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From the Scientific Council
Ladies and Gentlemen,
As the new school year is coming to the end we would like to deliver to you 24th
edition of the ‘Journal of Management and Financial Sciences’. As always we are
trying to present articles which we hope will present a contribution to the development of economic thought and contribute to a fuller understanding of the complex
economic issues.
“Evolution of strategic goals of Polish enterprises during the economic crisis”.
Strategic goals says Maria Romanowska from the Collegium of Management and
Finance Warsaw School of Economics are rarely examined in strategic management,
while empirical research carried out in Poland on strategic goals of enterprises showed
that during more than 25 years of market economy these goals have seriously changed.
These changes are particularly evident when goals of Polish enterprises set in the
first decade after transformation are compared to those set today. During the whole
period after transformation strategic objectives of Polish enterprises have been highly
expansive and growth of the size of a company has been desired. Research carried out
during the last crisis showed that a change of external conditions and higher risk of
worse financial situation caused by the economic crisis made enterprises rearrange
their goals hierarchy and favour goals related to harmonious and safe development
and multiplying the value for the owners. This is one of the elements of the change
in managers’ attitude, which made the economic crisis an opportunity to improve
quality of enterprises development management.
In research on enterprises’ crises the scientists rarely focus on examining the
relations between the signs of a crisis and ownership changes. Cezary Suszyński,
Bartosz Majewski and Albert Tomaszewski from the Collegium of Management and
Finance Warsaw School of Economics in their article “Ownership changes as a sign
of Polish holdings’ response to the economic crisis” present research focused on the
changes of the Polish holdings’ ownership structures, changes in their management
and supervisory bodies related to the signs of crisis and some synthetic measures of
activity. The research proves that the analyzed enterprises did not make any radical
changes in their ownership structure during the crisis. Statistically significant relations
were simultaneously identified, which indicate that changes concerning the majority
owner positively affect the way the holdings cope with the crisis. In the 2008–2013
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economic crisis the owners of the examined holdings were using their ownership
rights to introduce changes in the governing bodies, whereby the changes in the management boards (the board composition and the chairman position) were introduced
slightly more commonly than the changes in the supervisory boards. Changes of the
chairman of management board or supervisory board were not statistically related
to the measures of competitive position analyzed in the research.
The main goal of the article “Strategic responses of the Polish holdings to the
2008–2013 crisis” by Zbigniew Dworzecki and Grażyna Leśniak-Łebkowska from
Collegium of Management and Finance, Warsaw School of Economics is to present
the follow-up research results aimed at identifying the strategic responses of the Polish
holdings to the 2008–2013 crisis, based on the quantitative data on 128 holdings,
eventually verifying empirically grounded hypotheses from the prior qualitative stage of
investigation. Main focus was put on changes in the industry portfolio scope, changes
in product and market strategies, especially in geographical expansion and revenue
streams from their international business activities as well as the change of leading
competitive advantage and functions of the holdings in reaction to perceived crisis.
Agnieszka Sopińska from the Collegium of Management and Finance Warsaw
School of Economics in her article “Perception of the world economic crisis against
the background of other external circumstances of Polish holdings’ operation”
describes the way Polish holdings perceive their external environment, particularly
the 2008–2013 global economic crisis. The research covered 120 holdings functioning on the Polish market. The research was carried out in 2015 and the Computer
Assisted Telephone Interview (CATI) method was used. The research proved that
external environment (both competitive and macro-environment) is a significant
parameter affecting the functioning of Polish holdings. Unfortunately, the holdings
were perceiving their environment mostly as a source of risks, not opportunities.
The respondents recognised the global economic crisis as the most negative factor
affecting their company.
“Changes in the holdings structure during the crisis” by Sylwester Gregorczyk
and Wioletta Mierzejewska from the Collegium of Management and Finance Warsaw School of Economics present the results of research on changes in the holdings
structure during the crisis, their determinants and the impact of changes on the
financial performance of the holding. The changes in following areas were taken into
account: holdings complexity (number of holdings’ companies); holdings character
(level of the parent company’s operational activities); centralization (strategic freedom
of subsidiaries). The analyses carried out prove that during the crisis the holdings
changed their structure configuration. Juxtaposition of all the three parameters of
a holding structure made it possible to build a model of structural changes in hold-
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ings during the crisis, which was empirically verified. The analyses show that two
opposing models of structural changes in holdings were prevailing: a passive and
an active model.
The goal of the article “ Success in creative industries. Discussion about critical success factor”s by Patryk Dziurski from the Collegium of Management and
Finance, Warsaw School of Economics is to present discussion about critical success
factors in creative industries and recommendations for managers within them. In
the article author positively verifies the thesis that sectors in creative industries have
general as well as sector-specific critical success factors. Additionally, he formulates
thesis that organisations in creative industries, due to their nature, are specifically
managed. This justified an increase number of research on management in organization on creativeindustries, which enable to rise knowledge about those sectors and
formulate recommendations for managers.
“Environmental management system as the element of intelligent manufacturing company” is an article by Piotr Bartkowiak Faculty of Management Poznan
University of Economics. Author states that in recent times, more and more clearly
new approaches are being presented in business management in which managers
rarely realize that they have a significant influence on a fundamental re-evaluation
of orientation in terms of objectives, operations and processes of the enterprise. The
study presents an environmental management system in a manufacturing company,
whose main tool is the lean management and virtual organization. Making such
assumption allows to distinguish a classic environmental management system of
the new solution, which is characterized by elimination of potential waste already
at the planning stage of the production process. For this reason, you can indicate
a new trend in management, which puts special emphasis on the process of greening
businesses. This process is now becoming an integral part of effective management
of the organization and fosters smart company and its good image in the proximal
and distal environment.
The article “Social antecedents of organizational innovativeness: The typology
of innovative teams” was prepared by Aldona Glińska-Neweś, Andrzej Lis and
Joanna Górka from the Faculty of Economic Sciences and Management Nicolaus
Copernicus University. The aim of the paper is to study the links between positive
relationships at work and innovations in order to categorize innovative teams. First
of all, an innovative organizational climate is discussed as an antecedent of company
innovativeness. Secondly, positive relationships at work are defined and their role
for innovations is studied. Thirdly, the empirical data on interpersonal relationships
within innovative teams and their orientation to various types of innovations are
analyzed. The outcome of this analysis is the typology of teams creating innovations
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focused on two criteria: positive relationships within a team and emotional distance.
Positive relationships among employees seem to stimulate creating innovations, while
emotional distance hamper this pro-innovative attitude. The typology includes three
categories of innovative teams: “hierarchized laborers”, “organization-supporting
team players” and “pro-developmental individualists”.
“Competitive processes on foreign markets and the intelligent enterprise”
by Agata Mesjasz-Lech and Beata Skowron-Grabowska from Management Faculty Czestochowa University of Technology indicated the competitive processes on
foreign markets and define the essence and position of the intelligent enterprise.
The premises of competitiveness were indicated as the basis of deliberations, while
subsequently the significance of knowledge in enterprises was indicated which
in terms of their strategies are aimed at the achievement of the status of intelligent
enterprises. Furthermore, a statistical analysis of the functioning of enterprises on
foreign markets has been carried out in the context of the activities of enterprises
in the direction of increasing the level of competitiveness, barriers to activities and
the forms of safeguarding against currency rate risk, while also forms of supporting
the activities of enterprises on the part of banks. With this aim in mind, elements of
mathematical statistics were applied, as well as analysis of co-dependencies.
Jarosław Ignacy from the Wrocław University of Economics in the article “Wroclaw
Agglomeration attractiveness as a source of competitive advantage for enterprises”
states that investment attractiveness is one of the most important factors affecting
the level of development and competitiveness of the various areas in national and
international scale. Therefore, the aim of this article is to assess the impact of investment attractiveness of Wroclaw area to create a competitive advantage for investors
in the light of classic and new theories. Conducting first such comprehensive studies
made it possible to identify the critical factors of the investment attractiveness of the
Wroclaw area that generate the competitive advantage of companies.
The aim of the paper “Selection mechanism in the evolutionary approach:
towards behavioural determinants” by Katarzyna Piórkowska from the Department of Strategy and Management Methods Wroclaw University of Economics, is
to contribute to establish the most salient general behavioural determinants of the
evolutionary selection mechanism in management. The aim has been realized through
answering the following overarching research questions: (1) Which determinants of
the selection mechanism should be considered in examining that process?, (2) Which
are the most salient general behavioural determinants of the selection mechanism?
The deepened literature studies were used as the research method. Hence, the
interfering is deductive. The paper is conceptual and contributes to comprehend
intra-organizational processes.
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The paper “Open innovation and technology transfer in Polish enterprises” by
Karina Sachpazidu-Wójcicka from the Faculty of Economics and Management University of Bialystok examines the role of open innovation inward technology transfer
in order to strengthen the innovative position of polish enterprises. The objective
of this article is to shed a light on the role of open innovation sources in technology
transfer process in polish enterprises. The work aims a better characterization and
understanding open innovation as a part of technology transfer in the light of formal and informal flows. The objective of this paper is also to examine the statistical
data collected from Main Statistic Office in Poland related to technology transfer of
entrepreneurs and its influence on innovativeness of firm.
We wish you pleasant reading.
Ryszard Bartkowiak,
Chairman of the Scientific Council and Dean of the Faculty
Piotr Wachowiak,
Vice-Chairman of the Scientific Council and Vice-Dean of the Faculty
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The Evolution of the Strategic Goals of Polish
Enterprises During the Economic Crisis
A bstract
Strategic goals are rarely examined in strategic management, while empirical research
carried out in Poland on strategic goals of enterprises showed that during more than 25
years of market economy these goals have changed seriously. These changes are particularly
evident when the goals of Polish enterprises set in the first decade after the transformation
are compared to those set today. During the whole period after the transformation, the
strategic objectives of Polish enterprises have been highly expansive and the growth of the
size of a company has been the desired choice. Research carried out during the last crisis
showed that a the change of external conditions and the higher risk of a worse financial
situation caused by the economic crisis made enterprises rearrange their goals hierarchy
and favour goals related to harmonious and safe development and multiplying the value
for the owners. This is one of the elements in the change in managers’ attitude, which the
economic crisis helped in opening an opportunity to improve the quality of enterprise
development management.
Keywords: strategic goals, hierarchy and evolution of strategic goals, crisis, holdings’ strategies
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1. Introduction
R. P. Rumelt, a strategic management specialist, called “a strategy strategist” by
McKinsey Quarterly wrote: “One of a leader’s most powerful tools is the creation of
a proximate objective – one that is close enough at hand to be feasible. A proximate
objective names an accomplishment that an organization can reasonably be expected
to achieve”1. Strategic objectives are rarely examined in strategic management; it is
more common to identify the dimensions of strategies and to evaluate strategic success and the relation between these two variables. Quite often the mission and vision
of an enterprise or its strategic orientation are analysed instead of the objectives.
The aim of this article is to show the specific way of setting strategic objectives
of an enterprise in management sciences and to show, on the basis of empirical
studies, objectives and the way in which they were modified during the 2008–2013
economic crisis.

2. Strategic Goals
When discussing enterprise strategy, one has to take into account the issue of
strategic goals, which reflect the aspirations of management staff and the owners.
Various strategy management theories assign various importance to strategic planning, but nobody questions the necessity of setting objectives. This stems from the
definition of an organisation as a collection of individuals trying to reach organisation
objectives, and the basic management concept of the organised cycle of action by le
Chatelier2. Objectives are the basis to which strategies, business models, structures
and ways of action are adapted.
Much attention in the theory of economics has been given to the issue of enterprise objectives. Objectives in economics refer both to the establishment as well as
to the functioning and development of an enterprise. Currently economic science
is giving up the traditional understanding of an enterprise objective as the maximisation of profit. It is acknowledged that the way of formulating objectives is related
to the decision makers’ orientation to various stakeholders’ groups, and various
enterprise theories define objectives differently. Common and autonomous goals are
1 R. P. Rumelt, Dobra strategia. Zła strategia. Czym się różnią i jakie to ma znaczenie (English title:
Good Strategy, Bad Strategy. The Difference and Why it Matters), MT Biznes, Warsaw 2013, p. 127.
2 Teoria organizacji i zarządzania, ed. J. Kurnal, PWE, Warsaw 1979, chapter II.

The Evolution of the Strategic Goals of Polish Enterprises During the Economic Crisis

15

distinguished. Common goals, such as profit or value added, are a necessary condition
for the function of an enterprise; the reason for establishing an enterprise is linked
to the opportunity of reaching financial success. Autonomous goals are understood
as benefits for owners and managers that can be gained through an enterprise.
In practice common goals become autonomous, managers identify with them, as they
can see their own benefits in developing and maintaining their enterprise. A. Noga
lists the following autonomous goals: agency effectiveness exceeding transaction
effectiveness, economies of scale exceeding the costs of growth, economies of scope
exceeding economies of the costs of complexity, advantages of access to rare production factors over the costs of creating market incontestability, network advantages
exceeding network costs, advantages of creating knowledge exceeding advantages
of learning, advantages of introducing innovation over the costs of R&D and the
costs of ownership rights protection, advantages of successful forecasts exceeding
the costs of uncertainty, advantages of environment imbalance exceeding the costs
of the environment’s negative impact3.
The definition of an autonomous goal is closer to management sciences than the
definition of a common goal since it takes into account the diversity of the external
and internal determinants of an enterprise’s activities and the subjective nature of
a goal setting process. A list of autonomous goals is a good starting point for the
analysis of an enterprise’s strategic goals and ways of reaching it; obviously individual
autonomous goals can be linked to the strategic choices of enterprises concerning
development strategy, competition strategy, business models, knowledge management,
choice of structural solutions or investment strategy.
Management theory approaches the issue of goals examination in a flexible and
situation-dependent way. First of all, enterprise goals are understood as the goals of
enterprise managers; the goals which managers want to achieve for their enterprise
are distinguished from their personal goals. It is indicated that the conflict between
personal goals and the goals of an enterprise can hamper its functioning. It is often
evident in the case of remuneration systems rewarding top management staff depending
on the value of their company (connected with a risk of the intended underestimation company value in order to raise quickly in the future) or in the case of mergers
and acquisitions, where managers can force a transaction against the interests of the
owners and the advantage of an enterprise, in order to receive a benefit from a buyer
or accomplishing in this way their professional ambitions.
It is typical for management sciences to replace the term “goal” by such terms as
strategic aspirations, vision and the mission of an enterprise. The term of strategic
3

A. Noga, Teorie przedsiębiorstw, PWE, Warsaw 2009, chapter 3.
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vision understood as an inspiring image of a company’s target shape or achievements4
is placed on the top of the hierarchy of values, it is the basis for a development and
competition strategy as well as functional strategies and operational activities. The term
of strategic aspirations expresses the goals of managers who build a strategic plan,
while the mission is the idea of vision and strategies communicated to the environment and internal stakeholders.
Most empirical research concerning management mainly identify the common
goals, as they are easy to measure and identify, while autonomous goals require actions
that are more complex, mostly in respect of quality, but make it possible to understand the strategic decisions of managers. Common goals (profitability, increase
in value, increase in market share) are usually perceived as measures of the strategic
goals attainment. This means that the main goal around which the whole strategy
is constructed is not to reach a certain level of economic performance, but to gain
a desirable market position and a satisfying operation model. Management sciences
distinguish the term of the strategic goal from a strategy objective. The strategic goal
can be identified with strategic vision, while strategy objectives are lower-level targets
and define the way of reaching the strategic goal translated into specific dimensions
of success strategy and competition.
Different language used to set enterprise goals in management sciences does
not mean that economic objectives are regarded as insignificant. The authors of
the book entitled “Strategic Thinking” indicate that each well managed enterprise
has a defined economic model, which links enterprise efficiency with its strategic
activities5. In other words, the quality of each strategy and each of its dimensions is
measured and verified by economic performance indicators. Objectives perceived
in purely economic terms are intermediate objectives which are both an effect and
a condition of good vision and accordant strategy.
Management theory does not regard the economic objectives of an enterprise
as the most important element conditioning the activities structure, operation and
strategy. It is commonly believed that the way of setting strategic goals and their successful attainment depend on many factors of an organisational, social and cultural
nature. This is because it is accepted that the effects of management are multifactorial
and the ways of reaching results are equi-final. A good example of such thinking is
the research of N. Foote, R. Eisenstat and T. Fredberg, who have carried out a range
4 A. Sigismund Huff, S. W. Floyd, H. D. Sherman, S. Terjesen, Zarządzanie strategiczne. Podejście
zasobowe (English title: Strategic Management: Logic and Action), Oficyna a Wolters Kluwer business,
Warsaw 2011, p. 19.
5 Y. Allaire, M. E. Firsirotu, Myślenie strategiczne (English title: Strategic Thinking), Wydawnictwo
Naukowe PWN, Warsaw 2000, p. 14.
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of interviews with a group of heads of corporations in many countries, defined by
them as “leaders with greater ambitions” and who had proved that their corporation
had had extraordinary economic performance indicators due to the application of
innovative strategies forced by their determined leaders6. This way of thinking, linking
the successes of an enterprise with its exceptional group of managers already in 1980
was reflected by an idea of the dominant logic of a firm, very popular in the Western
World, created by C. K. Prahalad and R. A. Bettis. In Poland the concept was spread
and empirically verified by Krzysztof Obłój7. According to the concept of dominant
logic the source of strategic success is the process of a manager’s learning and using
the taught approach to solve problems. The key components of dominant logic are:
determinants of actions and the approach to solving problems8.
The concept which has recently, to the greatest extent, modified the way of evaluating the importance of strategic goals is evolutionary management, questioning
the reasons and practice of setting long-term strategic goals. Research of the proponents of this concept in Poland and in other countries proves that the strategic
horizon is being limited and the approach consists of waiting for opportunities that
are to replace strategic planning is becoming more and more common9. This practice can be interpreted not as a failure to set strategic goals, but as replacing them by
a specific objective, which is to be ready for changes.

3. The Strategic Goals of Polish Enterprises
in the Light of the Research
The author of this paper does not know of any research on Polish enterprises
where the main research task of which would be to identify and analyse strategic
goals. Usually analysis of goals is made as a part of the analysis of enterprise strategy,
as one of its dimensions. Several such studies carried out during and after the period
of the Polish economy transformation are presented below in chronological order10.
6 N. Foote, R. Eisenstat, T. Fredberg, Lider z większymi ambicjami (English title: The Higher Ambition
Leader), “Harvard Busines Review Polska”, March 2015.
7 Dominująca logika firmy, ed. K. Obłój, Wydawnictwo WSzPiZ im. Leona Koźmińskiego, Warsaw 2003.
8 Ibidem, p. 13.
9 Elastyczność organizacji, ed. R. Krupski, Uniwersytet Ekonomiczny we Wrocławiu, Wrocław 2008;
Zarządzanie przedsiębiorstwem w turbulentnym otoczeniu, ed. R. Krupski, PWE, Warsaw 2005.
10 A paper by M. Romanowska and R. Krupski was used, entitled Rozwój i perspektywy nauki zarządzania strategicznego w Polsce. Przegląd badań i podstawowych publikacji, in: Osiągnięcia i perspektywy
nauk o zarządzaniu, Oficyna a Wolters Kluwer Business, Warsaw 2010.
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The first attempt to evaluate the process of strategic reorientation of enterprises
after 1990 was made by the team of B. Wawrzyniak11. A model was used, which
assigned one of nine model strategies (from withdrawal, to active anticipation and
development), to each enterprise, depending on the rate of the environment’s favour
and strategic potential to have the ability to be involved in changes. Each enterprise
was assigned to one of the model strategies and changes of strategies during 1990–1991
and were then analysed.
A research team from the Nicolaus Copernicus University under the direction of
S. Studoł and M. J. Stankiewicz has accomplished two projects dedicated to enterprise
strategies12. The researchers have analysed the global and strategic goals of enterprises
in various periods of that decade. They concluded that Polish enterprises had been
changing their goals and ways of reaching them in an evolutionary way. In the first
period of transformation this evolution was quite dynamic, later enterprises began
to only modify their strategic goals, expand their range and change their importance.
After 1997 the global goal of “building the bases for competitiveness” dominated. The
most commonly declared strategic goals were: improvement or the maintenance of
market position, product development, export, cost optimisation, profit and meeting
clients’ expectations. The research shows that the goals were to a significant extent
only declaratory, since setting them was not linked to the intentions of gathering and
enhancing strategic resources, especially those difficult to copy, such as staff, research
and development, non-material resources.
Research carried out by P. Banaszyk in the mid-1990s on a sample of several
tens of enterprises provided interesting information on the goals declared by Polish
enterprises13. The surveyed managers were asked to choose goals that they would
like to reach in the first place from among 20 presented to them. It turned out that
two-thirds of the declared goals were oriented to growth, security was in second
place and profit was the least important. The comment to the research included the
following question: how can it be explained that such a strong pursuit of growth is
accompanied by such a small care for security, resources and an owner’s satisfaction?
Research carried out by J. Filipczuk, P. Soroka and T. Wach on the behaviour
of enterprises under the transformation circumstances between 1992–1997 were

11 Trudna zmiana: zachowania przedsiębiorstw w procesie transformacji, ed. B. Wawrzyniak, Fundacja
im. F. Eberta w Polsce, Warsaw 1992.
12 M. J. Stankiewicz, S. Sudoł, Polskie przedsiębiorstwa po ośmiu latach transformacji ustrojowej,
”Organizacja i Kierowanie” 1999, no. 1.
13 P. Banaszyk, Formułowanie celów strategicznych w zarządzaniu polskimi przedsiębiorstwami,
”Zeszyty Naukowe Akademii Ekonomicznej w Poznaniu”, 2nd series, Poznań 1998.
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to identify the behaviour of enterprises in the situation of structural transformation14. They examined 195 economic entities with various legal forms and ownership
structures. It was stated that the most commonly set strategic goals were to maintain
and/or enhance market position, increase production and sales, diversify production,
reduce production costs, enter new markets, improve marketing, carry out internal
restructuring, privatisation and conclude strategic alliances.
Since 2004 R. Krupski has been carrying out research on the importance of
opportunities used for enterprises’ development15. The aim of the research was
to establish whether Polish enterprises are flexible and, indirectly, do they have the
potential to take advantage of opportunities, and subsequently to identify the scope
of the enterprises’ development based on opportunities and to identify the types
of resources necessary to take advantage of the opportunities. The research proved
that the development of every second small or medium-sized enterprise was either
a result of a coincidence or happened by accident. Companies began to take advantage of various opportunities in order to increase sales as a part of activities carried
out so far and to enter new markets. They also undertook the risk of introducing
new domains, which sometimes had nothing in common with their previous activities. The research carried out by R. Krupski at the beginning of the last decade on
368 enterprises showed that the strategic goals were formulated either in the form of
strategic decisions or in the form of ideas. In half of the firms under research both
these perspectives were equal, in the second half the thinking perspective was more
long-term than the decisions perspective. The decisions perspective prevailed during
a period of up to three years, while after this period the significance of the thinking
perspective began to emerge. Only 4 percent of the respondents formulated strategic
decisions in the period exceeding 10 years, but only 12 percent had a perspective of
strategic thinking16.
The credibility of this research was proved by research carried out by the team
of K. Krzakiewicz17. An analysis of 96 firms, carried out in 2004, showed that in the
Wielkopolska region as many as 50% of the entities did not set long-term strategic
goals and developed due to the opportunities which arose. Growth and profit prevailed

14 J. Filipczuk, P. Soroka, T. Wach, Polskie przedsiębiorstwa wobec wyzwań rynku, “Raport o Zarządzaniu”, Wyższa Szkoła Przedsiębiorczości i Zarządzania im. L. Koźmińskiego, Warsaw 1998.
15 R. Krupski, J. Niemczyk, E. Stańczyk-Hugiet, Koncepcje strategii organizacji, PWE, Warsaw 2009.
16 R. Krupski, Orientacja zasobowa w badaniach empirycznych. Identyfikacja horyzontu planowania
rynkowych i zasobowych wielkości strategicznych, WWSzZiP, Wałbrzych 2011.
17 K. Krzakiewicz, Sz. Cyfert, J. Kraśnik, Zmiany w systemach planowania i organizowania polskich
przedsiębiorstw, ”Przegląd Organizacji” 2006, no. 2.
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among the strategic goals (40% and 34% respectively). In the remaining cases security
was usually indicated (17%).
The most interesting and developed research on the strategic goals of Polish enterprises was carried out by a team located in Poznań headed by E. Urbanowska-Sojkin18.
The research identified the strategic choices of enterprises concerning the goals,
development directions, resources and the ways of achieving success by enterprises,
assuming that the way of making strategic choices depends among other factors on
the expectations and attitudes of decision-makers. The attitudes and expectations
of decision-makers were defined according to two criteria: approach to strategic
management (proponents of positioning and planning approach) and approach
to strategic planning (activity, responsiveness, external determination and internal
determination). Using the examined sample, the researchers verified the hypotheses
about the link between the managers’ approach to management and strategic planning
and their declared hierarchy of strategic goals. The research proved that the hierarchy
of strategic goals is different depending on the approach to strategic management.
The goals of managers adhering to the positioning approach were arranged in the
following hierarchy: growth, profit and security; while the goals of the planning
approach proponents were arranged as follows: security, profit and growth19. It was
proved that the choice of the main goal is influenced by the environment: in unstable
conditions and under strong pressure of external stakeholders managers were more
likely to choose growth as the main goal of an enterprise than in stable conditions and
without stakeholders’ pressure, while internally oriented enterprises chose security
in primary position20. The hypothesis that the priority of an enterprise’s pursuit of
profit maximisation results from the owners’ domination among the stakeholders21.
A team of employees of the Institute of Management at the Collegium of Management and Finance (former Chair of Management in Economy) of the Warsaw School
of Economics (SGH) has been examining strategies of Polish Enterprises since the
beginning of the transformation period. Large enterprises, including holdings, have
recently become an object of particular interest to the team. In 2013–2014 a research
on entities from the Rzeczpospolita newspaper’s “2000 List” was carried out in order
to identify determinants and the level of resilience to the crisis22. The CATI survey
18 Podstawy wyborów strategicznych w przedsiębiorstwach, ed. E. Urbanowska-Sojkin, PWE, Warsaw 2011.
19 Ibidem, p. 110.
20 Ibidem, pp. 155–156 and 200.
21 Ibidem, p. 270.
22 Przedsiębiorstwo odporne na kryzys, eds. M. Romanowska, W. Mierzejewska, Oficyna a Wolters
Kluwer business, Warsaw 2016.
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was carried out on a sample of 149 enterprises from this list as a part of the project.
One of the aims of the research was to analyse managers’ strategic thinking, including strategic goals. The researchers asked not about the goals of an enterprise, but
about the goals of the currently applied strategy, in relation to the current crisis. The
respondents were asked to indicate seven goals, arranged in accordance with their
significance: increasing market share, growth of profit, growth of the company’s value,
harmonious development, survival, security and increasing size. The respondents
indicated three goals: increasing market share, growth of profit and growth of the
company’s value. Increasing size, security and survival were least commonly indicated.
The goal of harmonious development was placed in middle position23.
If the goals are grouped into three categories: growth-oriented (growth of market
share and size of an enterprise), efficiency-oriented (increasing profit and value) and
goals oriented to quality with respect to functioning and development (harmonious
development, survival and security), the preferences of the respondents become clear:
almost half of the respondents value efficiency, growth in size and the functioning
quality is in second place, while the development of quality is the least important.
If the goals are divided into expansive (growth of market share, increasing profits,
increasing value and size) and non-expansive (harmonious development, survival
and security as a pursuit of stabilisation and maintaining position) this results in the
fact that most enterprises chose expansive goals, in spite of the crisis. Orientation
to expansion was confirmed by answers to the question about the forms of development applied in recent years: 86 percent of respondents stated that their potential had
been developed, 80 percent reported the updating of potential, 60 percent reported
building new objects and 38 percent reported surpassing the achievements of other
companies. The same research defined the way the managers perceive their environment as optimistic, while simultaneously the majority of respondents declared that
their approach to strategy is close to planning and positioning approach. This was
confirmed by the fact that building a strategic plan was common (59 percent had
defined strategies, written in the company documents, 36 percent had defined, but
not documented strategies) and the determination to develop dynamically in spite
of the crisis. It was stated that the managers are conscious of strategy significance,
that they accept perspective thinking and procedures relating to strategic planning,
as well as the ability to build and implement complex strategies24.
To continue the research on entities from the “2000 List”, the next stage of the
research, financed by the Collegium of Management and Finance, included a CATI
23
24

Ibidem, chapter 3.
Ibidem, chapter 3.
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survey on 120 holdings from the “2000 List”, the aim of which was to register and
analyse changes in the behaviour and decisions of Polish holdings during the macroeconomic crisis. The research was completed by the end of 2013, two years after
the previous research was finished.
One of the research tasks was to analyse the changes in holdings’ strategies caused
by the crisis, including the change of goals. It had been assumed that the holdings
affected by the crisis would substantially change their strategies, that their strategic
planning time horizon would be limited and that the long economic crisis would
make enterprises more willing to limit development expansion and related risk.
The research confirmed the assumption that the holdings changed their strategies
as a result of the crisis experience (91 percent of holdings covered by the research).
The research results concerning the time horizon of strategy, however, were surprising. It transpired that over 42 percent of holdings did not change their horizon
of strategic planning, 32 percent expanded it, and only 25 percent made it shorter.
The explanation is that the crisis made the managers aware of the significance of
professional development management and it induced them to pay more attention
to strategic thinking.
The next question concerned the current importance of strategic goals. The same
list of goals as the one from the research mentioned above was used.
Table 2. Hierarchy of the Strategic Goals Significance
Significance of Goal from 0 to 5
N=109

Categories of goals
0

1

2

3

4

5

Growth of market share

1

1

9

16

43

39

Increasing profits

–

–

4

23

45

37

Growth of the company's value

1

1

3

24

44

36

Harmonious development

1

1

2

14

36

54

Survival

1

3

10

40

46

9

Increasing security

1

1

–

15

16

76

Increasing size

3

7

9

39

48

3

Source: own study based on the research.

1.
2.
3.
4.

The analysis of choices resulted in the following rating of the goals’ significance:
Increasing security,
Harmonious development,
Growth of the company’s value,
Growth of market share,
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5. Increasing profits,
6. Survival,
7. Increasing size.
Increasing security was indicated in primary position: as many as 64 percent of
managers defined this goal as the most important, while other goals, such as increasing
size and survival were put in first place by less than 10 percent of the respondents.
Generally non-expansive goals were more commonly indicated than expansive ones.
The juxtaposition of size growth-oriented goals with efficiency and development,
quality-oriented goals proved that development quality were definitely the most
important, followed by efficiency and size growth-oriented goals were left far behind.
The answers of the respondents from holdings to the question: “Has the hierarchy
of the holding’s goal changed as a result of the 2008–2013 economic crisis?” prove that
a vast majority of enterprises changed their strategic goals hierarchy. More than 88
percent of respondents said “yes”, simultaneously describing the changes. The growth
of significance of the following goals was reported: increasing security (95%), growth
of market share (93%), harmonious development (92%), increasing profits (87%),
growth of the company’s value (85%), survival (60%), increasing the company size
(51%). Most answers reporting decreasing the significance of goals referred to the
growth of the company size (49%) and survival (40%).
This is a big change in the strategic thinking of large enterprises compared to the
research results referred to above performed on a similar sample of enterprises from
the “2000 List” two years earlier: the change consisted mainly in the greater significance
of development quality-oriented goals and the considerable decline of significance of
size growth-oriented goals and expansive goals. This proves that managers can see
the relation between setting strategic goals and crisis situations experienced by their
enterprises during the crisis, and the higher risk of excessively expansive strategies.

