is an indication of this since interviewees explained that it is important to step 
out of one’s role and try to see it from another point of view. This might be the case within a 
homogeneous TMT; what it is like in a heterogeneous TMT is unknown. In that case, it is 
functions that drive task debates within a homogeneous TMT. 
 
Task drives debate, if the debates are amongst members with different functions. 
Communication is also relevant, due to the fact that the subgroups within the TMT 
communicate more than the TMT as a whole.  

6.2.4 DECISION MAKING 
 
As previously discussed, debate could be linked to decision because debate most often leads 
to a decision, be it be a decision by the CEO or another member of the TMT, it does not 
matter. The debates appears to end with one argument being stronger than another, which is 
then accepted by the other members within the TMT. However, even if the decision is 
accepted by the members of the TMT, this might not mean that all members see the decision 
as the best. Nevertheless, what is decided is decided, and there is an agreement in the TMT to 
respect decisions and the expertise of one another. For example, if a decision is made by one 
TMT member or more outside the meeting, then all the other members appear to trust the 
decision maker, that the decision made is the best due to their professionalism and expertise in 
the area.  
 
The acceptance of the decision will increase the possibility of a successful decision 
implementation, according Olson et al. (2007). Nevertheless, Simons et al. (1999) argues that 
the implementation does not necessarily need to reflect the actual decision that was agreed 
upon. At Company A, the implementation often follows the agreed implementation process. 
However, depending on the complexity of the decision, and due to unforeseen circumstances, 
the implementation might take a longer time or change a bit. However, very occasionally, the 
implementation process needs to undertake extensive changes.  
 
As discussed in the previous section (6.2.3), debate might lead to decision comprehensiveness 
(Simons et al., 1999), which, in Company A’s case, leads to a very high decision 
comprehensiveness, due to the fact that they seem to debate quite a lot. It appears that the 
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members of the TMT do look at an issue with a wide lens, as the interviewees say that they 
weigh different aspects against each other. This is also where the debates come in. It seems 
like the TMT in Company A uses the debates so as not to miss out on an important opinion or 
view, since the functions often seems to derive from which view one looks at an issue. 
However, there are indications that decisions made within the TMT could be based on an 
even wider lens. It appears that the members could come to a TMT meeting better prepared 
and bring better, and more, information. Some interviewees think that there could be better 
decisions made if there would be better decision grounding information. Sometimes, it seems 
like decisions are made based on poor information, even though the issue could have been 
discussed more extensively if there had been better information.  
 
Simons et al. (1999) argue that decision making could be the opposite of debate, since 
decisions can be made without debating. Decisions, at Company A, can be made without 
debates and discussions within the TMT or within the subgroups. It appears that, when this is 
the case within the TMT meetings, members either choose to be silent and not express their 
ideas, or they keep quiet because they actually have nothing to say. Decision making within 
the subgroups, might have another way of deciding upon an issue. However it seems like 
when debate is not present, either no-one has any opposing views to the suggestion, or, it 
might be that members are silent because they do not have enough grounds to their 
arguments. It even might be that debates take place within the subgroups instead.  
 
The decisions can, as discussed, also be made within the subgroups and amongst members 
who the decisions concerns. However, sometimes, members walk in to CEO’s office to check 
if the decision is ok, if it is a decision that might have been better to discuss within the TMT. 
This is an alternative when it is impossible to wait for the next TMT meeting. As one of the 
interviewees explains: 
 
“This is not due to bad will, but sometimes it is impossible to wait three weeks until next TMT 
meeting. The pace decides.”  
 
A couple of the TMT members also claim that more decisions could be made during the TMT 
meetings instead of outside the meetings. This is decisions that might concern other areas or 
questions that are more complex.  
 
When a decision is made at the meetings, CEO is the one who clubs the decision. And, CEO 
is the one ultimately responsible for the decision towards the board of directors. Also the CEO 
seems to have the last word, which means that if the members within the TMT could not 
reach a decision based on the discussions, then CEO is the one making the decision. However 
the interviewees stress that there is a very open climate, with CEO encouraging debate which 
could help in making the right decision. 
 
It seems as decisions are made more effectively within the subgroups (project groups etc). 
This could be an explanation to why communication is more frequent within the small groups 
than in the TMT. 

6.2.5 PROBLEM SOLVING 
 
Some authors argue that heterogeneous TMTs have better problem solving processes than 
homogeneous ones (e.g. Cox, 1993) due to a broader perspective, whilst some argue 
otherwise, especially when it comes to cognitive diversity (e.g. Miller et al. 1998). As 
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homogeneous as the TMT at Company A seems to be, all of the interviewees seem to believe 
that they are very innovative, and some even believe that they, sometimes, are too innovative, 
and have no issues with the problem solving process due to that. If there are different opinions 
about a problem, then it is discussed and then a group is appointed to solve the problem.  
 
When the problem is first recognised, then brainstorming takes place, where ideas are 
generated and, after that, the special group is responsible of solving it. There is not always a 
need for the whole TMT to solve a problem, which also could be an explanation to the 
unevenly communication within the TMT. The brainstorming could also be a way to capture 
the broader picture, and to see an issue with the wide lens, as discussed by Simons et al. 
(1999).  
 
Even though heterogeneous groups might be more innovative due to the differences, it seems 
like the TMT at Company A are innovative and weighs different aspects against each other 
before deciding on how to proceed. Nevertheless, some members of the TMT are more 
innovative than others, according to the interviewees. This is due to the different personalities 
as well as the problem discussed. Not every member of the TMT is equally involved in 
specific issues. 
 
The dominant logic, which Prahalad et al. (1986) discuss, is the fact that too similar 
perceptions within the TMT might lead to missed opportunities and lower performance, and 
could be handled through bringing in, for example, other experiences, to rewrite the mental 
maps of the TMT. Looking at the cognitions, there is not much of a difference, nor is it in the 
background. However, this does not mean that there are not other dominant logics within the 
TMT. Nor does it mean that there are other dominant logics. What could be discussed from 
this is that they seem to believe that they are innovative and they look at a problem with a 
wide lens, hence do not miss out on important aspects. However, one can never be sure of that 
an important aspect is not missed out. 
 
Cognitions appear to be the same within the TMT when it comes to problem solving, they 
believe that they are innovative, which might reinforce the theory by Miller et al. (1998), that 
a cognitive homogeneous TMT outperforms cognitive heterogeneity. However, as discussed, 
the cognitions differ a bit when it comes to the goals of the organisation. These cognitions 
have its roots in the function. However, the lacking of a comparison to a cognitive 
heterogeneous TMT implies that the theory cannot be fully tested.  
 
Again, we are back to the subgroups which are formed within the TMT, whether it is a project 
group or a group assigned to solve a problem or look at a potential opportunity. As the 
previous sections, these groups are formed through function, and related to problem solving, 
problems are often solved within these groups. Moreover, yet again, one can suggest that this 
could be a potential argument for the communication division. 

6.2.6 CONFLICT 
 
Previous research has shown that conflicts in TMTs are rare (Eisenhardt et al., 1997). But, 
from that quite simple point of departure we have to distinguish the task conflict from the 
socio-emotional conflict.  
 
In the TMT of Company A there are conflicts to a quite high extent. The conflicts are 
regarding different task related issues and details related to specific issues, not goals or 
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strategies. The extents of task conflicts between the members of the TMT are also perceived 
as good for Company A by the members of the TMT. Reinforcing what the members of the 
TMT is expressing, also Eisenhardt et al. (1997) argues that substantial conflicts are necessary 
for effective strategic choices. The managers express this as the fact that disagreements makes 
you shape your argumentation as well as throw away the bad ideas.  
 
One of the interviewees is very clear when he states; “If there is no blood, there will be no 
blood pudding”, which we interpret as meaning there are good things coming out of the task 
related conflicts, and if the disagreements are not present, the goods are not present either. 
This relates back to Eisenhardt et al. who argue that high degrees of conflicts are related to 
high quality decision making. (1997) 
 
Regarding the solutions of conflicts, the acceptance seems important to all of the TMT. What 
most of the TMT members point out is that you should accept the outcome of a solution and 
you should not be rancorous, or like one of the managers express it; “you have to be a bit like 
a goose” and let the water flow off. The managers seem to perceive it as this is the way it 
should be, it is just natural. 
 
Related to the socio-emotional conflict, not one of the interviewees says that there are 
tensions within the group or personal issues subject to disagreements. As they say, they 
“obviously work well together”, but the chemistry “is not fantastic”. The interviewees do not 
seem to have thought of their relationship more than as a strictly professional relationship, and 
as long as it works out then that is good; there is no need to consider the relationships, since 
they “are not going to celebrate Christmas together” as one interviewee puts it.   
 
Hence, the socio-emotional conflict, defined as “the perception among group members that 
there are interpersonal clashes characterised by anger, distrust, fear, frustration, and other 
forms of negative effect” (Pelled, 1996, p. 620) are more or less absent. It is, according to the 
theory, beneficial for the organisational performance.  
 
