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Abstract

During the current pandemic many employees of Professional Service Firms (PSFs)
must Work At Home (WAH), which makes it relevant for PSFs to know the influence of WAH.
Especially the intrapreneurial behaviour of their employees is of importance, since
intrapreneurs are a driver to remain competitive for PSFs. By doing a single case study at
Arcadis, this research argues that WAH reduces opportunity recognition, while this is an
important indicator in the process of intrapreneurial attitudes becoming intrapreneurial
behaviour. But by ‘creating an intrapreneurial community’ by means of an Internal
Crowdsourcing Platform (ICP) this reduction can be alleviated. Ten one-hour interviews have
been conducted among the employees of Arcadis Netherlands, which showed a more positive
view on WAH than initially hypothesized. Moreover, it showed how an ICP should be designed
to help the process of intrapreneurial attitudes becoming intrapreneurial behaviour. This study
thereby further elaborates on how influences of WAH can be mitigated by implementing and

carefully designing an ICP.
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1. Introduction

Professional service firms (PSFs) need to continuously develop new knowledge to
remain competitive (Anand, Gardner, & Morris, 2007; Fischer, 2011). Intrapreneurial
behavior—defined as “a process in which individuals within organizations act
entrepreneurially in pursuing new opportunities” (Klofsten, Urbano, & Heaton, 2021, p. 1)—
of individual professionals, therefore, serves as an important driver of long-term survival
(Anand et al., 2007; Von Nordenflycht, 2010; Fischer, 2011). Hence, PSFs try to develop
conditions for their employees to behave intrapreneurial (Fischer, 2011). Academic literature
shows that having an intrapreneurial attitude is a condition for employees to show
intrapreneurial behaviour (Neessen, Caniels, Vos, & De Jong, 2018). An internal
crowdsourcing platform® (ICP), which is an “IT-enabled group activity based on an open call
for participation in an enterprise” (Zuchowski et al., 2016, p. 168) can be used to drive this
process of intrapreneurial attitude towards intrapreneurial behaviour and is thus a useful tool
for PSFs to remain competitive (Benbya & Leidner, 2017).

The current pandemic, caused by the Covid-19 virus, however forces employees to
work at home? (WAH) and changes the conditions that drive intrapreneurial behaviour.
Although WAH is nothing new, in today's world it is a more imposed way of working for most
employees in PSFs (Venkatesh, 2020). Some of these PSFs even state that after the current
pandemic the shift from working in a company office to WAH will stay (Barrero, Bloom, &
Davis, 2020; Lund et al., 2021). This shift to WAH results in major changes in the work (and
living) environment of employees (Carnevale & Hatak, 2020; Oakman, Kinsman, Stuckey,
Graham, & Weale, 2020; Ratten, 2020; Kniffin et al., 2021), since they are prohibited to meet
physically (Spicer, 2020; Kniffin et al., 2021). These major changes in turn may influence the
way intrapreneurial attitude become intrapreneurial behaviour (Gerards, Van Wetten, & Van
Sambeek, 2020), especially because social interactions are affected (Bartel, Wrze$niewski, &
Wiesenfeld, 2007; Golden, Veiga, & Dino, 2008) and motivation can be decreased (Song &
Gao, 2019; Tovmasyan & Minasyan, 2020). Other scholars, on the contrary, argue that
motivation is increased when employees WAH, because of more autonomy (Rupietta &
Beckmann, 2018). This reveals the inconsistent results within the current literature about
WAH.

L also referred to as internal open innovation, ideation programs, Innovation Management Software/Platforms,
web-enabled ideation system, and corporate crowdsourcing, but hereafter referred to as ‘ICP’.
2 also referred to as telecommuting, telework and working remotely, but hereafter referred to as “WAH’.
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This research aims at enhancing our knowledge on the influence of WAH on the process
of intrapreneurial attitudes becoming intrapreneurial behaviour and the role ICP play in this
when employees WAH. This study will therefore be relevant for further developing the
literature in three ways. First, it enhances our understanding of the effect of WAH on
intrapreneurial attitudes becoming intrapreneurial behaviour. In other words, it shows us how
the changed working conditions affect the likelihood of employees of PSFs, who have an
intrapreneurial attitude, show intrapreneurial behaviour. Second, it reveals how ICPs play a
role in the process of intrapreneurial attitudes becoming intrapreneurial behaviour. And third,
it creates a better understanding on how ICPs can mitigate the influences of WAH on the
process of intrapreneurial attitudes becoming intrapreneurial behaviour. Finally, it is relevant
for managers of PSFs to know whether (and how) the implementation of ICPs help the process
of intrapreneurial attitudes becoming intrapreneurial behaviour.

Hence, this study will go into the process of employees just thinking in an
intrapreneurial way towards employees who use their attitudes to be actively involved in
pursuing new innovations for their organisation. In other words, the process of a potential
intrapreneur becoming an actual intrapreneur in times where WAH is obligated. To research
this effect of WAH, a qualitative case study at the PSF Arcadis (a global design, engineering,
and management consulting firm) will be conducted. Because this study wants to investigate
established literature within a specific research setting, in-depth insight is needed, this can be
achieved by qualitative research (Bleijenbergh, 2015). The data will be collected by semi-
structured interviews of around ten employees. With the acquired data the following research
question will be answered: What is the effect of working at home on the process of
intrapreneurial attitudes becoming intrapreneurial behaviour for employees in a professional
service firm and what influence has an internal crowdsourcing platform on this process?

After this study, a better understanding on the process of intrapreneurial attitudes
becoming intrapreneurial behaviour, in times when WAH is obligatory for PSFs, will be
gained. This study, thereby, establishes a better understanding of the contradicting results on
the influences of WAH on the motivation of employees. This research also is a valuable
contribution for the discussion on how PSFs can enable employees to become intrapreneurs to
remain competitive in times of the current pandemic. Moreover, the current gap within the
literature about how an ICP can help this process will be closed. This influences the way
managers of PSFs look at ICPs in times when WAH is obligated. After this study, a better
understanding of how ICP can mitigate the influence of WAH, according to employees of PSFs,
is developed.
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2. Theoretical background

2.1 Intrapreneurship

Intrapreneurship is the capability of an employee to develop an innovative idea within
his or her organisation (Kuratko, Montagno, & Hornsbhy, 1990; Ireland, Hitt, & Simon, 2003).
Extent literature shows that intrapreneurship is an important aspect for a company to create,
develop and harness in order to cope with the rapidly changing environment (Kuratko et al.,
1990; Sundbo, 1999; Ireland et al., 2003; Augusto Felicio, Rodrigues, & Caldeirinha, 2012;
Park, Kim, & Krishna, 2014; Gawke, Gorgievski, & Bakker, 2017; Klofsten et al., 2021),
especially for PSFs (Fischer, 2011). While many studies addressed the top-down
implementation of intrapreneurship, this study takes a bottom-up approach and focuses on
employee attitude and how it can be stimulated towards intrapreneurial behaviour, which in
turn can create an innovative organisation (Neessen, Caniels, Vos, & De Jong, 2018).

According to Augusto Felicio et al. (2012), intrapreneurship can be defined as “a
process whereby an individual creates a new organisation or instigates renewal or innovation
within the organisation” (p. 1718). Similarly, in his book Hindle (2003) defines
intrapreneurship as “the introduction and implementation of a significant innovation for the
firm by one or more employees working within an established organisation.” (p. 122). These
authors both highlight the fact that intrapreneurship comes from actions of individual
employees, while on the contrary for example Fischer (2011) defines intrapreneurship as a
process of corporate renewal in established firms, which focuses more on the organisational
processes. This shows that there is (1) a lack of consistent definition of the concept and (2) that
intrapreneurship is a broad concept addressed through multiple research areas (Blanka, 2018).
In this present study the more integrative definition of Neessen et al. (2018) will be used,
because of the extensiveness and multilevel nature of intrapreneurship. They define

intrapreneurship as:

“a process whereby employee(s) recognize and exploit opportunities by being
innovative, proactive and by taking risks, in order for the organization to create new
products, processes and services, initiate self-renewal or venture new businesses to

enhance the competitiveness and performance of the organization. ” (p. 551)

The framework that forms the basis of this definition reveals that the intrapreneurial attitude of
an employee is a condition for intrapreneurial behaviour (Neessen et al., 2018). Intrapreneurial

attitudes becoming intrapreneurial behaviour is an important theme within the literature of
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intrapreneurship (Auer Antoncic & Antoncic, 2011; Giannikis & Nikandrou, 2013; Douglas &
Fitzsimmons, 2013; Neessen et al., 2018). Hence, as earlier mentioned, this study will go into
the process of employees just thinking in an intrapreneurial way towards employees who use
their attitudes to be actively involved in pursuing new innovations for their organisation.
Therefore, the first step for developing the conceptual model for this study is drawn in figure
1.

Intrapreneurial Intrapreneurial
attitude + behaviour

Figure 1: first step conceptual model

An organisation that successfully drives this process in their strategy creates
competitive advantage within its industry through innovation (Barringer & Bluedorn, 1999;
Klofsten et al., 2021). Such strategy needs to enable individual employees to use their
intrapreneurial attitude to develop their innovative ideas within the company (Zahra, 1991,
Hughes & Mustafa, 2016; Klofsten et al., 2021). This intrapreneurial behaviour of employees
is especially important for PSFs where, “individual professionals are the basis and driving

force for the initiation of service innovation.” (Fischer, 2011, p. 916).

2.1.1 Intrapreneurial attitude

Having an intrapreneurial attitude, also called intrapreneurial orientation (Razavi & Ab
Aziz, 2017), is the condition for employees to show intrapreneurial behaviour (Urbano,
Alvarez, & Turrd, 2013; Rigtering & Weitzel, 2013; Neessen et al., 2018). Intrapreneurial
attitudes are “the degree to which an employee has a (un)favorable appraisal of
intrapreneurial behaviour” (Neessen et al., 2018, p. 547). So, it is the phase before an
employee uses his intrapreneurial capabilities to drive innovation within its organisation
(Klofsten et al., 2021). This concept of intrapreneurial attitude contains several antecedents
(Neessen et al., 2018). Such as having the motivation to show intrapreneurial behaviour (Chan
et al., 2017). It is widely acknowledged that an employee’s attitude should be motivated and
intended to show intrapreneurial behaviour (Kuratko & Montagno, 1989; Douglas &
Fitzsimmons, 2013; Schlaegel & Koenig, 2014; Santos et al., 2018). For example, Van Dijk
and Van den Ende (2002) argue in their paper that an employee can generate an idea
(intrapreneurial attitude), but they need to be motivated and willing to put their idea forward
(intrapreneurial behaviour).