4. Recapitulation
Empirical research realised in Poland on the strategic goals of enterprises has
shown that during more than 25 years of market economy these goals have seriously
changed. These changes are particularly evident when the goals of Polish enterprises
set in the first decade after transformation are compared to those set today. During the
period of setting bases for market economy enterprises focused mainly on building
competitive advantage based on low costs. As time has gone by, the professionalism
of strategic management has grown and the principles of building advantages have
changed in parallel with the growth of the significance of development strategy and
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building a stable position in the industry and in the region. During the whole period
after the transformation the strategic objectives of Polish enterprises were highly
expansive and the growth of the size of a company was desired. As time has passed,
due to the pressure of the owners and the observation of good practices on developed markets, managers have begun to appreciate the importance of increasing the
enterprise’s value. Research conducted during the last crisis showed that a change of
external conditions and the higher risk of a worse financial situation caused by the
economic crisis made enterprises rearrange their goals hierarchy and favour goals
related to harmonious and safe development and the multiplication of the value for
the owners. This is one of the elements of the change in managers’ attitudes, which
made the economic crisis an opportunity to improve the quality of the enterprises
development management.
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A bstract
In research on enterprises’ crises scientists rarely focus on examining the relations between
the signs of a crisis and ownership changes.
The presented research focuses on the changes of the Polish holdings’ ownership structures, changes in their management and supervisory bodies related to the signs of crisis
and some synthetic measures of activity.
The research proves that the analysed enterprises did not make any radical changes in their
ownership structure during the crisis. Statistically significant relations were simultaneously
identified, which indicate that changes concerning the majority owner positively affect the
way the holdings cope with the crisis.
During the 2008–2013 economic crisis the owners of the examined holdings used their
ownership rights to introduce changes in the governing bodies, whereby the changes in the
management boards (the board composition and the chairman position) were introduced
slightly more commonly than the changes in the supervisory boards. Changes of the chairman of the management board or supervisory board were not statistically related to the
measures of the competitive position analysed in the research.
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1. Introduction
The research on the ownership situation is an integral part of a more comprehensive
diagnosis of the Polish holdings’ response to the economic crisis. Arguments supporting
the importance of this aspect of the holdings’ functioning, and thus including it in the
research cover a broad spectrum of conditions. The most significant arguments stem
from the perception of ownership as one of the constitutive attributes (distinction
criteria) of an enterprise in the market economy system. A stable ownership structure
stabilises the entire organisation in the short term, while its long-term changes are
to create the best development conditions from the point of view of such fundamental
issues as the provision of capital to the whole organisational system. In practice this
means that ownership (owners) to a large extent decides on the key issues, such as:
• The legal and organisational form of a holding – the most appropriate form of its
organisation with respect to the interests and objectives of a specific ownership
system (shareholders), and also its stakeholders;
• The establishment and functioning of holding bodies provided for by law
– ownership legitimises power in an economic organisation, whereas the power
is exercised by these bodies.
• Decisions and choices made by a holding, especially strategic decisions concerning
the building of long-term bases of an enterprise’s development, closely related
to the interests and competences of the owners.
• The effects of the holdings’ activities determined by the conditions mentioned
above – a set of both the external (financial, economic, social) effects of a holding’s activities and the internal (organisational, structural) consequences of these
activities.
The conditions listed above, relating to the issues of the holdings’ ownership, are
not just separate issues, but an element of a consistent system of causal relationships,
which is particularly important from the research point of view. This gives a basis
to formulate a synthetic model illustration (Figure 1) covering the relations listed
above, and simultaneously presenting the proposed sections of research on ownership
changes as a sign of Polish holdings’ response to the economic crisis.
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Figure 1. Ownership as an Indicator of the Areas of Research on the Holdings’
Response to the Economic Crisis

Source: own study.

The presented research model included the following assumptions and findings
resulting from broader research:
1) Issues directly concerning ownership were examined by an analysis of the ownership structure changes:
• Has there been a change of a majority owner or a change of its share in the
ownership structure of the holding recently?
• Has the share of financial institutions changed?
2) Issues concerning the bases of exercising power during an economic crisis were
examined by an analysis of changes in statutory bodies of holdings:
• Has there been a change in the position of the chairman of the supervisory
board and/or management board, and if yes – how many times?
• What was the scope of staff changes in the management board and supervisory
board during the economic crisis?
3) Issues concerning the effects of holdings’ activities in the analysed period were
taken into account on the basis of the analysis of level changes of the selected
indicators of the analysed holdings’ competitive potential, such as:
• decrease in sales of products or services;
• loss of market share;
• worsening of financial performance;
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• worsening of market competitiveness;
• losing strategic clients;
• difficulties with access to external sources of financing.
According to the assumptions and findings, the research focused on the changes
of the holdings’ ownership structures, changes in the holdings’ management and
supervisory bodies related to the signs of crisis and the selected synthetic measures
of activity. With reference to the model presented in Figure 1, two important fragments were intentionally omitted, namely the decision area and effects (internal
transformations) of the holdings. In both cases the research on those areas of possible
changes has been included in separate studies.
The relation between the signs of the crisis and the changes of ownership was
verified by the Kruskal-Wallis non-parametric test. As a result it was established that
per forty nine possible pairs of variables statistically significant relations occurred in six
pairs. Statistical significance levels for the performed test are presented in Table 1.
Table 1. Significance Levels for Relations Between Variables Indicated
by the Kruskal-Wallis Test

Decrease in
products/services
sales

Loss of market
share

Worse financial
performance

Worse market
competitiveness

Losing strategic
clients

Losing strategic
suppliers

Difficulties with
access to external
sources of financing

W2. What were the symptoms of the 2008–2013 economic crisis
in the holding?

P6. Has there been a change of the majority
owner during the crisis?

0.049

0.682

0.000

0.054

0.307

0.606

0.210

P7. Has there been a change of the share of the
majority owner in the shareholders structure
during the crisis?

0.523

0.553

0.029

0.886

0.395

0.725

0.835

P8. Has there been a change of the share of the
financial institutions structure during the crisis?

0.096

0.243

0.033

0.359

0.072

0.372

0.056

P9. How many times during the crisis has there
been a change in the position of the chairman
of the supervisory board?

0.252

0.370

0.457

0.375

0.576

0.256

0.061

P10. How many times during the crisis has
there been a change in the position of the
chairman of the management board?

0.790

0.512

0.490

0.378

0.644

0.512

0.846

P11. What was the scope of staff changes
in the management board during the crisis?

0.813

0.065

0.146

0.034

0.859

0.558

0.888

P12. What was the scope of staff changes
in the supervisory board during the crisis?

0.596

0.598

0.735

0.861

0.130

0.631

0.032

Source: own study, significance levels lower than 0.05 are marked in yellow.
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2. Changes of the Ownership Structure
In the light of the research undertaken it should be stated that the ownership
structures of the Polish holdings were considerably stable during the crisis. This is
proved by the answers to the questions about the majority owner. In 88.3% of cases
the entity dominating before the crisis maintained its majority position in the shareholders’ structure (Table 2).
Table 2. Has There Been a Change of the Majority Owner During the Crisis?
Number of answers

%

Yes

14

11.7

No

106

88.3

Total

120

100.0

Source: own study.

The volume of shares of the majority owners was also relatively stable. Their
position did not change in more than 75% of the analysed companies. The majority
owner lowered its capital involvement only in 11.7% of cases. The volume of the
majority owner’s shares increased in 12.5% of cases.
Table 3. Has There Been a Change of the Share Volume of the Majority Owner
in the Shareholders Structure During the Crisis?
Number of answers

%

Increased

15

12.5

Decreased

14

11.7

Unchanged

91

75.8

120

100.0

Total
Source: own study.

Data on the financial institutions’ involvement in the shareholders’ structures of
the Polish holdings lead to similar conclusions. In almost 40% of cases their involvement level remained unchanged. The involvement of financial institutions decreased
in only 7.5% of cases. It should be highlighted that the financial institutions’ involvement level grew in more than 25% of the analysed companies. In the remaining cases
(27.5%) financial institutions did not have any shares (Table 4).
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Table 4. Has There Been a Change of the Share of Financial Institutions Structure
During the Crisis?
Number of answers

%

Decreased

9

7.5

Increased

31

25.8

Unchanged

47

39.2

There were no financial institutions among the shareholders
Total

33

27.5

120

100.0

Source: own study.

Changes in the shareholders’ structure, although relatively rare, ware positively
correlated with a smaller impact of the crisis on the enterprises’ sales. Statistical
tests proved that the enterprises which experienced changes of their majority owner
reported a decrease in the sales of products/services caused by the crisis significantly
less commonly than other entities (Table 5).
Table 5. Relation Between the Change of the Majority Owner and the Decrease
in the Products/services Sales
P6. Has there been a change of the
majority owner during the crisis?

W2. What were the symptoms
of the 2008–2013 economic
crisis in the holding? – decrease
in products/services sales

not indicated
indicated

Total

Total

Yes

No

Number

9

39

48

% total

7.5%

32.5%

40.0%

Number

5

67

72

% total

4.2%

55.8%

60.0%

Number

14

106

120

% total

11.7%

88.3%

100.0%

Source: own study, p = 0.049 (Kruskal-Wallis test).

The juxtaposition of answers to the questions concerning changes in the shareholding structure and financial performance of entities leads to similar conclusions.
Worse financial performance occurred significantly less commonly in those cases
in which there was a change of the majority owner.
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Table 6. Relation Between the Change of the Majority Owner and Worsening
of Financial Performance
P6. Has there been a change of the
majority owner during the crisis?

W2. What were the symptoms of not indicated
the 2008–2013 economic crisis
in the holding? – worse financial
performance
indicated
Total

Total

Yes

No

Number

9

22

31

% total

7.5%

18.3%

25.8%

Number

5

84

89

% total

4.2%

70.0%

74.2%

Number

14

106

120

% total

11.7%

88.3%

100.0%

Source: own study, p = 0.000 (Kruskal-Wallis test).

Increasing the share of the majority owner in the shareholders’ structure is also
positively related with the lack of financial performance worsening (Table 7). The
combination of these results with the results of the previous table can lead to a conclusion that the holdings in which the majority owner was active had a better financial
performance.
Table 7. Relation Between the Change of the Majority Owner’s Share Volume
and Worsening of Financial Performance
P7. Has there been a change of the share
volume of the majority owner in the
shareholders structure during the crisis?
Increased
W2. What were the symptoms of not indicated
the 2008–2013 economic crisis
in the holding? – worse financial
performance
indicated
Total

Decreased

Total

Unchanged

Number

8

4

19

31

% total

6.7%

3.3%

15.8%

25.8%

Number

7

10

72

89

% total

5.8%

8.3%

60.0%

74.2%

Number

15

14

91

120

% total

12.5%

11.7%

75.8%

100.0%

Source: own study, p = 0.029 (Kruskal-Wallis test).

The involvement of financial institutions in the shareholders’ structure alone was
not significantly related to the performance of the analysed holdings. The analyses
show however that in a significantly larger proportion of cases in which the share
volume of financial institutions dropped did not report a worse financial performance
(Table 8).
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Table 8. Relation Between the Change of the Financial Institutions’ Share Volume
in the Shareholders’ Structure and the Worsening of Financial Performance
P8. Has there been a change of the share of financial
institutions structure during the crisis?

W2. What were
the symptoms of
the 2008–2013
economic crisis
in the holding?
– worse financial
performance
Total

not indicated

indicated

Decreased

Increased

Unchanged

There were
no financial
institutions
among the
shareholders

Number

5

3

14

9

31

% total

4.2%

2.5%

11.7%

7.5%

25.8%

Number

4

28

33

24

89

% total

3.3%

23.3%

27.5%

20.0%

74.2%

Number

9

31

47

33

120

% total

7.5%

25.8%

39.2%

27.5%

100.0%

Total

Source: own study, p = 0.033 (Kruskal-Wallis test).

3. Changes in the Governing Bodies
Changes in the Holdings’ Supervisory Boards
A change in the position of the chairman of the supervisory board occurred
in almost half of the examined holdings during the 2008–2013 economic crisis. In
the holdings that decided to make such a change the chairman of the supervisory
board was most commonly replaced only once. In 5% of the analysed groups the
chairman of the supervisory board was changed three times (Table 9).
Irrespective of the number of changes in the position of the chairman, they were
not significantly related to the holdings effectiveness parameters adopted in the research.
The volume of changes in the composition of the entire supervisory board was
more significant. Changes of more than 50% of the supervisory board composition
occurred in 20% of the analysed holdings (among which only 1.7% experienced a radical change of the entire supervisory board). Most commonly the changes affected
less than 50% of the supervisory board composition (50.8%).
A statistically significant relation between the scope of changes in supervisory
boards and difficulties with access to external sources of finances reported by the
respondents was observed in the research. The holdings which did not introduce
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any changes in the supervisory boards or replaced the entire board reported less
difficulties than those holdings which introduced only partial changes (Table 11).
Table 9. How Many Times During the Crisis Has There Been a Change in the Position
of the Chairman of the Supervisory Board?
Number of answers

%

0

59

49.2

1

43

35.8

2

12

10.0

3
Total

6

5.0

120

100.0

Source: own study.

Table 10. What Was the Scope of Staff Changes in the Supervisory Board During
the Crisis?
Number of answers

%

Less than 50%

61

50.8

More than 50%

22

18.3

2

1.7

35

29.2

120

100.0

100%
No changes in the supervisory board
Total
Source: own study.

Table 11. Relation Between the Scope of Changes in the Holdings’ Supervisory Boards
Composition and Difficulties with Access to External Sources of Financing
P12. What was the scope of staff changes in the
supervisory board during the crisis?
Less than
More
50%
than 50%
W2. What were the
symptoms of the
2008–2013 economic
crisis in the holding?
– difficulties with
access to external
sources of financing
Total

not indicated

indicated

No changes in
the supervisory
board

Total

100%

Number

49

12

2

30

93

% total

40.8%

10.0%

1.7%

25.0%

77.5%

Number

12

10

0

5

27

% total

10.0%

8.3%

0.0%

4.2%

22.5%

Number

61

22

2

35

120

% total

50.8%

18.3%

1.7%

29.2%

100.0%

Source: own study, p = 0.032 (Kruskal-Wallis test).
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Changes in the Holdings’ Management Boards
Changes in the position of the chairman of the management board in the analysed
Polish holdings were introduced during the crisis more commonly than in the case of
the chairman of the supervisory board. In 2008–2013 the changes in the position of
the chairman of the management board did not occur in 41.7% of cases. In 7.5% of
holdings the changes were introduced twice, and in 4.2% even three times (Table 12).
Table 12. How Many Times During the Crisis Has There Been a Change in the Position
of the Chairman of the Management Board?
Number of answers

%

0

50

41.7

1

56

46.7

2

9

7.5

3
Total

5

4.2

120

100.0

Source: own study.

Similar to the changes of the chairmen of supervisory boards, changes of the
chairmen of management boards in the examined holdings did not have a statistically
important relation with the analysed parameters of the activities effects.
The economic crisis also contributed to a slightly larger scope of staff changes
in the management boards of the analysed holdings than it was for supervisory boards
in the same period. A lack of any changes was observed in every fourth holding. In
the majority of cases (63.3%) the scope of changes was not very large and consisted
in the replacement of less than half of the management boards members (Table 13).
Table 13. What Was the Scope of Staff Changes in the Management Board During
the Crisis?
Number of answers

%

Less than 50%

76

63.3

More than 50%

13

10.8

No changes in the management board

31

25.8

120

100.0

Total
Source: own study.

Statistical tests proved a relation between the scope of the management board
staff changes and the reduction of market competitiveness. A more detailed analysis
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showed that the reduction of market competitiveness was much less common among
holdings maintaining their management board composition during the crisis than it
was for holdings in which staff changes were introduced (Table 14).
Table 14. Relation Between the Scope of Staff Changes in the Holdings’ Management
Boards and Market Competitiveness Reduction
P11. What was the scope of staff changes
in the management board during the crisis?

W2. What were the
not indicated
symptoms of the
2008–2013 economic crisis
in the holding? – reduction
indicated
of market competitiveness
Total

Less than
50%

More than
50%

No changes in
the management
board

Total

Number

56

12

29

97

% total

46.7%

10.0%

24.2%

80.8%

Number

20

1

2

23

% total

16.7%

0.8%

1.7%

19.2%

Number

76

13

31

120

% total

63.3%

10.8%

25.8%

100.0%

Source: own study, p = 0.034 (Kruskal-Wallis test).

4. Recapitulation
Data concerning ownership changes in the examined holdings show that during
the crisis these entities were characterised by ownership stability. In the vast majority
of cases there were no changes of the majority owner or the volume of its share. Also
the involvement of financial institutions in the holdings’ shareholding was stable
(although to a smaller extent).
Statistically significant relations were simultaneously identified, which indicate
that changes concerning the majority owner positively affect the way the holdings
coped with the crisis. The entities in which a change of the majority owner occurred or
in which a majority owner increased their share significantly less commonly reported
a worsening of their strategic position. Also the holdings where financial institutions
decreased their share volume were less susceptible to the adverse effects of the crisis.
During the 2008–2013 economic crisis the owners of the examined holdings were
using their ownership rights to introduce changes in the governing bodies, whereby
the changes in the management boards (the board composition and the chairman
position) were introduced slightly more commonly than the changes in the supervisory boards. Changes of the chairman of the management board or supervisory
board were not statistically related to the measures of competitive position analysed
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in the research. Two important relations were however distinguished between the
scope of changes in the governing bodies and the effects of the holdings’ activities:
1. The holdings which did not introduce any changes in the supervisory boards or
replaced the entire board reported less difficulties with access to external sources
of financing than those holdings which introduced only partial changes.
2. Reduction of market competitiveness was much less common among holdings
maintaining their management board composition during the crisis than it was
for holdings in which staff changes were introduced.
The presented results and conclusions are general. They indicate phenomena
and processes that occurred in the analysed period. Their more detailed diagnosis,
e.g. establishing the strength of the identified relations, precise distinction and the
description of causes and results of the holdings’ ownership changes under the influence of the economic crisis require further deepened research.
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A bstract
This article presents the follow-up research results aimed at identifying the strategic responses
of the Polish holdings towards the 2008–2013 crisis, based on the quantitative data on 128
holdings, eventually verifying empirically grounded hypotheses from the prior qualitative
stage of investigation. The main focus was put on the changes in the industry portfolio
scope, the changes in product and market strategies, especially in geographical expansion
and revenue streams from their international business activities as well as the change of
leading competitive advantage and functions of the holdings in reaction to the perceived
crisis. The research findings show the relatively weak or moderate impact of the crisis on
the overall performance of holdings which refrained them from undertaking radical shifts
in strategy. The crisis made some holdings optimize costs, improve quality, elevate clients’
satisfaction level, build a brand image of their companies and their products. Successful
experiments with diversification encouraged the continuation of this growth strategy.
Value chains, foreign markets and organizational concept changes were relatively rare.
Keywords: Strategic responsiveness, Polish holdings, management in crisis
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1. Introduction
Any crisis, especially one such as the 2008–2013 period is a situation in which
all the enterprises and integration groups, including holdings, faced a basic problem:
how to survive and what measures can be taken in the short and long term to reduce
destruction and simultaneously create solid bases for further development.
The mere establishment of holdings was a response to the growing economic
concentration necessary to confront competition in respect of costs and quality, while
keeping flexibility required in a turbulent environment. The portfolio of companies
comprising a holding reflects its specialisation and also its dependence on external
entities, or partners in the value chain.
Holdings differ in respect of their assets volume, the number of companies,
employees, the level of industry diversification, geographical reach reflected by
the number of countries where they carry out their business with different rates of
capital involvement and depending on the organisational form of entering foreign
markets. They also adopt different organisational forms exposing the independence
of individual companies, as is the case of conglomerates, or highlighting horizontal
links (cooperation of companies with a similar assortment, making it possible to be
competitive in respect of scope and to build a strong position on the industry market) or vertical links, emphasising the integration and coordination of functions and
therefore, enabling a quick response. Holdings can create a specific culture of cooperation and a non-formal coordination of actions. The areas of differentiation listed
above allow us to making decisions concerning the need for and scope of strategic
restructuring, especially in crisis situations, at the level of a holding management.
Single companies usually do not have such abilities to prepare.
A good illustration of such phenomena were the results of research on the
behaviour of Polish holdings during the crisis and their resilience to crisis, carried
out by a team of researchers from the Institute of Management at the Warsaw School
of Economics directed by Professor Maria Romanowska, PhD and published in the
following monographs: Zachowania polskich grup kapitałowych w czasach kryzysu
(Behaviour of Polish Holdings During the Crisis) and Przedsiębiorstwo odporne na kryzys
(Crisis-resilient Enterprise)1. The research observations allowed us to state that the
1 Zachowania polskich grup kapitałowych w czasie kryzysu (Behaviour of Polish Holdings During the
Crisis), eds. Z. Dworzecki, W. Mierzejewska, Oficyna Wydawnicza SGH, Warsaw 2015; Przedsiębiorstwo
odporne na kryzys (A Crisis-resilient Enterprise), eds, M. Romanowska, W. Mierzejewska, Oficyna a Wolters
Kluwer business, Warsaw 2016.
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majority of Polish holdings applied a responsive management approach and not an
anticipative approach; short-term responses prevailed as opposed to strategic ones
and the changes were often temporary.
We regarded the insufficient responses and strategic behaviour of holdings as an
important crisis factor, the reason for three types of crises in enterprises (holdings):
strategic crisis, performance and liquidity crisis and bankruptcy crisis2. These observations were however made as a part of a research carried out on a small number of
holdings. Thus, in the second phase of the research, we covered 128 holdings and
tried to verify the previous conclusions, register and evaluate their strategic responses
and indicate so called good practices.
The strategic responses of holdings can be market-oriented (according to the
so called “market based view”) or resource-oriented (according to the so called
“resource based view”). The main factors which are the most important in the first
case is a holding’s susceptibility to its changing unfavourable macro- and micro- environment, its ability to forecast changes and situation scenario as well as its impact
on the holding’s functioning and development. It is equally important to make the
correct choices of strategic areas (sectors) of business, important markets and/or
their segments, the scope of the product and market strategies (market penetration,
product innovations, market development, diversification), the modes and forms
of strategic development (internal, cooperative, external) and competitive strategy.
As Steinmann and Schreyoegg highlight, the environment should not be understood only in such a way to be able to adapt to its structures, but also to change it,
which means to actively counteract events occurring in this environment or to initiate
new structures by new strategies3.
For the second, the resource-based approach, the main factors are tangible and
intangible resources, potential, competences and the ability to maintain and enhance
the existing competitive advantage or to build a new one.
Markets of strategic importance, resources and the potential of holdings have
to be integrated to create value not only at the level of enterprises that comprise them,
but also at the central level, the so called parenting advantage.
Taking into account the response of the holdings to the crisis, its perception
should be considered, as well as the strength of its impact on individual companies
and entire holdings, and subsequently their strategic mobility counteracting “being
stuck” in a disadvantageous situation should be evaluated.
F. Kowalik, Czas plajt, “Forbes” 2015, no. 8, p. 58–60.
H. Steinmann, G. Schreyogg, Zarządzanie, Oficyna Wydawnicza Politechniki Wrocławskiej,
Wrocław 1999, p. 117.
2

3
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The perception of crisis, assessment of its consequences for an organisation is
important in the analysis of further responses. Enterprises often ignore seemingly
insignificant signals, which can, but do not have to, forecast risk for their markets
and competitive position. H. I. Ansoff, stressing the significance of “weak signals”
concept and J. R. Wells, formulating the concept of “strategic intelligence”, highlighted this4. Dangerous situations occur when warning signs are ambiguous and it
is difficult to state whether a specific event can cause harm to an enterprise. Usually
managers underrate the risk and wait for what is going to happen. This can bring
disastrous results5.
A strategic perspective, important for determining the responses of holdings
to the crisis, assumes an interactive model of relations with the environment. The
environment provides many various areas of actions and responses to a holding
and enterprises that compose it. They depend not only on the strength of their own
resources and potential, but also on strategic mobility.
Strategic mobility is a specific competence consisting of building four types of
ability:
• to formulate and modify strategic plans and the ways of their implementation
in relation to changes of the external conditions,
• to build an enterprise’s own resource potential and to maintain its readiness
to be used,
• to obtain and use external resources,
• to relocate the strategic resources to the place of operations appropriate in respect
to structure and potential, necessary to implement strategic plans (rapid reaction
forces)6.
In our research on the strategic responses of Polish holdings to the perceived
crisis risks during 2008–2013 undertaken on a large sample (n=128) we used
the CATI and CAVI methods and the information was collected by the Indicator
research company. The research was carried out during the 4th quarter of 2015 and
was a qualitative one based on a questionnaire interview7. We focused on the main
strategic areas of the holdings’ business and strategic responses within these areas.
We were curious whether the macroeconomic crisis (or, more precisely the subprime
4 H. I. Ansoff, Managing Strategic Surprise by Response to Weak Signal, “California Management
Review” 1975, vol. 18, no. 2; J. R. Wells, Inteligencja strategiczna (English title: Strategic IQ), Rebis,
Poznań 2014.
5 M. A. Roberto, R. M. Bohmer, A. C. Edmondson, W obliczu niejednoznacznych zagrożeń, “Harvard
Business Review Polska”, July–August 2010, p. 27–34.
6 G. Leśniak-Łebkowska, Mobilność strategiczna i operacyjna przedsiębiorstwa – uwarunkowania
wewnętrzne, ‘’Marketing i Rynek” 2015, no. 5.
7 The research methods are described in more detail in another section of the research report.
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crisis) affected the financial situation and competitive position of the Polish holdings,
how it was manifested and did it make the development and competition strategy
of a holding change.
What interested us in the holdings development strategies were the changes
in the industry scope (expanding or reducing the industry portfolio scope), changes
in product and market strategies (increase in revenues from business on the foreign
markets and geographical expansion).
As for competition strategy we were interested in the following areas: The change
of the leading competitive advantage and functions of the holding. The main observations from the research are presented in the next section.

2. The Impact of the Crisis on the Change
of a Holding Strategy
Since all the analysed holdings considered that the crisis significantly affected
their business, and their considerable number reported a decline in products and
services sales, a worse financial performance and difficulties of access to external
sources of financing, as well as other negative impacts of the external crisis situation,
it is not surprising that the crisis was regarded to be the cause of a strategy change
in 90.8% of the examined population (n=109). Only 11 holdings, accounting for
9.2%, stated that the crisis did not affect their strategy.
A more detailed analysis of correlation between a change of a strategy or no change
and 6 features differentiating holdings proved a dependency between a holding
diversification level and the change or lack of change of a strategy.
A dominating, Group A, which introduced strategy changes, had a relatively
lower income from its main activities, i.e. a lower level of specialisation, or, when
we look at it from the opposite point of view, a higher level of diversification than
Group B, which did not introduce changes. Group A had an average range of 58.40%
of income from their main type of business (sum of ranges 6365.90), in Group B it
was 81.32% (sum of ranges 894.50). It can therefore be stated, on the basis of the
Mann-Whitney U-test result of 370.500, the Wilcoxon test result of 6365.500, where
Z is (-) 2,113 and an asymptotic significance of 0.035, the greater the dependence on
income from the dominating assortment (narrower specialisation), the smaller the
possibility of strategy change caused by the crisis. A higher level of diversification,
where the sources of a group income were more dispersed (about 40%) was a factor
conducive to strategy changes.
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Other factors, such as the main business activity, the number of employees, the
share of foreign sales in the general group income, the number of countries where
activities are carried out (apart from Poland) and the volume of income of the entire
holding, had no influence on the decision on changing strategy because of the crisis.
There are, however, several possible reasons for such a distribution of responses
to the crisis, resulting from both objective and subjective factors or, if another division
is applied, concerning material or non-material resources. These can be:
–– strategic inertia resulting from the lack of possibilities of manoeuvre (resource
limitations, poor management, insufficient staff competences),
–– waiting for the crisis factors to recede, for example as a result of the regulative bodies’
actions (poor diagnosis, unwillingness to take risks and avoiding responsibility),
–– assessment of risks as not important for the implemented strategies,
–– having “buffers” in the form of reserves or, for example, guaranteed access to EU
funds,
–– with regards to the crisis as a chance for the improvement of position,
–– embedded flexibility of implemented strategies (strategic and operational intelligence).

3. I mpact of the Crisis on the Industry Scope
of a Holding Business
The development of a crisis situation in the enterprise environment can be different with respect to its scope, type of risks, changes pace, power of impact on the
running functioning of enterprises and on the limiting and expanding areas of new
development opportunities or those preferred so far. Enterprises can decide to change
their scope of business on the basis of current analyses of the level and dynamics of
their performance and considering possible revision of their involvement in some
changes, as well as anticipating future opportunities and limitations. On the holding
level, depending on its features and situation, such decisions concerning its portfolio
can be considered, especially when there is an opportunity to overtake or buy out
cheap companies with big synergistic potential compared to the holding’s profile
so far, when such a holdings is in a good financial condition or when there is a need
to improve the flow of income.
Due to such a possibility, a question was asked in the research: of whether the
crisis affected the industry scope of a holding and whether the industry scope was
expanded, reduced or did it remain unchanged?
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Most respondents, namely 72 of the total, accounting for 66.1% of the analysed
holding population (n=109), reported the maintenance of the previous industry
scope. 34 holdings, accounting for 31.2% of the sample, declared expanding their
business over new industries, and only 3 holdings – 2.8% of the sample, reduced
their industry portfolio. This can prove that the impact of the crisis on the analysed
holdings was not too large, as they focused mainly on maintaining their current
industry profiles and development in new industries. The opportunity to “clean the
portfolio” during the crisis was used only marginally, which could have resulted from
totally different causes.
Decisions concerning the industries of business activities did not depend on the
analysed features of the holdings, i.e. the main business industry, the size of shares
from the main business industry, the percentage share of income from foreign
business compared to the total holding income, the number of countries where
activities are carried out (apart from Poland), employment and the level of income
of the entire holding.

4. Impact of the Crisis on the Share of Income from
Business Conducted Abroad in the Total Income
from Holding Sales
Income from business conducted abroad can come from export contracts or
other forms of involvement on foreign markets, e.g. in the form of foreign investments. Giving up less profitable foreign investments and refocusing on the presence
in industries, on markets and products of strategic importance for an enterprise or
entire holding can be expected in a crisis situation. If the crisis is perceived as an
opportunity related to the retreat of weaker competitors, more dynamic enterprises
will try to build and enhance their positions on their markets before the situation
returns to normality again.
As a part of the analysis of Polish behaviours carried out during the first phase
of the research in 2015 on a limited number of holdings (Budimex, Ciech, Impexmetal, Marvipol, Orbis, Redan), their differentiated initial pre-crisis situation could
be diagnosed8. Some groups had a several-decade history and a settled international
position within their specialisation. A tendency to concentrate on key industries
8 G. Leśniak-Łebkowska, A. Sopińska, Zachowania strategiczne polskich grup kapitałowych w okresie
kryzysu, in: Zachowania polskich grup kapitałowych w czasach kryzysu, Z. Dworzecki, W. Mierzejewska,
Oficyna Wydawnicza SGH, Warsaw 2015, Chapter 6.
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and “clean portfolios” to dispose of companies with worse future perspectives could
be observed in the crisis situation, as well as the retreat from markets possessing
marginal significance in respect of income, but absorbing resources (Ciech, Impexmetal). These could be attractive markets with respect to their considerable demand
potential, although dominated by stronger global or local competitors. Other holdings
limited their capital involvement abroad due to the new owners’, i.e. foreign investors’
policy, who often limited the geographical reach of the surpassed firms’ business
to the national market, as well as the scope of their specialisation, thus restructuring
a holding by the reduction of some income flows (e.g. Orbis, Budimex). Relatively
young holdings, existing on the market for less than 10 years, although they were
bolder in entering foreign markets with new offers than single enterprises, their
strategies were not always based on strong bases, thus they were forced to retreat
after failures (e.g. Redan).
Among the analysed Polish holdings as many as 65 respondents per 109, accounting for 59.6%, stated that the share of income from activities abroad in the total sales
income had not changed; 27 (24.8%) reported an increase in the share of this income,
and only 17 (15.6%) of the sample observed a decline of activities abroad compared
to the period before 2008.
The correlation analysis shows that the answers were not influenced by such factors as the type of a holding’s dominant industry, the share of income from the main
business activity and number of employees. There is, however, a relation between
the type of answer, i.e. increase, decline or no change in the share of income from
activities abroad in the total sales income and the size of the share of foreign sales,
the number of countries where business is conducted (apart from Poland) and the
volume of income of the entire holding.

5. The Change of Geographical Reach as a Result of Crisis
and Leading Competitive Advantage
The number of countries (excluding Poland) in which a holding was conducting
business activities defined its strategic geographical reach dimension. The research
provided a basis to state that the vast majority, i.e. 83 per 109, which is 76.1%, did
not make any change, which could result from the lack of serious disturbances
in running the business and the level of income from it or, in spite of sales decline,
holdings awaited for the improvement of the situation, or the costs of retreat would
be relatively high compared to the costs of possible re-entry within a better economic situation.
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Another type of response with respect to the number of choices was the increase
in the number of countries of business, declared by 21 holdings accounting for 19.3%
of the sample. This could indicate a greater activity in searching for new markets;
especially those poorly penetrated by the leading suppliers and thus counteracting the
decline of sales on markets, which were more affected by the crisis. Only 5 holdings,
or 4.6% of all the examined ones, limited the number of countries where they were
conducting their business.
The analysis of correlation between the selected features differentiating the holdings and changing the number of countries where business is performed proved lack
of relation between the main holding industry, the volume of share of foreign sales
in the total holding income, the volume of income of the entire holding or number
of employees. There is however a relation between the change in the number of
countries and the number of countries of business activities and the share of income
from foreign sales in the total holding income9.
Assuming a traditional division of potential competitive advantages for cost-related
and quality-related (based on differentiation) ones, as well as integrated advantages,
combining both types of advantages, more and more commonly forced by the clients,
four competitive strategies, constructed as a response to the crisis, can be distinguished:
• the change of cost-related advantage to a quality-related one,
• the change of quality-related advantage to a cost-related one,
• a change directed towards both types of advantages,
• no change.
With the same number of answers (n=109), 44 holdings did not decide to change
their leading advantage, which accounted for 40.4% of all the respondents. Slightly
less holdings, i.e. 42 ones, accounting for 38.5% of the sample, tried to integrate both
advantage types, which meant either cost optimisation (with an assumed quality level,
distinguishing a holding on markets of its activity) in order to offer more competitive
prices, or improvement of quality with the existing competitive prices (and costs).
22 holdings, accounting for 20.2% of the entire sample used the crisis situation
to optimise their actions towards quality improvement and the better functioning
on the market due to a new image, which should result (after a correct diagnosis of
the situation and strategy implementation) in better assets profitability and possible
increase in sales due to higher prices for better quality. Only one holding (0.9% of
the sample) introduced a reverse change, i.e. gave up trying for quality domination
for better availability of its products to the clients due to lower prices.