The socio-emotional conflicts are increasing the personnel turnover and decreasing 
performance (ibid) which we can relate back to what had happened in Company A, a few 
years ago when there was a high TMT turnover, described as “a blood bath” by one of the 
managers. At present, the members within the TMT seem satisfied with the open 
disagreements, without ensuing tensions, and a quite strictly professional relationship between 
the members of the TMT. 

6.2.7 SOCIAL INTEGRATION AND BEHAVIOURAL INTEGRATION 
 
While facing the empirical findings we had difficulties in finding convergence between the 
empirical findings and the existing theory related to the topic social integration. The action, 
what they actually were doing together was not enough present in the concept social 
integration, which more related to the relation between the members within the TMT. 
Therefore the theory of social integration will be supplemented with theory regarding 
behavioural integration which is describing the interdependence and interaction related to 
working together with issues like decision making. The concepts are not mutually exclusive, 
since the collaborative aspect of social integration touches behavioural integration. 
Henceforth, both the concepts will be included in the theory in use.       
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The definition of social integration as being “the attraction to the group, satisfaction with 
other members of the group, and social interaction among the group members” (Katz & 
Kahn in O’Reilly et al., 1989, p.22) fits in quite well related to the TMT of Company A, since 
all of the interviewees within the TMT are of the opinion that the co-operational climate 
within the TMT is good, despite not socialising outside work. Several of  the interviewees 
point out the absence of politics, and a couple of the managers described the apolitical 
climate, as no gaming, no backstabbing and if you have any critique against anyone, it should 
be presented as direct feed-back, and no talking behind the others’ backs.  
 
The social integration might partly be referred to the CEO, since he, according to the 
managers, is setting the standard of the open climate as well as selecting “this type of people 
around him” (aiming at little politics).  
 
The statement of selection of “this type of people” could also be related to the similarity-
attraction theory by Byrne (1979), that means that people are more attracted to, and feel more 
satisfied with, people that are similar to them, rather than others who are not like them. 
However, regarding the transaction cost theory, and that homogeneous teams are more 
socially integrated and therefore more efficient due to ease in communication (Ouchi, 1980) 
we cannot be certain since we have no heterogeneous TMT to compare with. We can see that 
there is an ease in the communication, but it is harder to see what is cause and effect without 
any other references.  
 
Thus, the first part of the definition, “the attraction to the group, satisfaction with other 
members of the group”, fits in well in the homogeneous TMT (Smith et al., 1994).   But what 
about the second part of the definition, about the “interaction”? Do the members within the 
TMT really “work together” (Eisenhardt et al., 1997, p. 42), “engages in mutual and 
collective interaction.” (Hambrick, 2007, p. 336), and “share/.../ information, resources, and 
decisions.” (Hambrick, 2007, p. 336)?  
 
Within the TMT of Company A,  it is just half the members that are convinced that the TMT 
is a team and the other half is doubtful whether the TMT can be defined as a team or not. The 
reasons why the managers are doubtful regarding ‘the teamness’ has nothing to do with a lack 
of “attraction to the group” or absence of “satisfaction with other members of the group.” 
(Katz & Kahn in O’Reilly et al., 1989, p.22), but has more to do with the interdependence and 
interaction.  
 
As we can see from both the previous themes, decisions are made outside the TMT with 
whom it concerns the most, sometimes, each and one of the managers walks in to CEO 
instead of waiting three weeks to the next TMT meeting, and the TMT meeting is the place to 
inform people about the decision made. As one of the interviewees explains: 
 
“This is not due to bad will, but sometimes it is impossible to wait three weeks until next TMT 
meeting. The pace decides.”  
 
A couple of the TMT members also claim that more decisions could be made during the TMT 
meetings instead of outside the meetings. Which one can relate to what Hamrick claims that is 
included within the behavioural integrated TMT; information exchange, collaborative 
behaviour and joint decision making. (1995)  
 
Related to ‘teamness’ two of the managers perceive this like; 
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“There are subgroups within the TMT that is working like a team” 
 
“There are groups within the groups that meet informally and solve problems which do not 
have to be decided by everyone in the TMT.” 
 
Hambrick’s theory related to how company size influence TMT fragmentation could here be 
used since the size of the distinct own domain, makes the mangers more interested in 
spending time and energy on managing it, than company-wide issues. That is differing from 
managers in smaller companies who work more together naturally. (1995) 
 
It might be the way that Hambrick points out that this is one of the many TMTs, where there 
is “selective involvement of executives in different types of decisions” (Hambrick, 2007, p. 
336). And it is also reinforced by Roberto (2003), who argues that TMTs does not always 
have strategic role, as their major role, but more a monitoring and controlling role.   
 
Nevertheless, it is accepted within the TMT, even though some of the managers would like 
the TMT meeting to be more strategic, and less informational. The question of acceptance, 
again relates back to trust and therefore the managers trust the decision makers, due to their 
professionalism and expertise in the area.  
 
However, since behavioural integration is shown to influence organisational performance, in a 
positive way (Hambrick, 2007), and we have no TMT that is more, or less, integrated to 
compare with,  it is hard to come up with effects.  

6.2.8 POWER DISTRIBUTION AND POLITICS 
 
Already during the interviews, the term politic, was mentioned by the interviewees, in relation 
to power and influence. Therefore, we asked additional clarifying questions regarding politics, 
but when we should analyse the data, we did not consider our theory as satisfying. The 
perspective of how influence was practised was missing in the concept of power distribution 
to some extent. To support our findings, complementary theory upon politics has been added. 
The distribution is aiming at how the power is divided, while politics are aiming at the 
processes behind the division. So for now on we will use both power distribution and politics.    
Regarding power distribution and politics, much of the essence has been like a red thread 
through the analysis, since power and influence are more or less related to all of the previous 
aspects of the process. However, here we will try to tie it up. As a foundation, the members 
within the TMT, except for the CEO, seem to be quite equally, related to the definition of 
power as the; “transaction in which one person (or group) acts in such way as to change the 
behaviour of an individual (or group) in some intended fashion” (Katz & Kahn in Grunig, 
1992, p. 486).  
 
When it comes to influence, all of the managers say that when you want to convince and 
change the mind of the other, it is just up to you to step up, shape your arguments and 
formulate yourself in a convincing way. This is on the contrary with Smith et al. (2006) who 
claim that power equality is linked to consensus. In Company A we can see both power 
equality and lively discussions, which we relate to the leadership style of the CEO, who 
encourages the open debate and discussions. These findings are further reinforced by Umans 
(2008) who concludes that the power distribution was dependent on the management style of 
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the CEO. The management style was referred to as horizontal, and made the executives within 
the TMT feel equal to each other.  
 
The norm within the TMT that several of the managers mention is like; no one is asking for 
your opinion it is just up to you to express yourself, you cannot come afterwards and whine, 
because you had the chance to argue during the meeting, when the discussion is over it is 
over, and if a decision is made there must be an acceptance. As one of the managers says, 
related to possible disagreements regarding decisions that CEO has made:  
 
“You have to be a bit like a goose, since CEO is responsible even for my decisions related to 
the Board of Directors”.    
 
Related to the power balance within the TMT, some of the managers mentioned the over-
representation of sales managers within the TMT, added “a CEO who is interested in sales”, 
which sometimes leads to the TMT meetings having the character of a sales meetings. But as 
an offset, managers can talk openly about when they think it is too much sales talk during the 
meetings. This condition might minimise the potential tensions due to an overrepresentation 
of sales managers in the TMT.    
 
The absence of politics is something that most members of the TMT emphasise. In theory 
absence of politics are defined as “the straightforward influence tactics of open and forthright 
discussion, with full sharing of information, in settings open to all decision makers” 
(Eisenhardt & Bourgeois, 1998, p. 738). The definition fits with the way of influencing within 
the TMT in Company A. Our analysis is further reinforced by the first impressions by the 
newly recruited manager within the TMT. Politics within TMTs are related to poor firm 
performance according Eisenhardt and Bourgeois. With the theory a point of departure the 
apolitical processes within the TMT of Company A might be beneficial for the organisational 
performance. (1998) 
 
The CEO of Company A, practices “powerful leadership”, as one of the interviewees 
expresses it, and all of the interviewees seem to have the greatest respect for the CEO’s 
competence, as well as for the leadership style. CEO encourages debate and creates an open, 
apolitical climate with a lot of mutual trust, according to several of the interviewees. CEO is 
the decisive, “self-evident lion male, who makes us (the TMT members) walk in the right 
direction”. The fact that the CEO has the longest TMT tenure within Company A, might 
contribute to his position as the unchallenged self-evident leader.  
 
Moreover, the absence of competition and politics among the managers might partly be 
explained by the similarity-recruitment (Byrne, 1979) and that “CEO has selected this type of 
people around him...”. By “this type” the interviewee aims at apolitical, open, direct and 
accepting. The possible similarity-recruitment, may also be a cause of why the managers fit in 
well within the TMT. 
 