Another antecedent of intrapreneurial attitudes is job satisfaction (Neessen et al., 2018).
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An employee that is satisfied about his job as being interesting and compelling drives an
intrapreneurial attitude (Auer Antoncic & Antoncic, 2011; De Clercqg, Castafier,
Belausteguigoitia, 2011; De Jong, Parker, Wennekers, & Wu, 2013; Rigtering & Weitzel,
2013; Gerards et al., 2020). Especially job autonomy is a trait which increases the chance of an
employee behaving intrapreneurial (De Jong et al., 2013). Another prevalent attitude is self-
efficacy, which leads to a higher intention to behave intrapreneurial (Schlaegel & Koenig,
2014; Arslanagic-Kalajdzic, Cerne, & Kadic-Maglajlic, 2019; Neessen et al., 2018). “Self-
efficacy is the strength of an individual’s belief that they can successfully accomplish a specific
task or series of related tasks.” (Douglas & Fitzsimmons, 2013, p. 118). Within literature it is
argued that a higher self-efficacy leads to a higher chance of an employee behaving
intrapreneurial (Douglas & Fitzsimmons, 2013; Arslanagic-Kalajdzic et al., 2019).

Before behaving intrapreneurial an employee tries to predict the risks that are involved
with behaving that way (Douglas & Shepherd, 2002). Since behaving intrapreneurial can be a
risky endeavor, which can involve a higher workload and increased stress for the employee
(Urban & Nikolov, 2014). According to Urban and Nikolov (2014), the innovative idea can
also fail, which subsequently can decrease an employee's motivation and therefore an employee
may be hesitant to engage in intrapreneurial behaviour. Therefore, an employees’ attitude
towards risk is important when looking at intrapreneurial behaviour. Similarly, the research of
Douglas and Shepherd (2002) argues, the higher the risk propensity of an employee, the
stronger the intention to behave intrapreneurial. This is also recognized by Gu, Hu, Wu, and
Lado (2018) who suggest that risk propensity drives an individuals’ intrapreneurial behaviour.
Neessen et al. (2018) argue that risk-taking is a trait of intrapreneurial behaviour, but that goes
more into the likelihood of an intrapreneur coming at an intrapreneurial outcome, through this
risk-taking. In this study the relationship is about an employees’ attitude towards the risks of
behaving intrapreneurial (Urban & Nikolov, 2014), which subsequently may or may not lead
to behaving intrapreneurial.

Moreover, it is argued that recognizing business opportunities is an important attitude
for behaving intrapreneurial (Urbano et al., 2013), particularly for a PSF (Fischer, 2011). An
employee must possess the ability to identify certain opportunities within its environment to
materialize generated ideas into intrapreneurial behaviour (Urbano et al., 2013). Thus, an
employee with an intrapreneurial attitude needs to be able to recognize opportunities to behave
intrapreneurial (Neesen et al., 2018). A recognized opportunity, however, only becomes an
innovation once an employee is able to ‘connect the dots’ between changing conditions within

its environment (Fischer, 2011). Besides, the pressure to meet a certain number of billable
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hours, which is present in most PSFs, diminishes an employees’ chance to recognize business
opportunities (Fischer, 2011).

In addition, the commitment to (Park et al., 2014; Farrukh et al. 2017) or identification
with (Moriano et al., 2014; Valsania, Moriano, & Molero, 2016) the organisation is an
important factor for having an intrapreneurial attitude. Because employees who feel a certain
commitment to the organisation are generally more willing to go ‘the extra mile’ (Park et al.,
2014). Although Farrukh et al. (2017) indicate that organisational commitment drives
intrapreneurial behaviour, they also recognize that some forms of organisational commitment
(i.e., continuance commitment) decrease an employees’ attitude to behave intrapreneurial. All
in all, these articles show that an employee with an intrapreneurial attitude in general show
intrapreneurial behaviour, when he or she is motivated, satisfied with his or her job, has self-
efficacy, is willing to take risks, is able to recognize opportunities and identifies him- or herself
with the organisation (Neessen et al., 2018).

Since these conditions include organisational factors, albeit as a perception of the
employee, also organisations play a role in intrapreneurial attitudes (Blanka, 2018; Gerards et
al., 2020). Many studies have acknowledged that the individual conditions of intrapreneurial
attitudes are affected by organisational factors (De Clercq et al., 2011; Blanka, 2018). It is
therefore the task of an organisation to motivate their employees, ensure job satisfaction,
increase self-efficacy and create a certain identification with them (Neessen et al., 2018) and
try to diminish the risk involved by behaving intrapreneurial (Urban & Nikolov, 2014). In this

way the intrapreneurial attitudes can become intrapreneurial behaviour.

2.1.2 Intrapreneurial behaviour

According to Rigtering and Wietzel (2013) and Neessen et al. (2018), is intrapreneurial
behaviour about being both innovative as well as proactive as an employee to initiate new ideas.
The innovativeness of an employee is frequently conceptualized as a complex process through
different phases (Ng & Lucianetti, 2016; Perry-Smith & Mannucci, 2017; Cortes & Herrmann,
2020; Mascarefio, Rietzschel, & Wisse, 2021). According to Perry-Smith and Mannucci (2017)
the innovative process that people go through is the idea journey and consists of four
consecutive phases. (1) The idea generation phase, (2) the idea elaboration phase, (3) the idea
championing phase, and (4) the idea implementation phase. Both Ng and Lucianetti (2016) as
well as Mascarefio et al. (2021) put the second and third phases together into respectively idea
dissemination and idea promotion. Similarly, Kornish and Hutchison-Krupat (2017) merges
these two phases into idea selection. Within this different literature it can thus be argued that
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idea generation subsequently flows into respectively idea elaboration, idea dissemination, idea
promotion or idea selection, which can be seen as the transition of intrapreneurial attitudes
becoming intrapreneurial behaviour (Neessen et al., 2018).

The generation of ideas is the first phase of this process (Perry-Smith & Mannucci,
2017) Several studies have investigated the concept of idea-generation (Amabile, Conti, Coon,
Lazenby, & Herron, 1996; Van den Bosch, Saatcioglu, & Fay, 2006; Deichmann & Stam, 2015;
Ng & Lucianetti, 2016; Benbya & Leidner, 2017; Deichmann & Jensen, 2017). According to
Mascarefio et al. (2021) this phase of innovative employees “concerns the production of novel
and useful ideas” (p. 2). The idea is generated in an employee's mind yet is indirectly
influenced by the social context of the employee (Perry-Smith & Mannucci, 2017). This phase
is therefore intrinsically embedded into an employee and depends on self-efficacy (Mascarefio
et al., 2021). On the contrary other authors argue that more extrinsic factors such as
transformational leadership (Deichmann & Stam, 2015) and teamwork (Deichmann & Jensen,
2017) play an important role in the generation of ideas.

The subsequent phase is the elaboration, promotion, or selection of the generated ideas
(Hindle, 2003; Cerne & Skerlavaj, 2015; Perry-Smith & Mannucci, 2017; Cortes & Herrmann,
2020). This phase is also defined as “the process of systematically evaluating a novel idea’s
potential and further clarifying and developing it” (Perry-Smith & Mannucci, 2017, p. 8).
Within this phase the generated ideas of an employee needs feedback from the management
(Cortes & Herrmann, 2020) or from his peers (Deichmann & Jensen, 2017; Perry-Smith &
Mannucci, 2017) to develop the idea further, and to gain more attention (Kornish & Hutchison-
Krupat; 2017).

The proactiveness of an employee is more about the personal initiative to shape your
environment (Rigtering & Weitzel, 2013). Besides, Razavi and Ab Aziz (2017) also argue that
networking, next to innovativeness and proactiveness, is an important factor in the intention to
become an intrapreneur. The authors indicate that networking develops intrapreneurial
behaviour through the knowledge sharing among employees. According to the framework of
Neessen et al. (2018) is intrapreneurial behaviour a sub-dimension of intrapreneurship which
results in intrapreneurial outcomes. These outcomes can revolve around many innovative
aspects within a company. For example, employees suggesting new strategic directions
(Kuratko et al., 1990), looking for autonomous business creation (VVesper, 1984), implementing
product or process improvements (Barringer & Bluedorn, 1999; Endres, Huesig, & Pesch,
2021), searching for new technologies (Hughes & Mustafa, 2016), and solving complex

problems (Klofsten et al., 2021). Such initiatives developed by intrapreneurs help a company
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stay innovative and thus remain relevant (Kuratko et al., 1990; Barringer & Bluedorn, 1999;
Ireland et al., 2003).

All in all, it can be concluded that the process of intrapreneurial attitude becoming
intrapreneurial behaviour depends on certain conditions (e.g., motivation, satisfaction,
organisational commitment). These conditions allow employees to show an innovative and
proactive behaviour with the use of networking to help pursuing new innovations for their
organisation, which is intrapreneurial behaviour (Neesen et al., 2018). Ultimately, a PSF wants
to enable this intrapreneurial behaviour to remain competitive in the market. One of the tools
to enable this is an ICP (Beretta, 2019).

2.2 Internal crowdsourcing platforms

Due to the current pandemic, there is an increased need for IT (Pinzaru, Zbuchea, &
Anghel, 2020; Herath & Herath, 2020). This is because many employees must WAH and
therefore the digital use of IT-systems has become more prevalent within organisations
(Barrero et al., 2020). One of these IT tools that can become increasingly important in recent
years are Internal Crowdsourcing Platforms (ICPs) (Beretta, 2019). According to Pohlish
(2021) ICP are “particularly advantageous for large companies with many geographically
dispersed employees that possess diverse backgrounds.” (p. 22). These ICPs are already
implemented by many large firms across different industries (E.g., Google, Phillips, Ericsson,
Allianz, NASA). Other names for the same concept are for example innovation management
platforms (Benbya, Leidner, & Belbaly, 2016), idea-boxes (Deichmann & Stam, 2015), and
Innovation Management Software (Endres et al., 2021). More concepts around ICP, that are
used for this theoretical background, are described in table 1. According to the literature review
of Zuchowski et al. (2016), an ICP can be described as an “IT-enabled group activity based on
an open call for participation in an enterprise” (p. 168). ICPs thereby try to formalize and
digitalize the ideation process to manage and enhance the ideation of an employee (Beretta et
al., 2021). This is important for the innovativeness of an organisation, because of the valuable
know-how that employees possess (Santos et al. 2018). Since ICPs are relatively new, our
knowledge about their implications, drivers and barriers are relatively unknown (Benbya,
Leidner, & Belbaly, 2016; Nambisan, Lyytinen, Majchrzak, & Song, 2017).