9

Research method – ditto.
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The analysis of correlations did not show a relation between the impact of the
crisis on the change of the dominant competitive advantage and previously distinguished 6 features of a holding.

6. I mpact of the Crisis on the Restructuring
of a Holding’s Functions
As a result of the crisis, economic organisations usually analyse the profitability
of their current resources to build value in the process of the implementation of all
their functions, using more and more commonly applied methods, such as M. Porter’s
value chain10. The analyses enable the verification of solutions adopted earlier and
based on cooperation with external entities in a situation, where some functions are
performed in a fallible manner. Functions that had been outsourced are re-entered
into an enterprise’s domain and are subject to its direct implementation, control and
accountability (so-called insourcing). If an enterprise has reliable external partners,
function outsourcing can be more favourable, as it allows to focus on an enterprise’s key
competences, which are a source of high profitability while the number of employees
is reduced, organisational structure is often simplified and made more flexible, and
staff potential is more dynamic. A third option forced by a crisis can be to include
new functions not implemented so far (e.g. research and development, designing,
testing, training). The last option is the lack of actions in this area, i.e. maintaining
the functions implemented so far.
Research results prove considerable inertia, since as many as 76 holdings, accounting for 69.7% of the entire sample, did not introduce changes to their functions, and
21 holdings accounting for 19.3% of the analysed sample outsourced their functions,
thus replacing organisational dependencies by market ones. Interestingly, 11 holdings, i.e. 10.1% of the analysed sample, included entirely new functions in their
management system. Only 1 holding (0.9% of the sample) insourced three previously outsource functions, which in the crisis circumstances could result from the
insufficient realisation of the function by an external partner within a supply chain,
e.g. with respect to costs, quality, supply terms, accompanying services, coordination
and the fulfilment of agreements.
The analysis of correlation between the changes of functions made during the
crisis and the holdings features showed no relations between the changes and 4
10 M. E. Porter, Przewaga konkurencyjna: osiąganie i utrzymywanie lepszych wyników (original title:
Competitive Advantage: Creating and Sustaining Superior Performance), Helion, Gliwice 2006.
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distinguished holding features, i.e. the main industry of a holding’s business, number
of employees, volume of a holding’s income with the share of foreign sales in a holding’s income. A relation however was observed between the analysed behaviour and
the share of income from the main business activity in the total holding’s income
(rate of specialisation/diversification) and the number of countries where business
is conducted (excluding Poland)11.

7. Recapitulation
The 2008–2013 crisis has affected Polish holdings, their business and responses
in different ways. A considerable number of them reported a temporary decline of
products/services sales, a worse financial performance, and difficulties in access
to external financing sources, mainly bank credits. The crisis did not however cause
crisis-specific losses or the loss of liquidity or its risk, typical for liquidity crises.
This relatively good situation could possibly affect the perception of crisis and
undertaken actions. The first signs of crisis were usually ignored on the financial
market, as it was believed that they would not affect the product markets. There
were no anticipating behaviours, which is typical for the potential phase of a crisis.
The entities were rather waiting for what would happen and undertaking reactive
actions. These were mostly operational, not strategic actions, but the research proves
that as many as 90% of the population regarded the external crisis as the reason for
the changing development and competition strategy of their holding.
In most cases the holdings maintained their industry scope, and sometimes they
expanded it, developing their diversification strategies by entering new sectors and
industries. It could be observed that a higher diversification level was becoming
a factor conducive to strategy changes and further diversification. A higher rate of
industry specialisation however, and simultaneously a lower rate of diversification
reduced the willingness to undertake diversification measures. Experience and performance played a significant role in this respect.
A prevailing strategic reaction was to maintain the industry scope. The analysed
holdings focused more on market penetration strategies, i.e. enhancing their positions on their markets and products offered so far or modified products, as well as on
market expansion strategies. To some extent this was confirmed by the observations
that in almost 60% of the examined holdings the share of their income from business
carried out abroad in total income did not change, and it increased by 25% of the
11
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sample. It could be observed that among foreign expansion-oriented holdings the
greater activity on the foreign market conditioned a greater significance assigned
to these markets and bigger income from this business.
The attitude to real expansion on new foreign markets was quite cautious. In as
many as 76% of the analysed holdings the geographical reach was not changed in the
observation period (2008–2013). Those holdings, which undertook such measures,
assessed them as positive.
An important area of strategic changes was the area of competitive strategy.
Admittedly, during the crisis most holdings were still working on the basis of the
previous competitive advantages of their enterprises, but a tendency to build outpacing strategies, integrating cost leadership strategy with diversification strategy
was evident. The holdings undertook measures to optimise and reduce costs and
to improve quality, client’s satisfaction, the building of the good image of a holding
and its enterprises, as well as their offered product brands.
Measures related to the implementation of particular functions in the value chain
were relatively weak. Considerable inertia was observed in this respect. Most of the
examined holdings did not introduce changes to their functions. A considerable tendency
to apply the insourcing of previously outsourced functions could however be observed,
or a tendency to enhance strategically significant links of the value chain of a holding.

References
1. Ansoff H. I., Managing Strategic Surprise by Response to Weak Signals, “California
Management Review” 1975, vol. 18, no. 2.
2. Leśniak-Łebkowska G., Mobilność strategiczna i operacyjna przedsiębiorstwa – uwarunkowania wewnętrzne, “Marketing i Rynek” 2015, no. 5.
3. Leśniak-Łebkowska G., Sopińska A., Zachowania strategiczne polskich grup kapitałowych w okresie kryzysu, in: Zachowania polskich grup kapitałowych w czasach kryzysu,
eds. Z. Dworzecki, W. Mierzejewska, Oficyna Wydawnicza SGH, Warsaw 2015.
4. Porter M. E., Przewaga konkurencyjna: osiąganie i utrzymywanie lepszych wyników
(original title: Competitive Advantage: Creating and Sustaining Superior Performance),
Helion, Gliwice 2006.
5. Przedsiębiorstwo odporne na kryzys (A Crisis-resilient Enterprise), eds. M. Romanowska, W. Mierzejewska, Oficyna a Wolters Kluwer business, Warszawa 2016.
6. Zachowania polskich grup kapitałowych w czasie kryzysu (Behaviour of Polish Holdings During the Crisis), eds. Z. Dworzecki, W. Mierzejewska, Oficyna Wydawnicza
SGH, Warsaw 2015.

Perception of the World Economic Crisis Against the Background of Other External Circumstances...

51

Agnieszka Sopińska

Warsaw School of Economics
Collegium of Management and Finance

Perception of the World Economic Crisis
Against the Background of Other External
Circumstances of Polish Holdings’ Operation
A bstract
This article describes the way Polish holdings perceive their external environment, particularly after the 2008–2013 global economic crisis. The research covered 120 holdings
functioning on the Polish market. The research was carried out in 2015 and the Computer
Assisted Telephone Interview (CATI) method was used. The research proved that the external environment (both competitive and macro-environment) is a significant parameter
affecting the functioning of Polish holdings. Unfortunately, the holdings perceived their
environment mostly as a source of risks, not opportunities. The respondents recognised the
global economic crisis as the most negative factor affecting their company. Interestingly,
the younger the holding (the later established) and the less international experience it had
due to the national origin of its dominant investor, the more the negative perception of
the global economic crisis it had. The main symptom of the global crisis in the analysed
holdings worsened with financial performance and a decrease in products/services sales.
Keywords: macro-environment, global economic crisis, holdings, perception of the crisis,
crisis symptoms
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1. Introduction
Contemporary enterprises are open systems possessing numerous, multidimensional and dynamic interactions with their external environment. This is also true for
integrated enterprises, or holdings. Processes occurring in the external environment
determine the functioning of holdings, although they are beyond their direct control.
It can therefore be stated that the external environment forms a specific system of
conditions in which a holding carries outs its business.
The external environment is composed of a range of phenomena, processes, spheres,
trends, some of which form a so called closer environment (or sector, competitive
or direct environment) and other forms of the macro-environment (or indirect or
general environment). The criterion for the distinction of both the environmental
categories is the strength and direction of interactions occurring between various
elements of the environment and a given entity. In the case of the macro environment
the impact is made in one direction, while for the competitive environment it works
in both ways. From the point of view of an entities single phenomena occurring in the
macro environment are data on which it has no influence, while for the sectoral
environment the dependencies have the form of feedbacks1.
One of the external phenomena which is beyond an individual holding’s control
is the global economic situation. The last global economic crisis significantly verified
the development plans of most economic entities, including holdings operating on
the Polish market2. Most of them radically lowered their development aspirations,
made deep internal cuts, as well as restructuring and modifying their business models
which had so far been applied3.
A comprehensible and multifactorial analysis of the phenomena occurring in the
environment of a holding enables the timely identification of not only risks, but also
opportunities provided by this environment. If the weak signals are noticed early, they
provide a basis for reasonable planning of the future and the building an appropriate
1 Inter alia: M. Romanowska, Analiza strategiczna przedsiębiorstwa, PWE, 4th edition, Warsaw
2009, pp. 23–25; M. Matejun, M. Nowicki, Organizacja w otoczeniu – od analizy otoczenia do dynamicznej
lokalizacji, in: Nauka o organizacji. Ujęcie dynamiczne, Oficyna a Wolters Kluwer business, Warsaw 2013,
pp. 152–221.
2 A. Sopińska, G. Leśniak-Łebkowska, Przejawy adaptacji strategicznej polskich grup kapitałowych do
kryzysu 2007–2013 – refleksje z badań empirycznych, ‘’Marketing i Rynek” 2015, no 9, Polskie Wydawnictwo
Ekonomiczne, Warsaw.
3 A. Sopińska, G. Leśniak-Łebkowska, Zachowania strategiczne grup kapitałowych w okresie kryzysu,
in: Zachowania polskich grup kapitałowych w czasie kryzysu, eds. Z. Dworzecki, W. Mierzejewska, Oficyna
Wydawnicza SGH, Warsaw 2015.
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strategy of a holding. The perception of phenomena occurring in the environment
can significantly influence the market success or failure of a given holding.
This article presents the way Polish holdings perceive their external environment,
particularly during the 2008–2013 global economic crisis. This aim required, primarily,
knowing the opinion of the representatives of the holdings about the strength and
direction of influence of particular external phenomena, including the strength and
direction of influence of the global economic crisis on their functioning; secondly,
the identification of symptoms of the crisis in the analysed holdings.
The research covered 120 holdings operating on the Polish market. Despite the
considerable differentiation of the research sample, certain dominant features of the
analysed holdings can be indicated (see Table 1).
Table 1. Description of the Analysed Holdings with Respect to Their
Dominant Features
Dominant Feature

Number of
Holdings in the
Sample

% Share in the
Sample

Year of establishment

Entities established in the
transformation period 1989–2004

67

55.8%

Main industry

Industrial processing – C;
Construction – F

56
18

46.7%
15%

Number of employees

Up to 1000 people

62

51.7%

Share of sales abroad in general revenues

Up to 20%

Origin of dominant investor

National origin

Type of dominant investor

Company

Criterion

56

46.7%

106

88.3%

77

64.2%

Source: own study on the basis of questions: M1, M3, M4, M5, M7 and M8. N=120.

The holdings established in the 1989–2004 transformation period, whose main
investor was a national (88.3%) company (64.2%) prevailed (55.8%) in the sample.
In respect of the type of business, two industries prevailed: industrial processing
(46.7%) and construction (15%).
The following sections present the way Polish holdings perceive the external
environment and the global economic crisis, its symptoms in the analysed holdings
are also described.
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2. P
 erception of the External Environment
by Polish Holdings
The external environment in which an organisation functions can be considered
at various levels and in various aspects. Analysis criteria, most commonly used
in the reference literature are: direction of the environment’s impact, environment
variability, environment complexity, environment potential, the attitude of the environment, the analysis period, the space of the environment, environment flexibility,
environment responsiveness, environment reality and environment predictability4.
Adopting the first criterion (direction of the environment’s impact) means that the
environment is analysed in respect of its strength of impact and frequency of interactions with an organisation (closer to the environment and macro-environment).
Adopting the “variability” criterion means that the environment is analysed in respect
of the pace and dynamics of its changes and strength and intensity of the changes’
impact on the organisation (stable, variable, turbulent environment). Analysis of
the environment in respect of its “complexity” consists in identifying the number,
complexity and diversity of its element (simple or complex environment). Looking
at the environment in the light of its “potential” means its analysis with respect to its
ability to ensure an organisation the conditions for its functioning, development and
growth. The environment can also be diagnosed in the light of “attitude” (positive,
neutral or negative) of its element and spheres of the organisation’s functioning, or
its “responsiveness”, meaning its reaction to actions undertaken by organisations
(passive or responsive). The environment is also examined in respect of: “period”
(historical, present or future environment); geographical “space” understood as its
reach (local, regional, national, international or global); “reality” (real environment,
e-environment, simulated environment); or “flexibility” meaning an organisation’s
ability to shape its environment (easy to shape, difficult or impossible to shape
environment). An important criterion of an organisation’s environment analysis is
also its “predictability”. This criterion is examines the possibility of predicting and
forecasting the phenomena in the environment, which can thus be forecastable,
predictable or unpredictable.
The analysis of perception of the external environment by Polish holdings was
undertaken on two levels:

4 M. Matejun, M. Nowicki, Organizacja w otoczeniu – od analizy otoczenia do dynamicznej lokalizacji,
in: Nauka o organizacji. Ujęcie dynamiczne, Oficyna a Wolters Kluwer business, Warsaw 2013, pp. 152–22.
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• The first one covers the phenomena occurring both in the closer (sectoral) and
macro-environment, which is typical of environment analysis made in respect
of “impact direction”.
• The second one covers “attitude”, or the nature and strength of impact of some
macro-environment phenomena on the functioning of holdings.
In total 14 factors were analysed, some from a closer (competitive) environment
and some from the macro-environment. The phenomena were: competitors’ behaviour,
buyers’ behaviour, the economic situation of the industry, the global economic crisis,
access to EU structural funds, the international situation of Poland, the fluctuation
of world raw material prices, technology and infrastructure changes, situation on the
labour market, changes of legal provisions, state administration, local government
administration and the situation in the banking and financial sectors.
Perception of the external environment was identified by asking a question about
the significance of each external factor of the functioning of holdings rating from –5
(very big negative impact) to +5 (very big positive impact). Analysis of the average
indicated values made it possible to identify the strength of each external environment
factor’s impact on the functioning of Polish holdings during the 2008–2013 period.
Analysis of the detailed distribution of indications was a basis for the identification of
the nature of the impact of particular environmental elements. In order to determine
the nature of the impact of a factor on the functioning of a holding, the received answers
were divided into three groups. Indications from –5 to –1 were considered to mean
a negative impact; indications of 0 were considered to mean a neutral impact; while
indications from +1 to +5 meant a positive impact. The percentage of indications
of positive, negative or neutral impact of a factor on a holding functioning and the
average indications are presented in Table 2.
Table 2. The Percentage of Indications of Positive, Negative or Neutral Impact
of a Factor on a Holding Functioning (%) and the Average Indications
for Each Factor
No.

Elements of the Environment – Analysed
Factors

Nature of the Impact on the Functioning of
a Holding – Percentage of Indications

Average

neutral

negative

positive

38.3%

45.8%

15.8%

–0.86

1.

The situation in the financial and banking sector

2.

The global economic crisis

5.8%

86.7%

7.5%

–2.03

3.

Access to EU structural funds

51.7%

38.3%

10.0%

–0.45

4.

The international situation of Poland (including
relations with other countries)

34.2%

55.8%

10.0%

–0.68

5.

The fluctuations of world raw material prices

16.7%

74.2%

9.2%

–1.36
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Elements of the Environment – Analysed
Factors

Nature of the Impact on the Functioning of
a Holding – Percentage of Indications
neutral

negative

positive

Average

6.

The situation on the labour market

25.8%

37.5%

36.7%

–0.19

7.

Changes in legal provisions

37.5%

46.7%

15.8%

–0.46

8.

State administration

47.5%

42.5%

10.0%

–0.51

9.

Local government administration

62.5%

28.3%

9.2%

–0.25

10.

Technology and infrastructure changes

20.0%

59.2%

20.8%

–0.39

11.

The industrial economic situation

12.

Competitors' behaviour

13.

Buyers' behaviour

14.

Suppliers' behaviour

5.0%

77.5%

17.5%

–1.66

17.5%

72.5%

10.0%

–1.54

7.5%

76.7%

15.8%

–1.20

16.7%

65.8%

17.5%

–0.91

Source: own study on the basis of questions: W5: What was the significance of the factors of the holdings function
in 2008–2013 listed below (please rate from –5 to +5, where –5 means a very big negative impact, – 3 means a moderate
negative impact, 0 no impact, +5 a very big positive impact); Multiple choice questions; N = 120.

On the basis of the average calculated equally based on the answers for each
factor it can be stated that according to the respondents external environment (both
competitive and macro-environment) were mostly perceived as a source of risks,
not opportunities. The average for all the factors is below zero. On the basis of the
average value it can be additionally stated that three factors had the most negative
impact on Polish holdings during 2008–2013: the global economic crisis (an average
of –2,03); the changes in the industry’s economic situation (–1,66); and the behaviour
of the competitors (–1,54).
The negative perception of the external environment is also reflected by the way
of evaluating the nature of the individual factors’ impact on Polish holdings during
2008–2013. Analysis of the distribution of answers for the individual external factors
shows that a negative perception of the specific external factors’ impact on the functioning of Polish holdings prevailed. Per the 14 analysed factors as many as 11 were
perceived as having a negative impact on the functioning of holdings (the percentage
of indications of negative impact was definitely higher than indications of positive
or neutral impact). Only 3 factors demonstrated (local government administration,
access to EU structural funds, state administration) the evaluation of the impact on
the holdings was neutral (the percentage of indications of a neutral impact was larger
than those of a negative or positive impact). According to the respondents, the following factors had the most negative impact on Polish holdings during 2008–2013:
the global economic crisis (86.7%); the industrial economic situation (77.5%); the
buyers’ behaviour (76.7%); the fluctuations in world raw material prices (74.2%);
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and the competitors’ behaviour (72.5%). The positive perception of the external
factors was definitely less common. The positive impact of the external environment
on holdings was indicated by a definitely smaller number of respondents. Only the
following factors were perceived positively: “the situation on the labour market”
(36.7%) and partly “technology and infrastructure changes” (20.8%). The most neutral factor from the point of view of holdings was “local government administration”
(42.5% of indications).
The perception of the external environment was only slightly determined by the
features of the holdings under research. The following features were taken into account:
the age of a holding (measured by the year of its establishment); the main industry
of business activity; the number of employees, the share of foreign sales in general
sales; the origin of the dominant investor and the type of dominant investor. Analysis
of the detailed distribution of answers in the light of the features mentioned above
made it possible to formulate the following general statements: Primarily – only
three features (the age of a holding, the origin and type of dominant investor) had
any impact on the distribution of answers5. Secondly – irrespective of the year of
establishment of a holding or the type and origin of the dominant investor, all the
holdings indicated the global economic crisis as the main negative factor of their
functioning. Thirdly – the order of further negative indications depended partly on
the holding age and type and origin of its dominant investor. The oldest holdings
were relatively more eager than the rest to indicate the negative impact of two factors:
the situation in the financial and banking sector (81.1%); and the buyers’ behaviour
(81.8%). Holdings established during the transformation indicated a negative impact
on the buyers’ behaviour (77.6%) and, equally frequently, the fluctuation of world
raw material prices (76.1%). Holdings established after Poland’s accession to the EU
indicated however mostly the competitors’ behaviour (83.3%) and technology and
infrastructure changes (76.2%). Some regularities can also be observed concerning
the type of dominant investor. Holdings whose investor was the State Treasury
directly after the global economic crisis indicated the phenomena of the competitive
environment as having the most negative impact (especially the behaviour of competitors and buyers – 66.7% indications each). Holdings owned by companies were
additionally susceptible to the fluctuations of the world raw material prices (79.2%
of indications), while holdings owned by natural persons were susceptible to the situation in the financial and banking sectors (64.7%), Poland’s international situation
5 Insufficient number in the specific groups made it impossible to calculate the statistical correlation
between the variable of the significance of impact of individual factors on holdings rated from –5 to +5
and the specific features of holdings.
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(64.7%) and the fluctuations of the world raw material prices (67.6%). Holdings of
national origin, more commonly than foreign ones indicated (apart from the global
economic crisis) the competitive environment conditions as generating the greatest
risks for their functioning (especially the competitors’ behaviour – 76.4% and the
buyers’ behaviour – 80.2%). Foreign holdings indicated the fluctuations of world raw
material prices (71.4%) and the situation in the financial and banking sectors (51.1%).
Fourthly – national holdings were more pessimistic than foreign ones in perceiving
the impact of the external environment on their functioning during 2008–2013. The
total percentage of indications of negative impact of the individual factors on national
holdings was greater than that of foreign holdings (see Fig. 1).
Figure 1. The Percentage of Indications of the Negative Impact of the Individual
Factors on a Holding (%) vs. the Origin of a Holding’s Dominant Investor
global economic crisis
buyers’ behaviour
competitors’ behaviour

situation in sectors

access to EU structural
funds
international situation
global prices
ﬂuctuation

national
foreign

suppliers’ behaviour
local government
administration
state administration

technology and
infrastructure changes
situation on the labour
market
legal provision changes

Source: own study on the basis of the question: W5: What was the significance of the factors of holdings functioning during
2008–2013 listed below (please rate from –5 to +5, where –5 means a very big negative impact, – 3 means a moderate
negative impact, 0 no impact, +5 a very big positive impact); Multiple choice questions; and M7: N=120.

Summing up, the analysed holdings perceived the phenomena of their external
environment as significant conditions for their functioning during the period of
2008–2013. Only 3 elements of the external environment (local government administration, state administration and access to EU structural funds) were perceived as
neutral. The vast majority of phenomena occurring in the external environment (both
competitive and macro-environment) was perceived by the analysed holdings as risks,
not opportunities. National holdings (having a domestic dominant investor) were
more pessimistic in their evaluation of the external environment than foreign holdings. Other features of holdings did not significantly influence the perception of the
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external environment. The respondents considered the global economic crisis to have
the most negative impact on the functioning of Polish holdings during 2008–2013.

3. Perception of the Global Economic Crisis and Its
Symptoms in Polish Holdings
The recent global economic crisis that commenced with the financial crisis on
the American market in 2008–2009 quickly spread around the world, affecting most
economies. In Europe it began in Ireland, subsequently covering the entire area of
Eurasia. Reference literature identifies two channels of the crisis transmission: financial
links and trade links6. As for the first channel, the involvement of individual states
or financial institutions in American assets or transactions based on USD-financing
played an important role. Additionally, the negative effects of the crisis were easily
spread by the stock and bond market7. As for the trade channel, the crisis affected the
reduction of demand for exported goods, as well as the competitiveness of individual
undertakings based on exports, mainly through the changes in currency exchange
and thus changes of export profitability8.
The process of transmission of economic shocks, including the last crisis, is
determined by: geographical distance (the smaller the distance, the relatively greater
scope and pace of shock transmission); the effect of imitation by market participants
(withdrawal of capital from a market by investors often causes panic on other markets
and stock exchanges) and the so called “monsoon effect” (all the countries experience
the effects of a similar shock)9.
The impact of the last global economic crisis can be considered from the perspective of the entire economy of a given country, a selected industry, individual entity
or a group of entities, i.e. a holding.
The Global Competitiveness Index (GCI) published annually by the World Economic Forum for individual economies (covering 100 indices, such as the macroeconomic environment, innovation, the rate of business development, labour market
6 J. Stawska, Konkurencyjność polskiej gospodarki w kontekście ostatniego kryzysu finansowego,
”Przedsiębiorczość i Zarządzanie”, Wydawnictwo SAN, vol. XV, no. 10, part I, pp. 373–388.
7 J. M. Nazarczuk, Wpływ światowego kryzysu finansowego na gospodarkę Polski i jej regionów, in:
Wybrane aspekty rozwoju regionalnego, eds. R. Kisiel, M. Wojarska, ”Wspieranie i Promocja Przedsiębiorczości na Warmii i Mazurach” Foundation, Olsztyn 2013, p. 80.
8 V. Miller, L. Vallee, Central Bank Balance Sheets and the Transmission of Financial Crises, “Open
Economies Review” 2011, vol. 22, no. 2.
9 M. E. H. Arouri, F. Jawadi, D. K. Nguyen, The Dynamics of Emerging Stock Markets, Physica-Verlag,
Heidelberg 2010.
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efficiency and the development of financial markets of higher education) provides
a basis to state that during the 2008–2013 period the competitiveness of the Polish
economy improved, especially in the final phase of the financial crisis, i.e. during
2012–2013 (see Table 3).
Table 3. The Position of Poland According to the Global Competitiveness Index (GCI)
Year
Rating position

2006/7

2007/8

2008/9

2009/10

2010/11

2011/12

2012/13

48

51

53

46

39

41

41

Source: own study based on: Poland. The Economy Report, Ministry of the Economy, Warsaw, Reports for 2007–2013.

Also according to the “Doing Business” reports for 2009–2013 Poland significantly
improved its position in the “ease of doing business” category, advancing from 76th
position in 2009 to 55th in 2013 per 185 countries (see Table 4).
Table 4. Position of Poland According to the “Doing Business” Rating
in the “Ease of Doing Business” Category for 2008–2013
Year
Rating position with respect to the ease of doing business

2008

2009

2010

2011

2012

2013

74

76

73

70

62

55

Source: own study based on: Poland. The Economy Report, Ministry of Economy, Warsaw, Reports for 2007–2013.

Certainly not all the indices covered by the economy reports improved. Some of
them worsened. For example a significant growth of the unemployment rate (from
9.5% in 2008 to 13.4% in 2013)10, or a decrease in the flow of direct foreign investments to Poland (decreasing from EUR 10128 million in 2008 to EUR 4716 million
in 2012)11.
There is a significant amount of research on the perception of the global crisis
and its symptoms in the entire economy or in particular industries. However, there
is no research on the perception of the global economic crisis by Polish holdings.
Research carried out for several years already by a team of the WSE Institute of Management concerning behaviour of Polish holdings during the last global economic
crisis fills this gap to some extent12. The perception of the global economic crisis
10 According to the Central Statistical Office data: http://www.stat.gov.pl/gus/wskazniki_makroekon_PLK_HTML.htm
11 Foreign Direct Investment in Poland in 2012, NBP, Warsaw 2012.
12 The research resulted in 2 collective monographs: Zachowania polskich grup kapitałowych w czasie
kryzysu (Behaviour of Polish Holdings During the Crisis), eds. Z. Dworzecki, W. Mierzejewska, Oficyna
Wydawnicza SGH, Warsaw 2015; Przedsiębiorstwo odporne a kryzys (Enterprise Resilient to Crisis),
eds. M. Romanowska, W. Mierzejewska, Oficyna a Wolters Kluwer business, Warsaw 2016.
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by Polish holdings presented below, as well as symptoms of this crisis, are a part of
broader research on the response of Polish holdings to the economic crisis13.
Perception of the global economic crisis in the light of opinions received from
120 Polish holdings was definitely negative. As many as 86.7% of the respondents
said that the impact of the global economic crisis on the functioning of Polish holdings during 2008–2013 was negative. Only 7.5% described the impact as positive,
and 5.8% said it was neutral. It can therefore be stated that the phenomenon of the
global economic crisis, according to the respondents, generated only risks (see Fig. 2).
Figure 2. Perception of the Global Economic Crisis by the Analysed Holdings (in %)
7,5%
5,8%
negative impact
neutral impact
positive impact

86,7%

Source: own study on the basis of the question: W5: What was the significance of the factors of the holdings functioning
during 2008–2013 listed below (please rate from –5 to +5, where –5 means a very big negative impact, – 3 means a moderate
negative impact, 0 no impact, +5 a very big positive impact); Multiple choice questions; N=120.

A detailed analysis of the distribution of answers concerning the assessment of
the global economic crisis with respect to the various features of the holding made
it possible to draw additional conclusions about the perception of the crisis. There
were 3 features which partially modified the perception of the global economic crisis:
the age of a holding, the type of dominant investor and the origin of the dominant
investor. The detailed distribution of answers concerning the perception of the global
economic crisis by holdings possessing certain features is presented in Table 5.
The negative impact of the global economic crisis was mostly indicated by holdings established after Poland’s accession to the EU (88.1% of answers), the dominant
13 Statutory research of the Warsaw School of Economics entitled Reakcja polskich grup kapitałowych
na kryzys ekonomiczny (The response of Polish Holdings to the Economic Crisis), research manager:
M. Romanowska; participants: M. Romanowska, A. Sopińska, G. Leśniak-Łebkowska, Z. Dworzecki,
W. Mierzejewska; S. Gregorczyk, P. Wachowiak, C. Suszyński, B. Majewski, A. Tomaszewski, Raport,
Warsaw 2015.
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investor being Polish (88.7%), and holdings, the dominant investor of which was
a company (90.9% of the answers).
Table 5. The Perception of the Global Economic Crisis by the Analysed Holdings with
Respect to the Holding’s Features (in %)
Feature of a Holding

Age (year of a holding
establishment); N=120
Origin of the dominant
investor; N=120
Origin of the dominant
investor; N=120

Ranges for a Given Holding Feature

Impact on the Functioning of a Holding
– Percentage of Indications
neutral

negative

positive

Before 1989; N1=11

9.1%

81.6%

9.1%

During the transformation period; N2=67

6.0%

86.6%

7.5%

After accession to the EU; N3=42

4.8%

88.1%

7.1%

14.3%

71.4%

14.3%

4.7%

88.7%

6.6%

Foreign; N4=14
National; N5=106
State Treasury; N6=9

11.1%

88.9%

0.0%

Company; N7=77

3.9%

90.9%

5.2%

Natural person; N8=34

8.8%

76.5%

14.7%

Source: own study on the basis of the question: W5 and question: M1 (age of a holding); M7 (origin of the dominant
investor); M8 (the type of dominant investor); N=120.

The positive impact of the global crisis (whereas the number of such answers was
very small) was relatively more frequently indicated by older holdings (established
before 1989) with a foreign dominant investor being a natural person.
On the basis of the above observation a thesis can be formulated that the lack of
experience of a holding was connected with a negative perception of the global crisis.
The younger the holding (the later established) and the less international experience
it had due to the national origin of its dominant investor, the more negative was the
perception of the global economic crisis.
The economic crisis can be manifested in many ways. In order to identify the symptoms of the 2008–2013 economic crisis in Polish holdings the respondents were asked
to indicate the symptoms of the crisis in their entities. They could choose any number
of symptoms from a list or indicate their own ones. The list included the potential
symptoms of the 2008–2013 economic crisis: the decrease in products/services sales,
loss of market share, a worse financial performance, worse market competitiveness,
losing strategic clients, losing strategic suppliers and difficulties with access to the
external sources of financing. Since the respondents did not indicate any symptoms
from outside the list, the analysis of received data was limited to the potential crisis
symptoms defined by the researchers. The percentage of the respondents’ indications
of individual symptoms of the 2008–2013 economic crisis is presented in Table 6.
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Table 6. Symptoms of the 2008–2013 Economic Crisis in Polish Holdings
No.
1.

Symptoms of the 2008–2013 Economic Crisis

Percentage of Indications

A decrease in products/services sales

60.0%

2.

The loss of market share

17.5%

3.

A worse financial performance

74.2%

4.

Worse market competitiveness

19.2%

5.

Losing strategic clients

6.

Losing strategic suppliers

7.

Difficulties with access to external sources of financing

7.5%
1.7%
22.5%

Source: own study on the basis of W2 question: What were the symptoms of the 2008–2013 economic crisis in the
holding; Multiple choice question; N=120

According to the representatives of the 120 Polish holdings, the main sign of the
2008–2013 economic crisis was the decline in financial performance (74.2% of answers)
and the decline in products/services sales. According to the respondents, the economic
crisis was also only manifested, to a small extent by the loss of suppliers (only 1.7%
of answers) and the loss of strategic clients (7.5% of answers). It can be stated that the
symptoms of the economic crisis occurred mainly in the financial and sales aspects.
Factor analysis made it possible to establish which of the 7 listed potential factors explain the changes of the dependent variable: the symptoms of the 2008–2013
economic crisis in the holding. To answer this question a factor analysis was used
using the principal components method. The key statistical measures had the following values: the KMO measure – 0.461, Bartlett’s sphericity test – the chi square
with 15 degrees of freedom and a significance level of < 0.00001 was 91.593. These
values substantiate the undertaking of the analysis from the statistical point of view.
Table 7. Rotated Components Matrix – Rotation Converged in 6 Iterations*
Name of the Factor

Component
1

2

3

Worse financial performance

.835

–.216

–.082

Decrease in products/services sales

.800

–.019

.085

Losing strategic clients

–.125

.827

.037

Loss of market share

–.040

.728

.049

.252

.266

.831

–.494

–.222

.722

Losing strategic suppliers
Difficulties with access to external sources of financing

Method for the isolation of factors – Principal components; Rotation method – Varimax with Kaiser Normalization.