The important role that CEO plays for the TMT of Company A relates to research by Kisfalvi 
and Pitcher (2003) as well as Eisenhardt et al. (1997) that show that a powerful CEO can 
change the processes within the TMT. According to Kisfalvi and Pitcher this, in turn, might 
lead to research findings that are not consistent regarding the relationship between TMT 
diversity, the TMT process and firm performance, since the way the CEO act can change the 
processes, and if is not measured the results can be misleading.  
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6.3 PERFORMANCE 
 
When it comes to performance, we have chosen to study it through cognitions. We gathered 
data about organisational performance through the TMT members’ opinion through asking 
them to compare to a specific competitor. What we learnt was that there are no competitor to 
Company A when it comes to the whole business concept, so, almost all of the interviewees 
chose to compare the company with a group of competitors. All of them said that they 
perform better. However, when we asked about the ideal performance there was quite a 
spread of answers. No-one said higher than 70 percent, though. Nevertheless what this 
depends on is difficult to say. To analyse the answers from the function does not give any 
indications, or does analysing it through age or background or any other diversity variable.  
 
On the other hand, different functions or age could be diversity variables driving cognitions of 
performance. However, looking at the answers per se from the question as to what the TMT 
does to improve performance, we can see a small indication of what the interviewees want to 
put emphasis on,  or what they might see as a part of the performance. Function is clearly the 
driving variable in this case, without saying too much.  
 
What we can see in this case is, that a homogeneous TMT performs very well. Hence, the 
performance of the organisation is good. The TMT is vital for the organisation’s success and 
performance due to the power and influence of the decisions made by the TMT (Simons et al., 
1999) as well as the importance of the strategic choices made by the TMT (Hambrick and 
Mason, 1984). Nevertheless, analysing the empirical findings appears to show that the TMT 
of Company A is very important for the success of the firm. Moreover, as some interviewees 
mentioned, there is an overrepresentation of sales within the TMT, and that they would like to 
include more strategic issues on the agenda at the TMT meetings, could have an important 
point. However, what Hambrick and Mason (1984) argue about strategic choices does not say 
that a specific number of strategic choices are to be preferred, so the number of strategic 
choices made by the TMT in Company A at the time might be about the amount that is 
preferable, and, that this is one factor of the good performance. 
 
Some authors argue that homogeneous TMTs perform better than heterogeneous ones due to 
easier communication, higher effectiveness and high degree of cohesion (e.g. Smith et al., 
1994). When it comes to the communication one can argue that the communication is easier 
due to the same spoken language. However, the TMT at Company A could be more effective 
when it comes to decision making, according to some interviewees. The decisions are more 
effective within the subgroups. The degree of cohesion, within the TMT, must be considered 
as regarded as good. They all state the profitable growth as the most important goal. As 
Brown (2000) discuss, group members have different expertise in particular areas and 
possesses different personal characteristics. This is argued as influencing if a group is 
cohesive or not. How alike members of a group is has nothing to do with cohesion, the 
common striving for a goal could be seen as cohesion (ibid). In this case, the TMT is cohesive 
when it comes to the most important organisational goal. Eisenhardt et al. (1997) argue that 
there must be cohesion, and the ability of the TMT to work together efficiently as a team 
because the success of the firm also lies in the hands of the TMT. However, only a third of the 
interviewees regard the TMT as a team, and some of the interviewees think that the TMT 
could be more efficient when it comes to decision making.  
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7 .  SUMMARY AND CONCLUSION  

This chapter commences with a brief summary of the thesis followed by our conclusions 
where we present the emerged conceptual model, implications and suggestions for further 
research. 

7.1 SUMMARY 
 
Previous research concerning composition of top management teams (TMTs) and the 
influence on organisational performance have presented mixed results. However, in this 
research the TMT process, the interaction between the members within the TMT, have been 
‘black boxed’. Therefore, the purpose of the thesis was to open up the process by examining 
the interaction between TMT members by using both demographic and cognitive diversity 
variables.  
 
By using theory on TMT composition, diversity, TMT processes and performance, we ended 
up with a model which helped us in our operationalisation as well as analysis of the empirical 
findings. In order to develop the theoretical model additional theory has been used to explain 
the empirical findings. Aspects of the TMT process that have been studied are 
communication, debate, decision making, problem solving, conflicts, social integration, 
behavioural integration, power distribution and politics. The study is carried out as a single-
case study, with semi-structured interviews with six members within the TMT as the major 
data source. Additional data sources are observations, document studies and contextual 
considerations during the interviews.    
 
The case company has a homogeneous TMT when it comes to the demographic variables 
such as age, gender, nationality and background. However, due to functional responsibilities 
there are some differences when it comes to the cognitions. The major findings, reached 
through analysis and conceptual model, are that there are two aspects to the process: the CEO 
and the functional responsibilities and that the upper echelon theory might be reconsidered 
while studying the TMT process.   
 
The CEO is found to be a moderator, moderating recruitment as well as process. The 
homogeneity with the TMT seems to have persisted by selection by similarity and attrition by 
dissimilarity. Further, we conclude that the leadership of CEO plays an important role to the 
processes within the TMT of Company A. CEO creates a climate of openness and equality 
which is influencing communication and debate as well as decision making and problem 
solving.  
 
The open climate is further a drive for frequent and lively task conflicts within the TMT.  
Moreover, the openness is preventing politics to occur and instead makes the managers 
practice direct influence by convincing argumentation. The open climate in combination with 
the equal power distribution is allowing task conflicts to occur, and increases the level of 
communication, and hence decision making and problem solving. The equal power 
distribution, and the norm of ‘influencing by argumentation’ is driving the quality of decision 
making and problem solving, as well as creating task conflicts. We conclude that the TMT 
processes within Company A, have not looked the same with another type of CEO leadership, 
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and therefore the CEO leadership can be considered as moderating. The moderating function 
of CEO leadership is supported by other researchers that have shown that a powerful CEO can 
change the TMT process.  
 
As we have recognised that function divides the TMT into subgroups we have been able to 
link this to the communication, problem solving and decision making. Also, the prioritised 
goals of Company A could be traced to the managers’ functional responsibilities within 
Company. A. The subgroups are formed either through assigned project groups, or through 
the connection between function, such as sales, strategic etcetera. Within the TMT the 
communication is not as frequent as in the subgroups, which has been explained by 
interviewees of Company A. As we went on analysing we also recognised that decision 
making is also linked to the subgroups. Decisions are often made within the subgroups this is 
due to the fact that every decision does not have to be made within the TMT. This increases 
the communication within the subgroups.  
 
Moreover problem solving is also mostly practiced within subgroups. Either these are 
appointed groups to come up with a possible solution, or it is problems that needs to be solved 
within the different business areas, and do not require everyone in the TMT to participate. 
Further, the more problem solving practiced within the subgroups the more communication. 
Problem solving is more frequent within the subgroups, hence also communication. When it 
comes to debate, it seems to be more of that within the TMT than in the subgroups. We have 
not found an explanation to this, however, going back to function; the subgroups might see 
issues and opportunities from the same point of view. Hence also the occurrence of debates 
decreases.  
 
Related to integration, the TMT is to some extent socially integrated, but regarding the 
behavioural integration, there are limitations due to joint decision making. Hence, the major 
potential for increased performance is regarding the interdependence and integration within 
the TMT. Another aspect of the limitations in the TMT ‘teamness’, is the subgroups that seem 
to be more team-like than the TMT. Therefore there is really a need for considerations 
regarding which unit to study when focusing on processes related to strategic choices.  
 
The functional aspect might influence the organisational performance negatively if the 
communication is not improved within the TMT. Since looking at decisions through a wide 
lens leads to decision comprehensiveness, perhaps more decisions should be made within the 
TMT. The presence of debate enhances organisational performance, and within the TMT task-
related debates, between functions, do occur.  
 
The study is concluding with an emerged theoretical model which can be used as a tool in 
future research related to the research field. 

7.2 CONCLUSION 
 
In this section we conclude the findings from the analysis and relate them to our research aim 
to be able to show the whole picture. The process will be opened through explaining the 
different relationships; the CEO aspect, the functional aspect, the integration-aspect and 
performance. 
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The purpose of the thesis was to open up the black boxed process through examining the 
interaction between members of the TMT, and by using both demographic and cognitive 
diversity variables. And also see how organisational performance might be affected. The 
major findings are that there are some aspects that stand out; the CEO and the functional 
responsibilities that influence the process. Further, the integration within the TMT is not that 
high, so the upper echelon theory should not be used without considerations on studies where 
composition is related to organisational performance. These have shown to influence 
performance in different ways. The functional responsibility has shown to create subgroups 
that practice problem solving and decision making more frequent than the TMT hence also 
communicate more. 

7.2.1 THE CEO ASPECT 
 
We conclude that the TMT processes within Company A, would not have looked the same 
with another type of CEO leadership, and therefore, the CEO leadership can be considered as 
moderating. The moderating function of CEO leadership is supported by other researchers 
(Eisenhardt et al., 1997; Kisfalvi & Pitcher, 2003). Below will present the main results where 
the CEO leadership have an important role as moderating the processes. 

7.2.1.1 RECRUITMENT AND COMPOSITION  

 
Related to the attraction-selection-attrition theory (Schneider et al., 1995) we have identified 
both the selection, and the attrition. Related to the selection, CEO is the one with the longest 
TMT tenure within Company A, and two of the top managers were directly or indirectly 
recruited from outside by the CEO. Some of the other managers were internally recruited. It is 
also referred to that the CEO is “selecting this type of people around him”, which one can be 
related to the theory as well. The high degree of homogeneity might therefore be a 
consequence of similarity-recruitment (Byrne, 1979).  
 
