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STRATEGY, CORPORATE CULTURE, STRUCTURE AND OPERATIONAL PROCESSES

AS THE CONTEXT FOR THE INNOVATIVENESS OF AN ORGANIZATION
Katarzyna SZCZEPANSKA-WOSZCZYNA

The University of Dabrowa Goérnicza, Faculty of Applied Sciences
Department of Management, Dabrowa Gérnicza, POLAND
e-mail: kszczepanska@wsb.edu.pl

Abstract: The paper refers to relationships between the innovativeness of an organization and its se-
lected determinants such as strategy, corporate culture, structure and operational processes. Research
was conducted among 200 managers at the top, middle and operational levels of management (200
companies operating in Poland implementing innovations — innovative companies). Conditions leading
to innovations are described as the combination of processes, which result from the internal and exter-
nal dynamics of a given entity. The analysis assumed that the assessment of company innovativeness
would be based on an assessment of whether the company is a leader in the industry in terms of new
products (the higher the rating, the more innovative the company is considered to be). The relationship
between the dimensions of the company's functioning and the degree of its innovativeness was rated
on the basis of two measures: the Spearman's rank correlation coefficient and the chi-square coeffi-
cient. It was assumed that the most innovative companies have structures similar to organic ones, with
a weak influence of the elements of mechanistic structures. This assumption was proven in relation
to features of organizations considered important for innovativeness.

Keywords: innovation, innovativeness, strategy, structure, corporate culture, operational processes, in-

novation determinants.

JEL: 121, M14, O31.

1 Introduction

Innovations arise in conditions that are a combina-
tion of processes resulting from the internal and ex-
ternal dynamics of an organization. The numerous,
different and complex conditions of organization
innovativeness include external factors, for example,
market competition conditions, technologies, gov-
ernment activities, a stage in the industry/sector life
cycle stage, environment dynamics and degree
of uncertainty (De Tienne & Mallette, 2012, p.1)
or general characteristics of environment, such as
changeability (dynamism), complexity and hostility
(Miller & Friesen, 1983).

Internal factors include the broadly defined qualities
of managers (Vaccaro, et al.,, 2012; Szczepanska-
Woszczyna & Dacko-Pikiewicz, 2014), their man-
agement style, organizational culture (Szczepanska-
Woszczyna, 2014), company profile (Arad, et al,
1997; Crossan, Apaydin, 2010), strategy (Foreman-
Peck, et al., 2006, Hurley & Hult, 1998; Zdunczyk &
Blenkinsopp, 2007), organizational structure (Aiken
& Hage, 1971; Francik, 2003; Kimberly & Evanisko,

1981; Zakrzewska-Bielawska, 2011), human re-
sources (HR) (Koval’ova, 2016) and others.

On the other hand, as a result of a badly constructed
system of company organization, innovative pro-
cesses are inherently inhibited. Each innovative ac-
tion is essentially subjective, however a certain range
of general and specific conditions that can trigger
innovation or foster the innovation implemented can
be determined. Based on literature research, it is
assumed in the paper that special attention should be
paid to the role that the organizational structure,
organizational culture, strategy, procedures and op-
erational processes play in the development of com-
pany innovativeness (Szczepanska-Woszczyna,
2016).

2 Elements forming the organizational
context as the determinant of company
innovativeness

The choice of strategy, structure, organizational cul-
ture, and operational processes as an area of analysis
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allows for focusing on such elements that are con-
trolled by the organization, leaving others that are
outside. They underlie structures and systems that
condition and support innovation in an organization.

e An organizational structure

An organizational structure is defined as the ar-
rangement of the organization's components and
specific relationships between them that are specific
to the given system. It is a relatively stable division
of tasks, power and information, defining the distri-
bution of control and responsibility in the organiza-
tion, conditioning the formation of teams, and the
coordination and division of tasks between organiza-
tional units and employees (Daft, 1978).

The organizational structure is an important factor
both supporting and limiting innovativeness (Aiken
& Hage, 1971, Damanpour, 1991; Pichlak, 2012,
Subramanian & Nilakanta, 1996).