Source: own study on the basis of W2 question: What were the symptoms of the 2008–2013 economic crisis in the
holding?; Multiple choice question.
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The analysis showed that:
• The first component, “profit decline” (i.e. decrease in products/services sales and
worse financial performance) explains 27.7% of the variance of the dependent
variable;
• The second component, “worse market position” (i.e. loss of strategic clients and
market share) explains 23.0% of the variance of dependent variable;
• The third component, “worse relations with other entities” (i.e. loss of strategic
suppliers and difficulties with access to external sources of financing) 20.5% of
the variance of dependent variable.
The results described above are presented in Figure 3.
Figure 3. Factors Illustrating the Symptoms of the Crisis in a Holding
Proﬁt decline
27.7%

Worse market position
23.0%

71.2%
crisis symptoms
variance

Worse relations
with other entities
20.5%

Source: own study on the basis of W2 question: What were the symptoms of the 2008–2013 economic crisis in the
holding?; Multiple choice question.

The analysis provides a basis to state that in 27% of the crisis symptoms in the
examined holdings was profit decline; in 23% the crisis symptom was a worse market position, in 20.5% it was worse relations with other entities. All the three factors
explain 71.2% of the variance of the “symptoms of the 2008–2013 economic crisis”
variable in the holdings under research.

4. Recapitulation
The research made it possible to make some conclusions concerning the
perception of the competitive environment and macro-environment, including
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a perception of the global economic crisis, by Polish holdings, and to identify the
main signs of the crisis.
Primarily, the analysed holdings perceived the external environment as an
important parameter affecting their functioning. Per 14 environmental elements
only 3 of them (local government administration, state administration and access
to EU structural funds) were perceived as neutral from the point of view of holdings
during 2008–2013.
Secondly, the external environment (both competitive and macro-environment)
was perceived by Polish holdings mainly as a source of risks, not opportunities. The
negative perception of the external environment was also reflected by the assessment
of both the strength and nature of individual factors’ impact on Polish holdings
in 2008–2013. National holdings (having a domestic dominant investor) were more
pessimistic in their evaluation of the external environment than foreign holdings.
The other features of holdings did not significantly influence the perception of the
external environment.
Thirdly, the respondents considered the global economic crisis as having the
most negative impact on the functioning of Polish holdings during the 2008–2013
period. A closer analysis of the perception of the global economic crisis provides
a basis to state that this phenomenon, according to the respondents, generated mostly
risks. The negative perception of the global economic crisis was enhanced by a lack
of experience of a given holding. The younger the holding (the later established) and
the less international experience it had due to the national origin of its dominant
investor, the more negative perception of the global economic crisis.
Fourthly, according to representatives of 120 Polish holdings, the main sign of
the 2008–2013 economic crisis was the decline in financial performance and the
decline in products/services sales. Factor analysis of the potential crisis symptoms
gives similar conclusions.
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A bstract
The article presents the results of research on changes in the holdings structure during
the crisis, their determinants and the impact of the changes on the financial performance
of the holding. The changes in the following areas were taken into account: the holdings
complexity (number of holdings companies); holdings character (level of the parent
company’s operational activities); centralisation (strategic freedom of subsidiaries). The
analyses undertaken prove that during the crisis the holdings changed their structure
configuration. The juxtaposition of all the three parameters of a holding structure made
it possible to build a model of structural changes in the holdings during the crisis, which
was empirically verified. The analyses show that two opposing models of structural changes
in holdings were prevailing: a passive and an active model.
Keywords: holdings, structural changes, crisis
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1. Introduction
Since the works of A. D. Chandler in the 1960 s, scientists are interested in the
issue of the interdependencies between the strategy and structure of an enterprise
and the influence of their mutual relation on a company’s performance. Structural
solutions applied in holdings, are an even greater research challenge due to their
complex character, especially during the economic crisis, when the combination
of many events forces enterprise boards to act quickly, sometimes to ensure their
company’s survival in the difficult times of market breakdowns.
The problem of structural changes in holdings during the economic crisis has
become one of the research subjects of broad analyses dedicated to the problems of
Polish holdings’ behaviour during the economic crisis1.
This article presents changes in the complexity and character of the structures
of the analysed holdings and develops a model of structural changes during the
economic crisis. The study also analyses the impact of the structural changes on the
financial performance of the holdings.
Basic assumptions and research methods will be further presented after the theoretical introduction on the role of the capital structure in enhancing the efficiency
of holdings, and further research tasks leading to the development of a structural
changes model will be discussed. The study ends with an analysis of the impact of
holdings’ structure parameter changes on their financial performance.
Primarily, holdings in Europe were created at the beginning of the 19th century.
Currently holdings play a significant role in the economies of almost all states of the
world. They prevail in developed economies and they accelerate the development
of emerging economies. Their significance is proved by the income and profits they
generate as well as employment2. However the issue of holdings, their characteristics,
ways of functioning and structural solutions are not sufficiently identified.
Holdings during a crisis have a broader range of possibilities to improve their
position than single enterprises. Investment, disinvestment changes or changes
arranging capital structure can quickly improve a holding’s effectiveness. Additionally,
functioning within capital structures allows for greater flexibility, the reduction of
1 Statutory research Reakcja polskich grup kapitałowych na kryzys ekonomiczny (Response of Polish Holdings to the Economic Crisis), research manager: Professor Maria Romanowska, PhD, Warsaw
2015–2016.
2 The significance of holdings in Poland and in the world is presented in the book entitled Zachowania polskich grup kapitałowych w czasach kryzysu, eds. Z. Dworzecki, W. Mierzejewska, Oficyna
Wydawnicza SGH, Warsaw 2015.
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costs or risk by its dispersion. Unfortunately, there is no research showing the way
holdings change during a crisis and whether these changes are related to holdings’
effectiveness.
Changes in a holding’s organisation can refer to many parameters. The most
analysed aspects of structural changes are the holding complexity and its character
defined on the basis of the role of the parent company.
The complexity of a holding can be measured by its vertical and horizontal
development, i.e. the number of tiers and subsidiaries. It is assumed that holdings
with a low rate of complexity are holdings with a number of tiers smaller than three
and a number of subsidiaries smaller than 10. Among the few studies devoted to this
issue, the research carried out by M. Romanowska3 should be highlighted, which
proves that the complexity of holdings has a negative impact on economic performance (ROA was used as a measure). The performance of holdings with a higher rate
of complexity was significantly worse. It was confirmed by research carried out by
W. Mierzejewska4, which proved that holdings resilient to crisis are predominantly
holdings with a low or medium rate of complexity. Deeper qualitative research carried out on six holdings during the period of 2007–2013 showed that holdings which
developed either vertically (a large number of tiers) or horizontally (a large number
of subsidiary companies) cope especially well with the crisis. Neither an insufficiently
complex, nor an excessively complex structure of a holding is good however. This
is because a low rate of complexity of a holding and a broad scope of operational
activities carried out by a parent company can expose the entire group to a greater
operational and financial risk. Excessive complexity can in turn lead to problems
in management and supervision over subsidiary companies5.
Joining companies in groups can be a cure to the excessive development of
a holding. K. N. M. Dundas and P. R. Richardson6 also proved that if the number of
subsidiaries rises and they are not grouped, the performance of the entire enterprise
worsens significantly. A large number of companies with various sizes, capital needs
and effectiveness has a negative impact on management and control possibilities as
well as the ability to prevent problems.

3 Grupy kapitałowe w Polsce. Strategie i struktury (Holdings in Poland. Strategies and Structures),
ed. M. Romanowska, PWE, Warsaw 2011.
4 See W. Mierzejewska, Struktury przedsiębiorstw w czasie kryzysu, in: Przedsiębiorstwo odporne
na kryzys, eds. M. Romanowska, W. Mierzejewska, WoltersKluwers, Warsaw 2016.
5 W. Mierzejewska, Holding’s Level of Complexity During the Crisis, “Journal of Management and
Financial Sciences” 2014, no. 18.
6 K. N. M. Dundas, P. R. Richardson, Implementing the Unrelated Product Strategy, “Strategic Management Journal”, vol. 3, iss. 1, pp. 287–301.
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The effectiveness of a holding can also be affected (apart from its complexity)
by its organisation with respect to the role of the parent company and the rate of
management centralisation. Distinguishing holdings with respect to their parent
company’s role allows the indication of three types of holdings: operational, managerial and financial. The operational (consortium) type of holdings have a parent
company conducting the operational activities, whose share in the entire holding
income is more than 10%. Additionally, it should be highlighted that subsidiaries
in these type of holdings act to enhance the competitive position of the parent company. A parent company of a managerial (strategic) type holding does not usually
perform the operational activities or sometimes, only to a small extent – less than
10% of the entire holding income. The aim of a holding is to create and take advantage
of the synergistic effects of the subsidiaries’ cooperation, while the parent company
only manages its subsidiaries. The last holding type is a financial one. This is the least
common type of a holding, where the parent company does not carry out operational
activities, subsidiaries carry out diversified activities, and the aim of the holding is
to maximise the investment profits of the parent company7.
Each holding type has a different management centralisation level and a different
level of the parent company’s impact and involvement in the operational activities.
In operational holdings a high level of management centralisation and the powerful
impact of the parent company leads to the smaller flexibility of the entire holding,
which can adversely affect the holding’s effectiveness, especially during an economic
crisis. Financial types of holdings should demonstrate the best performance, due
to the significant independence of subsidiaries and management decentralisation.
Observation of the structural changes in holdings suggests that moving from the
operational type through the managerial to the financial type should be a natural
path. It should be highlighted however that the change of a holding’s character is
not a quick process. Although holdings change their character, and the role of their
parent companies evolves, the changes are slow and often connected rather with
a strategy change than ad hoc actions to cope with an economic crisis.
Research carried out in Germany showed that operational holdings (13.5%) are
the most profitable. Financial type holdings were in second place with 11.4% profitability, while managerial type holdings were in third position with profitability at the
level of 7.4%8. A small difference between the profitability levels of operational and

M. Trocki, Grupy kapitałowe. Tworzenie i funkcjonowanie, PWE, Warsaw 2004.
H. Sikacz, Ocena sytuacji finansowej operacyjnych grup kapitałowych, Wolters Kluwer, Warsaw
2011, p. 53 and further.
7
8
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financial types allows us to state that the two forms are similarly effective. Managerial
type holdings are an intermediary form with a definitely lower profitability level.
Summing up, it can be stated that changes of structural solutions differently affect
a holding’s efficiency. They can be introduced in the form of a holding complexity
correction by changing the number of subsidiaries and tiers, but they can also refer
to other structure parameters, such as the centralisation level or slow changes of
a holding character consisting of changing the role of the parent company.

2. The Theoretical Model and Scope of Research
The identification of changes in the holdings structures during the crisis was
a part of broader research on Polish holdings’ responses to the economic crisis. The
research problem for the presented part of the research is formulated in the main
question: to what extent did the 2007–2013 economic crisis affect the changes of
the holdings’ structures in Poland. The question is presented by a theoretical model
(Fig. 1), where three categories of variables are distinguished:
–– factors affecting the scope and character of structural changes in the holdings;
–– parameters differentiating structural changes in the holdings;
–– variables describing the financial performance of the holdings.
Figure 1. Model
Conditions of the Changes
in the Holdings’ Structures

Factors affecting holdings’
structural changes:
– industry
– size
– age of enterprise

Source: own study.

Scope and Character of
the Changes in the
Holdings’ Structures

Type of holdings’ structural
changes:
– complexity – changes in
the number of holdings’
companies
– character – changes in
the parent company’s
operational activities
– centralisation – changes
concerning strategic
freedom of subsidiaries

The Financial
Performance of Holdings

Level of the holdings
ﬁnancial performance
indicators:
– income level
– ROA level
– ROE level
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The main goal of the research was reached by utilising specific tasks:
Task 1 – the assessment of the complexity changes direction, character and level of
management centralisation in the analysed holdings.
Task 1 – the analysis of the impact of factors conditioning the changes of complexity,
character and management centralisation level in the analysed holdings by examining
the frequency of the observed changes.
Task 3 – the identification of model structural changes in the analysed holdings
during the crisis.
Task 4 – the analysis of the impact of structure parameter changes of the analysed
holdings on the direction of the changes of their financial performance.

3. Changes in the Holdings Complexity During the Crisis
Changes of the holdings’ structure complexity are commonly identified with the
number of subsidiaries within a holding. Complex structures are characterised by a big
number of companies, while simple structures include a small number of companies.
The research focused mainly on the identification of the direction of changes of the
number of companies, irrespective of their initial number. It was assumed in the
analysis that holdings which reduced their number of companies during the crisis
tended to reduce their complexity and gain more control and power over their key
business areas. Inversely, holdings that created new companies increased the group
complexity, by dispersing their activity, but also diversifying the business risk.
The respondents were asked two questions about the changes in the number of
the holding companies. One question concerned the number of subsidiaries, while
the second concerned the total number of the holding subsidiaries. Unfortunately,
the respondents gave the same answer for both of them, which makes it impossible
to assess the depth of changes. The distribution of answers is presented in Figure 2.
The data prove that almost 45.8% of the examined holdings had not introduced
any changes in the total number of their companies during the economic crisis.
The reported changes in the number of companies were different than expected. In
almost 34% of the analysed holdings the number of companies increased and in only
20% a decline in the number of companies was observed. It therefore proved to be
that the crisis period in most of the analysed cases was not the time of reducing the
holdings’ complexity and focusing on key business areas.
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Figure 2. Changes of the Holding Complexity Measured by the Number of Companies

Source: own study.

In order to perform a detailed analysis of the answers distribution, the direction of
changes in the holdings’ structure complexity was examined, depending on the type
of business, employment and age of a holding. The results are presented in Table 1.
Table 1. Changes in the Number of Companies of the Holdings Depending
on Their Industry, Employment and Age
Industry
building
industry

retail and
wholesale
trade

other

less
than 900
employees

more
than 900
employees

before
1989

between
1989 and
2004

after
accession
to the EU

Date of a Holding’s
Establishment

industrial
processing

Number of
companies of
a holding

Employment

increased

35.7%

33.3%

27.3%

34.3%

35.5%

32.8%

18.2%

32.8%

40.5%

decreased

19.6%

11.1%

27.3%

22.8%

17.7%

22.4%

27.3%

20.9%

16.7%

did not change

44.6%

55.6%

45.5%

42.9%

46.8%

44.8%

54.5%

46.3%

42.9%

Total

100%

100%

100%

100%

100%

100%

100%

100%

100%

The cells for which the percentage value differs by more than 5 pp from the average value for the given category are
marked in colour.
Source: own study.

The percentage of holdings of the building industry that did not introduce any
changes was higher (55.6%) than the percentage observed for the total number of
holdings. Only 11% of them decided to reduce the number of companies. A slightly
higher percentage of the companies number reduction was reported in the holdings
conducting business in the wholesale and retail trade sector and in other industries
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(27.3% and 22.9% respectively). Holdings from the industrial processing industry
provided similar distributed answers.
The number of employees did not significantly differentiate the holdings with
respect to the direction of the companies number changes. Enterprises employing
less than 900 people (median value) had the smallest percentage of entities reducing
their number of companies (17.7%).
Holdings established before 1989 reported the largest percentage of entities
where the number of subsidiaries was not changed (54.4%). Whereas in this group
the percentage of entities reducing their number of subsidiaries was larger than the
percentage of entities increasing their number of subsidiaries (27.3% and 18.2%
respectively). The large percentage of entities increasing their number of companies
established after Poland’s accession to the European Union (40.5%) should also be
highlighted. The results concerning the changes of the structure complexity of the
analysed holdings allow for the formation of the following fragmentary conclusions:
• Against expectations, reduction of the complexity level was not used as a defence
against the adverse crisis impact in most holdings. The observed phenomenon
can be explained by: a correct level of complexity of the analysed entities (complexity adequate to the business), objective barriers for introducing changes (e.g.
resistance of stakeholders, excessively strong operational, technological or legal
links, high costs) or simply the lack of awareness of the benefits stemming from
changing the holding complexity.
• Changes of the structure complexity of the analysed holdings were usually directed
at increasing the complexity level (the group of entities established before 1989
is an exception). Unfortunately the number of companies in the holdings during
the crisis was not examined in detail, so the level of the structure complexity of
the holdings at the beginning of the crisis cannot be determined. It is therefore
difficult to explain unequivocally the reasons of the observed increase in complexity. The scope of the phenomenon enables us to regard it as one of the means
of the holdings’ defence against the crisis (especially in the group of holdings
established after 2004).
• The size of the holdings measured by the number of employees does not differentiate their behaviour concerning the choice of direction of the structure
complexity changes.
• The dominant industry in which a holding carries out its business partially
affected the direction of the structure complexity changes (especially in the area
of retail and wholesale trade, where it was relatively easy to establish and close
new economic entities).
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4. Changes of the Holdings’ Character During the Crisis
Changes of the holdings’ character were based on the indicator measuring the
share of income generated by the parent company in the total income. This indicator is commonly applied in the reference literature and allows for the assessment of
a holding character by determining the role of the parent company in a holding. It
was assumed that during the crisis the value of this indicator would grow, which can
be related to the intensified operational activities of a parent company and directing
changes during the crisis to its position improvement.
It should be highlighted that in almost all holdings the parent company was conducting operational activities. In only 4 cases (3.3% of answers) the parent company
did not perform operational activities at all. The respondents’ particulars indicated
that additionally in 9 cases (7.5% of answers) the share of income from operational
activities generated by a parent company in total income is below 10%. This means
that the vast majority of holdings are operational type holdings. This is in line with
previous research presented in the reference literature proving the advantage of consortium type holdings. The percentage distribution of answers presenting changes
in the share of operational income generated by the parent company in total income
during the crisis is presented in Figure 3.
Figure 3. Changes in the Share of Income from Operational Activities Generated
by the Parent Company in the Total Holding Income

Source: own work.
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Among the holdings where the parent company was carrying out operational
activities the majority of respondents (55.1%) stated that changes in the share of
income from operational activities generated by the parent company in the total
holding income occurred during the crisis. The changes consisted mostly in the
increase (significant and insignificant) of share of income from operational activities
generated by the parent company in the total holding income (37.9% of answers). This
proves the concentration of actions within a holding and the change of its character
directed at an operational type or intensification of its operational character.
Interestingly, as many as 44.9% of the respondents said that the share of income
from operational activities of the parent company in the total income did not change
during the crisis. This can be related to the lack of response to the economic crisis
in this area or no need for changes resulting from the good configuration of the
holding’s structure.
The indicator of share of income from operational activities generated by the
parent company in total income can depend on a range of factors featuring a holding,
including industry, size and age. A specification of changes of the indicator depending
on the industry, number of employees and age of a holding is presented in Table 2.
Table 2. The Change of Income from the Parent Company’s Operational Activities
in Total Income in Holdings Depending on Their Industry, Size and Age

20.4%

27.8%

9.1%

no change

42.6%

44.4%

63.6%

Total

100%

100%

100%

after
accession
to the EU

decreased

between
1989 and
2004

27.3%

before
1989

27.8%

more
than 900
employees

37.0%

Date of a Holding’s
Establishment

less
than 900
employees

retail and
wholesale
trade

increased

Employment

other

building
industry

Industry
industrial
processing

The change of the
share of income from
the parent company's
operational activities
in total income

48.5%

47.5%

27.3%

36.4%

39.7%

35.7%

9.1%

8.2%

27.3%

36.4%

15.9%

14.3%

42.4%

44.3%

45.5%

27.3%

44.4%

50.0%

100%

100%

100%

100%

100%

100%

The cells for which the percentage value differs significantly from the average value for the given category are marked
in colour.
Source: own work.

The three distinguished industries were the most commonly listed sectors of the
analysed holdings’ business. An industry can strongly determine the character of
a holding. Operational holdings are more common in the processing industries and
the research clearly showed that during the crisis the intensity of a parent company’s
operational activities rises in holdings conducting business in this industry (37% of
answers). In holdings from the retail and wholesale trade sector the changes were
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introduced definitely less intensively. The share of income generated by the parent
company in total income did not change in 63.6% of the cases.
Interesting differences in the changes of this indicator were also observed
in smaller and larger holdings. For those employing less than the median for the entire
research sample it was observed that in the prevailing number of holdings (47.5%)
the share of income generated by the parent company in total income increased.
It may be concluded that smaller holdings focused more on the activities of their
parent company and the improvement of its condition. In holdings with the number
of employees exceeding the median for the entire sample the share of income from
operational activities generated by the parent company in total income decreased
more commonly than among small holdings.
The age did not differentiate significantly the analysed holdings in respect of
their share of income generated by the parent company in total income. The only
visible difference related to the greater percentage of holdings where the indicator
was smaller in the group of older holdings established before 1989.
The analyses allow us to make the following recapitulation:
• most holdings changed their share of income from their parent company’s operational activities in their total income, whereas the changes consisted mostly
in increasing the share, which leads to a conclusion that the analysed holdings
obtained features enhancing their operational character during the crisis;
• the growth of this share was observed mainly in industrial processing holdings
and in small ones employing less than 900 people;
• decrease of the share was much more common in older holdings established
before 1989.

5. Changes in the Holdings’ Management Centralisation
During the Crisis
A question diagnosing management centralisation in a holding was the question about the changes in the scope of strategic decisions within the competence of
a parent company. It was assumed that during the crisis a mother company would try
to increase its control over a holding, which would be reflected by greater management
centralisation. The distribution of answers to the questions about the scope of strategic decisions within the competence of a parent company is presented in Figure 4.
Analysis of the answers distribution proves that in the prevailing number of
holdings (63.3%) the scope of strategic decisions within the competence of a parent
company did not change. It can be assumed that either such changes were unnecessary
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or the centralisation level in a holding was correct. Changes directed at increasing
the scope of strategic decisions within the competence of a parent company prevailed among holdings that changed this scope (35,8%). It was consistent with the
assumption that crisis enforces centralisation, which is reflected, among other facts,
by broadening the scope of strategic decisions within the competence of a parent
company in relation to its subsidiaries.
Figure 4. Changes of the Scope of Strategic Decisions within the Competence
of a Parent Company

Source: own work.

The management centralisation level can depend on the size of a holding, its
age and industry. The Table below presents the percentage distribution of answers.
Table 3. The Change of the Scope of Strategic Decisions within the Competence of
a Parent Company in Holdings Distinguished in Respect of Their Industry,
Employment and Age
Date of a Holding
Establishment

retail and
wholesale
trade

other

less
than 900
employees

more
than 900
employees

before
1989

between
1989 and
2004

after
accession
to the EU

Employment

building
industry

increased

Industry
industrial
processing

The change of the
scope of strategic
decisions within
the competence of
a parent company.

37.5%

38.9%

18.2%

37.1%

37.1%

34.5%

45.5%

34.3%

35.7%

decreased

0.0%

0.0%

0.0%

2.9%

1.6%

0.0%

0.0%

1.5%

0.0%

no change

62.5%

61.1%

81.8%

60.0%

61.3%

65.5%

54.5%

64.2%

64.3%

Total

100%

100%

100%

100%

100%

100%

100%

100%

100%

The cells for which the percentage value differs significantly from the average value for the given category are marked
in colour.
Source: own study.
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The changes in the scope of strategic decisions within the competence of a parent
company differ depending on the sector. The centralisation of decisions during the
crisis is clearly visible in the industrial processing and building industries. Unlike
these sectors, the retail and wholesale trade industry centralised its management
to a definitely smaller extent. No changes were introduced in relation to strategic
decisions within the competence of a parent company in this industry.
Centralisation was slightly more common among older holdings, i.e. those
established before 1989. The size of a group however, measured by the number of
employees, did not affect the changes in the decision centralisation level at all.
The research allows us to form the following recapitulation:
• during the crisis most holdings did not change their level of management centralisation, and if the changes did occur, they were aimed at increasing this level.
Such measures allowed for greater control over the entire holding. This meant
that a parent company took over strategic decisions, which had so far been made
by subsidiaries;
• management centralisation occurred mainly in holdings operating in the industrial
processing and building industries and in older holdings established before 1989.

6. Model of the Structural Changes in the Holdings
During the Crisis
On the basis of the analysis of parameters describing the structural solutions
in the holdings, a three-dimensional model of structural changes in holdings during the crisis was prepared. The model juxtaposes the complexity of holdings, their
character in respect of their parent company’s role and the level of its management.
27 possible combinations of structural solutions were received after superposing the
three parameters.
This approach does not give all the possible combinations of changes introduced
in the holdings, but it gives a general idea of the most common directions. The
research allowed us to identify the most commonly implemented combinations of
changes in the holdings’ structures. In order to improve transparency, 4 holdings were
excluded from the sample, as their parent companies did not conduct operational
activities. The analysis of changes of the holdings’ character referred therefore to the
increase or decrease of the share of income generated by a parent company in the
total income. A parent company changed the intensity of operational actions, which
increased or decreased the operational character of a holding. The next Figure presents
the combinations of structural changes introduced during the crisis.
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Figure 5. Model of the Structural Changes in Holdings

Source: own study.

Figure 6. Model of the Structural Changes in Holdings – Research Results

Source: own study, N=116.
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The analysis shows that as many as 21.6% of entities declared that the crisis did
not affect the change of their complexity or the change of management centralisation
or the change of their parent company’s role. This model can be called a passive
model where structural changes are not perceived as key changes during a crisis.
Passivity brings certain risks and can lead to destruction. Incorrect construction of
a holding and lack of its current revision under the influence of the environmental
changes can lead to greater risk susceptibility and deterioration of the economic and
competitive position of a holding.
It is however positive that most holdings do introduce changes in their structures.
These were various combinations of changes introduced by as many as 78.4% of
entities. The combinations of changes are however significantly dispersed. As many
as 17 combinations (out of 26 possible) of changes introduced in a holding structure
were distinguished. This proves that the analysed holdings have various needs and
possibly structural changes are adapted to their goals and holdings’ situation.
A model implemented by as many as 11.3% entities is worth noticing among all the
other ones. These were changes intensifying all the three parameters, i.e. management
centralisation, holding complexity and the role of the parent company measured by
the share of income from a parent company’s operational activities in the total income
of a holding. This model can be called an active model featured by highly intensive
operational and control activities undertaken by a parent company.
In second position with respect to the number of entities implementing a given
combination of changes is a model in which only one parameter changes, i.e. the
role of the parent company, which translates into the change of a holding’s character. 8.6% of the entities stated that the only change introduced during the crisis was
the increase in the share of income generated by the parent company in the total
income. This proves that operational activities are taken over by a parent company.
This leads to increasing control over the operational activities of a holding and is
aimed at saving the parent company.

7. The Impact of Changes of the Holding Structure
Parameters on the Financial Performance Changes
During the Crisis
One of the objectives of any changes introduced in an economic entity is to improve
its competitive and economic situation. Although economic performance of such
complex entities as holdings are affected by numerous factors, it seems reasonable
to examine whether the changes of parameters of structural solutions in holdings
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influence the changes of their economic performance. The relation between the
previously discussed parameters and changed income, ROE and ROA was analysed.
The results are discussed below.
The analysis of the holdings complexity changes and the changes of ROE and
ROA as well as changes in the holdings’ incomes allowed for the construction of
a Table with a percentage distribution of answers.
Table 4. Holding Complexity Changes vs ROE and ROA Changes and Changes
of the Holdings’ Incomes
Changes of Holding Complexity

Changes of ROE

61.0%

66.7%

52.7%

12.2%

4.2%

9.1%

decreased

26.8%

29.2%

38.2%

100.0%

100.0%

100.0%

increased

61.0%

66.7%

52.7%

no change

14.6%

8.3%

9.1%

decreased

24.4%

25.0%

38.2%

100.0%

100.0%

100.0%

73.2%

66.7%

61.8%

increased

Total

no change

increased

Total
Changes of holdings' incomes

decreased

no change

Total
Changes of ROA

increased

no change

4.9%

8.3%

7.3%

decreased

22.0%

25.0%

30.9%

100.0%

100.0%

100.0%

Source: own study.

Changes of the holdings’ complexity do not differentiate holdings with respect
to their financial performance. It can only be observed that among holdings that did
not introduce changes in the complexity level a slightly higher percentage of them
reported a decline in ROE and ROA. On the other hand a higher level of complexity
can be related to a slightly higher percentage of holdings whose incomes grew. It is
quite an obvious conclusion and a way of a rapid (but often short-term) improvement
of performance, known by managers, by the expansion of a holding.
A study on the impact of the complexity level changes of a holding on the financial
performance however shows no significant relation between these variables. Results of
the Kruskal-Wallis test were respectively: H=1.31, p=0.519 (for the change of income);
H=1.54, p=0.463 (for the change of ROE); H=1.96, p=0.374 (for the change of ROA).
Analysis of the holding characters proved that differences can be identified between
the holdings for which a common variable were the changes in the share of income
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generated by the parent company in the total holding income, and the tested variables
were the changes in financial performance. Results of the Kruskal-Wallis test were
respectively: H=7.88, p= 0.019 (for the change of income); H=7.82, p=0.020 (for the
change of ROE); H=7.28, p=0.026 (for the change of ROA). The analysis statistically
confirms the significant differences between the holdings. Further analyses of group
pairs (the Mann-Whitney test) showed that statistically important differences between
the groups occur in each case except those groups in which the share of income generated by the parent company in total holding income declined or did not change.
A consolidated table with percentage distribution answers is presented below:
Table 5. Changes in the Share of Operational Income Generated by the Parent
Company in the Total Holding Income vs Changes of ROE and ROA and
Changes of the Holdings’ Income
Changes in the Share of Income from Operational Activities
Generated by the Parent Company in the Total Holding Income
increased

decreased

no change

75.0%

40.0%

50.0%

no change

2.3%

10.0%

15.4%

decreased

22.7%

50.0%

34.6%

100.0%

100.0%

100.0%

increased

72.7%

40.0%

51.9%

no change

6.8%

10.0%

15.4%

decreased

20.5%

50.0%

32.7%

100.0%

100.0%

100.0%

81.8%

50.0%

59.6%

no change

4.5%

15.0%

5.8%

decreased

13.6%

35.0%

34.6%

100.0%

100.0%

100.0%

increased
Changes of ROE
Total
Changes of ROA
Total
increased
Changes of the holdings' incomes
Total
Source: own study.

The tests and results presented in the table permit us to draw the following conclusions. The higher share of operational income generated by the parent company
in the total income of a holding, and thus undertaking measures to intensify operational activities of the parent company positively affects the change of performance.
The increase of operational activities of the parent company was accompanied by
an increase of both income and ROE and ROA. Giving up operational activities by
the parent company in most cases concluded with a decline in ROE and ROA, and
also definitely more such holdings reported an income decline. To sum up, it can be
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stated that functioning as an operational holding, that is the one in which a parent
company carries out the operational activities and subsidiaries act for its benefit, is
a good solution during a crisis.
Research on the relation between the changes of strategic decision-making within
the competence of the parent company and financial performance of a holding allowed
the construction of the Table:
Table 6. Changes of the Holding’s Strategic Decision-making Within the Competence
of the Parent Company vs ROE and ROA Changes and Changes of the
Holdings’ Incomes
Changes of the Scope of Strategic Decision-making Within
the Competence of a Parent Company

Changes of ROE

increased

decreased

no change

increased

58.1%

100.0%

57.9%

no change

9.3%

0.0%

9.2%

decreased
Total
increased
Changes of ROA

32.9%
100.0%

55.8%

100.0%

59.2%

no change

11.6%

0.0%

10.5%

32.6%

0.0%

30.3%

100.0%

100.0%

100.0%

increased

65.1%

100.0%

67.1%

no change

11.6%

0.0%

3.9%

decreased
Total

0.0%
100.0%

decreased
Total
Changes of the holdings' incomes

32.6%
100.0%

23.3%

0.0%

28.9%

100.0%

100.0%

100.0%

Source: own study.