The last step in the ASA-cycle, attrition, (Schneider et al., 1995) has also been present in 
Company A, which is referred to as “a big blood bath”, by one of the managers. Previous 
TMT members with differing preferences and/or beliefs left Company A, since they could not 
accept strategic decisions made. To be accepting seems to be important to fit in the group.  
 
This is further reinforced by the fact that several of the top managers consider the present 
TMT as “a strong group”, as one of them expresses it. One come to think of the expression, 
‘to fit in or fuck off’, as harsh as it might seem, this is a principle the interviewees share. The 
mutual belief is that there should be acceptance of decisions made and how it is, or you 
should find yourself another job. 
 
There is a high degree of sameness in most of the measured aspects, but despite that the 
executives consider the members within the TMT as both similar and dissimilar. What they 
refer to are mainly strengths, and weaknesses related to personal traits. Further, most of them 
perceive themselves as similar, related to the action oriented mind-set. But, some of the 
managers think that it “might be too many offensive soccer players on the field” with quite an 
aggressive way of working.  
 
Related to that Company A is a global company some of the managers think it might be good 
to have a foreign manager within the TMT. But they are referring to different aspects to why 
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not, as: cost issue, logistical problems and convenience. It does not seem to be one of the most 
important issues on the agenda, if it is even on the agenda at all.   
 
An additional finding is that, the perception of diversity seems to be relative. It might be the 
way that, when studying diversity in groups, you are going to find perceived diversity in any 
group, what differs might be the character, in micro or macro terms, of the ‘dividing ones’, 
such as fast or slow in making decisions or coming from different cultures. 
 
To sum up, the homogeneity with the TMT seems to persist by selection by similarity and 
attrition by dissimilarity.    

7.2.1.2 IF THERE IS NO BLOOD, THERE WILL BE NO BLOOD PUDDING 

 
Concerning conflicts within the TMT, one of the executives says; “If there is no blood, there 
is no blood pudding”, which is very illuminating for the way that task conflicts are perceived 
by the managers within the TMT of Company A. There are frequent disagreements regarding 
task related issues, but not related to goals or strategies. There is an open climate, and the 
managers look upon the disagreements as quality increasers, and, means for moving forward, 
since the opinion about disagreements within the TMT is that, the disagreements makes you 
shape your argumentation as well as throw away the bad ideas. The CEO is the one creating 
the climate, by encouraging the open discussions. Related to performance, Eisenhardt et al. 
(1997) argue that task conflicts are necessary for effective strategic choices, which in turn, are 
assumed to be beneficial for firm performance. 
 
The disagreements are solved by mutual agreements or by acceptance. One of the managers 
expresses it; “you have to be a bit like a goose”, when he is talking about the acceptance. 
Most of the TMT members point out, what might be a norm, that you should accept the 
outcome and not be rancorous. 
 
The socio-emotional conflict - “the perception among group members that there are 
interpersonal clashes characterised by anger, distrust, fear, frustration, and other forms of 
negative effect” (Pelled, 1996, p. 620) - seems to be absent within the TMT of Company A, 
which, according to conflict-theory is beneficial for the organisational performance (Pelled, 
1996; Amason; 1996). But as, most of the members of the TMT says, they are not best 
friends, but they obviously work well together, since Company A is a successful company, 
but as one manager expresses it; “it does not matter, since we are not going to celebrate 
Christmas together”. It seems to be a quite purely business relationship among the managers, 
which also is reflected in the fact that the members within the TMT do not socialise outside 
work.  
 
To summarise, the CEO is encouraging the open climate, and therefore, frequent and lively 
task conflicts occur within the TMT.  The task conflicts are beneficial for the organisational 
performance. There is an absence of social emotional conflicts which also is positive for the 
organisational performance.   
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7.2.1.3 POWER DISTRIBUTION AND POLITICS 

 
The leadership within the TMT of Company A, promotes an equality between the members. 
Related to the definition of power as the; “transaction in which one person (or group) acts in 
such way as to change the behaviour of an individual (or group) in some intended fashion” 
(Katz & Kahn in Grunig, 1992, p. 486) the influence within the TMT is practiced by through 
stepping up and convincing others by winning arguments. Moreover the CEO encourages 
debate and lively discussions, and the climate is to consider as very direct and open. We 
conclude that the power distribution is dependent on the leadership style of the CEO, which is 
also supported by Umans (2008). The CEO is powerful in his leadership, and is respected by 
all the managers. Further on, he has the longest TMT tenure of all the mangers, so his role as 
the unchallenged leader is self-evident.   
 
Related to power distribution, is the aspect of politics. Politics defined as; “the observable, but 
often covert, actions by which executives enhance their power to influence a decision.” 
(Eisenhardt & Bourgeois, 1998, p. 738), which we cannot find within TMT. We conclude that 
the discussions are open, and that conflicts often occurs, but that there is a “straightforward 
influence tactics of open and forthright discussion, with full sharing of information, in settings 
open to all decision makers” (Eisenhardt & Bourgeois, 1998, p. 738) within the TMT. It 
seems to be the way that the apolitical climate is facilitated by the CEO in two ways: by the 
similarity-recruitment, since CEO is referred to as having selected a certain type of people 
around him, and by the fact that CEO is encouraging openness within the TMT. Eisenhardt 
and Bourgeois (1998) argue that politics are linked to poor firm performance, where the 
power is centralised, and where the CEO himself/herself is engaging in politics and 
‘encouraging’ political action within the TMT.  
 
We conclude that the CEO is promoting openness, the opposite to politics, which is also 
practiced by the other managers within the TMT. Therefore, the apolitical climate might be 
beneficial for the organisational performance. The equal power distribution, and the norm of 
‘influencing by argumentation’ is driving the quality of decision making and problem solving, 
as well as creating task conflicts. Therefore, the power distribution within the TMT of 
Company A might be positive for the organisational performance.     

7.2.2 THE FUNCTIONAL ASPECT 
 
The composition of the TMT within Company A is to consider as homogeneous, howbeit the 
organisational responsibility of the managers is reflected in perceived strengths of Company 
A and their prioritised goals of Company A, where we partly can trace the mentioned goals 
and strengths to the managers’ functional responsibility within Company A.  
 
Firstly, what could be concluded is that the interaction between members differs depending on 
function. As there are different functions within the TMT related to different business areas, 
markets or company-wide functions. Since some roles are more represented than others, there 
are a division within the TMT. These subgroups are created mainly though functions. Within 
these subgroups different tasks are performed, the process tasks. However these process tasks 
are also performed within the TMT, and it is on that level which we are conducting our study.  
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Nevertheless, since the subgroups are making decisions and solving problems they have a role 
in what is decided within the TMT. Therefore, this section is named “The functional aspect”. 
The process aspects are divided in to two groups: state aspects and action aspects. 
 
Starting off with communication, this seems to be the variable that is nourished through 
problem solving and decision making. Within the TMT there are subgroups which all have 
their own way of solving problems and making decisions. As said many times before, not 
every decision must be made within the TMT, hence it is taken at lower levels (the 
subgroups). Also problem solving is practiced in the subgroups, since when Company A is 
confronted with a problem or opportunity, the subgroups often ‘takes care’ of the problem 
themselves.  
 
Decision making comes from debate, which is facilitated by communication. Communication 
is often facilitated by experiences, attitudes, background and values (Smith et al., 1994), 
which is quite obvious that it does in this case, especially in the subgroups but also since the 
communication within the TMT is almost always work-related. However, the frequency of 
communication within the TMT is not as high as within the subgroups. This is connected with 
the similarity-attraction theory (Byrne, 1979) which indicates that communication is 
facilitated by similarity. Again, subgroups might be more similar hence also communication 
is more frequent.  
 
Decisions are made both at the TMT meetings and within the subgroups when there is 
perceived need to bring it up in the TMT. The acceptance of decisions made is very high, 
which also is important for the implementation phase. The nature of the question decides 
where it should be decided upon. If it concerns everyone in the TMT, then the decision will be 
decided upon at a TMT meeting. However, if the question does not concern all, it will be 
decided within the subgroups. So, decision making is also one explanation to why 
communication is more frequent in the subgroups.  
 
It seems like decisions are made more effectively within the subgroups which also could be an 
explanation to why communication is more frequent within the subgroups. Moreover, 
decision making often occurs within the subgroups which also facilitates communication. 
 
Since the ‘wide lens’ is used when looking at an issue, the decision comprehensiveness is 
high. However, indications show that an even wider lens could be used if the members of the 
TMT brought better information to the meetings, hence sometimes decisions might be made 
on poor grounds. Nevertheless, sometimes decisions are made without debating, which 
Simons et al. (1999) brings up. These debates then might be within the subgroups instead of 
the TMT. 
 