The creation of organizational structures that make
inter-organizational sharing of knowledge and re-
sources possible, allows for making strategic deci-
sions, reconciling contradictions, and actively and
effectively coordinating the innovation process (Ol-
son & Walker Jr, 1995).

Direct control of the organizational structure gives
the opportunity to influence the organization innova-
tiveness (also through its sub-dimensions, i.e., for-
malization, centralization, specialization, functional
differentiation, and hierarchical (vertical) differentia-
tion (Damanpour, 1991), as well as variables related
to resources, processes and culture).

Standardization and specialization appearing along
with an increased size of the organization lead
to greater effectiveness, but in exchange for inflexi-
bility and bureaucratization.

The centralization of a decision-making process is
a method for regulating and controlling the behavior
of employees, it also determines the degree of free-
dom for employees in making decisions. Research
conducted by Severo, et al. (2015) indicated that
innovations are significantly supported more by the
horizontal than the vertical organizational structure.

Mechanistic organizations operating on principles
similar to machines are not conducive to innovation;
they are not susceptible to changes, are based on

the specialization of activities, they operate under
rigid rules based on formal relationships between
employees, and the centralization of power in the
hands of several top managers. The organic and
adaptive structures assume freedom and the use
of one's own mind, and the development of creativity
and imagination. Imagination is more important
in them than formal qualifications (Francik, 2003).

Organic organizational structures are considered
more effective in terms of innovativeness. Innova-
tiveness is fostered by the low degree of formaliza-
tion and centralization, low management spread,
fluid scope of duties and emphasis on horizontal
communication (Pichlak, 2012).

e Strategy

Strategy is a concept of systemic operation based
ona defined set of long-term goals, specific re-
sources and means to achieve these goals, and pro-
cedures that ensure their optimal arrangement and
use (Penc, 1994, p.180).

The condition of the effective and rational introduc-
tion and commercialization of innovations in the
domestic and foreign market is the necessity (need)
for innovative management and the formulation
of innovation strategies (Janasz, 2011, p.47).

Due to the dynamics, complexity and unpredictable
changeability of the environment, the implementa-
tion of the strategy involves not only the implemen-
tation of the scenario developed, but also strategic,
creative flexibility is necessary. Innovations are of-
ten the reaction of companies to changes in the envi-
ronment; therefore, they should be examined from
various strategic perspectives.

Innovative processes in companies require solving
problems, to which model strategic solutions can be
applied. These include the sources of innovative
ideas, methods for implementing these processes, the
protection of innovative solutions, the pace of inno-
vation and the degree of commitment in innovative
activities.

The nature of the rapidly changing environment that
favors innovation forces dynamic and innovative
strategy. The strategy must precede trends and phe-
nomena appearing in the market, which are usually
the result of innovative activities of other companies
(Mirski, 2014). The basic element of introducing
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change is changing corporate strategy. This also
entails changes in the structure, the team of employ-
ees, culture and processes taking place in the organi-
zation (Grudzewski & Hejduk, 2000).

Strategic decisions on business expansion, innova-
tion and personnel strategies shape attitudes and, as
a consequence, values and norms change. At the
same time, a company with an open, entrepreneurial
and flexible structure will be more open and flexible
in developing the assumptions of its strategy.

e An organizational culture

An important factor, which is considered by many
authors as crucial, is organizational culture (Jas-
sowalla & Soshittal, 2002; Loewe & Dominiquini,
2006; Lyons, et al., 2007; Tellis, et al., 2009). Re-
searchers agree on its positive importance for inno-
vation (Chang & Lee, 2007; Higgins & McAllaster,
2002; Lau & Ngo, 2004; Martins & Terblanche,
2003).

To successfully implement innovation or adopt tech-
nological solutions, companies must meet certain
conditions in terms of their internal behaviors and
external relationships (Tylecote, 1996).