Reduction of the strategic decision-making scope within the competence of the
parent company during the crisis was observed in the case of a few entities. Most
groups either did not introduce changes concerning centralisation or they increased
its level. Unfortunately, changes of the holdings’ management centralisation level do
not differentiate holdings in respect of their financial performance. Results of the
Kruskal-Wallis test were respectively: H= 0.49, p= 0.783 (for the change of income);
H=0.68, p=0.712 (for the change of ROE); H=0.79, p=0.673 (for the change of ROA),
which means the lack of relation between the variables.
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8. Recapitulation
The research on structural solutions and their changes during the crisis focused
on the analysis of three parameters characterising the holdings’ structures. These
were the level of complexity of a holding, the character of a holding and the level of
a holding’s management centralisation. The analyses conducted prove that during
the crisis the holdings changed their structure configuration. These changes were
partly consistent with our assumptions, only to a small extent were they unexpected.
The direction of changes in the complexity level of holdings was unexpected for the
researchers. It had been assumed that the complexity, measured by the number of
companies, should be reduced during the crisis. The research proved that the direction
of this change was reverse. In most groups an increase in the number of companies
was observed, which can be related either to a good situation of the holdings during
the crisis or to risk diversification.
The other parameters characterising the holdings, namely the character of a holding and the management centralisation level were consistent with our assumptions.
An increase in both the share of income generated by the parent company in a total
holding’s income and the level of management centralisation was observed. This
means that during the crisis parent companies attempted to gain greater control
in their holdings. This can be related to the tendency to first of all secure the position
of the parent company.
The analysis of factors conditioning changes in the holdings structures such as
industry, age and size of a holding did not provide an unequivocal answer. Small
differentiation of the sample in respect of these characteristics was identified. It
cannot therefore be stated unequivocally how an industry, age or size of a holding
affects the changes of structural solutions.
The juxtaposition of all the three parameters of a holding structure made it possible to build a model of structural changes in holdings during the crisis, which was
empirically verified. The analyses show that two opposing models of structural changes
in holdings prevailed: a passive and an active model. The passive model assumed the
lack of any changes, which is probably related either to a correct structural configuration and no need to introduce changes, or with inertia and lack of reaction to the
crisis. The active model comprised changes intensifying each parameter. Operational
activities of the parent company in these holdings was intensified, the complexity
level was increased, as well as the management centralisation level.
The next area of research covered an attempt to relate structural changes with
the changes of financial performance of the holdings. Research on the impact of
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changes of structural solutions in holdings on the financial performance allowed
the identification of a relation between a holding’s character (or intensification of
its parent company operational activities) and changes of ROE, ROA and income.
A thesis can therefore be formulated that the operational character of a holding is
conducive to better financial performance. Unfortunately no statistically significant
relations with the other parameters of holdings were identified. This can be related
to the fact that the structure alone does not directly affect the financial performance
of holdings. This relation can be searched for only with a correct adjustment of
structure and strategy.
The research method was a factor limiting the research, as it did not allow for
detailed diagnosis of the structural solutions applied in the holdings. Focusing on the
type of introduced changes, without identifying the input data, i.e. pre-crisis situation
of a holding, was an additional limitation. It would be advisable to deepen the research
in the future by using a different method and applying a larger scale in the future.
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Success in Creative Industries. A Discussion
About Critical Success Factors
A bstract
The goal of this article is to present a discussion about the critical success factors in creative
industries and recommendations for the managers within them. In the article we positively
verify the thesis that sectors in creative industries have general as well as sector-specific
critical success factors. Additionally, we formulate the thesis that organisations in creative
industries, due to their nature, are specifically managed. This has justified an increase
in the number of research on management in organization on creative industries, which
enable us to raise the knowledge about those sectors and formulate recommendations for
their managers.
Keywords: creative industries, creative economy, critical success factors, success

88

Patryk Dziurski

1. Introduction
Managers in creative industries, due to their nature, face many management challenges and as a consequence, success is difficult to achieve. Success can be measured
by critical success factors (CSF). An organisation that meets CSF will have a chance
to become a sector leader. Critical success factors influence the competitive position
of an organisation and growth possibilities. Knowing and fulfilling critical success
factors is crucial in order to succeed. Thus, the goal of this article is to present a discussion about CSF in creative industries and recommendations for the managers
within them. In the article we verify the thesis that sectors in creative industries have
general as well as sector-specific critical success factors.
The article consists of three parts. In the first part, we present the essence of
creative industries. In the second part, we indicate the key characteristics of creative
industries, which make them different from other sectors. Additionally, we place an
assumption that those properties influence how organisations in creative industries
are managed and we formulate the thesis that organisations in creative industries
are specifically managed. In the last section we answer the question of how to succeed in creative industries by indicating the critical success factors and presenting
some practical recommendations for managers from creative industries. The applied
research methods are: critical analysis of the literature and deduction.

2. The Essence of Creative Industries
The concept of creative industries is a combination of a diversified set of activities.
Primarily, it merges sectors, which are highly capitalized and industrialized in their
modes of production and distribution (e.g. music industry, film industry) with
labour-intensive sectors, which can be broadly defined as craftsmanship (e.g. arts,
craft, design). Secondly, it joins highly commercial sectors (e.g. advertising and
marketing) with activities, which are mainly driven by public subsidies (e.g. visual
and performing arts)1. Thus, the concept of creative industries synthesise art and
business. On the one hand, cultural has been ‘economized’, which means that the
business standards have been implemented to widely understood cultural activities.

1 T. Flew, S. Cunningham, Creative Industries after the First Decade of Debate, “The Information
Society” 2010, vol. 26, no. 2, pp. 113–123.
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On the other hand, we deal with the acculturation of the economy2. This means that
the economy is a system, which is influenced by culture and ethic values3.
The concept of creative industries was born in the United Kingdom in the late 90 s
of the XX century and then it was spread rapidly around the world4. Recently, creative
industries are common topic in public as well as academic discourse5. The concept
of creative industries was created as a result of political decisions6, but it responds
to two key changes, which occurred at the turn of the century. The first change is the
rapid development of new information and computing technologies (ITC), which
has influenced supply (e.g. productivity increase) as well as the demand (e.g. new
ways of consuming creative and cultural goods and services) section of the market.
The second change is the growth of socio-economic complexity and uncertainty7.
Thus, in the concept of creative industries art, media and design are merged with
digitalization, creativity and intellectual capital8. It is an interface between creativity,
culture, economics and technology in the rapidly changing world9.
In the article creative industries are understood as defined by the Department
for Culture, Media & Sport (DCMS) in Great Britain. Creative industries are those
industries which have their origin in individual creativity, skill and talent and which
have a potential for wealth and job creation through the generation and exploitation
of intellectual property10. Creative industries entail activities such as: (1) advertising
and marketing, (2) architecture, (3) crafts, (4) design, (5) film, TV, video, radio and
2 C. Bilton, Management and Creativity. From Creative Industries to Creative Management, Blackwell
Publishing, Malden, Oxford, Victoria 2012, p. 159 and next; J. Szomburg, Kultura i przemysły kultury
szansą rozwojową dla Polski, in: Kultura i przemysły kultury szansą rozowjową dla Polski, ed. J. Szomburg, Instytut Badań nad Gospdoarką Rynkową, Gdańsk 2002, pp. 9–12 as quated by K. Stachowiak,
Problemy metodologiczne badania sektora kreatywnego, “Rozwój Regionalny i Polityka Regionalna” 2015,
vol. 30, p. 16.
3 L. E. Harrison, S. Huntington, Culture Matters: How Values Shape Human Progress, Basic Books,
New York 2001; K. Kostro, Zagadnienie kulturowe w ekonomii, “Gospodarka Narodowa” 2009, vol. 20,
issue 3, pp. 27–59.
4 C. Bilton, op.cit., p. 164.
5 See: P. Dziurski, Przemysły kreatywne jako obszar badawczy w zarządzaniu. Analiza bibliomteryczna, in: Marketing. Zarządzanie, eds. K. Poznańska, K. Kraj, Oficyna Wydawnicza SGH, Warszawa 2015,
pp. 11–34.
6 C. Bilton, op.cit., p. 164; T. Flew, S. Cunningham, op.cit., p. 113.
7 H. Collins, Creative Research. The Theory and Practice of Research for the Creative Industries, AVA
Publishing SA, Case Postale 2010, p. 19.
8 J. Howkins, The Creative Economy. How People Make Money from Ideas, Penguin Books, London 2007.
9 Creative Economy Report 2008. The Challenge of Assessing the Creative Economy: towards Informed
Policy-making, UNDP – UNCTAD, http://unctad.org/en/docs/ditc20082cer_en.pdf (25.03.2016), p. 4.
10 Foreword, in: Creative Industries Mapping Document 2001, Department for Culture, Media & Sport,
https://www.gov.uk/government/uploads/system/uploads/attachment_data/file/183544/2001part1‑foreword2001.pdf (24.03.2016), p. 5.

90

Patryk Dziurski

photography, (6) IT, software and computer services, (7) publishing, (8) museums,
galleries and libraries, (9) music, performing and visual arts11.

3. Creative Industries as an Interesting Topic to Explore
Creative industries are an interesting topic to explore, because organisations operating therein produce goods and/or provide services that are account for the Gross
National Product (GNP), export earnings and employment statistics. Moreover, they
are described as a mechanism for social inclusion. Additionally, creative industries
differ from other activities in the rest of the economy. M. Lavanga and I. Rozentale
indicate that the worldwide discourse addressing creative industries (...) rely almost
exclusively on a set of commonalities proposed in the early works on creative industries
outlining why they are “not just another business”12. Moreover, authors indicate that
those properties are replicated in research as well as policy-making13.
J. Lampel et al. indicate that cultural industries14 are clearly different from most
other industries: Their products evoke intensely private experiences, and they tap values
and aspirations that are neither utilitarian nor commercial. For the most part they
bank on the successful use of creativity, which is a resource that ultimately cannot be
controlled15. As authors cite, it makes cultural/creative industries different from other
businesses and, as a consequence, it raises a level of ambiguity and dynamism to their
environment, but it should be noted that it is not typical only for cultural/creative
industries, it is a common characteristic for all organisations. Thus, an unfavourable

11 Creative Industries Economic Estimates Methodology, Department for Culture, Media & Sport,
https://www.gov.uk/government/uploads/system/uploads/attachment_data/file/499683/CIEE_Methodology.pdf (3.04.2016), p. 6.
12 I. Rozentale, M. Lavanga, The “Universal” Characteristics of Creative Industries Revisited: The Case
of Riga, “City, Culture and Society” 2014, vol. 5, p. 55.
13 Ibidem.
14 In the article J. Lampel et al. use term ‘cultural industries’, which was widely use in XX century.
In XXI century, in most cases, the term ‘cultural industries’ was replaced by the term ‘creative industries’.
Nevertheless, both terms are still in use (See e.g. S. Cunningham, From Cultural to Creative Industries:
Theory, Industry, and Policy Implications, “Media International Australia Incorporating Culture and Policy:
Quarterly Journal of Media Research and Resources” 2002, vol. 102, pp. 54–65). Due to definitional and
notional chaos both terms can refer to the same activities as well as to the different ones. It is necessary
to define precisely used terms. Please note that conclusions of the cited article can also refer to creative
industries.
15 J. Lampel, T. Lant, J. Shamsie, Balancing Act: Learning from Organizing Practices in Cultural
Industries, “Organization Science” 2000, vol. 11, no. 3, p. 268.
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and turbulent environment does not make creative industries not just another business,
but their internal contradictions do. J. Lampel et al. note five polarities16:
–– artistic values versus mass entertainment,
–– product differentiation versus market innovation,
–– demand analysis versus market construction,
–– vertical integration versus flexible specialization,
–– individual inspiration versus creative systems.
Managers in organisations operating in creative industries should consider those
contradictions. It does not mean choosing one extreme against another, but choosing
balanced solutions in order to achieve set goals. For example, an organisation focuses
on mass entertainment and cannot ignore the artistic value. Likewise, an organisation, where artistic value is dominant, can take no notice of commercial realities.
Finding a correct balance between contradictions is a crucial task for managers
in creative industries.
R. E. Caves indicates seven characteristic which differentiate creative industries
from other businesses: nobody knows (demand uncertainty), art for art’s sake (creative people care about their output; they focus more on the artistic value than on
gaining revenues), motley crew (creative process require diverse skills), infinite variety
(products are differentiated), A list/B list (vertically differentiated skills), time flies
(time is crucial in creative process) and ars longa (products are durable as well as
rents). R.E. Caves, based on the theory of contract and industrial organisation studies,
examines how these properties influence the activities of organisations in creative
industries. He explains the structure of organisations, deals and contracts in creative
industries. He concludes that organisations in creative industries differ in substantial
and systematic (if not universal) ways from their counterparts in the rest of the economy
where creativity plays a lesser (if seldom negligible) role17. It can also be stated that,
thought prosperities of creative industries, the organisation operating therein have
a specific way of management.
An interesting insight into the commonalities of creative industries is also made by
H. Collins. He identifies that the creation of a new content and intellectual property is
the key activity for organisations in creative industries. Businesses in creative industries are idea-based. They operate in existing markets, but they also create new ones18.
The sectors in creative industries are polarized. This means that in terms of numbers
Ibidem, pp. 265–268.
R. E. Caves, Creative Industries: Contract between Art and Commerce, “Harvard University Press”,
Cambridge 2001, pp. 2–18.
18 H. Collins, op.cit., p. 18.
16
17
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of organisations they are dominated by small and medium sized organisations, but
in terms of strength they are dominated by large organisations19. C. Bilton stresses
that small and medium sized organisations create new ideas, which are economically
explored by large organisations20. Risk, due to the domination of the option contract
in the creative industries21, has been transferred to small and medium sized organisations22. Organisations in creative industries are project-based organisations23 and
they work within complex supply chains24 and provide products and services to other
organisations25. Organisations in creative industries flourish in creative clusters26.
Informal networks are crucial to enable the creation and the circulation of creative
outputs27. K. Stachowiak and P. Tomczak additionally indicate that, in contrast
to traditional industries, activities in creative industries cannot be easily relocated
– intrastate or internationally. Creative industries thrive through soft as well as hard
infrastructure28 and in some cases the first one can be even more important29.
The assumption that creative industries have a set of commonalities has been
criticized. Some indicate that the concept of creative industries combines distinct
activities30. Others argue that generalisation is impeded due to a lack of solid theoretical
foundations and extended empirical research. Some others indicate that, especially

19 C. Bilton, op.cit., p. 75 and next; J. Howkins, The Mayor’s Commission on the Creative Industries,
in: Creative Industries, ed. J. Hartley, Blackwell Publishing, Malden–Oxford–Carlton 2005, p. 119.
20 C. Bilton, op.cit., p. 75 and next.
21 R. E. Caves, op.cit., p. 15.
22 C. Bilton, op.cit., p. 75 and next.
23 K. Stachowika, P. Tomczak, Przestrzenny wymiar sektora kreatywnego, Bogucki Wydawnictwo
Naukowe, Pozanań 2015, p. 49.
24 C. Bilton, op.cit., p. 96; R. Davies, G. Sigthorsson, Introducing the Creative Industries. From Theory
to Practice, SAGE, London 2013; See: J. Hartley, J. Potts, S. Cunningham, T. Flew, M. Keane, J. Banks, Key
Concepts in Creative Industries, SAGE, London 2013, pp. 28–31.
25 J. Foord, Strategies for Creative Industries: An International Review, “Creative Industries Journal”
2008, vol. 1, no. 2, pp. 92–93
26 H. Collins, op.cit., p. 18; K. Stachowiak, P. Tomczak, op.cit., p. 57 and next.
27 C. Bilton, op.cit., p. 138 and next; J. Potts, S. Cunningham, J. Hartley, P. Ormerod, Social Network
Markets: A New Definition of the Creative Industries, “Journal of Cultural Economics” 2008, vol. 32, no. 3,
pp. 167–185; H. Collins, op.cit., p. 18; T. Flew, Global Creative Industries, “Polity Press” 2013, Cambridge,
p. 79 and next.
28 K. Stachowiak, P. Tomczak, op.cit., p. 49.
29 Compare R. Florida, The Rise of the Creative Class: And How It’s Transforming Work, Leisure,
Community and Everyfay Life, Basic Book, New York 2002.
30 P. Dziurski, Kluczowe czynniki sukcesu dla przemysłów kreatywnych, Zeszyt Naukowy “Studia
i Prace Kolegium Zarządzania i Finansów” 2015, no. 143, p. 99–117; J. O’Connor, The Cultural and
Creative Industries: A Literature Review, 2nd edition, Creativity, Culture and Education, Newcastle 2010;
A. Markusen, G. H. Wassall, D. DeNatale, R. Cohen, Defining the Creative Economy: Industry and Occupational Approaches, “Economic Development Quarterly” 2008, vol. 22, no. 1, pp. 24–45.
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in the policy-making, solutions should not be uncritically reproduced31, but they
should be adopted considering the specificities of place32 and history background33.
Nevertheless, taking into consideration critics, it seems that the assumption that
creative industries have key characteristics, which differ them from other sectors, is
true. In general, creative industries can be distinguished from the whole economy,
but analyses should be conducted taking into consideration the local conditions.
Consequently, the presented characteristics influence how organisations in creative
industries are managed. It allows the formulation of the thesis that organisations
in creative industries are specifically managed.

4. Success in Creative Industries
Success can be measured by critical success factors, which are key factors that
managers have to take into consideration in order to achieve a level of performance
allowing them to gain preparation goals34. CSF influences the competitive position
and growth possibilities of the organisation35. Analysis of the critical success factors is
based on the Pareto principle (80/20). According to this principle 20% of the factors
guarantee 80% of the success. This means that only a small number of factors are
important in order to succeed. Managers have to concentrate on few critical factors,
not on many trivial ones.
G. Gierszewska and M. Romanowska point out six business areas, where critical
success factors can be found: market position, cost position, brand and image of
the company, technology, profitability and investments possibilities as well as the
organisation and management36. It is worth nothing the difference between CSF and
the market success factors (MSF), which are appreciated by clients. Thus, MSF can
31 G. Evans, Creative Cities, Creative Spaces and Urban Policy, “Urban Studies” 2009, vol. 46, no. 5–6,
pp. 1003–1040.
32 C. Taylor, Developing Relationships Between Higher Education, Enterprise and Innovation in the
Creative Industries, in: Entrepreneurship in the Creative Industries: A International Perspective, ed. C. Henry,
Edward Elgar Publishing, Cheltenham–Northampton 2008, pp. 178–196.
33 Making Competitive Cities, eds. S. Musterd, A. Murie, John Wiley & Sons, Oxford–Ames 2010.
34 R. Hackney, D. Dunn, Business Information Technology Management: Alternative and Adaptive
Future, Palagrave, New York 2000 as quoted by T. C. Sebora, S. M. Lee, N. Sukasame, Critical Success
Factors for e-Commerce Entrepreneurship: An Empirical Study of Thailand, “Small Business Economics”
2009, vol. 32, no. 3, pp. 303–316.
35 G. Gierszewska, M. Romanowska, Analiza strategiczna przedsiębiorstwa, wyd. IV zmienione, PWE,
Warszawa 2014, p. 128.
36 G. Gierszewska, M. Romanowska, op.cit., p. 129; Strategor, Zarządzanie firmą. Strategie. Struktury.
Decyzje. Tożsamość, PWE, Warszawa 1996, p. 69.
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be found in business areas such as market position as well as the brand and image
of the company. Both analyses – CSF and MSF – are relevant and they should be
conducted simultaneously. These analyses are not substitutable, but complementary.
Nevertheless, analysis of the critical success factors allows a larger picture, because
it is a wider examination. In many cases, the sector leader (CSF) is also a market
leader (MSF), which is not always the case. For example, market leadership in terms
of market share expressed in value can be achieved by limiting investments, reducing
margin and as a consequence profitability. As a result, it can cause financial problems
and impede growth possibilities. Focusing on market success factors can be deceptive
for managers. Indicators measuring market success are relatively simple as well as
their changes being seen quickly by stakeholders (e.g. managers, employees, clients,
shareholders). On the contrary, positive changes in other business areas (e.g. finance,
logistic) are harder to see and, in most instances, it takes much more time to achieve
desirable performances. However these second changes are more beneficiary for
the organisation. Moreover, it is easier for organisations to concentrate only on one
success indicator (e.g. market share) instead of focusing on many complementary
ones, which is recommended due to the complexity of the business nowadays. To
sum up, if market leadership is a result of excessive concentration on MSF instead
of CSF, the existence of an organisation can be threatened due to a possible crisis.
Here one more threat has to be considered – the wrong list of CSF. This threat
arises when the analysis is concentrated more on the company than on the sector
as whole. As a result, the created list can include factors, which are the strength of
the organisation instead of factors that are important to succeed in the sector. Consequently, mangers can make wrong strategic decisions and as a result crisis in the
organisation can occur. Managers have to carefully make a list of CSF and check
created list. One possibility is to check the critical success factors against the industry
life cycle – on each phase of the industry life cycle different types of critical success
factors are important37.
Critical success factors analysis is a challenging task consisting of a few phases,
which are presented in graph 1. However, analysis, due to relative simplicity (e.g. compared to the strategic balance), can be easily conducted by managers and employees,
who can be supported by consultants. It has to start with gathering data on the
analysed sector. Then people, who undertake the analysis can identify CSF and
determine their operation. After that they have to allocate weights to each factor
and evaluate organisations. As a result, the strengths and weaknesses of an organisation are identified. The recommendation, at this point, would also be to evaluate
37

Strategor, op.cit., p. 69.
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a sector leader or the nearest competitor (if it is justified, more competitors can be
evaluated), because it allows the formulation of a wider analysis and the making
of proper strategic decisions. After the phases 2, 3 and 4 findings, verification is
needed. If verification is positive, analysists can move to the next phase, if not, they
have to go back to phase 1 or 2 depending on the nature of the problem. The evaluation of an organisation and its competitor/competitors allows for the preparation
of strategic profiles and recommendations. The analysis of strategic profiles allows
the comparison of an organisation’s strengths and weaknesses with a competitor’s
strengths and weaknesses or with an ideal organisation (an organisation, which meet
all CSF). In practice it is very rare that one encounters the ideal organisation. More
often, organisations have different strategic profiles. The analysis of critical success
factors indicates areas and problems, which have to be improved. An organisation
grows and thrives when critical success factors are met.
Graph 1. Phases of Critical Success Factors Analysis

Source: own elaboration with changes based on G. Gierszewska, M. Romanowska, op.cit., pp. 128–134.
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Table 1. Critical Success Factors in Creative Industries
General Critical Success Factors in Creative Industries
High ability to adopt new technologies
High ability to attract and maintain talents
High ability to protect and to explore intellectual property
Great cooperation capabilities
Diversified funding sources
Effective brand management
Innovative business model
Successful international expansion
Sector-specific Critical Success Factors in Chosen Sectors in Creative Industries
Advertising agencies

Computer programming
activities

Effectiveness in winning
auctions
Experience in specific projects
Good reputation
Success of previous
campaigns
Wide range of products and
services

Experience in specific projects
High ability to engage clients
in projects
High familiarity and
understanding of clients’
needs
High intuitiveness of solutions
High quality of software

Architectural activities
Effectiveness in winning
architectural contests
Great number of
recommendations
High diversity of projects
Rich portfolio

Photographic activities
Convenient localization
High quality of products
and services
Rich portfolio
Wide range of products
and services

Source: own elaboration based on: P. Dziurski, Analiza strategiczna przemysłów kreatywnych w Polsce, research report,
Kolegium Zarządzania i Finansów, Warszawa 2014, p. 54 and the next.

Each sector has different critical success factors38. This is partly true in creative
industries. Due to the characteristics of creative industries, we identify that each sector
therein has a sector-specific CSF as well as general critical success factors that hold
true for creative industries as a whole. General and sector-specific critical success
factors for chosen sectors39 in creative industries are presented in Table 1. We identify eight general critical success factors and five sector-specific CSF for advertising
agencies and computer programming activities and four CSF for architectural and
photographic activities. General CSF refers to different business areas: technology,
human resources, law, cooperation, finance, marketing, business model and internationalization. Sector-specific critical success factors also refer to different business
areas, but the greatest number of factors are MSF. Here, the threat of overestimation
market critical factors is not significant, because key factors from different business
G. Gierszewska, M. Romanowska, op.cit., p. 128; Strategor, op.cit., p. 109.
Sectors in creative industries were divided into four groups: (1) tangible character of outputs and
low technology influence to a creative process; (2) tangible character of outputs and high technology
influence to a creative process; (3) intangible character of outputs and low technology influence to a creative process; (4) intangible character of outputs and high technology influence to a creative process.
Sectors with the greatest number of organisation therein in each group – advertising agencies, computer
programming activities, architectural activities and photographic activities – were chosen for the critical
success factors analysis. See P. Dziurski, Kluczowe czynniki suckesu…, op.cit., pp. 103–108.
38
39
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areas are included in the general list of CSF. For chosen sectors in creative industries
some CSF are recurred (e.g. quality is a critical success factor in the computing programming activities as well as in photographic activities), but some are unique (e.g.
localization of the photographic activities and reputation in the advertising agencies).
However, each of the analysed sectors have a different combination of sector-specific
CSF. It allows us to positively verify the thesis that sectors in creative industries have
general as well as sector-specific critical success factors.

Summary
Reflections in the article provide the basis for a positive verification of the thesis that sectors in creative industries have general as well as sector-specific critical
success factors. Additionally, we formulate the thesis that organisations in creative
industries, due to their nature, are specifically managed. Thus, extended research on
management in organization in creative industries is needed. It enables the increase
of knowledge about those sectors and the formulation of recommendations for the
managers within them.
Thoughts present in the article are mainly theoretical and the lack of empirical
studies is the main disadvantage of the article. Nevertheless, present reflections raise
knowledge about the management in creative industries and enable the formulation
of references for further researches:
–– due to the nature of creative industries – mainly art for art’s sake property – success can be understood differently therein than in other sectors; thus empirical
studies have to answer the questions how people in creative industries understand
success? What are its measurements? If thinking about success in the sector is
connected with CSF?40;
–– empirically confirm the difference between market success factors and critical
success factors;
–– identify sector-specific critical success factors (and their empirical verification)
for other sectors in creative industries;
–– empirical verification of indicated lists of CSF in creative industries;
–– study which enables the answering of questions to what extent the critical success factors analysis is used by managers in creative industries; what are the
40 Compare P. Klimas, Czynniki sukcesu oraz przewagi konkurencyjnej w branży gier komputerowych
i wideo, in: Zarządzanie przedsiębiorstwem inteligentnym. Wybrane zagadnienia, eds. S. Gregorczyk,
W. Mierzejewska, Oficyna Wydawnicza SGH, Warszawa 2016, p. 346.

98

Patryk Dziurski

main advantages and disadvantages perceived by managers? What are the main
problems faced by managers regarding CSF analysis?
In the article, principles and instruction for the critical success factor analysis,
as a tool of the strategic analysis are presented. Is should help managers to conduct
this analysis properly and correctly formulate strategic recommendations. Moreover,
additional practical recommendations for managers in creative industries can be
formulated. Primarily, managers have to consider general as well as sector-specific
critical success factors. Focusing only on general or sector-specific CSF will not allow
an organisation to succeed in the creative industries. Focusing on the wrong critical
success factors or only on market success factors can cause a crisis and threaten the
existence of an organization. Secondly, critical success factors analysis gives managers
information about an organisation’s and competitor’s strengths and weaknesses. As
a result, managers know what the main problems are and which areas are underdeveloped. Managers have to focus on factors, which allow them to gain competitive
advantage. It does not mean concentrating only on weaknesses, but also on strengths.
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A bstract
In recent times, more and more clearly new approaches are being presented in business
management in which managers realise that they have a significant influence on a fundamental re-evaluation of orientation in terms of objectives, operations and processes of
the enterprise.
This study presents an environmental management system in a manufacturing company, whose main tool is lean management and virtual organization. Making such an
assumption allows one to distinguish a classic environmental management system of the
new solution, which is characterized by the elimination of potential waste already at the
planning stage of the production process. For this reason, one can indicate a new trend
in management, which places special emphasis on the process of green businesses. This
process is now becoming an integral part of the effective management of the organization
and fosters a smart company and its good image in the proximal and distal environment.
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1. Introduction
The effective management of organizations is determined by many factors,
including knowledge and information. Production companies creating or modifying their management systems make use of the available knowledge and often
decide to implement an environmental management system. Depending on the
decision, this system can be part of an overall enterprise management system, or
may be a separate, somewhat independent system. Looking at the development of
environmental management systems built on knowledge and information from the
external environment, one can see the continuous evolution and development of
this system aimed at building a smart organization. One can at this point ask, is this
prompting of production making companies bear the not inconsiderable expenses
for the maintenance of such complex systems?
Contemporary concepts of managing manufacturing companies, such as lean
management, can successfully meet the assumptions of traditional environmental
management systems without creating complex and costly structures. What is more,
lean management tools can generate additional savings by changing the approach
to production waste. Their main advantage compared to conventional environmental
management systems, is that in line with the concept of lean management, the production process is good, if it does not generate waste. Thus, the potential elimination
of waste takes place early on in the manufacturing process, and not at the end of
the process, when waste physically exists. This is a change in business management
with the approach “end of pipe” (classic environmental management system), on the
approach “from the source” (modern management concepts type of lean management). This also results in a change to the waste production.
In classical systems, waste becomes a problem when it physically exists. In lean
management waste it is no longer a problem at the design stage of the production
process and, moreover, it is not only a waste, for example, production residues, but
overproduction. In this sense, the waste is classified as everything that does not bring
the so-called the value added to production. Thanks to the activity of the company
it shows that they understood the knowledge and managerial information and this
allows for the generation of additional savings in the production process and the
greater protection of natural resources. This is obviously the opposite of the classical environmental management system, where waste was only the remnants of the
manufacturing process.
The situation is similar with regard to new manufacturing business management
concepts such as, for example, virtual organization. The concept is characterized by
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an approach “from the source” of waste that, the production processes and environmental management system is more efficient.
The condition necessary to ensure the effectiveness of the company is primarily
the effective management thereof. This means the ability to choose the right strategy,
which should include three elements:
• The diagnosis of explaining or defining the nature of the challenges,
• The key approach to challenges,
• The set of coherent activities to realize the uniformity challenge1.
Today, every manager of intelligent organization should therefore be efficient, i.e.
be able to recognize circumstances, find the proper subjects of action and optimally
focus on their resources and efforts. Undoubtedly, this may be due to the fact that
every manager realizes the concept of organization in motion, that is, the concept
of allowing the use of occasions and lead experiments2.