Table 1
Other Names for ICP Throughout the Different Literature.
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Terms used for the ICP concept Authors within this study referring to it

Internal crowdsourcing (platform) Stieger et al., 2012; Zuchowski, 2016; Malhotra et al.,
2017; Pohlisch, 2020; Beretta et al., 2021

Innovation Management Platforms (IMP) Benbya et al., 2016; Benbya & Leidner, 2017, 2018;
Klofsten et al., 2021;

Idea-boxes Deichmann & Stam, 2015; Stieger et al., 2012

Employee Suggestion System (ESS) Van Dijk & Van Den Ende, 2002; Lasrado,
Gomiseck, & Uzbeck, 2017

Web-enabled ideation system Beretta, 2019; Beretta et al., 2018

Idea Management System (IMS) Santos et al., 2018; Sandstréom & Bjork, 2010
Innovation Management Software (IMS) Hisig & Waldmannstetter, 2013; Endres et al., 2021
System Innovations Management (SIM) Flynn et al., 2003; Dooley & O’Sullivan, 2003

The counterpart of internal crowdsourcing is (external) crowdsourcing (also called open
innovation), which was first coined by Howe (2006). Although many authors (and companies)
have researched the concept of an innovation platform beyond organisational boundaries
(Afuah & Tucci, 2012; Gassenheimer, Siguaw, & Hunter, 2013), it is not the focus of this
study. The reason for this is that according to the study of Malhotra, Majchrzak, Kesebi, and
Looram (2017), this form of crowdsourcing is less effective in capturing valuable innovative
ideas for a company. Since the big pool of crowd participants are not specifically familiar with
the company in open innovation (Malhotra et al., 2017). The ideas that are generated through
these external crowdsourcing platforms are thus less localized. Similarly, the lack of internal
knowledge about organisational processes and culture could make the generated ideas through
such open innovation initiatives less valuable (Beretta et al., 2021). Moreover, with ICP,
intellectual property issues tend to play less of an issue because the employees within the
company provided the ideas (Malhotra et al., 2017). Furthermore, as mentioned, the scope of
this study is on employees and not on participants outside the organisation. Hence, this study
will be about ICP and not on concepts as open innovation or (external) crowdsourcing.

The benefit of ICP is thus that it involves participants who are familiar with the
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organisation (Malhotra et al., 2017). Besides that, it enables a company to involve a wider
crowd of employees in the generation of ideas than just the workers at the R&D department
(Beretta, 2019; Beretta et al., 2021), it could therefore be a sufficient tool to drive the
intrapreneurial attitude of an individual employee to intrapreneurial behaviour. Sandstrom and
Bjork (2010) state for example that ICPs can be viewed as a structured support of the ideation
process of an employee. Likewise, Endres et al. (2021) argue in their paper that ICP could
capture intrapreneurial behaviour, this depends however on the user-friendliness of the
platform.

The reason for an organisation to implement ICP is thus to enhance innovative
initiatives of employees (Beretta et al., 2021). When such a platform is implemented, it can
accelerate the generation of innovative initiatives by employees and make it easier to capture
that intrapreneurial behaviour for the organisation (Stieger, Matzler, Chatterjee, & Ladstaetter-
Fussenegger, 2012). Stieger et al. (2012) argue that an important criterion for an ICP is the
‘independence of participating in this endeavor’. In other words, they argue that an employee
is free to put their innovativeness and specific knowledge to practice together with other
employees. It therefore also increases the transfer of knowledge flows between employees
(Stieger et al., 2012; Zuchowski et al., 2016), which in turn can increase their identification
with the organisation (Rupietta & Beckmann, 2018) and the use of networking (Razavi & Ab
Aziz, 2017). This is also in line with the conclusion of the case study of Pohlisch (2020) at
SAP, which argues that “The exchange of knowledge between employees and across intra-
organizational boundaries is supported and the identification of employees with the company
strengthened.” (p. 18). Moreover, ICPs can address complex issues and problems in the
organisation, which can be solved by the employee (Benbya & Leidner, 2017; 2018). These
complex tasks can increase an employee's intrinsic motivation and satisfaction, due to self-
determination theory (Gagné & Deci, 2005; Bao, Tang, & Ma, 2019). Hence, this can be seen
as using the intrapreneurial attitudes of employees to elicit intrapreneurial behaviour.

Since most literature on ICP is focused on enhancing new product development of
manufacturing firms (Beretta, 2019), there is little literature on ICPs in PSFs. Apart from the
longitudinal case study of Benbya and Leidner (2018) at a PSF, namely Allianz UK. The
authors argue that using ICP alone cannot transform an employee’s intrapreneurial attitude
towards intrapreneurship. Because there is also a need for a careful definition of challenges and
orchestration within these ICPs by the management. This leads to better ideas than just asking
employees for ideas (Benbya & Leidner, 2017; 2018). On the contrary, Malhotra et al. (2017)
argue the management should not orchestrate their problems, because this might block thinking
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broadly and creatively. This is also recognized by Beretta et al. (2021), who argued that the
implementation of ICP may fail due to managers’ attitude towards ICP. According to Santos
et al. (2018), the transparency of the whole idea management system is the most important
critical success factor. While both the study of Lasrado, Gomiseck, and Uzbeck (2017) and
Pohlisch (2020) state that awareness and accessibility of the ICP is an important trait for
maximum effectiveness. The following table summarizes the important characteristics a ICP
should have, according to the current literature, to effectively drive intrapreneurial behaviour

within an organisation.

Table 2

Characteristics of ICPs

Concept Important characteristic Reference
Internal Crowdsourcing User-friendliness/Accessibility Lasrado, Gomiseck, & Uzbeck, 2017;
Platform Pohlisch, 2020; Endres et al., 2021
Definition: “IT-enabled Awareness/Transparency Santos et al., 2018; Lasrado,
group activity based on an Gomiseck, & Uzbeck, 2017; Pohlisch,
open call for participation in 2020
an enterprise”
Challenging tasks Benbya & Leidner, 2017; 2018; Santos
etal., 2018
Formalizing ideation process Sandstrém & Bjork, 2010; Beretta et
al., 2018
Independence of participating Stieger et al., 2012;
Enabling knowledge exchange Stieger et al., 2012; Zuchowski et al.,

2016; Razavi & Ab Aziz, 2017;
Pohlisch, 2020

Enhancing company identification Rupietta & Beckmann, 2016; Malhotra
et al., 2017; Pohlisch, 2020

In conclusion, some roadblocks and drivers of ICPs are identified by different authors,
however still no research has been done on ICPs considering the current pandemic (Klofsten
et al., 2021). Especially during a crisis (such as COVID-19, where WAH is obligatory) there
is a higher demand for collaborative, open platforms to generate intrapreneurial behaviour
(Klofsten et al., 2021). Thereby, Montani and Stagliano (2021) argue that especially when
WAH employees need a knowledge-based platform to promote their innovative behaviour.
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Benbya et al. (2016) argue that our understanding of the effectiveness and the barriers of ICP
remains limited, and therefore needs more attention. The second step in developing the
conceptual model for this study therefore is to investigate how an ICP enhances the process of

intrapreneurial attitude becoming intrapreneurial behaviour.

Internal Crowdsourcing
Platform

i
Intrapreneurial l Intrapreneurial
attitude + behaviour

Figure 2: Second step conceptual model

2.3 Working at home

The current COVID-19 pandemic forces employees to work at home (WAH), due to
restrictions imposed by the government. This results in a world in which (most of the)
employees cannot meet physically and only interact through digital communication (Barrero et
al., 2020; Spicer, 2020). These changes in an employee’s work environment, due to WAH, can
decrease the motivation of employees (Song & Gao, 2019), because the absence of working at
an office decreases motivation (Tovmasyan & Minasyan, 2020). Since motivation is an
important trait for an intrapreneurial attitude becoming intrapreneurial behaviour (Park et al.,
2014; Neessen et al., 2018), one can argue that WAH negatively influences the chance of
employees acting intrapreneurial. Other scholars, on the contrary, argue that employees who
WAMH have a higher motivation (Rupietta & Beckmann, 2018). Rupietta and Beckmann (2018)
concluded, for example, that when employees WAH their motivation and work effort increases.
These opposite conclusions may be explained from the fact that the current WAH situation is
mandatory and for more days a week (Kniffin et al., 2021). It is therefore argued that more
research is needed on the effect of WAH on the motivation of the employee (Brynjolfsson et
al., 2020; Kniffin et al., 2021).

Another aspect that decreases because of WAH is knowledge sharing among employees
(Montani & Stagliano, 2021). Similarly, Golden, Veiga, and Dino (2008) argued in their study
that WAH reduces social interactions between employees, they call this professional isolation.
Both knowledge sharing and social interactions with different colleagues increases the
identification with the organisation (Rupietta & Beckmann, 2016). These social interactions
are therefore an important condition of intrapreneurial attitudes becoming intrapreneurial

behaviour. Especially since employees WAH, instead of working in an office, their
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identification with and commitment to the organisation can decrease (Wang, Albert, & Sun,
2020). Furthermore, in the current situation there is less interference between work and home,
which according to Lourel et al. (2009) leads to increased stress, less organisational
commitment, and a lower job satisfaction. Hence, another aspect of intrapreneurial attitude can
decrease due to WAH.

Besides these negative influences of WAH, there are also studies who propose the
contrary, due to the increase of flexibility on time management in the job (Hill, Ferris, &
Mértinson, 2003; Gerards et al., 2020; Kirchner, Ipsen, & Hansen, 2021). This can lead to a
higher job satisfaction and more self-efficacy, which in turn leads to a higher intrapreneurial
attitude (De Clercq et al., 2011). Different from these studies and the present study, again, is
that this study focuses on WAH that is more forced and fulltime, because of the restrictions of
the current pandemic (Kniffin et al., 2021). This difference may negatively influence the effect
of WAH on job satisfaction (Wolor et al., 2020; Lourel et al., 2009).

All in all, WAH can both have positive and negative effects on an employee (Hill,
Ferris, & Martinson, 2003; Lourel et al., 2009; Kirchner, Ipsen, & Hansen, 2021). However,
most of the literature leans towards the negative side of the effects on driving intrapreneurial
behaviour. Hence, the third step in developing the conceptual model is made (figure 3). But
digital platforms, such as an ICP, might mitigate the negative influence on how intrapreneurial
attitudes become intrapreneurial behaviour, by trying to capture and develop ideas, challenge
employee, get them involved with the organisation and thereby increasing social interaction
and knowledge sharing (Benbya et al., 2016; Pinzaru et al., 2020; Klofsten et al., 2021, Montani
& Stagliano, 2021). This is shown in figure 4.