The elements of culture have a twofold impact
on innovation — through socialization and coordina-
tion (Tesluk, et al., 1997). Through socialization,
each member of the organization can ensure whether
creative and innovative behavior is part of its busi-
ness model. At the same time, an organization can,
through actions, policies and procedures, generate
values that support creativity and innovation, so that
its innovative capabilities will consistently improve.

Organizational culture understood in this way is
identified with a culture of innovation. Organization-
al culture can stimulate the innovative behavior
of organization members, lead to their adoption
of innovation as the fundamental value in the organi-
zation (Hartmann, 2006). Organizational culture
focused on promoting behaviors supporting organi-
zation innovativeness is a source of norms, values,
ways of acting and thinking that will support the
process of creating innovation.

Maintaining the global balance depends on the mu-
tual adjustment of participants to specific situations.
A K. Kozminski believes that managers must change
organizational cultures to implement proper new

strategies that ensure survival in a changing market
environment, It is the change in organizational cul-
tures that determines such adjustments (Kozminski,
1998). The change in the organization must be fol-
lowed by a change in the organizational culture.

By differentiating organizational culture by results
achieved by the organization, the following can be
identified:

1) positive (constructive) culture, which is charac-
terized by susceptibility to changes and acceptance
of changes. It contributes to using the creative poten-
tial to a large extent, thus increasing the ability
to achieve the goals set, reward employees who
solve the emerging problems by themselves, moti-
vating them to work efficiently;

2) negative culture (biuropathology), which limits
creativity, creates conservatism, lack of flexibility,
leads to a situation of antipathy, in which members
of the organization become opponents rather than
supporters.

In past-oriented organizations, the conservative cul-
ture prevails, while in future-oriented organizations,
a culture of innovation dominates.

In the conservative culture, importance is attached
to values, norms and symbols; traditions, rules and
regulations are valued, because they give a sense
of safety and certainty. Employees value stabiliza-
tion rather than change, they have no development
ambitions or motivation for achievement. Changes
face strong resistance.

In a culture of innovation, values are respected,
but they are treated instrumentally; when they cease
to be useful, they are replaced with new ones. Risk is
willingly taken; creativity, dynamism and a high
sense of responsibility are valued; changes are made
and the focus is on development, which allows
an organization to function effectively in the chang-
ing and stormy environment. This type of culture
promotes dynamism and change, and employees take
up challenges willingly (Zbiegien-Maciag, 1999).

In the typology developed by Goffee and Jones
(2001), organizational culture is differentiated by
two criteria: sociability and solidarity. Sociability
can be defined as kindness in the relationships be-
tween people in the organization. Through acquaint-
ances and friendships, ideas, attitudes, interests and
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values become common for the members of the or-
ganization. Solidarity, on the other hand, is the abil-
ity of people to efficiently and effectively achieve
common goals.

Thus, the culture of community, the culture of mer-
cenary, a network culture and a fragmentary culture
can be distinguished. The mercenary culture is a
good basis for introducing change — this type of cul-
ture puts emphasis on strategy and winning in the
market. Organization members have clear priorities
and act quickly in response to changes in the envi-
ronment. The culture of mercenary will be able to
achieve greater efficiency and effectiveness in the
organization. A positive attitude to change is also
a feature of the network -culture (Szczepanska-
Woszczyna & Dacko-Pikiewicz, 2015).

Organizational culture is inseparable from strategy.
The organizational culture should be shaped in such
a way as to support the strategy, while the strategy
itself also determines the organizational culture. The
strategy determines the trend in the development
of organizational culture (a strategically oriented
culture), while culture sets a framework that consti-
tutes strong limitations in the process of corporate
strategy implementation (Krupski & Stanczyk, 2009,
p.8).

Culture follows strategy, strategic decisions on busi-
ness expansion, innovation and personnel strategies
shape attitudes, and thus change values and norms.