The open climate within the TMT enables the members to express their opinions and debate. 
This is important to not miss out on valuable aspects. What is wanted out of a debate is to 
weigh different aspects against each other to reach decision comprehensiveness. As debates 
are encouraged so is innovation, creativity and learning which enhances the quality of the 
decision. As the debates interacts with diversity such as experience and perceptions, then 
performance increases, and what is evident is that the work-related debates bring the TMT to 
really explore different opinions. What could also be concluded is that, functional 
responsibility drives debate in the sense that one looks at an issue in different ways depending 
on the area of expertise. Hence, the functional responsibility drives debate which increases 
communication and performance.  
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The more experienced one member is related to a topic, the more the TMT member seems to 
be debating. It might be the case that, members that have the same function group together 
during debates because, depending on what function one has, one looks at an issue in different 
ways. As Simons et al. (1999) argue that, when debate interacts with different diversity such 
as experiences and perspective, performance increases. At Company A the work-related 
diversities are the ones that enhance performance. Moreover, it seems as there are debates 
between different functions in the TMT and not between individuals. However this might be 
the other way around in a heterogeneous TMT. The debates are always task-related, and 
through openly challenging each other creativity, learning and innovation is created, which 
enhances the quality of the decision because they do not miss out on important aspects. 
However, the participation is different depending on both personality and functional 
responsibility. Nevertheless, the functional responsibility drives debate.  
 
Cognitive diversity makes homogeneous TMTs have better problem solving processes than 
heterogeneous, some authors argue. The cognitions of the TMT at Company A goes back to 
the functions of the members. Some interviewees argue that the TMT are too innovative, 
however this means that many potential courses of actions are considered. Moreover there is 
not always a need for the whole TMT to be equally participating in the problem solving, 
which also facilitates the unequal communication within the TMT.  

7.2.3 INTEGRATION AND THE TMT BOUNDARIES  
 
Social integration is defined as “the attraction to the group, satisfaction with other members 
of the group, and social interaction among the group members” (Katz & Kahn in O’Reilly et 
al., 1989, p.22). All of the managers agree upon that the co-operational climate within the 
TMT is good, and related to the definition of social integration we can conclude that the 
members are both attracted and satisfied with each other. The attraction and satisfaction might 
be an effect an ease in communication as a consequence of the sameness.  
 
Nevertheless, just half of the TMT is convinced that the TMT is acting like a team. They say 
that they are quite individualistic. They have a shared overall goal, but each and one of the top 
managers have their own clear domains which they are running, and the pace is high. This 
might be explained by Hambrick’s theory concerning factors that influence fragmentation 
(1995). Hambrick argues that the size of company is one of the explanations to why TMTs get 
fragmented, since time and effort spent on common company-wide questions are less, than 
what it might have been in a smaller company, where managers work more together 
horizontally.    
  
Further on, some decision making and problem solving seem to occur indirectly with CEO 
due to time limits, or in subgroups, and that the TMT meeting related to those issues is more 
monitoring and controlling, than formal decision making (Roberto, 2003). Therefore, there 
has been a need to develop the concepts in use. Behavioural integration, or ‘teamness’, 
defined as; the sharing of “information, resources, and decisions” within the TMT (Hambrick, 
2007, p. 336) is relevant due to there are teams within the team which are more team-like than 
the TMT.  
   
With help from theory on behavioural integration by Hamrick (2007), who claims that there is 
“selective involvement of executives in different types of decisions” (p. 336) within TMTs and 
that the managers act like “semiautonomous barons each engaging in bilateral relations with 
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the CEO but having little to do with each other and hardly constituting a team” (p. 336) we 
can conclude that the descriptions are quite illustrative for the TMT of Company A.  
 
Hambrick (2007) argues that, the behavioural integrated members within a TMT are 
exchanging information, behaving collaborative, and are making decisions jointly. However, 
the aspect of collaborative behaviour, within the behavioural integration, is present within the 
TMT, hence we could say that the TMT is partly integrated, socially, as well as behaviourally.  
 
Moreover, since behavioural integration is shown to influence organisational performance, in 
a positive way (Hambrick, 2007), and we have no more, or less, integrated TMT to compare 
with, it is difficult to show the influence. Nevertheless, one might assume that, the potential in 
organisational performance, that all members within the TMT mentions, could be exploited 
by an increased degree on integration.  
 
Nevertheless, since the TMT of Company A seems to lack ‘teamness’, or features of a team 
(according to Hambrick, 1995, 2007; Katzenbach, 1998) despite being homogeneous, the 
extent of diversity, or attraction, and satisfaction with each other seems to be poor predictors 
for the interdependence or interaction within the TMT. 
 
As a summary, the TMT of Company A is quite socially integrated which might be promoting 
the organisational performance. Regarding the behavioural integration the TMT are behaving 
collaborative, but the decision making is not always joint, which might lead us to think that 
there are potential for improvements related to organisational performance. Another way to 
look upon it is, the fact that there are subgroups that seem to be more team-like than the TMT, 
and therefore, one could consider which entity to study when focusing on strategic choices. 

7.2.4 ORGANISATIONAL PERFORMANCE 
 
Related to organisational performance, the frequent task conflicts are beneficial for the 
organisational performance, as well as the absence of social emotional conflicts is positive for 
the organisational performance. The apolitical climate might be beneficial for the 
organisational performance, as well as the equality in power distribution. As the TMT of 
Company A is quite socially integrated, it might at least be more positively than negatively 
related to the organisational performance. Concerning the behaviour integration, there might 
be potential room for improvements linked to organisational performance. When it comes to 
debates, this is also something that enhances performance especially when functional 
diversity is involved. This is the case within Company A that, since there are different 
functions within the TMT, debates are often through the viewpoint of the functions. Even 
though communication is made easier due to that same spoken language, it is more frequent 
communication within the subgroups than within the TMT. This is due to the subgroups own 
problem solving and decision making. The effectiveness of decision making and problem 
solving influences the performance of the organisation, however, at Company A this could be 
improved within the TMT. Both aspects are more effectively handled within the subgroups 
than in the TMT.  
 
The performance within the TMT however, shows that there is space for improvements. Even 
though the performance is higher than competitors, it could be better. How could then the 
TMT handle this? To answer that question would fulfil another purpose than ours. However, 
it might be that if there were a higher sense of ‘teamness’ within the TMT it might be 

97 
 



The opening of the black box 
 

improved. As we have realised communication is more frequent within the subgroups and if 
this could be lift into the TMT, maybe it would help to improve performance. Even though 
there is decision comprehensiveness due to the debates and decisions, if even more decisions 
were taken within the TMT, could then performance be enhanced? 
  
It is not possible for us to do a comparison on performance, and how cognitions depend on the 
composition, due to the fact that we are doing a single case study. The original purpose would 
have enabled us to do so. Neither can we prove the statement that homogeneous TMTs 
perform better than a homogeneous as for example McMillan-Capehart and Simerly (2008) 
mean, nor is it possible to test the statement that heterogeneous TMTs perform better than 
homogeneous as for example Bantel and Jackson (1989) argue. This would be a suggestion 
for further research. 
 
The conclusions have showed that, our purpose is fulfilled though examining the interaction 
between managers. We would not have been able to do a good case study and meet our 
purpose, if it had not been for the many interviews we were able to do at Company A. If we 
only had the possibility to interview two or three, we do not think that we could have done 
such an extensive analysis, and have been as confident in the answers, as we were when 
translating the findings from the interviews to the empirical findings. We needed to sum up 
the interviews to one answer for the whole case, in order to conduct the empirical research, 
and with only two or three interviews, the trustworthiness of the case would not have been as 
high as with six interviews. Even so, the consequences of having only one case study are, as 
discussed earlier in the empirical method, that we would lose the possibility to compare if the 
compositions of the TMT influences the process and, further, the performance of the 
organisation. The focus of the study needed to change from the three steps composition, and 
influence process and on performance, towards focusing on the opening of the process and 
examining the interaction between members of the TMT.  

7.3 THE EMERGED CONCEPTUAL MODEL 
 
 
By opening up the black box a developed theoretical model has emerged. Hopefully, we have 
lifted the empirical, as well as theoretical level by contributing with a sharper theoretical 
model for future studies concerning how TMT composition might influence the TMT 
processes, and in turn the organisational performance. The model will be explained in the 
following sections.  
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Model 2. The opened process 

7.3.1 CEO LEADERSHIP 
 
We propose that, the CEO leadership is considered as a moderator - moderating composition 
as well as process. The homogeneity with the TMT seems to have persisted by selection by 
similarity when recruiting and attrition by dissimilarity. The sameness which is a consequence 
is in turn influencing several of the processes through facilitated communication and social 
integration. Further, the CEO leadership, which is creating an open climate, is moderating 
several of the processes, such as open discussions, decision making, direct task conflicts, an 
equal power distribution, an apolitical climate and absence of socio-emotional conflicts. In 
consider the moderating role of the CEO leadership as strongest regarding the state-aspects of 
the process, and that the influence is to some extent less, regarding the action-aspects. While 
suggesting that the CEO leadership might be a moderator, our believe, to some point, that 
independently of what the CEO does, the function might be the moderating factor, since we 
have concluded that the TMT processes would not have been the same, with another type of 
CEO leadership. Therefore, the CEO leadership can be considered as moderating. The 
moderating function of CEO leadership is reinforced by other researchers that have shown 
that the CEO leadership can change the TMT process (Eisenhardt et al., 1997; Kisfalvi & 
Pitcher, 2003)  

CEO 
leadership 

Sub- 
groups 
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7.3.2 TMT COMPOSITION 
 
The distinction of demographic and cognitive diversity has been fruitful for the analysis. 
Through this use of the ‘dividing ones’, have we been able to notice that the demographical 
variables cannot be taken for granted as proxies for the cognitive ones, as perceptions and 
beliefs.  
 