Working at home

Internal Crowdsourcing
Platform

+
Intrapreneurial l Intrapreneurial
attitude % behaviour

Figure 3: Third step conceptual model
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Working at home

Internal Crowdsourcing
Platform

Intrapreneurial /

|

attitude *

Figure 4: Final step conceptual model

2.4 Conceptualization

Intrapreneurial
behaviour

Derived from current literature it can be argued that intrapreneurial attitudes become

intrapreneurial behaviour under certain conditions (e.g., motivation, job satisfaction,

opportunity recognition). This process—intrapreneurial attitudes becoming intrapreneurial

behaviour (figure 1)—therefore is not researched in this present study. However, this process

is analyzed considering the current situation of WAH (figure 3) in PSFs. Besides, another gap

throughout the literature remains how ICPs influence this process (figure 2) in PSFs. At last,

the literature does not argue how (and if) ICPs influence the effect of WAH on the process

(figure 4). To answer these separate questions, which are presented as arrows in figure 4, sub

questions are developed. The sub questions, divided in parts, together help answer the main

research question of this study and are denoted in table 3.

Table 3

Main- and Sub Research Questions

Type Research Question

Main research question ~ What is the effect of working at home on the process of intrapreneurial attitudes

becoming intrapreneurial behaviour for employees in a professional service firm and

what influence has an internal crowdsourcing platform on this process?

Part 1 of the analysis How does WAMH influence the process of intrapreneurial attitude becoming

intrapreneurial behaviour?

Part 2 of the analysis How can ICPs influence the process of intrapreneurial attitude becoming

intrapreneurial behaviour?

Part 3 of the analysis How can ICPs alleviate the influence of WAH on the process of intrapreneurial

attitude becoming intrapreneurial behaviour?
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3. Methodology?

3.1 Research method

The present study is conducted through a single case study, because of the in-depth
insights that can be gained from that research method (Vennix, 2016). These in-depth insights
were needed to know how the process of intrapreneurial attitudes to intrapreneurial behaviour
is affected due to WAH. The definition of this qualitative research method is “A process of
examining and interpreting data in order to elicit meaning, gain understanding, and develop
empirical knowledge.” (Corbin, & Strauss, 2008, p. 11). This results in understanding what the
respondents of your research really think and even feel (Corbin, & Strauss, 2008). Additionally,
Neergaard & Ulhgi (2007) argue that qualitative research helps elucidate and explain
complexity of a phenomenon. For this study it was important to gain knowledge about the
intrapreneurial attitude of an employee while they WAH. Therefore, to know what the
influences of WAH are (and how ICP might solve/cope with these), it was relevant to gain an
in-depth insight of this phenomenon. This is done by means of qualitative research.
Quantitative research (or surveys) would not achieve this goal since it would not capture
underlying factors or reasons of respondents.

Before doing qualitative research, it is important to make a choice whether your
research will be deductive, inductive or both and whether it will be exploratory or explanatory
(Bleijenbergh, 2015; Vennix, 2016). To do this study, I have chosen for both a deductive and
inductive exploratory approach. On the one hand, it is deductive, because research starts with
an extensive theoretical basis on intrapreneurship with the help of a framework, and this is
tested in a single case (Vennix, 2016). The main article that forms this framework is that of
Neessen et al. (2018), because it goes into the conditions of intrapreneurial attitudes becoming
intrapreneurial behaviour. On the other hand, the analysis uses an inductive approach since the
concept ICP did not use a predetermined theoretical framework as basis and is questioned by
focused evaluation questions. Besides, the concepts of WAH, intrapreneurial attitude and
behaviour, and ICP have not been identified in relation with each other and further exploration
on the topic was necessary to increase understanding, for this reason an exploratory research is
sufficient (Corbin, & Strauss, 2008).

3 The methodology section is developed with the use of different books about qualitative research (Corbin, &
Strauss, 2008; Bleijenbergh, 2015; Vennix, 2016) and with the help of the COREQ checklist, which is ‘a
comprehensive checklist that covers necessary components of a qualitative study design, which should be
reported.” (Tong, Sainsbury, & Craig, 2007, p. 356)
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3.2 Research case and data sources

The research case for this study is Arcadis. Arcadis is a relatively big consultancy
company, with a total of 28,000 employees, active in over 70 countries and a revenue of €3.5
billion (Arcadis, n.d.). They design, engineer, and manage infrastructural projects and are the
leading global Design & Consultancy firm for natural and built assets (Arcadis, n.d.). Such
organisation can be classified as a PSF (Von Nordenflycht, 2010), which is in line with the
scope of this study. This PSF is chosen for this study because the norm in that organisation is
currently to WAH and they have recently implemented an ICP (‘Quick Launch’) to drive the
intrapreneurial behaviour within their company. The platform Quick Launch already received
hundreds of ideas during the recent years (e.g., 608 ideas on April 15™) put forward by the
employees of Arcadis (Intranet Arcadis, personal communication®, March 24, 2021).

To retrieve the data, semi-structured interviews with ten employees are conducted via
Microsoft Teams. The focus of semi-structured interviews lies at the clarification of a social
phenomenon (Bleijenbergh, 2015; Vennix, 2016), in this research that is the effect of WAH on
the process of intrapreneurial attitudes becoming intrapreneurial behaviour and the
characteristics of an ICP. Because of the semi-structured nature of the interviews there is a
possibility to ask beyond a vast set of questions, which results in a better understanding of the
phenomenon at hand (Vennix, 2016). Six of the respondents were already showing
intrapreneurial behaviour (group 1) and four of them were only showing intrapreneurial attitude
(group 2). This distinction is made to clearly show how these employees are different in the
process of intrapreneurial attitude becoming intrapreneurial behaviour during WAH (See table
4 below). This distinction is based on choosing employees who are (group 1) actively involved
in innovation for the organisation with their own innovative idea and (group 2) not actively
involved in innovation but do have an idea in their head (which, for this study, is equivalent to
having an intrapreneurial attitude). The focus was on both kinds of employees since a focus on
intrapreneurship alone runs the risk of being too narrow, as it only regards those employees
who are active in organisational innovation (Rigtering & Weitzel, 2013). Besides, to see why
some employees do not show intrapreneurial behaviour it is relevant to interview employees
who have an intrapreneurial attitude but do not show intrapreneurial behaviour in PSF during
WAH. The respondents were purposely selected by the business development manager of
Arcadis, who had a clear overview of which employee has an intrapreneurial attitude (an idea

in their head) and which employee has an intrapreneurial behaviour (actively involved in

4 Source from the intranet (not publicly accessible) of Arcadis.
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innovation). The respondents were all reached by email and none of the selected sample refused

to participate in the study.

Table 4

Reason for Group Differentiation

Group 1l Showing intrapreneurial behaviour in Group2 Why not defined as intrapreneurial
terms of* behaviour*

El.1l Developing an innovative, efficient tool E2.1 Is not working on innovative ideas

E1.2 Developing client based digital products E2.2 Was not aware of the platform

E1.3 Working on digital, cultural change and E2.3 Cannot get his idea developed further
developing

El4 Developing a new, sustainable product E2.4 Innovates through different channels

E1.5 Developed a new, sustainable dashboard

E16 Developed an innovative, efficient tool

* This was decided in conversation with the innovation manager of Arcadis

Note. This table demonstrates on which grounds an employee is chosen to be in either group 1 or group 2 of the

sample group.

Other data sources are existing academic literature about the phenomenon (e.g., Van
den Bosch, Saatcioglu, & Fay, 2006; Deichmann & Stam, 2015; Hughes & Mustafa, 2016;
Perry-Smith & Mannucci, 2017; Benbya & Leidner, 2017; Beretta et al., 2021) and retrieved
documents from the organisation (mainly about their ICP ‘Quick Launch’ and their innovation
management strategy). For example, statistical internal data from the ICP is used to see the
difference between ideas proposed for each year the platform Quick Launch (and its
predecessor) is online. Observations are other sources of data to use in a qualitative study
(Bleijenbergh, 2015; Vennix, 2016), but they are not used because it does not elaborate our
understanding of the effects of WAH on the process of intrapreneurial attitude becoming
intrapreneurial behaviour. Besides, it would be unrealistic to watch employees WAH to gain
knowledge about their intrapreneurial attitude. Since this research will use multiple sources of
data (academic literature, documents, and interviews) it meets the criteria of triangulation
(Vennix, 2016).
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The semi-structured interviews with the employees of Arcadis were audio-recorded,
when agreed upon, and then transcribed. The transcripts can be found in appendix B.
Subsequently, codes were assigned to them to make the data easier interpretable (Vennix, 2016)
and help conclude this study. After this coding process the data is systematically analyzed in
chapter 4. In this way | have analyzed what the influences of WAH is in the process of
intrapreneurial attitudes becoming the intrapreneurial behaviour of employees at Arcadis and
how Quick Launch (can) plays a role in this process. In turn, this research discusses the gap
between the analyzed data and the current academic literature in chapter 5. The data collection
of these interviews has taken place between the second week of April 2021 to the third week

of May 2021. The data sources used for this study can be found in table 5 below.

Table 5

Data Sources Used for the Analysis

Data Data source Specification
Primary 6 interviews with employees who  Questions about how the conditions of intrapreneurial attitudes
Data have used their intrapreneurial are influenced during WAH and how this would have changed

attitude to behave intrapreneurial.  their intrapreneurial behaviour.

4 interviews with employees who  Questions about how the conditions of intrapreneurial attitudes
have not used their intrapreneurial  are influenced during WAH and how this changes their chance
attitude to behave intrapreneurial.  to behave intrapreneurial.

Secondary  Statistical data from ICP Get an overview of how many ideas are generated each year
Data

Notes from conversation with Get an image about how Arcadis tries to increase intrapreneurial
management behaviour within the firm and their goals with the ICP

3.3 Data analysis

As mentioned, this research uses two types of coding strategies during the analysis of
the transcripts. At first it uses deductive coding to make the rather abstract concept of
intrapreneurial attitudes becoming intrapreneurial behaviour more concrete. With the use of
the indicators of table 6 below, codes are assigned to the answers of the respondents. In the
second part, inductive coding is used to develop a theory about the relatively new concept of
ICP. This dual coding process is referred to as the ‘heart of the analysis’ in the book of Corbin
and Strauss (2008) and ensures a dynamic research process. The analysis is done with the help

of the software program Atlas.ti. Atlas.ti is a qualitative data analysis software which helps the
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researcher (1) coding certain text fragments, (2) analyse the quotations per coding and (3)
search for central themes within the data (Hwang, 2008). The steps of this coding process can
be found in appendix D and E.

For this research it was, therefore, important to first make this process of intrapreneurial
attitudes becoming intrapreneurial behaviour more concrete. The reason for this is also because
there is no consensus about the different determinants of intrapreneurial attitude and behaviour
(Neessen et al., 2018; Blanka, 2018). This can be done by splitting the concept into dimensions
and indicators in order to determine what the parts tell us about the concept (Corbin & Strauss,
2008). This is called operationalisation (Vennix, 2016) or conceptual ordering (Corbin &
Strauss, 2008). The process of intrapreneurial attitude becoming intrapreneurial behaviour
during WAH is the main concept of this present study. As described, the dimensions in this
relationship are retrieved from the framework from Neessen et al. (2018) and concern
intrapreneurial attitudes and intrapreneurial behaviour. By using their framework, the future
research suggestion of Neessen et al. (2018) to use their framework in a case study, is met. The
indicators that are part of those dimensions are retrieved from the theoretical background
section in chapter 2 and can be found in table 6 below.