2. The Environmental Management System
in Terms of a Classical Concept
Human activities, and especially those entrepreneurs engaged in production, are
often designed to meet their own needs, which can lead to unlimited use of endogenous
resources. This is due to the fact that now by using economic technologies requirements
and environmental standards are not taken into account. In this sense, the action
to protect the environment, provide protection against the pollution of water, soil and
air by solid, liquid and gaseous disrupting homeostasis of the individual elements of
the environment and consequently its entirety are not established3. Over the years
manufacturing companies have evolved into an environmental management system
whose main task is to eliminate the harmful effects of business on the environment.
This pro-ecological management serves as the recycling facility created during
the manufacturing process waste. With this system, the impact of business on the
environment is greatly reduced. Depending on the type of business the basic environmental management system can take different organizational forms.
It should also be borne in mind that the increase in the number of people and
thus the increase of the population density of an area entails converting ever larger
1 R. P. Rumelt, Dobra strategia zła strategia. Czym się różnią i jakie to ma znaczenie, MT Biznes,
Warszawa 2013, p. 95.
2 A. Jabłoński, Modele zrównoważonego biznesu. W budowie długoterminowej wartości przedsiębiorstw
z uwzględnieniem ich społecznej odpowiedzialności, Difin, Warszawa 2013, p. 56.
3 Ustawa z dnia 27 kwietnia 2001 r. Prawo ochrony środowiska (DzU 2001, nr 62, poz. 627).
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areas of land in areas under production4. Therefore, an increase in production areas
should lead to an increase in the importance of environmental management systems,
which are responsible for limiting the nuisance of industrial production. Managers
of these companies are forced to undertake these systems enforced by the increasing
legal requirements for environmental protection. Developing the manufacturing
industry has caused a lot of problems within the line manufacturing companies
– environment. Initially, the companies paid no attention to the damage resulting
from their activities in a natural environment. Over time, people began to force
a change in the approach towards production companies to the problems of ecology.
As a result, there has been a development of various management systems, which aim
to protect the environment involving the elimination of the resulting waste in the
production process5.
The experience of companies that at the operational level, the strategic and normative, there are different requirements for the implementation of environmentally
conscious business management. To help meet these complex requirements since
the mid-90s of the twentieth century more widely used environmental management
systems began based on international standards. Commencing in 1992, the UK
standard BS 7750 was introduced. It was the first worldwide standard with regards
to environmental management systems and became the basis for the later established Eco-Management and Audit System in 1993 (EMAS – Eco-Management and
Auditing Scheme) and ISO 14001 in 1996. In April 2001, it entered into force, the
new version of EMAS and the so-called EMAS II. Most companies are expected as
a result of implementing the system to achieve certain economic objectives, among
others: reducing the costs associated with implementing more effective technology
(integrated production), which is the opposite of technology, “end of the pipe”, as well
as minimizing the costs of raw materials, waste and energy consumption6.
The described process can be characterized as a search for an effective method
to solve the problem, these are formed during the production process waste. Under
this approach, the problem is observed only when they leave the industrial installation
waste. Everything that remains from the production process is assumed to be waste
and cannot be further transmitted to the customer. A feature of combining these
4 J. Jabłoński, Wybrane problemy zarządzania środowiskowego, Politechnika Poznańska, Poznań
1999, p. 28.
5 P. Niewiadomski, K. Sterna, P. Bartkowiak, Nowe podejście do systemu zarządzania środowiskowego w przedsiębiorstwie produkcyjnym, in: Zarządzanie informacją i komunikacją w organizacjach
gospodarczych i instytucjach sektora publicznego, eds. R. Borowiecki, J. Czekaj, Dom Organizatora, Toruń
2012, pp. 234–235.
6 M. Kramer, Międzynarodowe zarządzanie środowiskiem, Instrumenty i systemy zarządzania, Gabler
GmbH, Wiesbaden 2003, p. 163.
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wastes is that only after the production process are they noticed and have, as such,
covered the operation of the environmental management system, the implementation
of which will minimize the negative impact of the waste. This is called the classical
approach to the environmental management system. This approach generates many
additional challenges inter alia by the need to provide additional resources for the
company to effectively eliminate waste. These resources could be used to achieve
other business objectives. However, due to the need to dispose of waste they are consumed in the process. This is particularly evident in companies which have decided
to implement a formal environmental standard ISO 14001. It is worth noting that
while the ISO 9001 series is deployed in most major production companies, the
ISO 14001 series is not so popular. The effective implementation of quality standards
in order to ensure the introduction of certain elements of the management system
to ensure resources are conserved7. Previously, one could only notice the growing
interest in these system’s environment due to the higher consciousness of consumers
who expect environmentally friendly solutions during production. But whatever
the motivation that guided and drove entrepreneurs to implement environmental
standards, it should be noted that these activities have focused on the elimination
of the consequences which occur during production (production waste, defective
products, etc.), rather than on preventing them.
Environmental protection depends on the degree of the internationalization of
environmental objectives in activities related to the use of the natural environment.
Internationalization of these objectives can be ensured through coercion or by promoting compliance with certain requirements in order to ensure the rational use of
natural resources. It is widely recognized that these forces are: the State and the market
to create the adequate instruments for the environment8. Because of this, corporate
managers have also taken other measures, consisting mainly of the liquidation of
consequences of technical and technological deficiencies. In the first stage, entrepreneurs are trying to find, on the basis of the existing technical infrastructure, purely
technological solutions, without interfering with the process. In particular, they are
looking for solutions to ensure the better performance of raw materials transferred
to the production line. The remainder of the managers focus their attention on
technical matters, which allow the purification of produced waste in the production
process. The result of this is noticeable in the industry to use any kind of installations
in order to aid filtration and sedimentation. All the time, however, the entrepreneur
P. Niewiadomski, K. Sterna, P. Bartkowiak, Nowe podejście…, op.cit., p. 235–236.
I. Kulus, J. Kusztal, Zarządzanie środowiskiem w przedsiębiorstwie, Kolegium Zarządzania Akademii
Ekonomicznej, Katowice 2000, p. 54.
7
8

106

Piotr Bartkowiak

carries out activities in the sphere of the liquidation of consequences “end of the
pipe”. This approach first ensures the implementation of quality standards and the
creation of an environmental management system at a later stage.
With the implementation of standards in enterprises the commencement of
a functional approach to continuously improve the production process began. The
elimination of negative impacts on the environment requires the implementation
of a new sphere of business. This area adopts the ISO 14001 and EMAS and this
can often lead to the growth of the size of the new organization within the functioning of the company. This leads to the emergence of a new kind of ancillary
activity, which has nothing in common with the core business of manufacturing. To
effectively carry out these tasks, the management of the new ancillary requires the
implementation of all the classical management functions. The result is a situation
in which the separation of new business on the basis of technological process makes
it impossible to link a functioning environmental management system of the production management process, and it consequently does not allow the simultaneous
conduct any “shortcuts”.
The classic approach to environmental management is characterized by several
features. The most important includes a functional approach to the problem. This
is more than can be seen as an essential to formalize solutions. The classic approach
solves the problem in a systematic manner within the framework of a functioning organization. This means that there is no room to apply the solutions which
do not apply to the system. They are recognized and classified by the company’s
environmental problems associated with the source and effects of the business
management function and not with the process to which they relate. The result is
a consequence of a further increase in the formalization of business management.
The organizational structure as a result of these changes grows and somehow ossifies,
becoming less susceptible to the impulses of the market environment. This results
in a significant decrease in responsiveness to the changing business environment
in which it operates. Companies pursuing a classic approach to the environmental
management system stiffen their management system. Every single change process
requires the modification of the entire enterprise management system. This means
increasing the financial outlays for the extra time to make changes in the system and
later assume control of the implementation of the modification. This entails a decline
in profits, the loss in this case is understood as a commitment of resources available
in the modification of the system in exchange for a temporary slowdown in response
to changes in the business environment.
The classical environmental management system responds to problems, not the
causes that generate them. This leads to a significant increase in the production of the
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auxiliary relative to the primary. In brief, we can say that companies implementing this
classic model of functioning do so in order to eliminate the effects and not the causes.

3. New Solutions in the Field of the Environmental
Management System
The political forces, economic and socially prompted entities operate now to include
to an increasing degree the environmental aspects of their activities. The development of organization and management theory created more favourable conditions
to subordinate this pressure. This process over the last century led to the separation
from the general mainstream management theory quoted as environmental management9. Presently, in a time of rapid globalization and revolution in the field of
information technology it is hard not to notice the development that is taking place
on a global scale. Customer enterprises are more well informed and their expectations are constantly rising. At the same time global competition has become fiercer
and one never knows where and when one may encounter a new competitor10. The
external situation, which confronts an enterprise, is constantly changing. In particular,
the dynamic changes in the environment affect the magnitude and character of the
different markets and the resources necessary for effective competition11.
Management is a field of knowledge economy characterized by dynamic development. The industrial production mechanization replaced by automation, which
replaces the “intelligent robotics”, combined with the achievements of biotechnology.
A side consequence of these processes are: lower demand for labour and consequent
unemployment and a growing threat to the environment. Unfortunately, these
problems cannot be fully effective to eliminate these factors. Hence, in the science
of management, there are new concepts that are largely strategic and influence,
among other aspects, the use of an enterprise’s solutions for modern management
methods12. The modern management methods production company, as opposed
to the classic environmental management system ISO 14001, has an indirect effect
on the environment. Despite this fact, they allow for the effective management of
9 J. Jabłoński, Zarządzanie środowiskowe jako warunek ekologizacji przedsiębiorstw. Próba modelu
teoretycznego, Politechnika Poznańska, Poznań 2001, p. 34.
10 M. Imai, GEMBA KAIZEN Zdroworozsądkowe, niskokosztowe podejście do zarządzania, MT
Business, KAIZEN Institute Polska, Warszawa 2006, p. 64.
11 W. Mantura, M. Branowski, Marketing w zarządzaniu przedsiębiorstwem przemysłowym, Politechnika Poznańska, Poznań 1992, p. 18.
12 Kierunki i metody zarządzania przedsiębiorstwem, eds. W. Kowalczewski, W. Matwiejczuk, Difin,
Warszawa 2007, p. 43.
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scarce natural resources and reduce the costs associated with environmental protection. Existing solutions based on the environmental management system provide
a good basis on which it is possible to effectively implement the modern – intelligent
management systems. Modern management methods are characterized by the production company approach “from the source”. This means that emerging from the
perspective of the problems they are not eliminated at the end of the process (after
the event), but already at the design stage of the process. As a result, problems are
eliminated before they occur physically. Modern management methods such as lean
management, focus on the design stage of technology, concentrate on all the real and
potential problems that may arise during the implementation phase of this process.
This approach, in modern management systems is a component of the process. As
a result, it is possible to effectively eliminate waste products before they physically
occur. What is important, in this new approach, is that the waste is everything that
the customer does not pay for. This means that enlargement is the very concept of
waste production. It is a new approach to environmental management.
One of the modern business management concepts, which also represents a new
approach to environmental management is lean management. It is the management
of the company in a “slim” manner. The concept of lean is a set of principles and techniques aimed at saving the (lean) organization of the business and production process.
In general, this entails reducing the number of organizational units and employment,
as well as changes in the organization and technology of production, sales, logistics
processes, internal and external and bringing a reduction in costs. Workers of the
organization, who have introduced the concept of lean may on the one hand, achieve
concrete and measurable results, and on the other hand, for the same organization
become valuable when they build lasting relationships with all the stakeholder groups13.
In practice lean management can be introduced separately, but can also be regarded
as one of the courses of the action method called reengineering14. Depending on the
specific business activity it can occur that only individual elements of lean management
are implemented. There are also companies that change their entire structure and philosophy of action so as to function in accordance with the concept of lean management.
From the point of view of the environmental management system of lean management in a company they do not create a separate unit dealing with environmental
problems. One of the cornerstones of lean concepts is to identify the most important sources of losses. As a result, the company focuses on the source of the losses,
not their consequences. The most important source of losses in lean management
13
14

J. Stoller, Lean CEO. W drodze do doskonałości, MT Biznes, Warszawa 2015, p. 341.
Kierunki i metody..., op.cit., p. 45.
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means: overproduction, unnecessary motion, waiting, unnecessary transportation,
inventory, defects and excessive tooling. Lean management is a tool that a wider range
“see” the problem of environmental management. Using this method, the company
is not just limited to the elimination of waste which has already been generated, but
employs an active approach to natural resource management, which manifests itself
e.g.: in not producing excessive quantities. In the classical approach to environmental protection, overproduction is not treated as an environmental problem. The new
approach is definitely better, because in addition to the obvious limitations of raw
material consumption it does not generate additional costs associated with producing
an unnecessary production batch. The complexity of solutions to lean manifests itself
in particular to the approach in the organization of the work. By using one of the lean
tools – SMED, which is the quick retooling – designed production process, which
not only uses a small amount of resources, but also reduces the unnecessary action of
workers and shows the simplest way to perform an activity in the manufacturing process.
The consequence of this is to minimize the tools, which the worker must use
in order to obtain the desired effect. This in turn leads to the more efficient use of
resources and thereby produce a finished product with less expenditure of human,
environmental and other considerations. The presented examples show the decisive
advantages of modern management methods, which is lean management in relation
to the use of resources and the environment. Lean management is one example of
a new approach to the problem of environmental management in the enterprise.
There is yet another method of business which in more recent years has begun
to gain popularity, this being the virtual organization. The high efficiency of virtual
organizations affected by the scope of advanced information technology, enables
the creation of new relationships between the suppliers of goods and services and
the final customer.

4. The Protection of the Environment
in the Virtual Organization
The concept of the virtual organization was introduced by Davidow and Malone
in the 90s of the twentieth century. They defined this the term of the periodic network
of independent firms linked to information technology as the aim of sharing skills
and costs of access to new markets15.
15 H. Davidow, M. S. Malone, The Virtual Corporation: Structuring and Revitalizing the Corporation
for the 21st Century, Harper Business, New York 1992, p. 20.
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Virtual organization is created on a voluntary basis by organizations that come
together in all kinds of relationships to achieve the target with the task of bringing
them greater benefits than if they worked in the traditional manner16.
The virtual organization is a concept aimed at improving business efficiency
by reducing costs, increasing emphasis on customer focus, reduce the time of the
tasks, the use of competent individuals at every stage of the supply chain, improving
competitiveness and therefore, reducing the risk of the global market. The virtual
organization has been developed not only in theory, but increasingly also in practice. This can be confirmed by examples such as: Agile Web or Virtual Organization
– Microsoft Great Plain Poland. This concept is closely linked with the development
of information technology, i.e. the Internet. It should be noted, however, that perhaps
in the future one will not need virtualization in all areas of business operations17.
Virtual organizations are characterized by the ability to locate specific processes
in the most convenient place where the best conditions exist. This approach reduces
the losses in the use of raw materials needed for production. Traditionally, an active
manufacturing company cannot afford to quickly change the geographical location
of the production plant. The virtual organization selects a bet correspondent to the
current requirements, but can also choose any other establishment, if a change of
environment is required. With this in mind, i.e. the environmental requirements,
a virtual organization can make relatively rapid changes within a small eco-efficient
production plant within the production plant including improved environmental
parameters. Taking into consideration behaviour on the market only those manufacturing plants that can fully meet the stringent environmental standards will remain.
A similar situation exists in the approach to working conditions. In the era of the
global market economy a more common problem is the lack of skilled workers. This
forces the need to create a fully ergonomic (friendly) jobs while ensuring the reduction
of the impact on the environment. Only such a comprehensive approach can further
ensure the success of virtual organizations on a global and changing market. It is also
one of the main advantages of the idea of virtual organizations over the traditional
methods of environmental management.
Another important feature of the virtual organization is its approach to the
potential waste of resources. Using the possibility of a change of the geographical
location of the production facility, the organization may choose a production facility
that is able to efficiently use the available resources. The most important and main
point about the change of the location of the production facility is a decisive factor
16
17

J. Kisielnicki, Zarządzanie organizacją, Wyższa Szkoła Handlu i Prawa, Warszawa 2004, p. 50.
Kierunki i metody…, op.cit., p. 116.
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in the economic calculation. Taken into consideration are factors such as the distance from the target market, the abundance of raw materials and the availability of
labour including the cost of its acquisition. On the basis of the adopted criteria one
can choose, for example, an optimal location for the organization where operating
costs are reduced18.
Business management concepts are different, but their main core, in practice,
is to take care of the environment and this is the responsibility of the managers.
Without a doubt, these methods have a common set of characteristics distinguishing
them from traditional management methods. These characteristics include the need
to primarily be: a process approach, creating the conditions for the slimming actions
as a result of their technological output, high flexibility, the ability to take into account
the processes of environmental management capabilities with regards to the fragmentation of production and a holistic approach to environmental problems occurring
in the enterprise. As a result of these concepts of management an approach can be
implemented towards the environmental management system aimed at eliminating
waste at the design stage of the production process.

Summary
Currently, due to the easy access to information it is increasingly difficult to hide
from the public (consumers) inconvenient facts related to the functioning of the
company. Information about pollution or the adverse conditions of work in the enterprise lead to a decline in revenues and consequently to serious financial problems.
Managers of manufacturing enterprises are aware of these facts because they attempt
to find a way to prevent or eliminate these problems at the earliest possible stage.
Furthermore, it seems that nowadays the same implementation of an environmental
management system is not enough to address the challenges facing entrepreneurs.
Functioning environmental management systems help reduce the consumption of
endogenous raw materials and thus reduce the operating costs, but their main role
is to eliminate losses already incurred. This means that companies are in a situation in which well-functioning environmental management systems allow for the
elimination of the losses occurring during the manufacturing process. On the basis
of that experience companies began to look for new ideas and methods to manage
18 P. Niewiadomski, K. Sterna, P. Bartkowiak, Proces ekologizacji i jego wpływ na wizerunek współczesnego przedsiębiorstwa, Zeszyty Naukowe nr 685, Finanse, Rynki Finansowe, Ubezpieczenia nr 46,
Uniwersytet Szczeciński, Szczecin 2011, pp. 110–111.
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a manufacturing company whose primary objective was to eliminate losses before
they appeared in the production process. The answer to this problem can be presented in the development of the concepts concerning lean management and virtual
organizations. These concepts on the one hand can be seen as complementary to the
already functioning management systems, on the other hand, as separate systems.
Regardless of the separation or combination of these systems it should be noted that
they all allow the avoidance of generating unnecessary costs, in particular costs related
to the use of the environment. The correct implementation of modern management
concepts in the production company does not lead to an excessive expansion of
ancillary production processes. As a result, costs are reduced within the functions of
the company, thereby increasing its market competitiveness. From this point of view,
these systems are particularly useful in building a sustainable competitive advantage
on the global market.
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A bstract
The aim of the paper is to study the links between positive relationships at work and innovations in order to categorize innovative teams. Primarily, an innovative organizational climate
is discussed as an antecedent of company innovativeness. Secondly, positive relationships
at work are defined and their role for innovations is studied. Thirdly, the empirical data on
interpersonal relationships within innovative teams and their orientation to various types
of innovations are analysed. The outcome of this analysis is the typology of teams creating
innovations focused on two criteria: positive relationships within a team and emotional
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1. Introduction
An intelligent company is an organization which is focused on continuous learning, exploiting knowledge and its intelligence1 which is able to create and implement
innovations2. Expected to be “an intelligent innovator”3, such an organization should
develop skills in acquiring, generating, processing and exploiting knowledge in order
to create innovations4. An organizational climate conducive to innovations is considered to be a prerequisite for the development of such a company. An innovative
organizational climate includes among others, positive relationships among the
members of teams working on innovations. Nevertheless, the links between positive
relationships at work and innovations have not yet been thoroughly explored. The
aim of this paper is to identify and study such connections. Particular emphasis
is given to the attitudes of teams towards various types of innovations. This paper
intends to answer the following research question: How do positive relationships at
work influence the employee’s attitudes to creating innovations?
The structure of the paper accommodates both the theoretical grounding and
the empirical study. Primarily, the positive climate is studied as an antecedent of
company innovativeness. Secondly, positive relationships at work and their role
for innovations are discussed. Thirdly, the method of study is described including
procedures, respondents and measures. Finally, the results of the empirical research
are analysed and discussed. The empirical study is based on the factor analysis and
the hierarchical clustering of quantitative data collected through the questionnaire
survey in companies operating in Poland. The outcome of this analysis is the typology
of teams creating innovations focused on two criteria: positive relationships within
a team and emotional distance. The findings indicate that positive relationships among
employees seem to stimulate the creation of innovations, while emotional distance
hampers this pro-innovative attitude.

1 B. Mikuła, Kultura organizacji inteligentnej, “Zeszyty Naukowe Uniwersytetu Ekonomicznego
w Krakowie” 2008, no. 765, p. 26.
2 M. Kłak, Zarządzanie wiedzą we współczesnym przedsiębiorstwie, Wyższa Szkoła Ekonomii i Prawa
im. prof. E. Lipińskiego w Kielcach, Kielce 2010, pp. 200–204.
3 M. Romanowska, Kształtowanie wartości firmy w oparciu o kapitał intelektualny, in: Systemy
informacji strategicznej: Wywiad gospodarczy a konkurencyjność przedsiębiorstwa, eds. R. Borowiecki,
M. Romanowska, Difin, Warszawa 2001, p. 302.
4 F. Bock, The Intelligent Organization, “PRISM” 1998, Second Quarter, pp. 5–15.
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2. The Innovative Climate as an Antecedent
of Company Innovativeness
In the contemporary economy, all the organizations operate under the pressure
of economic, social, political and technological changes, which increase the turbulence of the business environment. In consequence, the competitive advantages of
companies are first and foremost determined by their innovativeness, i.e. the competence to create and implement innovations. In the opinion of numerous researchers, increasing innovativeness is for contemporary companies the most important
condition of their growth and development, achieving business success and gaining
a competitive advantage over market rivals5.
According to Dess and Lumpkin, the innovativeness of an organization is defined
as its “willingness to introduce newness and novelty through experimentation and
creative processes aimed at developing new products and services, as well as new
processes”6. Thus, innovativeness relates to all the efforts aimed at finding new solutions, which enable an organization to maintain and improve its effectiveness in the
contemporary, challenging environment and to create sustaining outcomes.
All these attempts result in creating various types of innovations. The review of
the literature shows that innovation is a multidimensional concept which requires
a multi-level analysis to study it thoroughly. In consequence, the variety of the definitions of innovations can be found. Nowadays, in contrast with classical approaches
defining innovations strictly as changes in products or methods of manufacturing7,
innovations are considered more broadly as any changes triggered by the acquisition
and exploitation of new knowledge8. Therefore, innovations encompass a wide scope
5 I. Nonaka, H. Takeuchi, The Knowledge-Creating Company: How Japanese Companies Create
the Dynamics of Innovation, Oxford University Press, New York 1995; C. L. Wang, P. K. Ahmed, The
Development and Validation of the Organizational Innovativeness Construct Using Confirmatory Factor
Analysis, “European Journal of Innovation Management” 2004, vol. 7, issue 4, pp. 303–313; G. G. Dess,
G. T. Lumpkin, The Role of Entrepreneurial Orientation in Stimulating Effective Corporate Entrepreneurship, “Academy of Management Executive” 2005, vol. 19, no. 1, pp. 147–156; R. Ellonen, K. Blomqvist,
K. Puumalainen, The Role of Trust in Organizational Innovativeness, “European Journal of Innovation
Management” 2008, vol. 11, issue 2, pp. 160–181; J. N. Choi, J. Y. Chang, Innovation Implementation in the
Public Sector: An Integration of Institutional and Collective Dynamics, “Journal of Applied Psychology”
2009, vol. 94, issue 1, pp. 245–253; J. M. Kaplan, A. C. Warren, Patterns of Entrepreneurship Management,
Wiley, Hoboken 2010.
6 G. G. Dess, G. T. Lumpkin, op.cit., p. 148.
7 E. Mansfield, Industrial Research and Technological Innovation: An Econometric Analysis, Norton,
New York 1968; Ch. Freeman, The Economics of Industrial Innovation, Pinter, London 1982.
8 P. F. Drucker, The Discipline of Innovation, “Harvard Business Review” 1985, vol. 63, no. 3, pp. 67–72;
E. M. Rogers, Diffusion of Innovation, Free Press, New York 2003; J. Sundbo, The Organization of Innovation in Services, Roskilde University Press, Roskilde 1998.
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of changes ranging from products and innovative processes, through organizational
and marketing changes up to social innovations9. Moreover, the understanding of the
construct is shifted from the novelty in a general sense to the novelty in an organizational context. This means that already existing products, processes or ideas are
considered to be innovations if they are new for the organization10. In consequence,
creating innovations is no longer restricted to the people of outstanding creativity,
talent or entrepreneurship. Every employee can create and implement innovations
even if these innovations are small improvements. Innovations are designed and
institutionalized by employees, and the process of their generation is determined
by interactions and social processes in employee teams11. Therefore, an innovative
climate stimulating employees to engage in such behaviours is considered to be a key
competence increasing the innovativeness of an organization12.
An innovative climate supports creativity and innovations through stimulating
development, assimilation and the exploitation of new approaches and concepts13.
The literature provides the variety of variables describing such an innovative climate14. For the purposes of the paper we chose the operationalization of an innovative climate by Übius, Alas and Elenurm, which was developed on the foundation
9 C. Deffains-Crapsky, A. Sudolska, Radical Innovation and Early Stage Financing Gaps: Equity-based
Crowdfunding Challenges, “Journal of Positive Management” 2014, vol. 5, no. 2, pp. 3–19.
10 M. West, J. L. Farr, Innovation at Work, in: Innovation and Creativity at Work: Psychological and
Organizational Strategies, eds. M. A. West, J. L. Farr, Wiley, Chichester 1990, pp. 3–13; C. K. W. De Dreu,
When Too Little or Too Much Hurts: Evidence for a Curvilinear Relationship Between Task Conflict and
Innovation in Teams, “Journal of Management” 2006, vol. 32, issue 1, pp. 83–107.
11 A. Agrell, R. Gustafson, Innovation and Creativity in Work Groups, in: Handbook of Work Group
Psychology, ed. M. A. West, Wiley, London 1996, pp. 314–343; M. Van Offenbeek, P. Koopman, Interaction
and Decision Making in Project Teams, in: Handbook of Work Group Psychology, ed. M. A. West, Wiley,
London 1996, pp. 159–187; A. Drah-Zahavy, A. Somech, Understanding Team Innovation: The Role of
Team Processes and Structures, “Group Dynamic Theory” 2001, vol. 5, issue 2, pp. 111–123.
12 W. W. Burke, G. H. Litwin, A Casual Model of Organizational Performance and Change, “Journal
of Management” 1992, vol. 18, issue 3, pp. 523–545; R. W. Woodman, J. E. Sawyer, R. W. Griffin, Toward
a Theory of Organizational Creativity, “Academy of Management Review” 1993, vol. 18, issue 2, pp. 293–
321; G. Ekvall, Organizational Climate for Creativity and Innovation, “European Journal of Work and
Organizational Psychology” 1996, vol. 5, issue 1, pp. 105–123; J. C. Naranjo-Valencia, D. Jimenez-Jimenez,
R. Sanz-Valle, Innovation or Imitation? The Role of Organizational Culture, “Management Decision” 2011,
vol. 49, issue 1, pp. 55–72; P. Wolf, S. Kaudela-Baum, J. O. Meissner, Exploring Innovating Cultures in Small
and Medium-sized Enterprises: Findings from Central Switzerland, “International Small Business Journal”
2012, vol. 30, issue 3, pp. 242–274.
13 S. G. Isaken, K. J. Lauer, G. Ekvall, A. Britz, Perceptions of the Best and Worst Climates for Creativity:
Preliminary Validation Evidence for the Situational Outlook Questionnaire, “Creativity Research Journal”
2001, vol. 13, issue 2, pp. 171–184.
14 P. Loewe, J. Dominiquini, Overcoming the Barriers to Effective Innovation, “Strategy and Leadership”
2006, vol. 34, issue 1, pp. 24–31; S. T. Hunter, K. E. Bedell, M. D. Mumford, Climate for Creativity: A Quantitative Review, “Creativity Research Journal” 2007, vol. 19, issue 1, pp. 69–90; S. G. Isaken, G. Ekvall,
Managing for Innovation: The Two Faces of Tension in Creative Climates, “Creativity and Innovation
Management” 2010, vol. 19, issue 2, pp. 73–88.
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of the classical concept by Ekvall15. According to the aforementioned classification
an innovative climate includes the following variables: commitment, shared view,
freedom, idea-support, risk-taking and positive relationship16.

3. Positive Relationships at Work and Their Role
for Innovations
Relationships and bonds are the building material of every organization. In the
contemporary world, due to the increasing interrelatedness among employees, work,
tasks and organizational roles are much more determined by social relationships
than at any time before. This observation provides the foundation for the relational
perspective17, which assumes that human work is embedded in the sphere of interactions between the members of an organization. As a consequence, interpersonal
relationships become more significant than the individual competencies of employees18.
Positive relationships at work are the category of relationships of paramount
importance. Their role in organizations is an issue of growing interest among
researchers19, and particularly among the proponents of the Positive Organizational
Scholarship concept20.
Positive relationships at work are the object of inquiry from the perspective of
various scientific disciplines (including psychology, sociology and management).
They are studied at different ontological levels (individual, team, organizational levels). Therefore, there is a lack of consensus among researchers and one commonly
accepted definition21. The definitions of positive relationships at work found in the
15 G. Ekvall, Climate, Structure and Innovativeness of Organizations: A Theoretical Framework and
an Experiment (Report 1), The Swedish Council for Management and Work Life Issues, Stockholm 1983.
16 U. Übius, R. Alas, T. Elenurm, Impact of Innovation Climate on Individual and Organisational Level
Factors in Asia and Europe, “Journal of Business Economics and Management” 2013, vol. 14, issue 1, p. 9.
17 A. R. Grant, S. K. Parker, Redesigning Work Design Theories: The Rise of Relational and Proactive
Perspectives, “Academy of Management Annals” 2009, vol. 3, issue 1, pp. 317–375.
18 H. Bradbury, B. M. B. Lichtenstein, Relationality in Organizational Research: Exploring The Space
Between, “Organization Science” 2000, vol. 11, issue 5, pp. 551–564.
19 Exploring Positive Relationships at Work: Building a Theoretical and Research Foundation, eds.
J. E. Dutton, B. R. Ragins, Lawrence Erlbaum, Mahwah 2007; Personal Relationships. The Effect on Employee
Attitudes, Behavior, and Well-being, eds. L. Turner de Tormes Eby, T. D. Allen, Routledge, New York 2012.
20 Positive Organizational Scholarship: Foundation of a New Discipline, eds. K. S. Cameron, J. E. Dutton,
R. E Quinn, Berrett-Koehler Publishers, San Francisco 2003; The Oxford Handbook of Positive Organizational Scholarship, eds. K. S. Cameron, G. M. Spreitzer, Oxford University Press, New York 2012.
21 B. R. Ragins, J. E. Dutton, Positive Relationships at Work: An Introduction and Invitation, in: Exploring Positive Relationships at Work: Building a Theoretical and Research Foundation, eds. J. E. Dutton,
B. R. Ragins, Lawrence Erlbaum, Mahwah 2007, p. 8.
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literature take into account the states and processes of such relationships as well as
their quality and effects. Roberts describes positive relationships at work as relationships characterized by real feelings of connections and reciprocity22. Stephens, Heaphy
and Dutton identify high-quality connections, which are short-term interactions
in dyads, defining them as a subjective experience of vitality and aliveness, positive
regard, mutuality and positive physiological responses23. From the point of view of
their outcomes, positive relationships are defined as a factor conducive to motivating
employees to engage in work24.
Positive relationships at work are considered to be an important antecedent of
numerous positive organizational effects both for individual employees and the whole
organization. Individual effects include among others: the increase of processing
speed and working memory performance, salutary effects on individual cardiovascular, neuroendocrine and immune systems, or enhancement and enrichment of
self-identity25. With regards to work team effects, positive relationships contribute
to strengthening the feeling of safety, mutual trust and experiential learning from
failures26. Furthermore, employees having positive relationships with their co-workers
more willingly engage in helping others27. As relationships at work are important for
the meaningfulness of work28, they shape various intra-organizational processes such
as: a decision making process and internal communication29.
From the point of view of the paper, the role of positive relationships at work
for the innovativeness of an organization is the issue of paramount interest. The
research shows that positive relationships at work have a positive influence on the
22 L. M. Roberts, From Proving to Becoming: How Positive Relationships Create a Context for Selfdiscovery and Self-actualization, in: Exploring Positive Relationships at Work: Building a Theoretical and
Research Foundation, eds. J. E. Dutton, B. R. Ragins, Lawrence Erlbaum, Mahwah 2007, p. 31.
23 J. P. Stephens, E. Heaphy, J. E. Dutton, High-quality Connections, in: The Oxford Handbook of Positive Organizational Scholarship, eds. K. S. Cameron, G. M. Spreitzer, Oxford University Press, New York
2012, pp. 386.
24 W. A. Kahn, Psychological Conditions of Personal Engagement and Disengagement at Work, “Academy
of Management Journal” 1990, vol. 33, issue 4, pp. 692–724.
25 J. P. Stephens, E. Heaphy, J. E. Dutton, op.cit., p. 387.
26 A. Carmeli, D. Brueller, J. E. Dutton, Learning Behaviours in the Workplace: The Role of High-quality
Interpersonal Relationships and Psychological Safety, “Systems Research and Behavioral Science” 2009,
vol. 26, issue 1, pp. 81–98.
27 D. S. Chiaburu, D. A. Harrison, Do Peers Make the Place? Conceptual Synthesis and Meta-Analysis
of Co-Worker Effects on Perceptions, Attitudes, OCBs, and Performance, “Journal of Applied Psychology”
2008, vol. 93, issue 5, pp. 1082–1104.
28 P. J. Makin, C. L. Cooper, Ch. J. Cox, Organizations and Psychological Contract, The British Psychological Society, Leicester 1996.
29 K. E. Kram, L. A. Isabella, Mentoring Alternatives: The Role of Peer Relationships in Career Development, “Academy of Management Journal” 1985, vol. 28, issue 1, pp. 110–132; W. K. Rawlins, Friendship
Matters: Communication, Dialectics, and the Life Course, Aldine de Gruyter, Hawthorne 1992.
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effectiveness of knowledge management through increasing employee willingness
to learn and experiment30 as well as to share knowledge31. Due to positive relationships,
people are more open for individual development, learn from each other, discover
their strengths and competencies and they are more prone to acquire new skills and
engage in new activities32.
Positive relationships at work foster the exchange of critical opinions. People
show more willingness to accept justified criticism, failures or feedback perceiving
them as an opportunity for learning and self-development. There are some reports
which indicate the influence of positive social relationships on individual creativity33.
Positive relationships at work are also the source of positive energy experienced
by the members of an organization34, which encourages them to contribute to the
innovative processes.

4. Method of Study
4.1. Procedure and Respondents
Data used for analysis were collected under the umbrella of the research project
entitled Innovation among people: The analysis of the innovations creation and implementation in companies and social economy enterprises operating in Poland. The project
was sponsored by a Polish National Science Centre grant based on decision number
DEC-2013/11/B/HS4/00691. The CATI (Computer Assisted Telephone Interview)
technique was applied to collect data analysed in the paper. The survey was conducted
in October 2014. The research sample included 200 companies selected from the
rankings ‘Gazeta Biznesu’ published by Bonnier Business (Poland) and ‘Deloitte
Technology Fast 50 in Central Europe’. We assume that companies included in the
aforementioned ranking lists have achieved their positions by creating innovations. The
companies under the study represented various types of business activity: commerce
30 M. N. Davidson, E. H. James, The Engines of Positive Relationships Across Difference: Conflict and
Learning, in: Exploring Positive Relationships at Work: Building a Theoretical and Research Foundation,
eds. J. E. Dutton, B. R. Ragins, Lawrence Erlbaum, Mahwah 2007, pp. 137–158.
31 H. Ibarra, Personal Networks of Women and Minorities in Management: A Conceptual Framework,
“Academy of Management Review” 1993, vol. 18, issue 1, pp. 56–87.
32 L. M. Roberts, op.cit.
33 M. F. Muñoz-Doyague, M. Nieto, Individual Creativity Performance and the Quality of Interpersonal
Relationships, “Industrial Management & Data Systems” 2012, vol. 112, issue 1, pp. 125–145.
34 R. W. Quinn, Energizing Others in Work Connections, in: Exploring Positive Relationships at Work:
Building a Theoretical and Research Foundation, eds. J. E. Dutton, B. R. Ragins, Lawrence Erlbaum, Mahwah
2007, pp. 73–90.
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(98 entities), industry (76 entities), services (57 entities), construction (29), IT (6),
transportation (6), agriculture (9), energy and publishing (3 each). The majority of
the companies declared that they operated on the domestic market (46.5%). The
other categories were companies focused on the EU market (32.5%) and the global
market (13.5%). Only 7.5% of the companies reported that they operated on the
local market. The respondents were the members of teams responsible for creating
innovations. Among the informants, there were: HR managers (35.5%), marketing
managers (16.5%), branch specialists (14%), other managers (13.5%), directors (4.5%),
board members (6.5%), and project specialists (7.5%).