The composition of the TMT within Company A was homogeneous, but the managers’ area 
of organisational responsibility was reflected in their perceived strengths of Company A and 
their prioritised goals of Company A.  
 
We therefore suggest for future research to use the cognitive variables, since we believe that 
the research will end up with different results than if just using the demographic variables.  

7.3.3 THE TMT AS THE STRATEGIC ENTITY  
 
Our suggestion is that the upper echelon perspective should be thoroughly considered before 
choosing the unit of analysis. Since the ‘teamness’ within the TMT in the study lacked some 
of the important properties of a real team, one should consider if it is the TMT in itself that is 
interesting to study, or if it is the strategic choices made that are the most interesting due to 
their assumed influence on performance. If it is the strategic choices that are relevant, one can 
consider other methods, such as case studies with an emphasis on observations or document 
studies, since it is the decisions made that should be in focus.          
 
Another aspect, of the potential limitations concerning TMT as a strategic entity, is the 
subgroups. The subgroups sometimes both seem to be more team-like than the TMT, and 
sometimes is they are vertically constituted. By vertical, we mean that they can consist partly 
of individuals on other levels than the top level, since they could be formed from a functional 
competence perspective. Therefore, one can see the process as three-dimensional.  
 
Therefore, there is a need for awareness regarding which unit to study when focusing on 
processes related to strategic choices. 

7.3.4 THE ASPECTS OF THE PROCESS 
 
Aspects of the TMT process that have been included in studied are; communication, debate, 
decision making, problem solving, conflicts, social integration, behavioural integration, power 
distribution and politics.  
 
We have recognised linkages between the different aspects which we call ‘the action aspects’; 
communication, debate, decision making and problem solving. Debates often occur when 
there is an issue that not everyone agrees upon and then this finally leads to a decision. So the 
decision follows debate. However, as many decisions are made within the subgroups, and that 
the subgroups was not object for this study, we cannot say for sure that decision follows 
debate within the subgroups.  
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Looking at the problem solving, this is almost always done within subgroups. Either 
appointed groups, or groups that is created through function. Nevertheless, problems could 
also be solved within the TMT, but is more efficiently done within subgroups. This is also a 
factor that drives communication. So the communication automatically becomes more 
frequent within the subgroups. However yet again, the subgroups have not been the studied 
entities hence this section calls for future research with the subgroups as objects. But, the 
subgroups could be an entity to study in the future when it comes to problem solving. 
 
Moreover, all of them are not mutual exclusive, since it is a process between human beings. 
Social integration and behavioural integration is overlapping regarding the collaborative 
aspect of the concepts, but both of them is well worth including in future research since they 
are needed in order to explain the climate within the TMT, and the ‘teamness’. A TMT can be 
behavioural integrated without being socially integrated, and vice verse, therefore both of 
them are needed in order to study TMT processes thoroughly. The same with power 
distribution and politic, since the first one is concerning the division and the latter is more 
related to how the influence is practiced. Both are needed in order to get the whole picture.    

7.4 IMPLICATIONS 
 
The major contribution of this thesis is the opening of the black boxed TMT process. Previous 
large sample research, have through the black boxing, perceived the processes as purely 
rational. What they have neglected is that the executives within the TMT are human beings 
interacting with each other, when they have been perceived as being ‘Homo Economicus’ 
who are acting as approximated. 
 
By actually meet the top managers, come closer to the interaction, and ask them such sensitive 
questions as regarding conflicts and relations between the executives, we have been able to 
open up the black box and examine the content inside. 
 
The major implications of our thesis for the research field, is the creation of a theoretical 
model, which can be used for future research and the development of a method for studying 
TMT  composition, its influence on the TMT process, and in turn influence on organisational 
performance. Therefore, future researchers can benefit from the understanding our study gives 
to the topic area of TMT process, and use it as a roadmap to future studies.    
 
The main implication for the business world is related to that our study contributes to 
increased knowledge concerning the TMT processes. Hopefully, the increased understanding 
will lead to awareness within TMTs, regarding what is happening between the managers and 
what the influence of their interaction might be. If so, the result might be more creative, 
learning or disagreeing TMTs, and as a consequence increased organisational performance.  

7.5 FUTURE RESEARCH 
 
By the process of writing about TMT composition, and TMT processes we have become more 
and more familiar with the research field, hence recognised some gaps, issues and interesting 
topics for further research. The model presented in the conclusion-section gave us some 
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qualified suggestions for further research as well as the model per se could be tested in further 
research. 
 
Since our original purpose was impossible to fulfil, it would be interesting to see a study on 
how composition influences performance through examining the process. Originally our 
research design was a comparative multiple case study design including two differently 
composed TMTs. The intention was to compare the findings with each other and see which 
composition would be most preferable related to performance. In the method-chapter of this 
thesis the design of the original study is presented, despite the changes. Partly it is left in order 
to be adopted by future researchers, since it describes the theoretical sampling and the 
importance of the context.  
 
What we also have recognised is that subgroups within, or even partly outside, the TMT stand 
for many decisions and problem solving activities, which we were not fully aware of when 
commencing. Hence, using the original case study design to look at the subgroups instead of 
the TMT would be another suggestion for further research. And when using the subgroups as 
objectives, study not only the decision making and problem solving, but also the behavioural 
integration. The ‘teamness’ of the subgroups might be higher than within the TMT and they 
might be more integrated, and have a higher degree of cohesion, hence more effective. 
 
As written in chapter four, the most preferable research design would be a longitudinal case 
study design with observation. To be observing TMT meetings would definitely give the best 
insight to the process. The time we spent at Company A gave us the opportunity to observe 
the managers in action at their job, however, unfortunately not at a TMT meeting. How valid 
the answers from the interviewees might be, it would be even more valuable to see it with 
ones owns eyes. However, one should then be aware of the possibility that the meetings might 
not be as they use to, if an outsider is present.  
 
Another valuable recognition is that diversity seems to be relative. As homogeneous a TMT 
might be, at some point they might perceive themselves as being diverse. As we see the TMT 
of a company, one could say that the composition is homogeneous or heterogeneous. 
However, this depends on what diversity variables are used to define heterogeneity and 
homogeneity. Independent of which diversity variables might be the dividing ones, when it 
comes to cognitions and perceptions it is probably so that the TMT is not fully homogeneous. 
Take Company A as an example. The TMT is very homogeneous; however, when we asked 
the interviewee if they perceived the other members as alike or unlike each other, the answers 
from them was that they were unlike in different aspects.  
 
Moreover, are there any patterns regarding ‘teamness’ in relation to heterogeneity and 
homogeneity. The degree of ‘teamness’ might be different depending on if the TMT is 
homogeneously or heterogeneously composed. What our study showed was that three out of 
six interviewees considered the TMT as a team, whilst three out of six did not and saw 
potential of improvements. Could this be different in a heterogeneous TMT, could 
heterogeneity lead to increased ‘teamness’?  
 
Another suggestion for further research is the corporate culture and whether it has a mediating 
or moderating role when it comes to ‘teamness’. Does corporate culture consolidate the 
members of a TMT? It is argued that homogeneity brings a group together through the 
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similarities. However might then corporate culture be the moderator or mediator when it 
comes to heterogeneity? 
 
In literature regarding strategic management (e.g. Mintzberg et al., 2005) strategists argue that 
the TMT is the key unit of an organisation because it is within this entity that strategic 
choices, formation and implementation take place. However, what we recognised is that there 
could be even more strategic decisions made within the TMT, instead of partly outside. The 
role of TMTs in strategic decision making would be another suggestion for further research. 
To what extent is the TMT “just” ratifying and reviewing, and how do they monitor and 
control the strategic processes. What are the balance between the TMT and the potential 
informal decision making units?  
 
Regarding power distribution, it can be better understood if studied together with politics, 
since power distribution seems to be complemented with the aspect of whether there are 
politics practiced within the TMT or not. 
 
To sum up, what we have recognised is that when it comes to the strategic choice process, the 
TMT might not be the most relevant entity to study. The subgroups might be the better unit to 
study, depending on the purpose of the research. Moreover, the original case study design 
would be interesting to adopt to see the differences and similarities related to the process, and 
which composition that generates the best performance. ‘Teamness’ within a TMT might be 
different if it is a heterogeneous TMT, and what is in that case that moderates ‘teamness’? 
Could it be corporate culture? All the suggestions above have been based on reflections from 
the process of writing the thesis, and on experiences which we have gained on the way. 
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APPENDIX 

1. INTERVIEW GUIDE (ENGLISH VERSION) 
 
Warm-up questions 
 
1. Could you please describe how you were recruited to the company? 
 
Follow up questions: How did you reach the position that you currently are occupying? Have 
you had any other positions within the company? (looking for organisational tenure and team 
tenure) 
 
2. In which area would you say that you have the most experience – your functional 

speciality?  
 