Table 6

Deductive Part — Operationalisation

Concept Dimension Indicator

The process of intrapreneurial Intrapreneurial attitude Motivation

attitudes becoming intrapreneurial

behaviour Definition: “the degree to which Job satisfaction
an employee has a (un)favorable

Definition: “the degree to which  appraisal of intrapreneurial Self-efficacy

an employee uses his/her behaviour”

intrapreneurial attitude to behave

) ) Risk-propensity
intrapreneurial”

Opportunity recognition
Organisational commitment
Intrapreneurial behaviour Innovativeness
Definition: “the degree to which Proactiveness
an employee is actively involved in

pursuing new innovations for their  Networking
organisation”

Note. These indicators are an adaptation from the framework of Neessen et al. (2018)
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The indicators in turn are the basis for the questions being asked to the respondents in the
current situation of WAH. This deductive part of the research is therefore analyzed from a
general theory to a specific case. The pilot-interview was first tested and adapted with the first
respondent (E1.1), which made some questions clearer and more open-ended. These questions
can be found in appendix A. The data retrieved from the first part of the interview are coded
with the indicators from table 6 within Atlas.ti, which is in line with a deductive approach.
Each quote of the respondents related to one of the indicators are systematically put into coding
tables, which can be found in appendix D.

The other variable, ICP, needed another coding method since the concept is less
prevalent in the current literature. The relatively new concept of the ICP makes it less
researched throughout the years. Besides, there is not a framework that forms the basis of the
concept within the theory section. An inductive, instead of a deductive approach was therefore
more suitable (Corbin & Strauss, 2008; Chandra & Shang, 2019). Inductive approach is about
‘deriving concepts, their properties, and dimensions from data’ (Corbin & Strauss, 2008, p.
57). This inductive approach is more bottom-up than the deductive approach and makes use of
open codes and in-vivo codes—which is described as: ‘coding actual words and phrases used
by the respondents’—instead of predetermined indicators (Bleijenbergh, 2015). In this coding
strategy dimensions are derived from the data, instead of the theory (Chandra & Shang, 2019)
in this way a researcher can build towards general themes. Therefore, in the second part of the
interview, open questions about how the respondents think ICPs could drive their
intrapreneurial attitude to intrapreneurial behaviour were asked. After the collection of the raw
data, codes were assigned to the transcripts in Atlas.ti with open and in-vivo coding, then
similar codes were aggregated into broader dimensions, subsequently these groups were
assigned to a theme. This process can be found in appendix E, where code networks show how
the different dimensions and themes came together. These themes, in turn, have formed the
basis of the analysis on the ICP of Arcadis (Chandra & Shang, 2019). This is represented in the

following table.

Table 7

Inductive Part on ICP

Example of codes within group Dimensions Themes

Trigger you to think innovative; Stimulate Stimulate innovativeness
employees to come forward with ideas; Accessible
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Help employees market their ideas; Give the idea
exposure; Faster developing process

Educate people; Get supervised; Get supported; Get
space for trial and error

Creating compelling tasks; More initiative from the
platform; Create challenges

Develop idea further

Give guidance

Create challenges

Employee level:
Driving towards
intrapreneurial behaviour

Enablement of community of innovators;

Enable knowledge sharing

Brainstorm; React on ideas; A 'like' function

Team level:
Finding synergies; Prevent 'reinventing the wheel’;  Create synergy effects _Creatlng an.
A L intrapreneurial
Make the idea interdisciplinary )
community
Focus on categories; Create a catalogue; Only show  Find and collect ideas
relevant ideas
Create transparency; Make clear what the budgets Transparent process
are; Explain the idea development process
Firm level:

Integrate within the business; Align with firm Business alignment

Transparent and
integrated into the firm

Explain the purpose of the platform; Get support
from project leader; Create awareness of the
platform

Awareness and support

Note. More information about how | arrived at these themes can be found in the code networks in Appendix E

In the third part of the analysis the previous two parts are combined in a way that the
negative influences of WAH on the process of intrapreneurial attitudes becoming
intrapreneurial behaviour (part 1) are compared with the positive influences of ICPs on the
process of intrapreneurial attitudes becoming intrapreneurial behaviour (part 2). This part thus
investigates how and whether ICPs can mitigate the effects of WAH on the process of

intrapreneurial attitudes becoming intrapreneurial behaviour.

3.4 Research quality and limitations

To ensure the scientific quality of this study it is important to look at the validity,
reliability and checkability of a research (Bleijenbergh, 2015; Vennix, 2016). Validity, in turn,
can be divided into internal validity and external validity (Bleijenbergh, 2015; Vennix, 2016).
To try to meet the expectations of internal validity it is important to really measure the
phenomenon that you as a researcher intended to measure (Vennix, 2016). To meet this
requirement, this study first looked at the gaps within the academic and managerial literature,
in order to derive a relevant research question. This in turn formed the basis of subsequently
the conceptual model (figure 4), the operationalisation table (table 6) and the interview protocol

(appendix A), to sustain the internal validity. External validity, on the other hand, is about being
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able to generalize the study to a broader sample (Bleijenbergh, 2015; Vennix, 2016). This
requirement is met by trying to generalize the findings of Arcadis to the broader sector of PSFs
(Von Nordenflycht, 2010). This is, however, hard since this research concerns a single case
study.

To ensure the requirement of the reliability of the analysis, a researcher should analyse
enough respondents to avoid random measurement errors (Vennix, 2016). | have interviewed
ten employees (this depended on when the data felt saturated), which seems to be too few
people in a company of 28.000 employees. But the research of Guest, Bunce, and Johnson
(2006) argues that a data collection of twelve interviews generally reaches data saturation. After
the ninth interview, however, the data already felt saturated, therefore the decision was made
to stop reaching out to new respondents. The questions of the interview were open-ended,
which made the answers less reliable, since a repeated measurement would have a greater
chance of different answers because respondents have more room to answer the questions
(Vennix, 2016). For these two reasons, a limitation of this study could be the proneness to a
measurement error. This is however not the most important requirement within a case study,
according to Bleijenbergh (2015), because of the in-depth nature of the analysis. The
checkability, namely, is more important within a qualitative study (Bleijenbergh, 2015). This
requirement is met, through the thorough transcribing method, in which the readers can exactly
reread what is being said during the interviews. In this way the collection of the data is

transparent and verifiable.

3.5 Research ethics

The employees of Arcadis could participate voluntarily in this study without any
pressure or coercion. Beforehand the respondents were being asked via email if they wanted to
participate and it was clearly explained what the research was about and that it was going to be
recorded. During the interviews | tried to ensure a respondent’s well-being, by asking the
questions without any obligations. This is done by asking questions like ‘Could you indicate
how WAH effects...”. Hence, respondents were able to choose whether, and how, to answer the
questions. Besides, between the questions | occasionally asked if the respondent was
comfortable with moving forward to the next question or if they wanted to add something.
Thus, they could withdraw from the interview when they wished to do so. The retrieved data
is used discreetly and with consent of the employees and the management of Arcadis. For
example, two times during the interviews respondents indicated that they did not want their

answers on a question to be included in the transcript, so these answers were left out. These
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answers did not affect the results of this study, since they were about the current culture of the
company and not about intrapreneurial behaviour or ICPs. The data retrieved from the
interviews will not be shared publicly and the respondents are anonymized. As an example of
this | changed the name of the third respondent of the second group of employees in E2.3.
Besides, the acknowledgements of other authors are referenced according to the APA rules to
prevent plagiarism. And with coming to the conclusions of this research | tried to be as accurate
and transparent as possible, by providing detailed transcripts and structured coding tables
which can be found in the appendices. At last, the participants of this study will have the

possibility to react upon the results of the study, since the study will be sent to them afterwards.
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4. Findings

4.1 The influence of WAH

The findings on the influences of WAH on the process of intrapreneurial attitudes
becoming intrapreneurial behaviour differed among the respondents. The following table,
therefore, summarizes these differences to give a clear overview of what is being said during

the interviews.

Table 8
Visual Representation of the Influences of WAH on the Different Indicators

Intrapreneurial attitude Intrapreneurial behaviour
= | 8 5 g 2 £5 55 2 4 2
2 =] = o ] = = E o ) =
] ] o o Q. 2 c T S > S —
o > o & = o C 5 » = = = S
c =} = = - S 3 8 E 3 S 2
= g8 3 K o £38 £ £ z
El.1 - = + = - - = = -
E1.2 / - + = - / = + /
E1.3 + + + + - / + = -
E1.4 + + - = / - = = =
E15 + = = = - - = = -
El.6 = = + = - = + -
E2.1 - - + = - -
E2.2 - - + = - =
E2.3 / = + = - -
E2.4 + + + = / -

+ : Respondent evaluates that WAH has a positive effect on this indicator
: Respondent evaluates that WAH has a negative effect on this indicator
= : Respondent evaluates that WAH has no effect on this indicator

/ : Respondent is indifferent about the effect of WAH on this indicator

Note. This data is retrieved from the transcripts of the conducted interviews represented in appendix B. Every time
a respondent indicated an increase of a certain indicator it was denoted in this table with a positive sign (and vice
versa). Hence, this table tries to visualize the reactions of an employees on WAH individually, to create a short
and clear overview of what is said during the interviews.

4.1.1 Motivation

The data from the interviews shows, on the one hand, that some employees think that
their motivation to behave innovative is somewhat decreased due to WAH. Employee 2.1, for
example, argues that her motivation is decreased due to a decrease of spontaneous interaction

with colleagues:
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ID® 7:9 “I certainly think that Corona, and the fun of having a chat with your colleagues at

2

the coffee machine, is something that plays a role in this.

This is also acknowledged by other employees, who argue that their motivation is mainly
affected due to the lack of spontaneous interaction with colleagues and less ‘fun on the
workplace’. On the other hand, also some employees state that their motivation is increased
due to WAH. This is mainly because of the convenience that comes from WAH, since they feel
comfortable at home and do not have to travel anymore. As an example of this employee 1.4

argues:

ID 4:10 “I really enjoy being able to spend a lot of time on my work instead of traveling,
interacting and drinking coffee.”