4.2. Measures
The questionnaire consisted of several parts, of which two are significant for this
paper: the assessment of interpersonal relationships in teams creating innovations
and the assessment of the need to create specific types of innovations. Due to the
variety of definitions of positive relationships at work and the fact that the studies
of such relationships are a very recent research activity, there are no commonly
accepted measurement scales of this organizational phenomenon. Therefore, the
questionnaire consisted of items designed purposely for this study. The questions
were based on the dimensions of positive relationships at work described in the literature35. The reliability of the measurement scale designed for the study was tested
by the Cronbach alpha coefficient (α=.81). In order to assess the need of innovations,
we used the typology which combined the Oslo methodology and the typologies of
social innovations. The reliability of scale is at the level of α=.70. In the questionnaire
survey, the respondents provided their assessment of variables in the scale from 0%
(“totally disagree”) to 100% (“totally agree”).

5. Results
We applied the factor analysis of the variables describing relationships in teams
working on innovations in the companies under the study. The results of the analysis
are provided in Table 1.
Factor 1 is consistent with the described dimensions of positive relationships
at work including the freedom of expressing emotions and intimacy manifested
in employee openness to talk about their personal issues. Therefore, we label Factor 1
35

Personal Relationships…, op.cit.
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as “the positivity of relationships at work”. Factor 2 shows more ambiguity. We assume
that the variables which constitute this factor are the manifestations of “emotional
distance” among team members, which is proposed as the label for Factor 2.
Table 1. Factor Analysis of the Variable Describing Relationships in Working Teams
Variable

Factor 1

Employees are not afraid to express negative emotions

.928

Employees are not afraid to express their critical opinions

.802

Employees talk about their personal issues

.781

The supervisor demonstrates interest in an employee’s personal issues

.707

Employees are willing to socialize with each other after work

.682

The supervisor socializes with subordinates

.656

Employees help each other in the task performance

.629

Factor 2

The occurrence of rivalry among employees leads to destructive effects

.839

Emotional distance reflecting the hierarchy is large

.817

Proposed innovations face resistance from other team members

.768

Employees perform only tasks that are required, nothing more

.545

The team is diversified (incl. age, education, gender, etc.)

.397

Source: own study.

In the next step of the analysis we applied the Ward Method of hierarchical
clustering. The Ward Method is one of agglomerative clustering methods which
applies variance analysis in order to assess the distance between observation. We used
hierarchical clustering to categorize teams according to the criteria of the positivity
of relationships within a team and emotional distance (Chart 1).
As presented in Chart 1, within the research sample there are three categories of
teams engaged in creating innovations. Two of them (Groups 2 and 3) are characterized
by low emotional distance but they are differentiated by the intensiveness of positive
relationships among employees. The last category (Group 1) represents a higher level
of emotional distance than two other categories. However, more interesting is, this
category encompasses both teams of positive relationships and those where the positivity of relationships is much lower. In spite of this discrepancy, the teams included
into Group 1 show a statistical similarity taking into account the analysed variables.
In order to identify specific differences among the identified categories of innovative
teams, we calculated mean values for the variables describing positive relationships
within teams and emotional distance (Table 2). Moreover, we analysed the opinions
of informants concerning the need to create various types of innovations (Table 3).
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Chart 1. Clustering of Innovative Teams According to the Criteria of Positivity
of Relationships within a Team and Emotional Distance

Source: own study.

Table 2. Variables Manifesting Relationships within Innovative Teams – Key
Differentiators of the Categories of Innovative Teams (* p<.01)
Variables

Mean Values for Categories of
Innovative Teams
1

2

3

There is a person in the team who cares about a positive atmosphere at work

7.21

8.53*

7.57

There is a person in the team who initiates activities

5.68

6.32

4.65*

The supervisor socializes with subordinates

6.13

8.14*

6.02

The supervisor demonstrates interest in employee’s personal issues

5.49*

7.47*

5.03*

Employees are not afraid to express their critical opinions

6.00*

8.13*

5.49*

Employees are willing to socialize with each other after work

6.18

7.66*

5.98

Employees talk about their personal issues

6.00*

7.54*

5.22*

Employees are not afraid to express negative emotions

5.87*

8.19*

5.27*
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Variables

Mean Values for Categories of
Innovative Teams
1

2

3

Employees help each other in the task performance

7.06

8.56*

7.11

Employees perform only tasks that are required, nothing more

4.35*

1.32*

2.91*

Emotional distance reflecting the hierarchy is large

4.22*

0.86*

1.51*

The occurrence of rivalry among employees leads to destructive effects

3.01*

0.84*

0.91

Proposed innovations face resistance from other team members

3.91*

0.68*

1.25*

Source: own study.

Table 3. Assessment of Recognizing the Need to Create Various Types of Innovations
(* p<.01)
Variables: Recognizing the Need of the Following Types of Innovations

Mean Values for Categories of
Innovative Teams
1

Changes aimed at a work-life balance

6.10*

2

3

5.11

5.31

Pro-social changes (1%, voluntary activities)

3.24*

2.38

1.93*

Changes in intra-organizational and external communication

6.03

5.62

5.69

Implementation of solutions related to the organization of work or time of work

6.78

7.67*

6.81

Implementation of activities oriented to personal and professional development
of employees

6.01

6.72

5.94

Implementation of solutions improving OH&S conditions

7.44*

8.10

8.08

Implementation of solutions improving employee’s social conditions

6.52*

7.08

7.05

Organizational changes (e.g. change of the organizational structure,
outsourcing)

6.59*

7.45

7.25

Product changes

8.18*

8.95

8.94

Market changes (e.g. entering a new market segment)

7.82

7.89

8.40*

Marketing changes

8.03*

8.47

8.66

Technological changes (e.g. invention patenting)

8.19*

8.71

8.75

Strategic changes (e.g. establishing a strategic alliance, finding an investor)

6.96*

8.06*

8.20

Source: own study.

Taking into account data analysed in Tables 2 and 3, the following characteristics
of an innovative team can be provided:
Group 1 is a category encompassing both the teams of positive relationships
among their members and those where the positivity of relationships is much lower.
The distinctive characteristics of this category of innovative teams are: the large
level of power distance, stronger rivalry among employees leading to destructive
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outcomes and passivity of employees who perform only tasks that are required.
Moreover, innovations proposed by the teams included into this category more often
face resistance from other teams. When compared with Groups 2 and 3, innovative
teams clustered in Group 1 are generally less oriented to innovations. Nevertheless,
more than other teams, they recognize the need of innovations supporting work-life
balance, implementation of pro-social activities (related to solving social problems),
and improving internal and external communication. We suppose that appreciating
the aforementioned types of innovations may be motivated by the feeling of alienation
(work-life balance and communication problems) among the members of innovative
teams included into Group 1. Therefore, we label this category of innovative teams
as “hierarchized labourers”.
Group 2 includes innovative teams which are characterized by positive relationships among employees. Their manifestations are: demonstrating interest in each
other, sincere communication, willingness to spend time with co-workers and helping
each other to perform job duties. We may assume that the division of roles within the
teams ensures their effectiveness. Both an individual initiating activities and a person
nurturing a positive atmosphere can be easily identified. The power distance is very
small, and employees engage in activities going beyond their job descriptions. With
regards to attitude towards innovations, this category of innovative teams declares
the need of organizational innovations, changes which improve working conditions
and support, both professional and personal development of employees as well as
product innovations. We label this category of innovative teams as “organization-supporting team players”.
Group 3 consists of teams which probably lack clear leadership. Such an assumption is supported by the low assessment of the variable related to a having within
a team a person who initiates activities. The variable describing positive relationships
within teams also received lower scores. Therefore, we may assume that such teams
consist of experts preferring individualism rather than team work. This category of
innovative teams is oriented to the classical types of innovations i.e. technological,
market, marketing or strategic innovations. We label this category of innovative
teams as “pro-developmental individualists”.
As already mentioned, the respondents represented various types of functional
branches and various levels of organizational hierarchy. An interesting point is that
none of the categories of innovative teams identified above was dominated by one
type of informant.
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6. Conclusion
This paper aimed at identifying the links between positive relationships at work
and employee attitudes to creating innovations. The study of categorized innovative
teams confirms that such a relationship exists although it is not unambiguous. This
relationship is influenced by emotional distance linked to hierarchy and the power
distance within teams. Teams characterized by positive relationships at work and
low emotional distance are oriented to creating innovations improving intra-organizational processes and working conditions. Low emotional distance but less
positive relationships among employees results in the orientation of innovative
teams towards creating the classical types of innovations (technological, marketing,
market innovations). The least striving for innovations are teams of a high level of
emotional distance. This observation is valid regardless of whether relationships
among individual employees are positive or not.
The aforementioned studies do not include the analysis of cause-effect relationships
between the variables. Nevertheless, we assume that positive relationships within
innovative teams influence the attitudes of their members towards creating innovations. In fact, such a relationship may be like an upward spiral, where the increase
of one item e.g. positive relationships results in a stronger focus on innovations (e.g.
pro-organizational innovations) which strengthens the positivity of relationships
among employees. The aforementioned mechanisms will be the object of further
ethnographic studies. We hope that the qualitative research will supplement the
findings from quantitative analyses and will enable us to explain these questions.
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A bstract
The aim of this paper is to indicate the competitive processes on foreign markets and
define the essence and position of the intelligent enterprise. The premises of competitiveness were indicated as the basis of deliberations, while subsequently the significance
of knowledge in enterprises was indicated which in terms of their strategies are aimed at
the achievement of the status of intelligent enterprises. Furthermore, a statistical analysis
of the functioning of enterprises on foreign markets has been carried out in the context
of the activities of enterprises in the direction of increasing the level of competitiveness,
barriers to activities and the forms of safeguarding against currency rate risk, while also
forms of supporting the activities of enterprises on the part of banks. With this aim in mind,
elements of mathematical statistics were applied, as well as an analysis of co-dependencies.
Keywords: competitiveness, international markets, enterprise

S treszczenie
Celem artykułu jest wskazanie na procesy konkurencyjne na rynkach zagranicznych
oraz określenie istoty i pozycji przedsiębiorstwa inteligentnego. W podstawach rozważań
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wskazano na przesłanki konkurencyjności a następnie podkreślono znaczenie wiedzy
w przedsiębiorstwach zmierzających w swej strategii do osiągnięcia statusu inteligentnego
przedsiębiorstwa. Ponadto przeprowadzono statystyczną analizę funkcjonowania przedsiębiorstw na rynkach zagranicznych w kontekście działań przedsiębiorstw w kierunku
zwiększenia konkurencyjności, barier działalności i form zabezpieczenia ryzyka kursowego, form wsparcia działań przedsiębiorstw ze strony banków. W tym celu zastosowano
elementy statystyki matematycznej oraz analizę współzależności.

1. Introduction
The processes of the functioning of enterprises in conditions of the global economy
determine the new competitive challenges. Enterprises while taking into account the
premises of competitiveness are in search of new markets and take action aimed at
maintaining their positions on the markets that are already in place. Expansion on
the markets may relate to both a domestic and foreign scale. Generally speaking, it is
necessary to emphasize the fact that competing on foreign markets requires greater
skills from enterprises, particularly in the sphere of innovations and knowledge.
Competences, innovativeness and entrepreneurship are thus activities that lead
to the formation of intelligent enterprises. In enterprises that function on foreign
markets, the following aspects were evaluated: activities involving the enhancement
of competitiveness, barriers to activities and forms of safeguarding against exchange
rate risk, while also activities of enterprises on the part of banks.

2. P
 remises of the Competitiveness of Enterprises
on Markets
The activities of enterprises in the market economy involve the systematic processes of competition. Their scope, nature and premise indicate significant differentiation. The aforesaid facts have an impact on the necessity of carrying out change,
whilst also encouraging the functioning of enterprises with the aim of increasing
competitiveness on the markets.
The basis of the development of enterprises geared towards growth in terms of
competitiveness encompasses three fundamental premises as follows1:
1

T. G. Cummings, Ch. G. Worley, Organization Development and Change, USA, 1997, p. 4.
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–– globalization of markets and the creation of international enterprises,
–– information technologies which alter the activities of enterprises,
–– management of innovations that remain in direct ties with globalization and
information technologies.
In the area of changes currently taking place in the national economy, it is necessary to distinguish the following2:
–– preparation of a new model in the sphere of the competitiveness of enterprises,
–– based on the knowledge society and creation of an intelligent enterprise,
–– expansion of cooperation between enterprises, particularly international ones
in terms of their competitiveness,
–– development of information technologies that are implemented in enterprises,
which have an impact on their competitiveness.
By adopting the assumption that the competitive position is influenced by a multitude of varying factors, it is essential to indicate the types at hand. The groups of
these factors first and foremost include the following: knowledge, information, as
well as the intellectual capital of enterprises3.
The problem of global competitiveness may also be perceived in the context of
the product of the enterprises in question. A competitive product is deemed to be
one that is characterized by the following: high quality, a rational price, short delivery
times, while also ease of use4.
A competitive product is the result of the realization of change in the processes
of manufacturing in enterprises as the consequence of research and development
activities in colleges.
One particular type of such activities is that of academic entrepreneurship that
creates the competitive advantage of enterprises. At the source of this advantage the
scientific potential of colleges is to be found, as well as the knowledge of students
and the mechanisms motivating the development of economic activities5.
It is claimed that meeting the challenges of the global economy requires significant
reorientation of business activities on the part of enterprises, including changes to the
2 Trendy rozwojowe inteligentnych organizacji w globalnej gospodarce, Ekspertyza EMAR Research
Marketing, S. Łobejko, PARP, Warszawa 2009, p. 8.
3 Trendy rozwojowe inteligentnych organizacji w globalnej gospodarce, Ekspertyza EMAR Research
Marketing, S. Łobejko, PARP, Kapitał Ludzki NSS, Warszawa 2009, p. 7.
4 P. Niewiadomski, B. Nogalski, Kryteria konkurencyjności wyrobów w elastycznej organizacji
– perspektywa wytwórcy, in: Nowe kierunki w zarządzaniu przedsiębiorstwem – wiodące orientacje, eds.
J. Lichtarski, S. Nowosielski, G. Osbert-Pociecha, E. Tabaszewska-Zajbert, ”Prace Naukowe”, no. 340,
Wydawnictwo Uniwersytetu Ekonomicznego we Wrocławiu, Wrocław 2014, p. 59.
5 M. Daroń, A. Wójcik-Mazur, Przedsiębiorczość akademicka – uwarunkowania i implikacje, “Organizacja i Zarządzanie, Kwartalnik Naukowy”, no. 2 (26), Wydawnictwo Politechniki Śląskiej, Gliwice
2014, p. 43.
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strategies of activities, which in turn gives rise to the need to implement changes
of a radical nature6. The justification of implementing changes in enterprises is the
result of the mechanisms of competitiveness on the markets.

3. Intelligent Enterprises and Innovations
Undertaking deliberations in the sphere of intelligent enterprises requires taking
into account a multitude of varying premises that are aimed at creating such a defined
economic unit. At the basis of the analysis of the notion of intelligent enterprises,
innovations, knowledge, as well as the skill of availing of such are all of key significance in the processes of the functioning and development of business units. The
potential of knowledge and innovations, the level of intellectual capital, tangible
resources, while especially intangible resources7 are the fundamental set of premises
for the creation of intelligent enterprises.
The need to define intelligent enterprises requires the utilization of metrology
in the sphere of gauging and evaluating value8 created by the applications of business
models. It would seem that the model based on the innovations of knowledge, utilization of global resources with a preference for an individual approach to a client
indicates a relational result, which is that of innovative value9. The afore-mentioned
category should be acknowledged to be one of the most important features of intelligent enterprises.
M. Romanowska in emphasizing the significance of innovations stated that the
growth in activity is possible, mainly through the more professional management
of projects and by way of better cooperation in clusters, networks and alliances10.
In terms of innovativeness, it is necessary to search for a direct transition to the
category of an intelligent enterprise. The hitherto relatively low level of innovativeness
with regard to Polish enterprises should be supported by cooperation between science
and the economy by means of implementing the Operational Programme of Intelligent
6 R. Borowiecki, A. Jaki, Restrukturyzacja – od transformacji do globalizacji, “Przegląd Organizacji”
2015, no. 9, p. 7.
7 M. Rzemieniak, Zarządzanie niematerialnymi wartościami przedsiębiorstw, Dom Organizatora,
TNOiK, Toruń 2013, pp. 10, 11.
8 W. Dyduch, M. Bratnicki, Tworzenie i przechwytywanie wartości w organizacjach współdziałających
w sieci, ”Prace Naukowe WWSZiP”, no. 32; Zarządzanie strategiczne. Strategie sieci i przedsiębiorstw w sieci,
ed. R. Krupski, Wałbrzych 2015, p. 88.
9 J. Brzóska, D. Jelonek, Koncepcja pomiaru wartości tworzonej przez aplikację modeli biznesu.
Podstawy teoretyczne i studium przypadku, ”Przegląd Organizacji” 2015, no. 9, p. 51.
10 M. Romanowska, Innowacyjne przedsiębiorstwo w nieinnowacyjnej gospodarce, ”Przegląd Organizacji” 2015, no. 8, p. 8.
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Development11. Likewise, there is also a recommendation of the transformative role
of the techniques in terms of the development and strategies of contemporary enterprises. The complexity of the technical processes constitutes the derivative creativity
of innovative undertakings in the strategies of enterprises12. Acknowledgement of
the role of the new paradigms of innovation directly translates into the technical
resources at hand13 and the manner of their utilization in an intelligent enterprise.
It is possible to indicate that the science of organization and management in the
fundamental areas of interest are concentrated in research relating to the utilization
of emotional intelligence in the business practices of enterprises. Likewise, works also
exist which relate to strategic intelligence. The scope of these works is determined by
the responses to the research questions with relation to the following:
–– the essence of strategic intelligence,
–– the essence of strategic thinking,
–– the role of strategic intelligence in other concepts of the functioning of enterprises.
There is also an indication of the capacity of the process of optimization in terms
of the utilization of the resources of enterprises with the aim of ensuring competitive
advantage14. This effect has been acknowledged to be the result of strategic intelligence.
The variety of effects first and foremost refer to the hybrid strategies of enterprises15,
which facilitate the indication of the set of differentiated forms of scopes of activities
and the creation of concepts identified with an intelligent enterprise.
In innovative processes, there is an indication of the management of innovations
in enterprises16. The basis of the management of innovations contains constancy, whilst
also regularity of these type of processes every day, as well as the creation of new
solutions that are better than the alternatives. Nevertheless, it is essential to provide
assistance for those that are undertaking the implementation of change in management in the 21st century, including the sphere of radical innovations17. Changes,
especially such innovations that illustrate the nature of innovations, determine the
activities of intelligent enterprises.
11 K. Poznańska, Sieci współpracy a innowacyjność przedsiębiorstw, in: Granice strukturalnej złożoności
organizacji, eds. A. Sopińska, S. Gregorczyk, Oficyna Wydawnicza SGH, Warszawa 2014, p. 159.
12 G. G. Dess, A. Miller, Strategic Management, USA 1993, p. 202.
13 J. Wiśniewska, O potrzebie zmiany w podejściu do zasobów technicznych w przedsiębiorstwie,
”Przegląd Organizacji” 2015, no. 9, p. 59.
14 J. Rybicki, Inteligencja strategiczna w myśleniu sieciowym, ”Prace Naukowe WWSzZiP”, no. 32;
Zarządzanie strategiczne. Strategie sieci i przedsiębiorstw w sieci, ed. R. Krupsk, pp. 345, 359.
15 A. Sopińska, Kierunki i metody badań orientacji zasobowej w utworzeniu strategii, in: Metody badań
problemów zarządzania strategicznego, ed. R. Krupski, ”Prace Naukowe WWSzZiP” 2012, p. 105.
16 I. Krawczyk-Sokołowska, Innowacyjność przedsiębiorstw i jej regionalne uwarunkowania, Politechnika Częstochowska, Częstochowa 2012, pp. 15, 17.
17 G. Hamel, B. Breen, The Future of Management, USA 2007, p. 41.
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R. Krupski in presenting his own model of organization on the verge of chaos,
emphasized the significance of conceptual limits and variety. In such concepts, an
attempt was made to adapt non-standard solutions in the sphere of increasing the
level of effectiveness of an organization. Likewise, the author at hand has indicated
solutions that are similar to the optimal ones in the given conditions18. Hence, it is
possible to adopt the assumption that as a result of growth in the level of the effectiveness of an organization, the subsequent form of organized action would approach
that of the form of an intelligent enterprise.
Similar forms of deliberation are undertaken by Sz. Cyfert and K. Krzakiewicz.
The authors in question refer to the necessity of having limits by way of organizations.
In their view, the aforesaid limits do not need to be characterized by durability and
immutability, but should be subject to the process of systematic transformation.
Activities associated with designating the limits should be geared towards achieving
the aims of the organization that are defined as optimal19. The aforesaid direction of
change leads to the formation of intelligent enterprises.
The contiguous nature of interdependence occurs in the processes of knowledge
management20. For the purpose of their evaluation, indicators of the effectiveness of
the processes are created in the perspective of knowledge management. Aims that
are set in accordance with the indicators of the evaluation of the effectiveness of the
processes are of great significance21.
Likewise, it is also emphasized that a high demand for knowledge is prevalent
in the sphere of competing on the global markets22. Knowledge and innovations are
the basis for the creation of the intelligent enterprise.

18 R. Krupski, Granica chaosu i tradycyjnego porządku, in: Granice strukturalnej złożoności organizacji,
eds. A. Sopińska, S. Gregorczyk, Oficyna Wydawnicza SGH, Warszawa 2014, p. 24.
19 Sz. Cyfert, K. Krzakiewicz, Granice w świecie sieciowych i wirtualnych organizacji, in: Granice
strukturalnej złożoności organizacji, eds. A. Sopińska, S. Gregorczyk, Oficyna Wydawnicza SGH, Warszawa
2014, p. 57, 58.
20 R. S. Kaplan, D. P. Norton, The Execution Premium. Linking Strategy to Operations for Competitive
Advantage, USA 2008, pp. 104, 105.
21 A. Bitkowska, Rola mierników efektywności procesów w perspektywie zarządzania wiedzą, ”Przegląd
Organizacji” 2015, no. 8, pp. 22–23.
22 S. Olko, Problemy zarządzania wiedzą w sieciach i klastrach w przemysłach kreatywnych, in: Wiedza
w przedsiębiorczości – aspekty technologiczne, organizacyjne i społeczne, eds. I. Pawełoszek, C. Stępniak,
Politechnika Częstochowska, Częstochowa 2015, p. 194.
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4. Competitiveness on Foreign Markets in the Context
of the Functioning of Intelligent Enterprises
The premises of the competitiveness of enterprises on markets, as well as the
category of intelligent enterprises presented has become the basis for empirical
research. The subject matter of research was that of enterprises functioning on the
foreign markets. The assumption was accepted that the functioning of enterprises on
foreign markets is the confirmation of their high competitive position.23 The application of radical innovations, as well as the appropriate utilization of knowledge and
resources aimed at the categorization of economic units as intelligent enterprises. The
aim of illustrating the intelligent features of enterprises required the analysis of the
competitiveness of enterprises operating on the foreign markets. The analysis was
executed on the following groups of data with relation to the following24:
1. activities of enterprises in the direction of increasing the level of competitiveness,
2. barriers to activities and the forms of safeguarding against the exchange rate risk,
3. forms of supporting the activities of enterprises on the part of banks.
With relation to the indicated areas of research, analysis has been carried out on
the interdependence between the variables defining these areas and the association
with enterprises to be found in groups that are defined in terms of the magnitude of
the business, geographical dispersal of activities, as well as the level of development of
the competing enterprises. Hence, the aim of the research was to evaluate the nature
of enterprises with particular focus on the intelligent economic units. The following
set of variables and variants have been distinguished:
1. the magnitude of enterprises: large, medium-scale, small scale,
2. the geographical dispersal of the activities of enterprises: international corporations, enterprises operating locally,
3. the level of development of competing enterprises: entities competing with modern enterprises, entities competing with traditional enterprises,
4. the activities of enterprises geared towards increasing the level of competitiveness: increasing the number of clients, maintaining the existing clients without
acquiring new ones, concentration on the most profitable clients while resigning
from or restricting the number of clients that are less attractive with regard to the
profit margin, activities that are almost unspecified,
23 S. Brzeziński, Outsourcing Idea in Contemporary Management, VSB Technical University of Ostrava,
Ostrava 2015, pp. 25–28.
24 Data utilized in the analysis is derived from the following report: ”How to Compete on Foreign
Markets” research by Kronenberg Foundation of Citi Handlowy, Millward Brown, August 2015.
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5. the barriers to activities of international enterprises: the high level of competition
abroad/foreign markets, tax barriers/barriers of customs policies, bureaucracy/formal and legislative barriers, fluctuations in exchange rates, social/cultural/linguistic
barriers, lack of capital,
6. the forms of safeguarding against exchange rate risk: availing of foreign currency
options, restricting contracts with countries of large fluctuations in domestic
currency, acceleration of, or restriction of the deadline of payment in risky situations, availing of forwards,
7. the forms of supporting the activities of enterprises on the part of banks: credit
loans for new investments, convenient possibilities of exchanging currency,
products minimizing the currency risk, technological solutions enabling the
effective management of solvency, advisory services while running international
cooperation, lack of any support.
The set of variables and their variants presented may constitute their distinction on the markets of intelligent enterprises also. Such a distinction is possible on
the grounds of the assessment of the level of competition between traditional and
modern enterprises on foreign markets. Hence, it is important to overcome the
barriers to international activities by means of the appropriate customs policies, as
well as tax policies and currency rates run by the enterprises in question. In order
to acknowledge enterprises as intelligent, the skill of implementing the forms of
support provided by banks is becoming important. Generally speaking, it is possible
to claim that an enterprise is intelligent if it has the afore-mentioned mechanisms
at its disposal and adopts these mechanisms in a skilful manner on the basis of the
knowledge and resources available to it with the aim of improving the competitive
position, particularly on foreign markets.
Moreover, it is necessary to highlight the fact that the expansion of activities
beyond domestic markets leads to the possibilities of participating in the global
supply chain, while simultaneously contributing to the acquisition and exchange of
knowledge constituting the fundamental source of competitive advantage. Functioning in a new environment that is the result of the internationalization of enterprises
leads to the emergence of potentially new sources of competitive advantage. In this
context, the analysis of the interdependence between the specified features of enterprises operating on foreign markets and such areas as competitiveness, safeguarding
against the currency risk and support in terms of foreign activities provided by banks
would seem to be justified.
In order to make the research more thorough on the basis of the distinguished
variables, the following correlations have been provided below:
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• Correlation 1: between the level of enterprise development with which business
units compete (modern, traditional) on the foreign market and enterprises
activities in the direction of increasing competitiveness.
• Correlation 2: between the volume of enterprise (large, medium, small) and
barriers of international activities.
• Correlation 3: between the volume of enterprise (large, medium, small) and form
of insuring exchange rate risk.
• Correlation 4: the geographic range of enterprise activity (international companies, local firms) and barriers of international activities.
• Correlation 5: the geographic range of enterprise activity (international companies, local firms) and the form of insuring exchange rate risk.
• Correlation 6: between the volume of an enterprise (large, medium, small) and
the form of bank support.
In the analysis independence of the chi-square test is applied, and the level of
significance equal to 0.05 is assumed. Because research had a character of conjunctive
cafeteria, as a collectivity trial, the number of answers for the given variant of feature
is assumed, not the number of enterprises. In this situation the zero hypnotize is
described in such a way: the number of given answers decomposes proportionally
in the table. It is impossible to claim that searched features are dependable or undependable. The only thing it is possible to claim is that enterprises in the analyzed
groups were eager to respond in a similar way.
On this basis, an attempt to indicate the ties occurring on foreign markets has been
illustrated (Table 1) and a reference made to the features of intelligent enterprises.
Table 1. Results of the Test Analysis on the Independence of the Chi-square
Checked
Correlation

Value of the
Chi-square

Correlation 1

0,0003206

Zero hypothesis should be rejected
in favour of alternative hypothesis

Competing with modern enterprises: 284
Competing with traditional enterprises: 194

Correlation 2

0,0000046

Zero hypothesis should be rejected
in favour of alternative hypothesis

small: 165
medium: 260
Large: 75

Correlation 3

0,0085853

Zero hypothesis should be rejected
in favour of alternative hypothesis

small: 165
medium: 260
Large: 75

Correlation 4

0,1303976

There is no basis to reject zero
hypothesis*

Local firms: 227
International companies: 261

Correlation 5

0,0738659

There is no basis to reject the zero
hypothesis**

Local firms: 227
International companies: 261

Results of the Analysis

Numer of Searched Enterprises
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Checked
Correlation

Value of the
Chi-square

Results of the Analysis

Correlation 6

0,0108266

The zero hypothesis should be rejected
in favour of the alternative hypothesis

Numer of Searched Enterprises
Small 211
Large: 273

* The zero hypothesis should be rejected in favour of the alternative hypothesis with a significance level of 0.2
** The zero hypothesis should be rejected in favour of the alternative hypothesis with a significance level of 0.08
Source: authors’ own calculations.

Nevertheless, the correlations presented illustrate that it is justifiable to indicate
an enterprise as an intelligent one that increases the level of competitiveness, particularly on foreign markets where it becomes enumerated among modern enterprises.
Table 2. Results of the Test Analysis of Two Fractions
Checked
Correlation

Variant of the Feature

Comparison of Fractions in Different Groups of Enterprises
(power of test)
Business units competing with modern enterprises,
business units competing with traditional enterprises

Correlation 1

Increasing number of customers

0,7329

Maintenance of present customers
without gaining new ones

0,7255

Concentraction on the most profitable
customers while limiting less profitable
customers

0,5381

Other actions

Big competition on foreign markets

Correlation 2

Correlation 3

0,8182
Size of enterprise:
small, medium

Size of enterprise:
small, large

Size of enterprise:
medium, large

0,8491

0,9404

0,3099

Tax barriers/customs’ policy barriers

0,9372

0,9310

0,1558

bureaucracy/legal and formal barriers

0,8142

1,0000

0,6726

Differences in exchange rates

0,9146

0,1348

0,3990

Social, cultural and language barriers

0,0675

0,1704

0,1148

Lack of capital

0,2866

0,4967

0,1681

Size of enterprise:
small, medium

Size of enterprise:
small, large

Size of enterprise:
medium, large

Usage of currency options

0,4328

0,3769

0,8760

Limitation of contacts with countries
with large fluctuations in exchange rates

0,3805

0,8981

0,5857

Contracting in national currancy

0,6391

0,8762

0,3236

Accelerating or delaying payment dates
in risky situations

0,0572

0,0760

0,0611

Usage of currency forwards

0,5492

0,0766

0,1951
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Checked
Correlation

Variant of the Feature

Comparison of Fractions in Different Groups of Enterprises
(power of test)
International companies, local firms

Correlation 4

Big competition on foreign markets

0,7241

Tax barriers/customs’ policy barriers

0,1255

biurocracy/legal and formal barriers

0,8652

Differences in exchange rates

0,0608

Social, cultural and language barriers

0,4495

Lack of capital

–
International companies, local firms

Correlation 5

Usage of currency options

0,4876

Limitation of contacts with countries
with large fluctuations in exchange rates

0,1170

Contracting in national currency

0,3457

Accelerating or delaying payment dates
in risky situations

0,6590

Usage of currency forwards

0,0601
Size of the company: large, small

Correlation 6

Credits for new investments

0,4175

Convenient possibilities of currency
exchange

0,7012

Products minimizing exchange rate risk

0,2381

Technological solutions enabling
effective financial liquidity management

0,1247

Advising with starting international
cooperation

0,0597

Lack of suport

0,3906

Source: authors’ own calculations.

The zero hypotheses is rejected in the case of the power of the test is not smaller
than 0.8. In the majority of searched cases there are no bases to reject the zero
hypotheses with a significance level of 0.05, so the percentage of enterprises in groups,
which pointed at a given variant of feature is statistically insignificantly different. The
percentage is different in the case of:
• Level of development of competing enterprise (modern, traditional) and lack of
a precise way of increasing competitiveness.
• Small and medium enterprises and barriers of international cooperation such as:
big competition on foreign markets, tax barriers and customs’ policy barriers,
bureaucracy, legal and formal barriers, differences in exchange rates.
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• Small and large enterprises and barriers of international cooperation such as:
big competition on foreign markets, tax barriers and customs’ policy barriers,
bureaucracy legal and formal barriers, differences in exchange rates.
• Small and large enterprises and form of insuring exchange rate risk, such as
limitation of contacts with countries with large fluctuations in exchange rates,
contracting in national currency.
• Medium and large enterprises and form of insuring exchange rate risk such as:
usage of currency options.
• Geographic range of enterprise activity (international companies, local firms)
and international activity as bureaucracy and legal and formal barriers.
Application of the test for two fractions has shown that, the percentage of
enterprises divided according to certain groups there are no statistically significant
differences in choosing the given variant of the feature describing ways of increasing
competitiveness, barriers of running international activity, forms of insuring exchange
rate risk and forms of bank support in the majority of cases.
To sum up it is possible to claim that enterprises in the researched groups vary
due to the number of chosen possibilities of increasing competitiveness, barriers
of running international activities, forms of insuring exchange rate risk and forms
of bank support but the proportion of indication within this range is similar in the
majority of cases.