3. Do you have any international work experience?  
 
If yes: Could you please tell us something about it? 
 
4. Could you please tell me what and where you have studied? (highest education) 
 
5. Could you please tell us a bit about your family background? For example marital status, 

academic knowledge of parents, your partner, siblings? Also, cultural background. 
 
Then let us move on to... 
 
How you perceive the company’s goals and strategies 
 
6. From your own perspective, how would you assess the company’s external business 

environment? (turbulence, competition, economy etc) 
 
7. Which organisational goal do you consider as the most important for the company? 
 
8. What do you perceive as the major strength of the company, relative your major 

competitors? 
 
Thank you for your answers and now we will move on to some… 
 
General questions about the TMT process 
 
9. Could you please describe a usual TMT meeting?  
 
If the answer is not fully developed: How often do you meet? What is the structure of the 
meeting? How are issues raised? How issues are being discussed? How is the time of talking 
distributed, equal-unequal?  
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10. How do you think your team performs? (solving tasks etc) 
 
Thank you... 
 
We would now like to discuss how you communicate in the TMT 
 
11. How often do you meet with your peers at work? (is the meeting spontaneous or planned?) 
 
Follow up: Do you meet some peers more often/rarely then others? 
 
12. What about the formality of these meetings between members of the TMT? (are they 

work-related or not?) 
 
13. Do you meet with your peers outside work? 
 
If yes: Do you meet some peers more often/rarely then the others? Are the meetings work-
related? 
 
14. How much written communication and phone contact do you have with the members of 

the TMT at working hours? 
 
Let us move on to... 
 
How you debate within the TMT 
 
15. Would you please describe how you peers, in the TMT, debate different task related 

issues?   
 
If the answer is not fully developed, follow up with: Do you executives: state clear 
disagreement with each other, propose different approaches, openly challenged each other’s 
opinions? Are all equally involved in the debates? Why/why not? 
 
Thank you for your answers in this section... 
 
I will now ask some questions about how you make decisions/the decision making 
process within the TMT 
 
In this section, I would like you to think of a recently strategic decision which you made 
together within the TMT 

 
16. Would you like to describe the decision making process related to the specific decision? 

How you reached the decision? 
 
Follow up questions if necessary: 
 To what extend 

i. was the participation equal between the members of the TMT? 
ii. did the group weigh multiple approaches against each other? 

iii. Did the group examine the pro and cons of several possible courses of 
action? 
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iv. did the group use multiple criteria for eliminating possible courses of 
action?  

 
17. After reaching the important strategic decision: 
 
Did the decision reflect the discussion? 
 
How was the acceptance towards the decision? 
 
Was the decision implemented as said? 
 
18. Is this the way decision making usually is executed, or could you describe how the 

decision making process usually is? (Follow up questions to 16). 
 
19. How much time do you usually spend in the decision making process? (big/small 

question) 
 
Thank you for your answers in this section and... 
 
Now to the TMT from a social perspective 
 
20. How would you like to describe the co-operational climate within the TMT? 
 
21. Do you socialise with the other top managers outside work? How? (compare question 13) 
 
22. Do you think the other members of the TMT is different/similar you. In which way? 
 
Now some questions about disagreements within the TMT 
 
23. Would you say is disagreements over different task-related issues between the members of 

the TMT? 
 
24. How often does disagreements emerge within the TMT? 
 
25. Would you please describe a situation when you disagreed with one or more members of 

the TMT? 
 
26. To what extent are the arguments in the TMT task-related? 
 
27. How would you describe the chemistry amongst you peers in the TMT? 
 
Follow up, if good: Is there any personal friction?  
 
28. I would now like you to describe how you work with problem solving or potentioal 

opportunities 
 
Follow up if needed, to get a more developed answer: How do you find; criteria, potential 
solutions and courses of action (the process) for example? (do you see different paths of 
solving, wide lens, do you make use of the broad picture that might be present and make use 
of different opinions?) 
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29. How innovative would you consider the TMT as being when solving problems? 
 
Follow up: Are some members of the TMT more innovative than others when it comes to 
solving problems? Equallity of participation? Why/why not?  
 
The following section is about how you perceive the company’s performances compared 
to a competitor.  
 
Please think about one specific competitor from the same industry and with similar sales 
volumes as your organisation throughout this section, and while answering the following 
questions: 
 
30. How would you say that you stand up to the specific competitor when it comes to: 

i. Innovations 
ii. Product introductions  

iii. Strategic change 
iv. Sales 
v. The development of firm profitability over the past 5 years 

vi. Market share 
vii. Product range (broader/narrower) 

  
31. In percentage terms, how close to ideal performance (100) do you perceive that you are? 
 
Follow up, if not 100: what do you in the TMT do to improve the performance? 
 
32. In percentage terms, how close to ideal performance (100) do you perceive that the 

specific competitor is?  
 
33. How do you think the TMT performs? 
 
The last section is about the TMT as a team 
 
34. Do you think the executive team works as a team? Why/why not? 
 
Follow up: How would you define a team?  
 
35. How do you think the group works together? 
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2. INTERVJUGUIDE (SWEDISH VERSION) 
 
1. Börja med att tacka för att vi fick komma och intervjua, värdefullt för oss. 
2. Vi hoppas att ni kommer att få nytta av studien och får självklart möjligheten att läsa 

studien när den är färdig. 
3. Syftet med studien är att undersöka hur kompositionen av ledningsgruppen påverkar 

ledningsgruppens arbete och hur den i sin tur påverkar ledningsgruppens prestation.  
o Vi är alltså inte intresserade av företagsfakta utan hur ni i ledningsgruppen arbetar, 

och det är därför viktigt att vi håller oss till det i största möjliga mån. 
4. Anledningen till att vi är två idag är att jag skall kunna koncentrera mig på intervjun. 

Sophie kommer att anteckna svar och det kan hända att hon inflikar med följdfrågor om 
frågan inte blivit besvarad till fullo. 

5. Själklart behandlar vi alla svar vi får från dig konfidentiellt. (Berör endast VD: Vi utgår 
från att företaget är anonymt, men det är självklart upp dig er om ni vill vara det eller inte) 

6. Vi skulle vilja banda denna intervju för att underlätta analysarbetet om det går bra för dig? 
Som sagt så behandlas alla svar konfidentiellt och bandet kommer att raderas efter att vi 
analyserat det.  

7. Vi beräknar att intervjun kommer att ta 1 - 1 ½ timme. 
8. Har du några frågor innan vi börjar intervjun? 
 
Vi börjar med några bakgrundsfrågor 
 
1. Skulle du vilja beskriva hur du rekryterades till företaget X? 
 
Följ upp med: Hur har du nått nuvarande position? Tidigare positioner inom företaget? (ute 
efter org tenure och team tenure) 
 
2. Inom vilket verksamhetsområde har du mest erfarenhet? 
 
3. Har du någon internationell arbetserfarenhet? 
 
Om Ja: Kan du berätta lite om den? 
 
4. Kan du berätta om den högsta utbildning du besitter? Vad och var du har läst?  
 
5. Kan du berätta lite om din familjebakgrund (född, uppvuxen, föräldrar som är akademiker 

eller inte, civilstånd, nationalitet) 
 
Då går vi vidare till... 
 
Hur du ser på Företaget Xs mål och strategier 
 
6. Utifrån ditt eget perspektiv, hur bedömer du företaget X ”omvärldssituation”, det som på 

engelska heter external business environment? (turbulens, konkurrens, ekonomi) 
 
7. Vilket mål tycker du är det viktigaste för företaget X?   
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8. Vad bedömer du som företaget X viktigaste styrka jämfört med de huvudsakliga 
konkurrenterna? 

 
Tack för dina svar och nu kommer några... 
 
Generella frågor om arbetet inom ledningsgruppen 
 
9. Skulle du vilja beskriva hur ett vanligt ledningsgruppsmöte går till? 
 
Följdfrågor om nödvändigt: Mötesstruktur, Hur frågor kommer upp till diskussion, Hur frågor 
diskuteras, fördelning taltiden; jämnt eller ojämnt? 
 
10. Hur tycker du att ledningsgruppen presterar? (löses uppgifterna etc) 
 
Tack... 
 
Vi skulle nu vilja diskutera hur ni kommunicerar inom ledningsgruppen. 
 
11. Hur ofta träffar du dina kollegor från ledningsgruppen på jobbet? (är träffen spontant eller 

planerat?) 
 
Följdfråga: Träffar du vissa oftare än andra? 
 
12. Hur formella är dessa möten? (jobbrelaterat eller ej) 
 
13. Träffar du dina kollegor ifrån ledningsgruppen utanför arbetet? 
 
Följdfrågor om Ja: Träffar du vissa kollegor oftare än andra? Är det arbetsrelaterat? 
 