Organizational culture also has a significant impact
on the functioning of the company's operational sys-
tems and the organization of its structures, including
the degree of flexibility within structures, the flexi-
bility of communication channels, the scope of pow-
er decentralization, a number of levels in the
organization hierarchy, the scope of managerial con-
trol, and individual/group decision making.

e Procedures and operational processes

Procedures and operational processes are relatively
stable action programs within the organization.
These programs may concern both the operation
of the core business (e.g., maintenance, scientific and
technical information service), regulate this activity
(e.g., the procedure of the technical preparation
of production), or support the activity of the organi-

zation as a whole (e.g., personnel management, legal
services).

They refer to such aspects of the company's activity
as leadership, motivating, getting others involved,
making changes, working in teams, planning and
corrective actions. Their course depends on the poli-
cies, regulations, systems and structures of the com-
pany. They can cover the entire organization, or its
separate part.

Procedures and operational processes are of particu-
lar importance in the process of eliminating the
standard, predictable, routine, and repeatable imbal-
ance. A relationship between the development of the
organization and the evolution of procedures and
operational processes is observed (Karpacz, 2013).
They are a fairly constant and unchanging elements,
characteristic of the entire organization. They make
it possible to adapt the rules of operation to specific
situations, thus restoring the balance, because the
repeatable occurrence of certain situations leads to
the standardization of rules of conduct (Kozminski &
Obtoj, 1989).

In the process of adapting to changes resulting from
changes in the environment, the mismatch of proce-
dures and operational processes for the efficient per-
formance of tasks may result in the organization
ceasing to exist in some cases. Thus, although the
procedures are a manifestation of the organization's
striving for stability, it does not mean that it is neces-
sary to look for new patterns of behavior.

The increased dynamics of the environment pushes
the company to change the behavior, and thus,
change operational procedures adequately to changes
in the organization's environment. At the same time,
managers should initiate changes because in stable
conditions, employees do not think about what they
do routinely, unreflectively but according to proce-
dures, while during changes, they feel the need
to identify what was before, compared to the new
routine patterns of behavior (Karpacz, 2013).

Research results indicate that even the not very dy-
namic companies are able to strengthen their position
in the market through innovation, if entrepreneurs
and managers are willing to take risks and be more
active than competitors. Much also depends on their
management style and the atmosphere created within
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the company. Thanks to these companies, the pro-
cess of creating innovation, considered as a social
process, becomes more effective.

Communication (the exchange of information and
ideas), which is made easier in such conditions, be-
comes a particularly stimulating factor.

The degree of company innovativeness can also be
strengthened by consistent implementation and ad-
herence to the principles of creativity: extensive
learning processes, conducting research generating
new knowledge, communicating (interaction) with
people with knowledge, using traditional and uncon-
ventional thinking processes, using a holistic ap-
proach to problem solving, encouragement and
support for passion and creating the environment that
is conducive to creativity.

3 Methodology

The purpose of research was to determine whether
there is a relationship between the dimensions of the
company such as the structure, strategy, organiza-
tional culture, operational processes and the degree
of its innovativeness.

The analysis assumed that the assessment of compa-
ny innovativeness would be based on an assessment
of whether the company is a leader in the industry
interms of new products (the higher the rating,
the more innovative the company is considered to
be).

In quantitative research, a standardized interview
questionnaire was used, consisting of three parts (15
questions in total) and respondent’s particulars.

A five-point measuring scale was used, in which:

1 — meant insignificant,

2 — small importance,

3 — medium importance,

4 — big importance,

5 — very important.
The relationship between the dimensions of the
company's functioning and the degree of its innova-
tiveness was rated on the basis of two measures:

the Spearman's rank correlation coefficient and the
chi-square coefficient. The choice of measures was

determined by the level of the measurement of varia-
bles.

The size of the research sample was 200 managers /
200 enterprises implementing innovation (innovative
companies) from sectors characterized by a high
degree of innovativeness such as telecommunica-
tions, IT, pharmaceutical, energy and finance and
science sectors and industry.

The sample was diversified by the size of the com-
pany (i.e., the number of employees):

1/3 = companies with up to 50 employees,
1/3 = companies with 51 to 250 employees,
1/3 = companies with 251 employees and more.