Since the employee is now able to schedule his own workday, his motivation to work is
increased. This increased motivation, in turn, drives intrapreneurial behaviour according to

employee 1.3:

ID 3:8 “I think my motivation actually rose a bit because it allowed me to be kind of free with
my own thoughts and | feel like I am able to be a little bit more creative and playful with the
ideas that I have. ”

So, the motivation to behave intrapreneurial is for some employees decreased, for some
employees increased and there are a couple of employees who are indifferent about the
influence of WAH on motivation. The indifference is mainly because these employees enjoy
WAMH, but they also miss some aspects of social interaction, and they thus argue that it

sometimes raises their motivation and sometimes lowers their motivation.

4.1.2 Job satisfaction

The differences between employees on their thoughts on motivation are also present
within the indicator job satisfaction. Some employees indicate that their job satisfaction has
increased due to WAH, because they are more flexible to spend their time on their jobs when
they want and can take lunch breaks with their family. This is better for a work-life balance,
and this increases their job satisfaction. Moreover, employee 1.3 points out that he has more
space to do his job due to WAH:

ID 3:12 “| feel like I have more space around me and not the barriers of the people and their
thoughts. ”

5 In the first part of the analysis quotes are tagged with an 1D to be traced back in the code tables in Appendix D
In this example the 1D means the 7™ transcript (E2.1) and the 9™ quote coded within that transcript.
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Because of this space he can think more freely and is not disturbed by other colleagues.
However, four employees argue that they are less satisfied with their daily job due to WAH.
Employee 2.2, for example, says that the job is more task and result driven. It is more about
getting your daily tasks done, then about the process of working:

ID 8:10 “You are more concerned with finishing your job, you become more of a task
machine and not so much a creative machine.”

Employee 2.2 said this, because at home he is continuously working on his task and there are
no colleagues around you who start a conversation to take ‘your mind to other places’. And
this results in employees who are just working to get their tasks done on time, which is also
brought up by employee 2.1 who argues that her job satisfaction is more dependent on results
than on the process nowadays. Similarly, employee 2.3 states that job satisfaction is lowered

due to WAH, however he states that it also increases his productivity:

ID 9:13 “Itis a bit of a trade-off between your work being less fun, but you actually do more
on a workday.”

It can thus be seen that in general employees think their jobs are more driven to complete tasks

and less to ‘have fun’.

4.1.3 Self-efficacy

The increased feeling of efficiency, mentioned in ID 9:13 above, is quoted by more
respondents, who argue that WAH contributes to a more productive workspace, since
employees can schedule their working hours more flexibly when WAH. Therefore, the self-
efficacy of most employees has risen according to the respondents, since they believe that they
get more tasks done on a workday. Accordingly, employee 1.6 indicates that the time that you
gain by not having to travel to the office, between meetings and to clients, increases his

productivity and he therefore is more efficient:

ID 6:22 “But | am quickly inclined to keep working, instead of having that break moment on
your bike, in your car or on the trains to go to work.”

The increase in self-efficacy in turn results in having more time to think about innovation
according to employee 1.3. He indicates that having more spare time makes it easier for him to

think about innovation and behave intrapreneurial:

ID 3:15“It means that | can get more done and again intrapreneurship is all about
experimentation, so | can test more things and | can try more things, because I can get them
done quicker so it's better for my intrapreneurship.
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In conclusion, it can be argued that, in most cases, self-efficacy among the respondents has
risen due to WAH.

4.1.4 Risk-propensity
The indicator of intrapreneurial attitude which is changed less according to the
respondents is the risk-propensity. Almost all the respondents say that their risk propensity

stays the same when WAH. As employee 1.3 indicates:

ID 3:18 “Working from home hasn't changed any of those real barriers.”

As the risks of behaving intrapreneurial are not more prevalent during WAH, the willingness
of employees to take those risks also does not change due to WAH. For example, employee 1.2

argues that especially for employees with an intrapreneurial attitude risks are not an issue:

ID 2:14 “1 mean, if you're passionate about your idea, then I don't think those things matter. ”

The risk-propensity of employees with an intrapreneurial attitude thus are generally not
changed due to WAH.

4.1.5 Opportunity recognition

The indicator of intrapreneurial attitudes becoming intrapreneurial behaviour that
decreased the most due to WAH is opportunity recognition, since most employees argue that
their ability to see and capture opportunities is diminished. The main reason for this is that they
get less information coming at them from conversations with colleagues and clients. According
to employee 1.1 his decreased opportunity recognition is mostly to result of getting less

inspiration from co-workers:

ID 1:42 “And | think that has to do with the inspiration that you normally would get in
conversation with colleagues. ”

Moreover, being at the location of a client or during travelling, employees can get more
incentivized to look around at the environment for opportunities and client needs. This is not

the case when WAH. This is also recognized by employee 1.2, who argues:

ID 2:15 “I think to be able to recognize opportunities you need to be face-to-face with the
clients and you need to spend a lot of time with clients. So, | think if this continues longer.
Uh, it will become harder and harder to understand what the client actually needs. ”

It is thus important for an employee of a PSF to use his ability to recognize opportunities in a
face-to-face conversation to behave intrapreneurial. Since this does not happen, or at least
happens less, it is harder for an employee to use his intrapreneurial attitude to behave
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intrapreneurial. Moreover, the opportunities that are recognized during WAH are more in the
discipline of your own department or team, since you do not randomly bump into colleague of

another team according to employee 1.5:

ID 5:19 “You could argue that Arcadis is of course a multi-disciplinary company and if
people no longer speak to each other at the coffee machine, then you no longer get multi-
disciplinary ideas.”

This respondent argues that it therefore changes the way intrapreneurs innovate. To illustrate
this, employee 1.5 explains that the conversations he has nowadays are primarily with his own
advisory group and not with colleagues from other disciplines. Because of this there is a chance
that innovations become less multi-disciplinary. All in all, it can be concluded that WAH

decreases opportunity recognition for employees in a PSF.

4.1.6 Organisational commitment

The last indicator of intrapreneurial attitudes that drives intrapreneurial attitudes
towards intrapreneurial behaviour is organisational commitment. According to four
respondents this has changed negatively during WAH due to the lack of informal interaction
with colleagues. Although Arcadis organizes enough digital activities to increase the informal
interactions (i.e., online drinks), this is not the same as psychical interactions according to these
respondents. According to employee 1.1 this makes you more reflective on what an

organisation means for you as an employee:

ID 1:49 “And that you suddenly realize; this is not everything, there are more organizations
besides Arcadis. | think that contributes to a reduced organisational commitment. ”

A reduced organisational commitment in turn does not necessarily means that an employee is

less likely to behave intrapreneurial according to employee 2.3:

ID 9:25 “So the fact that | am less committed to the organisation does not necessarily mean
that | automatically have less drive to behave innovatively. Maybe more because | have spare
time now.”

In conclusion, one can argue that in general organisational commitment among employees is
decreased due to WAH, but that does not mean that an employee with an intrapreneurial attitude

is less likely to behave intrapreneurial according to some employees.

4.1.7 Innovativeness

The innovativeness of the intrapreneurial behaviour of the six employees from group
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one did not really change according to most respondents. However, the way you are behaving

innovative as an employee differs according to employee 1.2 who argues:

ID 2:5 “If I worked and created this idea in the office, then I think there will be more
possibility of the idea getting influenced by my colleagues because | will be surrounded by
them. Whereas being at home, | was able to shape this idea more independently. ”

Since the intrapreneur is WAH, he is thus less influenced by his colleagues in pursuing new
innovations. As exception, employee 1.3 argues that he became more innovative due to WAH,

because:

ID 3:9 “I feel like I am able to be a little bit more creative and playful with the ideas that |
had.”

The second group of employees is more indifferent about the influence that WAH could have
on their intrapreneurial behavior. For example, the reason why employee 2.1 is not behaving

intrapreneurial when WAH is because she argues:

ID 7:3 “I think I'm not always going after it, because sometimes I just grumble about it. And
then I think; I'm busy enough with other things, because I also have to be billable and finish
projects.”

She, thus, prioritizes other tasks above behaving intrapreneurial. The billability she refers to is
mentioned a lot more by respondents as a barrier for behaving intrapreneurial. This billable-

hour pressure is thus holding back employees to behave intrapreneurial.

4.1.8 Proactiveness
The proactiveness of the intrapreneurs among the respondents has also not changed
according to most of them. However, employee 1.6 says it has risen, because he and some of

his colleagues are working extra hours more often due to WAH.

ID 6:54 “I also know a number of other colleagues who are busy with innovations in their
free time for hours on weekends. ”

The main reason for this is that employees are less bound to office-hours and therefore it is
easier to work extra hours. Next to that some employees argue that their proactiveness is
lowered due to WAH. Despite that employee 2.3 was in focus group two, which was the group

of employees who were not actively involved into innovations, he argues:

ID 9:24 “I always was proactive, and | felt like picking up extra things. | do think that's been
reduced a bit by working from home.”

Similarly, employee 2.1 states:



Master thesis — 2021 - Tom Boeve 32

ID 7:11 “1 just do what | have to do and then at least | am not inclined to engage in other
things and thus not very actively engaged in innovation. ”

So, it can be said that the employees of group 2 feel their proactiveness is more negatively

influenced by WAH, with respect to, the employees of group 1.

4.1.9 Networking

The indicator of intrapreneurial behaviour that is most negatively affected due to WAH
is the way intrapreneurs use their network. Most of the respondents indicate that their ability
to network and share knowledge is affected due to WAH. Employee 1.1, for example, states:

ID 1:37 “Of course, you can still have a drink talk via Microsoft Teams, or have a digital
coffee with someone. But | wonder if you can get as in-depth as meeting someone
spontaneously.”

The absence of these spontaneous meetings, in turn, changes the way employees behave
intrapreneurial. This corresponds with the quote of employee 1.2 (ID 2:5) under subsection
4.1.7. Many employees indicate that networking has decreased due to the lack of interaction

with colleagues and clients since WAH. As employee 2.3 argues:

ID 9:44 “I think at the end of the day, working at home does have a negative effect and |
think this is especially in the lack of interaction between colleagues. ”

Besides, according to employee 2.4 it is especially hard to network when WAH if your network
is not that big prior to WAH:

ID 10:27 “You must have built relationships with people before working at home, for the
employees who didn't actually know other colleagues face-to-face before, yes, it's much more
difficult for them.”

Therefore, the indicator networking is influenced negatively due to WAH.

All in all, the findings of the first part of the analysis shows that, within the dimension
intrapreneurial attitude, motivation and job satisfaction are influenced differently, self-efficacy
is increased, risk propensity is not influenced, opportunity recognition is decreased, and
organisational commitment is somewhat decreased due to WAH. Which means that the process
of intrapreneurial attitudes becoming intrapreneurial behaviour is complicated, mainly because
an employee’s ability to recognize opportunities due to WAH is diminished. Moreover, for the
indicators of intrapreneurial behaviour, networking is the most influenced because of WAH.
The innovativeness and proactiveness is in most times not influenced according to the

employees of Arcadis.
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4.2 The influence of an ICP

Quick Launch is currently the platform for Arcadis that needs to ensure that employees
come forward with their idea to get actively involved in innovation within the organisation.
According to the global innovation manager of Arcadis, the main goal they want to achieve

with the Quick Launch platform is:

“To give every employee a voice in terms of innovation and access to funding, to develop
their idea.”