14. Hur mycket skriftlig och muntlig kommunikation har du med dina kollegor i 

ledningsgruppen på arbetet?  
 
Vi går vidare till... 
 
Hur ni diskuterar inom ledningsgruppen 
 
15. Skulle du vilja beskriva hur ni i ledningsgruppen diskuterar olika sakfrågor?  
 
Följdfrågor om nödvändigt: Markerar ni tydligt om ni har olika åsikter? Brukar ni företräda 
olika förhållningssätt till sakfrågorna? Brukar ni öppet utmana varandras åsikter? Alla lika 
delaktiga? Varför/varför inte? 
 
Tack för dina svar på detta området... 
 
Jag skall nu ställa några frågor om hur ni fattar beslut/beslutsprocessen 
 
I detta avsnitt skulle jag vilja att du tänker på ett viktigt strategiskt beslut ledningsgruppen 
nyligen tagit tillsammans. 
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16. Skulle du vilja beskriva beslutsprocessen, just hur ni nådde fram till beslutet, kopplat till 
det strategiska beslutet?  
 

Följdfrågor om nödvändigt: 
 I vilken utsträckning 

v. var alla lika delaktiga? Varför/varför inte? 
vi. vägde ledningsgruppen olika förhållningssätt mot varandra? 

vii. undersökte ledningsgruppen för och emot vad gäller olika möjliga 
handlingsvägar? 

viii. använde ledningsgruppen olika kriterier för att utesluta olika möjliga 
handlingsvägar?    

 
17. Efter att ni fattat beslutet: 

 
Tycker du att beslutet reflekterade de föregående diskussionerna? 

 
Hur såg acceptansen för beslutet ut? 

 
Tycker du att beslutet avspeglas i implementeringen (att det blev som det var beslutat eller 
gjort som man sagt)? 
 
18. Är det så här ni vanligen fattar beslut, eller kan du beskriva hur beslutsprocessen vanligen 

ser ut? (Följdfrågor i fråga 16) 
 
19. Ungefär hur mycket tid läggs på att fatta beslut? (stort beslut/litet beslut) 
 
Tack för dina svar i denna sektion och... 
 
Nu till ledningsgruppen ur ett socialt perspektiv 
 
20. Hur skulle du vilja beskriva samarbetsklimatet inom ledningsgruppen? 
 
21. Umgås du med andra inom ledningsgruppen utanför arbetet? Hur? (jfr fråga 13) 
 
22. Anser du att dina kollegor inom ledningsgruppen är lik/olik dig? På vilket sätt?  
 
Nu följer några frågor angående meningsskiljaktigheter 
 
23. Finns det meningsskiljaktigheter vad gäller olika sakfrågor mellan medlemmar av 

ledningsgruppen? 
 
24. Hur ofta framkommer meningsskiljaktigheter inom ledningsgruppen?  

 
25. Vill du vara vänlig att beskriva en situation då du och en eller fler kollega inom 

ledningsgruppen hade delade meningar?  
 
26. Hur stor andel av meningsskiljaktigheterna skulle du säga var sakfrågerelaterade? 
 
27. Hur skulle du beskriva personkemin i ledningsgruppen?  
 

116 
 



The opening of the black box 
 

Följdfråga om bra: Finns det någon friktion? 
 
28. Nu skulle vi vilja att du beskriver hur ni jobbar med problemlösningar eller 

potentiella möjligheter  
 
Om nödvändigt för att få ett mer utvecklat svar: Hur finner ni kriterier, potentiella lösningar 
och hur är handlingsförloppet (processen) till exempel? (ser olika vägar att lösa, bred bild, 
utnyttjar den breda bilden som kanske finns och tar tillvara på olika synpunkter) 
 
29. Hur innovativa skulle du säga att ledningsgruppen är när det kommer till att lösa problem? 
 
Följdfråga: Är vissa delar av ledningsgruppen mer innovativa än andra när det kommer till att 
lösa problem? Alla lika delaktiga? Varför/varför inte?  
 
Följande avsnitt handlar om hur du ser på företaget X prestationer jämfört med en 
konkurrent. 
 

Var snäll och tänk på en specifik konkurrent inom samma industri som Företaget X och med 
liknande försäljningsvolym genom hela denna sektion och då du svarar på följande frågor: 

 

30. Hur står ni er mot den specifika konkurrenten när det kommer till: 
viii. Nya innovationer 

ix. Produkt introduktioner 
x. Strategiska förändringar 

xi. Försäljning 
xii. Utvecklingen lönsamhet 

xiii. Marknadsandelar 
xiv. Produkt sortiment (bredare/smalare) 

 

31. I procent, hur nära den ideala prestationen (100) i er industri befinner ni er? 
 

Följdfråga om tid och de ej ligger på 100: Vad gör ni i ledningsgruppen för att förbättra detta? 

 

32. Hur nära ideal prestation är den specifika konkurrenten? 
 
De avslutande frågorna handlar om ledningsgruppen som ett team 
 
33. Anser du att ledningsgruppen arbetar som ett team? Varför/varför inte? 
 
Följdfråga: Vad är ett team för dig och vad betyder det att man är ett team? 
 
34. Hur tycker du att ledningsgruppen arbetar tillsammans? 
 
Då har vi kommit till slutet av intervjun, har du några frågor eller något att tillägga? 

117 
 



The opening of the black box 
 

Då tackar vi för att du tagit tid åt denna intervjun för att hjälpa oss i vår studie! Vi 
återkommer med den färdiga studien om du skulle vara intresserad av att läsa 
den/implikationer för företaget X  
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3. ANALYSIS SCHEME 
 
COMPOSITION 
 Role Previous 

work exp. 
How, when 

recruited 
Org/TMT 

tenure 
Ind./ 
Case 

    

Other meaningful reflections: 
 
Conclusion: 
 
COMPOSITION Continued 
 Functional 

background 
International 
experience 

Reflections 

Ind./ 
Case 

   

Other meaningful reflections: 
 
Conclusion: 
 
COMPOSITION Continued 
 Education Family 

background 
Nationality Age  Gender Reflections 

Ind./ 
Case 

      

Other meaningful reflections: 
 
Conclusion: 
 
COMPOSITION Continued 
 
 External business 

environment 
Goal – top 

priority 
Major Strength Reflections 

Ind./ 
Case 

    

Other meaningful reflections: 
 
Conclusion: 
 
THE TMT MEETING IN GENERAL 
 Usual 

TMT 
meeting 

Structure How issues 
raised -

discussed 

Distribution
(talking) 

Performance Reflections

Ind./Case       
Other meaningful reflections: 
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Conclusion: 
 
COMMUNICATION 
 Formal/ 

informal 
Outside 
work/ 
at work 

Frequency Written-
oral 

Participation/
Power dist 

Reflections 

Ind./Case       
Other meaningful reflections: 
 
Conclusion: 
 
DEBATE 
 How? Different 

approaches 
Openly challenge 

each other 
Power dist./ 
participation 

Reflections

Ind./Case      
Other meaningful reflections: 
 
DECISION MAKING 
 How to reach 

a decision 
Power dist./ 
participation 

Weigh 
different 
aspects 

Pro cons Reflections 

Ind./Case      
Other meaningful reflections: 
 
Conclusion: 
 
DECISION MAKING continued 
 Reflectance 

of the 
discussion 

Acceptance Implementation Usually this 
way? 

Time? 

Ind./Case      
Other meaningful reflections: 
 
Conclusion: 
 
SOCIAL PERSPECTIVE 
 Cooperation 

climate 
Socialise 

outside work 
Similar 
to you 

Dissimilar 
from you 

Comm. 
Outside 
work… 

Reflections 

Ind./Case       
Other meaningful reflections: 
 
Conclusion: 
 
CONFLICT 
 Task 

conflict 
Socio 

emotional 
How 
often,  

Situation, 
how 

Chemistry Reflections 
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T-S? 
 

Ind./Case       

Other meaningful reflections: 
 
Conclusion: 
 
PROBLEM SOLVING 
 How? Use of  broad 

picture 
Innovativeness Power dist./ 

participation 
Reflections

Ind./Case      
Other meaningful reflections: 
 
Conclusion: 
 
PERFORMANCE 
 Innovations Product intro Strategic change Sales 
Ind./Case     

Other meaningful reflections: 
 
 
PERFORMANCE continued 
 Profit Market share Prod line Reflections 
Ind./Case     

Other meaningful reflections: 
 
Conclusion: 
 
PERFORMANCE continued 
 YOU 

% of ideal 
What do you do to 

Improve? 
Competitor 
% of ideal 

Ind./Case    
Other meaningful reflections: 
 
Conclusion: 
 
TMT AS A TEAM 
 Are you 

a team? 
Why? 

Why not? 
What is a 

team 
How work 
together? 

+ TMT 
performance 

Q10 

Reflections 

Ind./Case       
Other meaningful reflections: 
 
Conclusion: 
 
POWER DISTRIBUTION 
 General participation CEO Others Reflections 
Ind./Case     
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Other meaningful reflections: 
 
Conclusion: 
 
Time and date of interview for case-within-case 
 Ranging from - to Date   
Ind.     
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