Respondents were managers from:
- senior (43% of respondents),
- middle (47%), and
- operational levels of management (10%),

involved in the implementation of innovations in
companies, people who have knowledge, decide
or decide jointly on the company's policy in the field
of innovation (depending on the company, these
were, for example, people involved in research and
development, production, and technology).

Research was conducted in April-May 2016 by
means of the interview method, using computer-
aided telephone interviews (CATI). Calculations
were performed using IBM SPSS Statistics 24.

4 The organizational context of innovative-
ness in light of research findings

e Strategy and the degree of innovativeness

Table 1 presents the rating of the relationship be-
tween the individual elements of corporate strategy
and the degree of company innovativeness.

The results indicate that there is a positive relation-
ship between the elements of corporate strategy
and the degree of company innovativeness. The rela-
tionship is statistically significant for the vast majori-
ty of factors. The strongest impact on the degree
of company innovativeness was observed for:

1) building the market leader position in the field
of new products and technologies;
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2) emphasis on the innovative character of solutions,
processes and products in all departments of the or-
ganization.

The higher these factors were rated by the respond-
ents, the higher company innovativeness was rated.

Table 1. Strategy and innovativeness (Spearman's rank correlation coefficient)
(Source: Own study based on direct research)

Characteristics of company's development strate Correlation
\% .

pany P 2 coefficient

The organization anticipates product and technological changes in the industry and is the first 0425

to launch novelty products in the market

All departments of the organization emphasize the innovative character of their solutions, 0.424"

processes and products

The organization conducts research and development work on new technologies 0.327

Benchmarking is used to assess the degree of technological, product and quality development 0.294*

in the industry

The organization analyzes the development of technology in a given industry 0.176

Building knowledge in the organization is of strategic importance to the management board 0.145"

of the company in the process of gaining competitive advantage

The organization has a described business strategy covering all business processes, 0.110

which is clearly communicated by the management board of the company

Innovative activities and thinking of managers and employees is "embedded" 0.104

in the organization’s development strategy

* statistical significance at the level of 0.05
** statistical significance at the level of 0.01

o Structure and the degree of innovativeness

The results of analysis of the impact of determinants
of the company's organizational structure on the
degree of its innovativeness are presented in Table 2.
The negative but statistically insignificant relation-
ship was observed for the impact of the formalization
of instructions and procedures on the degree of inno-
vativeness. However, the influence of other factors is
statistically significant, such as:

1) engaging suppliers in the process of developing
new products;

2) eliminating barriers to information flow between
departments and individual employees;

3) constant development of communication channels
and tools for acquiring and collecting knowledge.

The higher the respondent rates these factors, the
more innovative the company is.

e Organizational culture and the degree of innova-
tiveness

Table 3 presents the results of analysis of the rela-
tionship between the determinants of company's
organizational culture and the degree of its innova-
tiveness.

The positive relationship between the rating of indi-
vidual elements of organizational culture and the
degree of company innovativeness was observed.

It turned out to be statistically significant in the case
of three factors, namely:

1) enabling employees to generate new ideas,
changes, experiments, and new ideas aimed at inno-
vation;
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Table 2. Structure and innovativeness (Spearman's rank correlation coefficient)

(Source: Own study based on direct research)

. Correlation
Characteristics of the company structure .
coefficient
Engaging suppliers in the process of developing new products 0.236"
Elimination of barriers to information flow between departments and individual employees by 0.182"
managers '
Constant development of communication channels and tools for acquiring and gathering 0.145"
knowledge in the organization '
The goals and plans of action in the organization take into account the requirements of custom-
. . 0.118
ers, the needs of internal and external stakeholders, also of the public
The organization has clear instructions, templates of documents and procedures that are under- 0.035

standable and available to employees

* statistical significance at the level of 0.05
** statistical significance at the level of 0.01

Table 3. Organizational culture and innovativeness (Spearman's rank correlation coefficient)

(Source: Own study based on direct research)