This should make sure that employees, who have a certain intrapreneurial attitude, are driven
to actively behave intrapreneurial. As a result, Arcadis can obtain the benefits from employees
with an intrapreneurial attitude. However, the platform needs to be well designed to make sure
that employees feel the need to submit their innovative ideas on the platform. During the
interviews, several statements were made by the respondents about the conditions for an ICP
to drive an intrapreneurial attitude towards intrapreneurial behaviour. The following

paragraphs are based on the themes denoted in table 7.

4.2.1 Driving towards intrapreneurial behaviour
The most cited theme by the employees is that the platform should ensure that
employees with an idea are able to actively work on that idea. The platform enables this by (1)

stimulating innovativeness. Employee 2.1, for example argues:

“I think there are a lot of ideas among people who are less inclined to promote themselves
very much, for them such a platform helps.”

Similarly, employee 2.2 indicates:

“To get the substantiation for your idea. Because it usually doesn’t stick and often you don't

’

hear about it at all. So, I'm glad that it gets a bit more meaning with such a platform.’

Moreover, there are respondents who stated that the platform should (2) help develop the idea

further to a complete and more concrete product or service. Employee 2.3 refers to this as:

“I'm a creative person and I can come up with good ideas. But I'm not very good at working
out ideas, so there could such a platform help me.”

This could be done by (3) giving guidance on how employees should do this. As employee 1.2
stated:

“That you get the innovation coach to guide you through the process.”
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This corresponds with the statement made earlier by the global innovation manager. The last
dimension to get employees to behave intrapreneurial through an ICP is to (4) create challenges

within the platform. As employee 2.4 argues:

“Because Quick Launch is the other way around, isn't it? It's much more like, you have an
idea and we're taking the idea further. But you actually want to be encouraged to develop
ideas or to create new solutions to proposed challenges and problems, right?”

Employees are then enabled to think of solutions to the proposed challenges by the managers,
this drives employees to behave intrapreneurial. In this way, the ICP also becomes more top-

down instead of only bottom-up, which urges the employee to behave intrapreneurial.

4.2.2 Creating an intrapreneurial community

The second theme that could be retrieved from the interviews is more on team level and
revolves around community building. According to the respondents an ICP should make sure
that employees are (1) enabled to share knowledge. Employee 1.3 refers to this as ‘creating a
community of innovators’, whereby employees with an intrapreneurial attitude get a place to
communicate and share their ideas. Since, interacting with other intrapreneurs creates the
possibility for recognizing new opportunities through knowledge sharing. Furthermore, Quick
Launch enables (2) creating synergy effects. According to employee 2.4, connecting ideas and

different insights is thus important:

“It should get something out of that interaction between the different disciplines that you
have in-house within Arcadis. ”

To add to that, the ICP must be a tool in which an employee can (3) find and collect ideas. The
reason for this is that the employees can search for ideas or solutions within their field of

expertise or market. Employee 1.4 argues that:

“It should actually be linked to a wider library-like function.”

When an ICP revolves around these three dimensions it can create an intrapreneurial
community and in turn help the process of intrapreneurial attitudes become intrapreneurial
behaviour. Since creating an intrapreneurial community enables employees with an
intrapreneurial attitude to interact with each other, and search and utilize opportunities, by

sharing knowledge and unlocking synergies.

4.2.3 Transparent and integrated into the firm
The third theme that frequently came forward out of the interviews is that an ICP should

be transparent and integrated into the firm. A dimension within this firm level theme is that the
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ICP should have a (1) transparent process. This can be done by making clear what happens

when an employee drops an idea into the platform. Employee 1.6 indicates to this matter:

“Certainly budget-wise and process-wise there is still a lot to make clearer how we can do
that.”

Moreover, the platform should be (2) aligned with the business according to some respondents.
The reason for this, according to the employees, is that it otherwise feels decoupled from the

organisation. Employee 2.4 refers to this as:

“Only if it is properly anchored in the organisation, such a platform can help... It has to be
supported throughout the whole business line and not only the business development unit.”

In addition, the platform should gain more (3) awareness and support throughout the
organisation. Because if employees and their managers are not aware of the purpose and

benefits of the ICP it will not be used frequently. Employee 2.1, for example, indicates:

“Because my management had certain doubts about going via Quick Launch, because they
did not understand what value it adds.”

It is thus important that the middle management understand the added value of the platform
and subsequently urges the usage and implementation of the platform. Therefore, the support
from the middle management is paramount for an ICP to efficiently work.

To conclude the second part of the analysis, it is important that an ICP (1) makes sure
that employees can behave intrapreneurial, (2) creates an intrapreneurial community, while (3)
being transparent and integrated into the firm. In this way an ICP can drive an employees’
intrapreneurial attitude towards intrapreneurial behaviour because it (1) empowers employees
to behave intrapreneurial, (2) enables those employees to interact with other intrapreneurs, and

(3) urges and support those employees to behave intrapreneurial.

4.3 ICPs during WAH

The number of ideas proposed on the ICP of Arcadis are shown in table 9 below. Within
the Global division of Arcadis data shows that since the initiation of Quick Launch in May
2020 there have been 665 ideas proposed. Within the data of the Dutch division the years of
’18 and 19 also included an earlier ICP version, Lab 8. This shows that the numbers of ideas
submitted within the Dutch department did not drop, despite WAH. In fact, the amount
increased. This increase in the number of ideas in Arcadis Netherlands is the result of the

presence of Quick Launch.
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Table 9

Number of Ideas Proposed Throughout the Years.

Year # of ideas submitted by employees at # of ideas submitted by employees at
Arcadis Global Arcadis Netherlands
2018 - 15
2019 31 10
2020* 446 30
2021** 178 10

* For Arcadis Netherlands Lab 8 changed into Quick Launch
** Only the first four months of the year

Note. This data is retrieved as internal data from Arcadis.

What can be concluded, after looking solely at the quantitative data of table 9, is that one cannot
argue that WAH has decreased the number of ideas. Thereby it can also not be argued that
WAMH has increased the number of ideas, since the initiation of the new platform occurred in
the same year as the current pandemic. Moreover, one cannot argue that the use of ICP is
increased due WAH.

Derived from 4.1 it can be concluded that, the absence of informal, spontaneous
interaction, which normally occurs at the coffee machine or the weekly office drink, is mostly
affecting the process of intrapreneurial attitude becoming intrapreneurial behaviour. This
affects behaving intrapreneurial since this type of interaction between employees of a PSF is
important for the innovativeness of employees in the opinion of employee 2.2. This
corresponds with the decreased opportunity recognition indicator. Employee 2.3 mentioned

this as follows:

“To innovate you must have that spontaneous interaction. Most of the people you speak
nowadays, you speak from a certain urgency or something. Since every meeting has a
purpose, doesn't it? So yes, | think that coffeemaker-talk is important. ”

Therefore, it is important for an ICP to try to enable this spontaneous form of interaction during
this crisis to increase innovation among employees during WAH. This corresponds with the
second theme, networking, derived from table 7. The increase of networking between
employees therefore enables employees with an intrapreneurial attitude to behave

intrapreneurial. However, as employee 2.2 states:
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“I think you shouldn't force that in a brainstorming session or something, because | don't
think that works.... It's more a matter of the idea often arises spontaneously. Now you've
actually lost it because you spend so much time at home. ”

Although it would be useful to ensure this kind of interaction into an ICP during WAH, it is
still less spontaneous to the employees and therefore not as effective as interacting in a physical

office. Similarly, employee 1.4 argues:

“I do believe that intrapreneurial employees can be invited, challenged or triggered in such a
platform, but only when it is not too formally institutionally organized. Because otherwise
creativity stops.”

Therefore, the negative effects of WAH on opportunity recognition and networking can be
diminished by an ICP if the dimensions in the second theme are well designed. However, based
on the answers from the employees of Arcadis it is too early to conclude that the ICP, as it is
now, helps diminish the negative effect of WAH on opportunity recognition and networking.

According to employee 1.1 you can argue that during WAH ICPs are effective tools,

since it is easier to go to an online platform with your idea than walking in someone’s office:

“And I think that working from home will take you to such a platform more frequently."

However, for this to happen the awareness of the platform should be high enough. But WAH

influences the way employees become familiar with an ICP according to employee 2.3:

“Look at the office, things are coming at you, aren't they? For example, suddenly there is a
lunch talk or there's a poster on the wall. Or something is the conversation of the day. It is
just a lot harder these days. ”

Therefore, it is harder for an ICP to be integrated into the firm and thus to meet the requirement
of the third theme of table 7 due to WAH. What also appears is that when ICPs are successfully
implemented it could increase organisational commitment with the organisation, since an
employee gets a ‘voice’ in the innovation process of the organisation and room to use his
intrapreneurial attitude to behave intrapreneurial.

All in all, the data from the interviews shows that especially when WAH, an ICP needs
to make sure to create an intrapreneurial community to alleviate the effects of the diminished
opportunity recognition and networking. This can be established by enabling knowledge
sharing, creating synergy effects, and the search for and collecting of ideas throughout the
employees with an intrapreneurial attitude. The increase in interaction between those
employees enables them to use their intrapreneurial attitudes to behave intrapreneurial, since it
increases knowledge sharing and networking.
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5. Discussion

Although, much research is done on intrapreneurship, none have looked at the effect of
working at home (WAH) on the process of intrapreneurial attitude becoming intrapreneurial
behaviour. Elaborating on the framework of intrapreneurship by Neesen et al. (2018), this
research therefore explored the effect of working at home and internal crowdsourcing platforms
(ICPs) on the process of intrapreneurial attitudes becoming intrapreneurial behaviour within
professional service firms (PSFs) through a single case study at Arcadis. The findings of the
first part of the analysis show that mainly opportunity recognition is negatively influenced due
to WAH. This complicates the process of intrapreneurial attitudes becoming intrapreneurial
behaviour, since it disables employees to identify certain opportunities within its environment
to materialize generated ideas into intrapreneurial behaviour (Urbano et al., 2013). Moreover,
it is apparent from the second part of the analysis that an ICP must drive employees to behave
intrapreneurial, create an intrapreneurial community, while being transparent and integrated
into the firm. This drives the process of intrapreneurial attitude become intrapreneurial
behaviour, since it empowers and urges employees to use their attitude to behave
intrapreneurial. Especially when WAH, an ICP must make sure to enhance knowledge sharing
by creating an intrapreneurial community since it mitigates the effects of the diminished

opportunity recognition.