L L Correlation
Characteristics of organizational culture .
coefficient

Employees have time and resources to generate new ideas, changes, experiments, 0218"
new ideas aimed at innovation '
Employees are rewarded for innovative technological, product, organizational, 0.180"
and marketing solutions '
The organization creates short-term and long-term action plans, which are regularly monitored 0.154"
and verified '
The organization has a defined mission that is communicated and known to all employees 0.138
Managers share knowledge of the future direction of the organization's development 0.137
with employees '
Managers actively support change and implement a culture of improvement, learning 0.136
and innovation in the organization '
Employees' creativity is supported by training, building project teams, meetings

. . . 0.136
and discussions between different task teams, and so on.
Each employee can submit a new idea, improvement, or change 0.105
The knowledge and skills of employees are systematically improved 0.104
Employees have a possibility of co-deciding on the scope of changes introduced 0.002

in the organization

* statistical significance at the level of 0.05
** statistical significance at the level of 0.01
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2) rewarding employees for innovative technologi-
cal, product, organizational, and marketing solutions;
3) creating short and long-term action plans, which
are regularly monitored and verified. The higher the
respondents rated these factors, the higher the degree
of company innovativeness was. The increased rat-
ing of individual factors is related to the increased
degree of organization innovativeness.

e Procedures and operational processes and innova-
tiveness

Table 4 presents the results of measuring the strength
and direction of the relationship between the rating
of factors determining operational processes in a
company and the degree of its innovativeness.

The results of the correlation analysis show that
the respondents' ratings of the factors determining
procedures and operational processes in the company
are related to the degree of company innovativeness.

The relationship is positive for almost all factors.
An exception is an element related to the functioning
of instructions, document templates and procedures
understandable to employees in the organization.
However, this relationship is very weak, negative,
and statistically insignificant.

Taking into account other factors, a statistically sig-
nificant relationship was demonstrated for many
of them, and the strongest impact was observed
for the following characteristics:

1) using benchmarking to assess the degree
of technological, product and quality development

in our industry;

2) the development and management of intellectual
resources by filing and purchasing patents, licenses
and copyright. It can be concluded that if the re-
spondent rated these factors highly, the company was
probably characterized by a higher degree of innova-
tiveness.

Table 4. Procedures and operational processes and the degree of innovativeness
(Spearman's rank correlation coefficient)
(Source: Own study based on direct research)

. \ . Correlation
Characteristics of the company's operational processes .
coefficient
Benchmarking is used to assess the degree of technological, product and quality development 0.294™
in the industry '
The company develops and manages intellectual resources by filing and purchasing patents, 0.255"
licenses, and copyright '
Suppliers are involved in the process of developing new products 0.236"
The statistical measures and techniques are used to improve processes and reduce deviations 033"
from the achievement of results assumed '
Customers' opinions on the products/services of the organization are collected, which are taken 0.169"
into account in the process of developing products '
Quality management standards are introduced into processes in the organization 0.159"
The organization constantly develops communication channels and tools of acquiring 0.145"
and gathering knowledge '
The organization has clear instructions, templates of documents and procedures 0.035
that are understandable and available to employees '

* statistical significance at the level of 0.05
** statistical significance at the level of 0.01
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5 Conclusion

The organizational determinants of company innova-
tiveness indicate the need for a holistic view of the
functioning of the organization.

In the conditions of developing an innovation-
oriented culture, flexible organizational structure,
and innovative strategy, organizations are willing
and able to implement innovations.

Expectations regarding the features of organizations
important for innovation were confirmed to a large
extent.

The impact of certain activities on the degree of in-
novativeness, which, when combined, determine
a specific type of strategy, structure, culture, and
processes, was found.

It was assumed that the most innovative companies
have structures similar to the organic ones, with
aweak influence of the elements of mechanistic
structures.

There are good supervisor-subordinate relationships
in them, a democratic management style, low for-
malization, little centralism, a strategy of continuous
innovation and a culture of innovation. This assump-
tion was proven in relation to features of organiza-
tions considered important for innovativeness.

Research showed that companies use various strate-
gic planning instruments and have a defined mission
or specific goals that are monitored and communi-
cated to employees.
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