5.1 Theoretical implications

The findings of this study are relevant for current literature on intrapreneurship since it
reinforces our understanding of the influences of WAH on the intrapreneurial behaviour of
employees at PSFs. Although, both Song and Gao (2019) and Tovmasyan and Minasyan (2020)
argued that WAH would decrease motivation and job satisfaction, this study shows that some
respondents imply an increase of those indicators. This is explained by the increased flexibility
and autonomy due to WAH, which supports the research of Rupietta and Beckmann (2018)
who argue that the more frequent an employee WAH, the higher his intrinsic motivation.
Therefore, this study clarifies these contrary arguments by indicating that for employees at
PSFs WAH does not necessarily mean a decrease in motivation and job satisfaction, since
employees argue that an increase in autonomy and flexibility increases their motivation and

job satisfaction.
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Besides, this study contributes to the framework of Neessen et al. (2018) about driving
intrapreneurial attitudes to intrapreneurial behaviour, since the findings suggest that the
indicators indeed are driving intrapreneurial attitudes to intrapreneurial behaviour. Therefore,
the proposition on future research on their framework of intrapreneurship has been met
(Neessen et al., 2018). Only the indicator organisational commitment retrieved some doubts
about driving intrapreneurial attitude to intrapreneurial behaviour, since some employees
argued a decrease of organisational commitment could mean an increase in intrapreneurial
behaviour. Similarly, Farrukh et al. (2017) argues that some types of organisational
commitment (i.e., continuance commitment) is negative for behaving intrapreneurial. This
therefore implicates that an increase in organisational commitment does not necessarily mean
an increase in intrapreneurial behaviour. This adds to the current literature since it reveals a
more dual character of organisational commitment, since it for some employees drives the
process of intrapreneurial attitudes becoming intrapreneurial behaviour and for others
complicates the process of intrapreneurial attitudes becoming intrapreneurial behaviour.

In the second part of the analysis the findings explain how an ICP has to be designed to
help the process of intrapreneurial attitude becoming intrapreneurial behaviour. As argued in
the theory section, current literature is conflicted about the role of the management within ICPs
(Malhotra et al., 2017; Benbya and Leidner, 2017; 2018). As Malhotra et al. (2017) argues that
management should not intervene in the platform since it might block thinking broadly and
creatively while, in contrast, Benbya and Leidner (2017, 2018) argue that management should
intervene by orchestrating careful, designed challenges. The findings of this study are in favor
of the study of Benbya and Leidner (2017, 2018), because the employees indicate that they
want to be encouraged into intrapreneurial behaviour by challenges of the management. This
creates a more top-down way of driving intrapreneurial behaviour in the ICP. Whereas simply
demanding ideas from employees with an intrapreneurial attitude is rarely effective, there is a
need for careful, designed challenges by the management. Findings of this study thus implicate
that ICP can drive the process of intrapreneurial attitudes to intrapreneurial behaviour but
careful orchestration of challenges by the management of PSFs is paramount.

Finally, the findings emphasize that ICPs can alleviate the effects of WAH by focusing
on building an intrapreneurial community, since WAH decreases the knowledge sharing among
employees because of the lack of spontaneous interaction. This finding further supports
Montani and Stagliano (2021) who argue that the innovative behaviour of employees during
WAH is stagnating since knowledge sharing decreases and therefore tools are needed to

enhance knowledge sharing between employees. Furthermore, this finding sides with (Golden,
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Veiga, & Dino, 2008) that an ICP can mitigate the effect of professional isolation which may
occur during WAH, since it increases interaction with employees with an intrapreneurial
attitude. Specifically, this study thus implicates that an ICP can be a tool for firms to increase

knowledge sharing and alleviating the effects of WAH.

5.2 Managerial implications

This research is relevant for managers of PSFs, since the findings show that WAH is
not that negative for the employees of PSFs as previously hypothesized. In fact, WAH appears
to be positive for the productivity and self-efficacy of an employee at a PSF due to efficient
online meetings, less traveling and increased autonomy. This makes employees of PSFs more
efficient in doing their daily job and finishing tasks. In contrast, WAH does also affect the
process of intrapreneurial attitude becoming intrapreneurial behaviour negatively, since it
decreases opportunity recognition and knowledge sharing through the absence of spontaneous
interaction between colleagues and clients. Based on this study, managers of PSFs should
therefore encourage employees to go to the office a couple days a week, once the current
pandemic is over, to increase this interaction. After the pandemic, managers should strive for
a more hybrid way of working, whereby an office can serve as a place where employees come
together, one or two days a week, and work more creatively and innovative through interaction,
while they keep WAH to be productive and meet their targets. This interchange between WAH
and working at the office will help employees with an intrapreneurial attitude behave
intrapreneurial while simultaneously being billable and financially viable for the PSF. This
hybrid way of working will therefore have the efficiency advantages of WAH without the
negative influences of a decreased ability of opportunity recognition.

Moreover, this research gives managers of ICP guidelines to unlock the potential of
ICPs based on the perception of employees of PSFs. The ten dimensions can serve as a guide
to which employees with an intrapreneurial attitude feel more empowered and urged to behave
intrapreneurial. Especially, defining and orchestrating challenges within the ICP is a
recommendation for managers of PSF to drive the intrapreneurial attitude to intrapreneurial
behaviour. This top-down approach of management involvement in an ICP drives the
intrapreneurial behaviour of employees, according to the respondents. Since management
involvement makes an employee with an intrapreneurial attitude aware of the urge of behaving
intrapreneurial. Thereby, this study shows managers that ICP can alleviate the negative

influences of WAH by focusing on knowledge exchange and interaction between intrapreneurs
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within the platform. This can be enabled by designing the ICP as a place where employees with

an intrapreneurial attitude can interact and stimulate each other.

5.3 Limitations and Future Research

This research has several limitations, which in turn can be seen as marks for future
research. The first limitation concerns that the effects of WAH is only measured at one point
of time in one case, while a longitudinal, multiple study would give a better understanding of
the effects of WAH on the different indicators of intrapreneurial attitudes becoming
intrapreneurial behaviour. For this research I only used the case of Arcadis as PSF, but findings
could be different within other PSFs and other firm types. Therefore, it is hard to generalize
the results of this study to other PSFs.

The second limitation of this study is that this study tried to differentiate two groups of
employees with intrapreneurial attitudes into behaving intrapreneurial (group 1) and not
behaving intrapreneurial (group 2). With hindsight, the groups were not that different since
some of group 2 were behaving intrapreneurial without the knowledge of the innovation
manager. Hence it was hard to grasp why some employees with an intrapreneurial attitude were
not behaving intrapreneurial, since they themselves argued they did. Although the groups were
clearly differentiated at the start of the analysis, it was hard to identify which employees within
Arcadis have an intrapreneurial attitude without showing intrapreneurial behaviour.

The third limitation that a reader should bear in mind is that despite being extensive and
relevant for current literature, the retrieved dimensions of the ICP are not all-encompassing
since there are probably more important dimensions in an ICP to look at for managers of ICP.
As the theoretical background of this study on ICPs show that, for example, ‘enhancing
company identification’ (Rupietta & Beckmann, 2016; Malhotra et al., 2017; Pohlisch, 2020)
is an important dimension of an ICP. This research, however, did not find evidence for this,
since it only used the opinion of the employees; and they have not mentioned this dimension
as being important. Therefore, readers should be aware that there could be more dimensions to
unlock the full potential of ICPs, but these are not mentioned by the respondents during this
study.

The findings also show some different results among the questioned employees. The
explanations for these differences mainly come from personal experiences with WAH and
ICPs. As some respondents already worked two or three days a week at home, they had a more
positive attitude towards WAHSs’ influence on intrapreneurial behaviour. Besides, some

respondents were further in their journey of using the ICP than others, which changed their
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opinion of ICPS. The reader should also bear in mind that the respondents were predominantly
male. This might have skewed the results since the influence of WAH on intrapreneurial
behaviour might be different for gender (Kniffin et al., 2021). That being said, the age and
nationality of the respondents were divers among respondents, since half of the respondents
were >35 years and the other half <35 years. And three of the ten employees had a different
nationality than being Dutch.

Despite the promising results of this study, future research should enhance the
understanding of the influences of WAH on the process of intrapreneurial attitudes becoming
intrapreneurial behaviour by investigating other PSFs. Since only ten employees of one PSF
are questioned within this research, the findings are hard to generalize to other PSFs. In
addition, further research might also differentiate more concisely between employees with an
intrapreneurial attitude who are behaving intrapreneurial and who are not. This creates a better
understanding of why certain employees with an intrapreneurial attitude do not behave
intrapreneurial during WAH. In turn, this is valuable for academics and managers of PSFs,
since employees who behave intrapreneurial are an important driver of long-term survival
(Anand et al., 2007; Von Nordenflycht, 2010; Fischer, 2011). Moreover, further research could
examine how to create an intrapreneurial community within an ICP to increase knowledge
sharing between intrapreneurs and thus mitigate the negative influences of WAH. Besides,
further research should be conducted to determine whether the ten proposed dimensions are
indeed helping the process of intrapreneurial attitudes becoming intrapreneurial behaviour. For

instance, by testing the ten dimensions in other research settings.
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6. Conclusion

The intrapreneurial behaviour of employees in a PSF is an important driver for long
term survival. PSFs thereby try to drive employees to behave intrapreneurial with innovation
tools such as ICPs. WAH, however, changes the conditions for an employee to behave
intrapreneurial and to use ICPs, since it influences the way employees feel, work, and interact.
This study therefore investigated the influence of WAH and ICPs on the process of
intrapreneurial attitudes becoming intrapreneurial behaviour in PSFs, by doing a single case
study at Arcadis. The main question of this research thereby was: ‘What is the effect of working
at home on the process of intrapreneurial attitudes becoming intrapreneurial behaviour for
employees in a professional service firm and what influence has an internal crowdsourcing
platform on this process?’ The answer on this question is multi-folded and can be divided into
three parts: (1) WAH especially reduces an employees’ ability to recognize opportunities,
which is an important indicator of intrapreneurial attitudes becoming intrapreneurial behaviour.
Therefore, it is harder for an employee with an intrapreneurial attitude to utilize opportunities
to behave intrapreneurial when WAH. (2) To unlock the full potential of ICPs in driving the
process intrapreneurial attitudes to intrapreneurial behaviour, an ICP should drive employees
to behave intrapreneurial, create an intrapreneurial community, while being transparent and
integrated into the firm. And (3) to alleviate the negative influences of WAH on opportunity
recognition an ICP should enable employees with an intrapreneurial attitude to share
knowledge by creating a community of intrapreneurs within the platform.