5. Summary
The main objective of the paper was to identify the characteristics of enterprise
competitiveness and to use them to assess the interdependence of the competitiveness
and the magnitude of the business, geographical dispersal of activities, as well as the
level of development of the competing enterprises. The discussed enterprises classified
into groups by size, geographical location and the level of development of competing
companies pointed to other barriers of international entrepreneurship and the forms
of currency hedge transaction. The same applies to the ways to enhance the competitiveness of the enterprises where modern companies compete with traditional ones
and for forming the support of businesses whether they be large or small enterprises.
The research carried out indicates that regardless of the type of enterprise defined
by the criteria of magnitude, the market in which an enterprise operates, the level of
development of competing enterprises as a percentage of these enterprises is similar
with regards to the ways of increasing the level of competitiveness, barriers to running
international activities, forms of safeguarding against currency risk and the forms
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of support on the part of banks in the majority of cases. The competitiveness of
enterprises shall certainly be determined by the type of enterprises, but the manner
of attaining this shall be similar for all enterprises in light of the analysis executed,
particularly those operating on foreign markets.
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Wroclaw Agglomeration Attractiveness
as a Source of Competitive Advantage
for Enterprises
A bstract
Investment attractiveness is one of the most important factors affecting the level of development and competitiveness of the various areas on a national and international scale.
Therefore, the aim of this article is to assess the impact of the investment attractiveness
of the Wroclaw area to create a competitive advantage for investors in the light of classic
and new theories. Conducting the first of such comprehensive studies made it possible
to identify the critical factors of the investment attractiveness of the Wroclaw area that
generate the competitive advantage of companies. The most important of these factors
recognized by the investors were: (i) potential and quality of labour resources: engineers
and specialists, (ii) knowledge of foreign languages by residents/workers, (iii) the level of
public safety, (iv) potential and quality of labour resources: managers and (v) labour costs:
engineers and specialists. In addition, the following factors were identified as primary reasons for the location of investments in the Wrocław Agglomeration: (i) the availability of
qualified human resources (engineers) and a variety of academic potential, (ii) the location
advantages, transport accessibility and connectivity, (iii) cost of conducting business with
a particular focus on labour costs. The study confirmed that thanks to the location in the
Wroclaw Agglomeration the investors gain both classic and new kinds of competitive
advantage based on resources. A combination of these components provides a solid basis
for allowing more dynamic growth and gaining a competitive advantage both throughout
the Wroclaw region and by enterprises operating on its territory.
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Keywords: investment attractiveness of the region, the factors of investment attractiveness
of Lower Silesia and the Wrocław Agglomeration, the location of domestic and foreign
investment, foreign direct investment (FDI)

1. Introduction
The Wrocław agglomeration is one of the most dynamically developing Polish
regions, whose advantages have been appreciated by foreign investors for many years.
Many well-known companies have already opened up their centres in the capital of
Lower Silesia e.g. Google, IBM, HP, Nokia Networks or McKinsey&Company. It is
worth noting that the advantages of the region have also become the foundations for
the development and global expansion of well-known Polish companies in recent years.
This means that the internationalization of Wroclaw is developing bi-directionally: on
the one hand, by attracting foreign investors and on the other hand thanks to the rapid
international expansion of Wrocław based companies. However, the continual and
dynamic changes to the economic conditions result in circumstances where achieving
a sustainable competitive advantage both for businesses as well as for regions requires
on-going monitoring and a diagnosis of the tendencies and trends occurring in the
environment of the organization. Under such conditions, information, particularly
that concerning the sources of companies’ success or the region’s attractiveness, is
becoming a more and more significant resource. In contrast, it is important to realize
that the subject literature shows many cognitive gaps in this regard. This shortage
occurs mainly because the few available scientific studies focused mainly on the level
of provinces and were based primarily on public statistical data. Highly noticeable
is the lack of direct surveys of investors whose opinions are particularly valuable for
the further development of the Wrocław Agglomeration as well as the sources of
companies’ competitive advantage. Incomplete, partial knowledge and cognitive gaps,
as well as the new needs, have become an inspiration to embark on comprehensive
studies targeting the Wrocław Agglomeration’s investors.
This publication has been prepared as a part of the Support Programme of the
Partnership between the Higher Education and Science and Business Activity Sector
financed by the City of Wrocław. The article is the effect of the investment attractiveness
research of the Wroclaw agglomeration conducted between 2013–2015. The project
was implemented through a partnership with the consulting company JP Weber
Sp. z o.o. and the Wroclaw Agglomeration Development Agency SA (Agencja Rozwoju
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Aglomeracji Wrocławskiej S. A.). The aim of the article is to analyse and assess the
impact of the investment attractiveness of the Wroclaw agglomeration to create
a competitive advantage of the companies based within its territory. The formulated
conclusions refer to classical and new approaches to creating a competitive advantage.

2. Investment attractiveness and competitive advantage
– the theoretical framework
Investment attractiveness constitutes one of the most significant elements shaping the conditions of business operation. It also impacts the local growth dynamics
as well as the regions competitiveness countrywide and internationally. Investment
attractiveness is most often defined as the ability to encourage investors to execute
their projects in a given area, which are attractive thanks to the best combination
of the location benefits it offers. These stem from the characteristics unique to the
region where the investor’s operation is run and developed1.
If they become the basis for the decision on the location of investment and are
measurable, they are referred as location factors. If they are non-measurable, then
they are called the conditions of the location2. The location related benefits defined as
location factors are therefore significant regarding a given area’s investment attractiveness. The result is that areas characterised by a better, from the investor’s viewpoint,
combination of business operation conditions gain an advantage over other ones taken
into account when seeking investment locations3. From this point of view, we can,
therefore, identify three basic, classic types of competitive advantages of the region4:
1 See: A. Raczyk, S. Dołzbłasz, M. Leśniak-Johann, Analiza atrakcyjności inwestycyjnej regionu
w świetle współczesnych trendów, Urząd Marszałkowski Województwa Dolnośląskiego, Wrocław 2010, t. I,
pp. 6–13; M. Stawicka, L. Kwieciński, M. Wróblewski, Analiza atrakcyjności inwestycyjnej regionu w świetle
współczesnych trendów, Urząd Marszałkowski Województwa Dolnośląskiego, Wrocław 2010, t. II, p. 156;
Atrakcyjność inwestycyjna jako źródło przedsiębiorczych przewag konkurencyjnych, ed. H. Godlewska-Majkowska, Oficyna SGH, Warszawa 2012, pp. 9–15; M. Gorynia, J. Nowak, P. Trąpczyński, R. Wolniak,
Outward FDI of Polish Firms: The Role of Motives, Entry Modes and Location Factors, “Journal for East
European Management Studies” 2015, vol. 20, issue 3, pp. 328–359.
2 H. Godlewska, Lokalizacja w zarządzaniu przedsiębiorstwem, Zeszyty Naukowe Wyższej Szkoły
Menedżerskiej w Warszawie, Warszawa 2005.
3 See: S. Assuncao, R. Forte, A. Teixeria, Location Determinants of FDI: A Literature Review, “FEB
Working Papers” 2011, no. 433, Universidade do Porto, pp. 1–7; B. Blonigen, A Review of the Empirical
Literature on FDI Determinants, “Atlantic Economic Journal” 2005, no. 33, pp. 383–403; A. Bitzenis,
V. Zugic, FDI Motives in the Serbian Manufacturing Sector, “Journal of East-West Business” 2014, no. 20,
pp. 1–24.
4 Atrakcyjność inwestycyjna jako źródło…, op.cit., p. 9 in: L. Grabarski, I. Rutkowski, W. Wrzosek,
Marketing, PWE, Warszawa 2000, pp. 116–133; Strategiczne planowanie marketingowe, ed. A. Styś, PWE,
Warszawa 1999, pp. 136–151.
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–– Cost (price) based,
–– quality based,
–– information based.
The cost advantage is most commonly associated with the relatively low cost of
doing business in a given region (which is influenced by, among others, local tax
rates, available incentives and tax exemptions, the cost of acquiring the factors of
production, media, real estate or investment area prices).
The increased attractiveness of the region may also be a result of a qualitative
advantage, stemming from a unique combination of the investment location impacting
the investor’s satisfaction and being perceived by it as valuable. From this perspective,
the basis for evaluating the attractiveness of the area by the investor is therefore the
widely understood quality of the territorial product and place marketing.
In the context of ongoing globalization, information and knowledge become an
increasingly important source of competitive advantage. In this case, another important
source of a region’s competitive advantage may be the provision of useful information
to the investor, being a basis for related investment decisions. (e.g. through the integration of information from various sources, increasing the transparency of markets,
facilitating access to data, information and analysis or forecasts underlying the investment decision-making). The advantage of information also arises when the available
information can help to build up the region’s positive image as a place to do business.
Investment attractiveness of the Wroclaw agglomeration due to different location factors affect the simultaneous development of all three types of competitive
advantages. Locational factors do not directly determine the size of investments,
but to a large extent determine the likelihood of persuading investors to locate their
investments in the area5. Although the specifics of economic activity result in the fact
that the preferences for locational factors are not identical in all industries6, there
are, however, a set of common factors determining investment attractiveness and
the overall level of investment as well as the level of socio-economic development
of the area7. Generally speaking, some regions are becoming an attractive place for
5 See: A. Mironko, Determinants of FDI Flows Within Emerging Economies, Studies in Economic
Transition, Palgrave Macmillan 2014, pp. 15–30; R. Barcley, The Location of Foreign Direct Investment,
Foreign Direct Investment in Emerging Economies 2000, pp. 29–49; A. Teixeira, M. Dias, The Importance of
Geopolitics in Firms’ International Location Decisions: The Polish Case, “Communist and Post-Communist
Studies” 2013, no. 46, pp. 79–93; A. Bevan, S. Estrin, The Determinants of Foreign Direct Investment Into
European Transition Economies, “Journal of Comparative Economics” 2004, no. 32 pp. 777–787.
6 O. Onaran, E. Stockhammer, The Effect of FDI and Foreign Trade on Wages in the Central and
Eastern European Countries in the Post-transition Era: A Sectoral Analysis for the Manufacturing Industry,
“Structural Change & Economic Dynamics” 2008, vol. 19, no. 1, pp. 66–72.
7 A. Raczyk, S. Dołzbłasz, M. Leśniak-Johann, Analiza atrakcyjności..., op.cit., pp. 13–25.
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investment location and doing business by offering an optimal (from the investor’s
point of view) combination of location factors. These kinds of attractive areas allow the
investors to reduce capital expenditures and ongoing costs while maximizing profits
and contribute to reducing the risk of investment failure8 Against this background,
it is worth considering how the attractiveness and advantages of the Wroclaw region
influence the formation of the competitive advantage of companies. Analysis of the
relationship of these terms requires investigating the sources of various concepts
defining strategic advantage. The literature extensively analyses the sources, factors
and conditions of creating a competitive advantage. Presenting all the concepts would
far exceed the framework provided for this publication. Accordingly, the concepts
presented below are the ones selected from most of the frequently mentioned in the
literature. Overall, from the perspective of the last several dozen they can be divided
into three main concepts of competitive advantage9:
–– Concepts emphasizing the importance of external sources that relate to the particular conditions of the enterprise environment (classical theories),
–– Concepts focusing attention on the internal sources of competitive advantage
inherent directly in the company or in its resources (new approaches),
–– Concepts that combine both external as well as internal sources of competitive
advantage.
The starting point of the traditional concept of the competitiveness of enterprises
was the particular nature of the external environment of the company, and its relations with and towards customers. Giving more priority to external sources including
the possessed market power has led to the neglect of the essence and meaning of
all the internal resources of the company. The fundamental market factors included
in competitiveness were only: cost, quality, diversification, intensive promotion and
market position10.
8 See: M. Geamanu, Analysis of the Evolution of Foreign Direct Investment in the European Union,
Amid the Global Economic Crisis, “Theoretical and Applied Economics” 2015, vol. XXII, no. 2 (603),
pp. 223–236; M. Szałucka, Does Location Really Matter? The Influence of FDI Location on Enterprise
Competitiveness: The Evidence from Polish Enterprises, “Managing Global Transitions” 2015, no. 13 (2),
pp. 125–149; C. Bellak, M. Leibrecht, A. Riedl, Labour Costs and FDI Flows into Central and Eastern
European Countries: A Survey of the Literature and Empirical Evidence, “Structural Change & Economic
Dynamics” 2008, vol. 19, no. 1, pp. 19–31; J. Ignacy, T. Kopyściański, Selection Criteria of Strategic Goals
for Local Government, “Argumenta Oeconomica” 2011, no. 2 (27), pp. 15–36.
9 J. Bednarz, Klasyczne a nowe teorie przewagi konkurencyjnej przedsiębiorstw, in: Problemy współczesnej gospodarki światowej, ed. H. Treder, Prace i Materiały Instytutu Handlu Zagranicznego UG nr 30,
Gdańsk 2011, pp. 112–122.
10 Zarządzanie strategiczne w praktyce polskich przedsiębiorstw, eds. S. Łobejko, Z. Pierścionek, Oficyna Wydawnicza SGH, Warszawa 2011, pp. 17–20; M. E. Porter, Strategia konkurencji. Metody analizy
sektorów i konkurentów, Wydawnictwo MT Biznes, Warszawa 2006, pp. 60–66.
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In today’s market conditions, the search for sources of the competitive advantage of companies using only classical theories has become insufficient. Companies
operating in hyper-realities, a rapidly changing environment and an unpredictable
course of global events on the markets must analyse in detail the quality of resources
and the effectiveness of strategic decisions. For this reason, over several decades,
new concepts of competitive advantage have been developed. One of them is the
resource approach. According to the assumptions of this concept, a company is
believed to build its competitive advantage using the main internal abilities and
predispositions, i.e., resources, and not thanks to the competitive environment.
However achieving success also requires the use of market opportunities, avoiding
risks. Efficient management and implementation of the strategy are also necessary.
Resource approach has evolved and has gradually gained more and more supporters
of the idea that gaining competitive advantage requires not only resources but above
all a company’s core competencies11 are important. They represent a relatively stable
source of competitive advantage when they are hard to follow. Most often these
are the elements associated with intangible values such as brand, patents, unique
skills in management, production or unique location. Thanks to these factors, the
company gains an advantage over other competitors and is able to create products
faster and cheaper ensuring that they meet buyers’ needs and market requirements.
Another attempt to explain the sources and elements of competitive advantage was
the concept of critical capabilities (core capabilities) understood as a set of strategic
business processes that build the value chain12. All of the mentioned aspects are
reflected in the concept of intelligent organization. These organizations should be
able to recognize even the weak the signals from the environment, respond and
adapt to them13. Due to the variability of the environment, smart enterprises must
constantly monitor changes in consumer behaviour, competitive pressure in the
development of society and technology to draw conclusions for their survival and
development. Organizational intelligence embraces both knowledge management and
organizational learning, as it is the application of knowledge management concepts
to a business environment14.
11 C. K. Prahalad, G. Hamel, The Core Competence of the Corporation, “Harvard Business Review”,
May–June 1990, pp. 79–91; C. K. Prahalad, G. Hamel, Competing for the Future, “Harvard Business Review
Press” 1996; C. K. Prahalad, The New Age of Innovation, McGraw-Hill, 2008, pp. 10–37.
12 G. Stalk, P. Evans, L. E. Shulman, Competing on Capabilities: The New Rules of Corporate Strategy,
“Harvard Business Review”, March – April 1992, vol. 70, no. 1, pp. 57–69.
13 J. B., Quinn, The Intelligent Enterprise a New Paradigm, “Academy of Management Executive” 2005,
vol. 19, issue 4, pp. 109–121.
14 J. Liebowitz, Building Organizational Intelligence: A Knowledge Management Primer, CRC Press,
2000, pp. 30–67.
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The previous issues show that modern concepts of competitive advantage refer
to the activities of enterprises in the realities of a turbulent market environment,
technology and competitive environment. They emphasize some aspects of the
creation of a competitive advantage but do not precisely define the concept of
competitive advantage. Quoted approaches represent only a fraction of scientific
achievements in this field. However, they allow the overall presentation of the most
popular concepts of competitive advantage. Because of the preceding factors it is
worth noting that classic and new concepts of competitive advantage should not be
considered as an alternative. All indicated concepts emphasize different aspects and
show the possible sources of competitive advantage. In this respect, they complement each other, and should not be perceived as a definitive solution to the issues
of competitive advantage.

3. Methods
The empirical research was preceded by desk research oriented towards systematizing the knowledge related to investment processes’ planning and execution
to yield the necessary theoretical base. The survey questionnaire has been developed
with the synergy of scientific knowledge and long-term experience of the investment
advisors of JP Weber and the Wrocław Agglomeration Development Agency. The
understanding of the processes taking place in the Wroclaw agglomeration combined
with the scientific approach in partnership with business consultancy experience have
made it possible to develop a survey questionnaire being the crowning achievement
of laborious studies. The survey itself, preceded by a pilot launch of the research tool,
was conducted with a sample of over 100 investors, during the years 2014–2015. By
working closely with the Wroclaw Agglomeration Development Agency (ARAW)
survey questionnaires in Polish and English were distributed to over 120 e-mail
addresses. The respondents’ group was composed of the entire population of the
Wrocław Agglomeration investors, including the biggest international corporations,
Polish companies and smaller investors hailing from different countries. Despite the
high level of difficulty of the research, thanks to the intense effort made, 31 surveys
were completed by both domestic and foreign investors (including IBM, Ernst & Young,
3M, HP, Credit Suisse, Global ECR, McKinsey, Dongseo Display, LG Electronic,
Siemens, Selena, Mondelez, Opera Software). It is the largest-scale study conducted
so far concerning the investment attractiveness of the Wrocław Agglomeration and
the sources of the competitive advantage of businesses.
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The sample (>30) and the feedback volume must be considered to be large and
sufficient to develop analyses and reports15. Due to the strategic character of decisions
related to the investment location and the attractiveness factors, the respondents were
predominantly the companies’ highest managerial echelon, i.e. president/director
or vice-president/deputy director, strategic director or company board. Due to the
specificity of the target group and the respondents’ time constraints, the number of
questions was reduced at the design stage while retaining the comprehensiveness and
usefulness of the information on the critical issues within the scope of the study. Due
to this measures, the survey form included only 10 questions in the part dedicated
to the companies’ basic information, 22 statements in the survey body and two
open-ended questions. The respondents used a 5 grade Likert scale to express the
level of their own judgements’ conformity with the survey statements. The contents
of the survey concerned mainly the factors of the investment attractiveness and key
advantages of the Wrocław Agglomeration. Apart from this, the study attempted
to determine the competitive investment locations in Poland, the Czech Republic,
Slovakia and Germany. In addition, the respondents were asked to indicate the
most important action that should be taken to make the Wrocław Agglomeration
development more dynamic and thus improve the competitive advantages of the
companies operating in the area.

4. Empirical Results and Discussion
The most important factors of investment attractiveness and the sources of
competitive advantage of companies in the light of the empirical research presented
in the following table.
Table 1. The Most Important Factors of Investment Attractiveness and the Sources
of Competitive Advantage of Enterprises
No.

Attractiveness Factor

Average Rating of Importance

1

Potential and the quality of labour resources: engineering staff

4,52

2

Command of foreign languages by the residents/employees

4,38

3

Level of public safety

4,06

4

Potential and the quality of labour resources: executives/managers

4,03

5

Labour cost: engineering staff

4,00

15

E. Babbie, Badania społeczne w praktyce, Wydawnictwo Naukowe PWN, Warszawa 2004, p. 288.
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No.

Attractiveness Factor

Average Rating of Importance

6

transport accessibility and connectivity

3,96

7

Accessibility of technical infrastructure and the costs of utilities

3,94

8

Investor-oriented activities of Wrocław Agglomeration

3,84

Source: own elaboration based on survey results.

The results of the surveys indicate that by far the most important factor concerning the location of investment was the size and the quality of the labour resources
involving engineering staff. The average rating of this factor was 4.52. According
to the respondents, it is precisely the engineering staff that constitutes the basis for
investment activities within the area of the Wrocław Agglomeration. Interestingly,
the command of foreign languages by the residents and employees is also immensely
important for the investment attractiveness. Also, in this case, the average significance
of the factor was rated very high at 4.38. Its great importance should not be surprising,
as the progress of socio-economic globalisation makes the companies surveyed treat
this factor as a requirement constituting the basis for business operation in all sectors
of economy. Against this background, a little more surprising is the high ranking
of public safety level. According to the respondents, this is another factor, which
relevantly defines the level of investment attractiveness. The average importance
rating of this factor was 4.06. Therefore, the investors appreciate the predictability
of the environment, whose element is also social and public safety encompassing
not only the business operation but also leisure activities. Additionally, an important factor determining the investment attractiveness is the size and the quality of
the resources of executives or managers (average 4.03). They constitute an essential
element, in combination with the managerial staff working for the investor, enabling
the business operation outside the investor’s home country. The companies surveyed
indicate that another important element shaping the investment attractiveness are
the labour costs of engineering staff (average of 4.00). It is logical that, even though
the potential and the quality of this staff is important for the investors, they cannot
disregard the employment costs of the staff due to competitive pressure. In the investors’ assessment, five of the above-mentioned location benefits are elements which
determine the investment attractiveness of the Wrocław Agglomeration to the greatest
extent. The respondents also indicate other slightly less valuable assets determining
the investment attractiveness of the region. One of them is the transport accessibility
(an average of 3.96). However, it is worth highlighting how the importance of this
factor is understood by the companies surveyed.
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An in-depth analysis of the surveys shows that the investors less often equate it
with a convenient location, or with the location of the Wrocław Agglomeration in the
vicinity of the main communication routes, or with the availability of motorways,
railways, and logistic terminals. Because of the high rate of Poland’s catching-up
process in the field of infrastructural backlog, these types of conditions are slowly
starting to be perceived as a some sort of standard. On the other hand, the comments provided by the companies surveyed, confirm that due to the fulfilment of
the requirements by the region of Wrocław, currently they are – within the transport
accessibility – increasingly paying attention to communication, the standard of the
transport network, and the quality of public transport already within the area of the
Wrocław Agglomeration itself.
Conducting business operations in another country requires incurring different
costs. It is not surprising then that another factor of the investment attractiveness of
the Wrocław Agglomeration is the accessibility of the widely understood technical
infrastructure as well as the associated costs of utilities (an average of 3.94). The surveys also confirm that, apart from the so-called hard location factors, the soft factors
are relevant as well, for the respondents also place considerable weight on the activity
of the Wrocław Agglomeration in relation to the investors (an average of 3.84). It
is worth noting that in recent years the requirements of investors have significantly
increased. Currently, they expect the comprehensive support of local authorities
and not only at the stage of planning and investment but also after its launch. In this
regard, the forerunner is the Wroclaw Agglomeration Development Agency, which
has carried out such activities since 2005. The latest project for attaining a competitive
advantage over other locations is a multilingual website Invest in Wroclaw16. It sets
new standards of investor services by the integration of information from multiple
sources, access to comprehensive databases of suppliers and subcontractors, as well
as free sectoral analyses of Wroclaw’s leading industries and a lot of other information needed at each stage of planning and the carrying out of investment projects.
In addition to the considerations concerning the investment attractiveness and
sources of the competitive advantage of companies, it is worth looking at the main
reasons that helped to form the decision about the choice of the Wroclaw Agglomeration as an investment location in the last stage of the decision making. The analysis
of the respondents’ answers shows that by far the most often indicated reason which
was determining the choice of the Wrocław Agglomeration as a location for investment was the rich academic potential of Wrocław and the accessibility of qualified
human resources, especially engineers (20 indications). Additionally, the companies
16

www.invest-in-wroclaw.pl/en/ (3.01.2016).
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surveyed highlighted that location and location/transport accessibility of the region of
Wrocław played a crucial role in the process of investment location (13 indications).
When choosing the place for investment, apart from the indicated elements, the
investors also take into consideration the costs of operation, especially labour costs
(12 indications) crucial to the investment profitability. They can be connected with
the existence of the Special Economic Zones as well as the available tax reliefs and
incentives (6 indications). The respondents also emphasised that the reason for the
location of investment in a given area was the number of potential customers and their
vicinity or the access to commercial outlets (6 indications). The general investment
climate of the location, the friendliness for business, the support of the authorities
or the specialised institutions supporting business (e.g. the Wrocław Agglomeration
Development Agency) are also significant elements – 5 indications. An important
reason, which is decisive in the choice of the Wrocław Agglomeration as the location
for investment, was also the general level of economic development of the Wrocław
Agglomeration and the attractiveness of Wrocław related to high living standards
(4 indications). The reason most often indicated which are decisive in the choice of
the Wrocław Agglomeration are presented in the table below.
Table 2. The Main Reasons for the Choice of the Wroclaw Agglomeration
as an Investment Destination
No.

Reason

Number of Indications

1

Accessibility of qualified human resources especially engineers, rich academic
potential

20

2

Location and location/ transport accessibility

13

3

Costs of business operation, especially labour costs

12

4

SEZ's. tax reliefs and incentives

6

5

Number of potential customers and their vicinity, access to commercial outlets

6

6

Climate of friendliness for business, support of authorities/WADA (Wrocław
Agglomeration Development Agency)

5

7

General level of economic development of the Wrocław Agglomeration and the
attractiveness of Wrocław/high living standard

4

Source: own elaboration based on survey results.

As indicated in the theoretical review section of this paper, it is worth mentioning that both classic and new concepts of competitive advantage should not be
considered as an alternative. The research results indicate that thanks to the Wroclaw
agglomerations the companies simultaneously acquire classic and new sources of
competitive advantage. A combination of these components is essential in facing
the contemporary competitive pressures.
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5. Conclusion
The research allowed for the definition of the essential elements of the investment attractiveness of the Wroclaw area as well as the sources of the competitive
advantage of companies. The key factors in the field of investment attractiveness are:
(i) potential and quality of labour resources: engineers and specialists, (ii) knowledge
of foreign languages by residents/workers, (iii) the level of public safety, (iv) potential
and quality of labour resources: managers and (v) labour costs: engineers and specialists. Additionally, the main reasons that determined the choice of the Wroclaw
as an investment location were indicated. The most important of them were: (i) the
availability of qualified human resources (engineers) and a variety of academic potential, (ii) the location advantages, transport accessibility and connectivity, (iii) cost of
doing business with a particular focus on labour costs.
The conducted research revealed that the investors, due to location in the Wroclaw agglomeration, gain both a classic and new kind of competitive advantage based
on resources. Although the internal factors largely determine the competitiveness
of enterprises their use depends largely on external factors. A combination of these
components provides a solid basis for allowing more dynamic growth and the gaining
of competitive advantage both throughout the Wroclaw region and by companies
operating on its territory.
Analyzing the relationships and regularities, it is advisable to keep in mind the
inevitable limitation of the research. They are intimately linked to the nature of the
conducted research.
The responses reflected the views and opinions of the respondents but due to the
informal and confidential nature of location decisions taken at the highest level it
was not possible to verify them in accordance with the available source materials
and documents of the surveyed companies. Another certain limitation is that in the
investigation it is impossible to avoid a certain amount of subjectivity associated
among others with the interpretation and understanding of statements and research
questions. It is also unclear how universal the identified regularities are and to what
extent they depend on the size of the company, its degree of specialization or the
sector in which it operates. It should be emphasized that these inevitable limitations do not nullify the essence and meaning of the conducted study and identified
empirical regularities. The mentioned issues can also be considered as challenges
and directions for future research.
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Behavioural Determinants
A bstract
This paper deals with, on the one hand, an evolutionary approach to management and on
the other hand to the evolutionary epistemology.
The aim of the paper is to contribute to the establishment of the most salient general
behavioural determinants of the evolutionary selection mechanism in management. The
aim has been realized through answering the following underlying research questions:
(1) Which determinants of the selection mechanism should be considered in the examination of that process?, (2) Which are the most salient general behavioural determinants
of the selection mechanism?
Deep investigation of the literature studies were used as the research method. Hence, the
analysis is deductive. The paper is conceptual and contributes to the comprehension of
the intra-organizational processes.
The key findings are as follows: (1) The determinants of the selection mechanism should
be considered in the following patterns of managerial activities: behavioural, cognitive,
and emotional; (2) The behavioural regularities are the most common for all the selection replicators (habits, organizational routines, meta-routines) represented by particular
interactors (individuals, groups, organizations, populations) including the fact that they
may be constituted by and/or constitutive of cognitive regularities; (3) Amongst a set of
behavioural determinants of the selection mechanism, generative creativity (proactivity)
including both creative thought and proactive orientation in order to behave creatively
and also intelligence plays a critical role; (4) Proactive orientation to behave creatively
involves both a proactive personality as well as the proactive categories such as proactive
work behaviour, proactive strategic behaviour, and proactive person-environment fit
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behaviour; (5) Intelligence is the hallmark enabling sufficiently the selection of particular
selection replicators so as to intelligently adapt to the context by means of learning how
to appropriately retain, accumulate, and transfer the encountered solutions.
Keywords: selection mechanism, evolutionary approach, behavioural determinants

The tremendous number of non-productive thought trials on the part of the total
intellectual community must not be underestimated. Think of what a small proportion
of thought becomes conscious, and of conscious thought what a small proportion gets
uttered, what a still smaller fragment gets published, and what a small proportion
what is published is used by the next intellectual generation. There is a tremendous
wastefulness, slowness, and a rarity of achievement.
D. T. Campbell, 1987, p. 105.

1. Introduction
This paper deals with, on the one hand, an evolutionary approach to management
that has recently attracted interest in business, organization, strategy and economic
literature as it analyses a variety of organizational phenomena, and on the other hand
in the evolutionary epistemology that includes not only evolutionary biology and
philosophy, but also cognitive psychology, developmental neuroscience, and even
artificial life programming1.
The description of evolutionary epistemology has been well provided by M. Bradie2
who recognizes ontogeny and phylogeny as well as the evolution of epistemological mechanisms and the evolution of theories. While phylogenetic aspects of the
evolutionary approach describe the brain, sensory, and other a priori mechanisms,
ontogenetic processes describe individual trial and error learning, including Neural
Darwinism and, what is most salient, employ abstract selection processes in science.
That ontogenetic aspect of evolutionary mechanisms is supported by D. T. Campbell3,
1 V. G. Hardcastle, Evolutionary Epistemology as an Overlapping, Interlevel Theory, “Biology and
Philosophy” 1993, vol. 8 (2), pp. 173–192.
2 M. Bradie, Epistemology from an Evolutionary Point of View, in: Conceptual Issues in Evolutionary
Biology, Second Edition, ed. E. Sober, The MIT Press, Cambridge 1994, pp. 453–475.
3 D. T. Campbell, Blind Variation and Selective Retention in Creative Thought as in Other Knowledge
Processes, “Psychological Review” 1960, vol. 67, pp. 380–400; D. T. Campbell, Evolutionary Epistemology,
in: The philosophy of Karl Popper, ed. P. A. Schlipp, Open Court, LaSalle 1974, pp. 413–463.
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G. A. Cziko4, D. L. Hull, R. E. Langman, and S. S. Glenn5 who argued and gathered
evidence for the ontogenetic selection processes taking into consideration their
connection to knowledge and/or cognition.
The general selection theory constitutes one main point, apart from a) evolutionary origins of Kant’s a priori categories, b) analogies between biological evolution
and the ‘evolution’ of scientific theories, c) shared innate perceptual reification of
middle-sized objects, and d) constructivist evolutionary epistemology, type of evolutionary epistemology.
A gap between the two basic different interpretations of selection objects can be
found in the literature – as behavioural regularities (i.e. recurrent interaction patterns) and as cognitive regularities (i.e. cognitive skills, procedural memory, mental
representations). Hence, the selection construct requires the setting of the most
important determinants, especially behavioural ones6. Consequently, the aim of the
paper is to contribute to the establishment of the most salient general behavioural
determinants of the evolutionary selection mechanism in management. This aim
has been realized through answering the following underlying research questions:
(1) Which determinants of the selection mechanism should be considered in examining this process?, (2) Which are the most salient general behavioural determinants
of the selection mechanism?
The deep critical literature studies were used as the research method. Hence, the
analysis is deductive. The paper is conceptual and contributes to the comprehension
of the intra-organizational processes, however, it does not present by any means an
exhaustive representation of the behavioural determinants of the selection mechanisms.
The paper is organized in four parts. The first section emphasizes the selection
mechanism as the domain of the evolutionary approach to management. Specifically,
the selection mechanism content, selection types, objects (in terms of interactors and
replicators) and the levels have been presented. The second section involves the issues
concerned with seeking the determinants of the selection mechanism on the whole.
The directions of exploring behavioural determinants of the selection mechanism
have been highlighted in the third section. Finally, the conclusion, the limitations
of the considerations are presented as well as the research directions which have
been encompassed.
G. A. Cziko, Without Miracles, MIT Press, Cambridge 1995.
D. L. Hull, R. E. Langman, S. S. Glenn, A General Account of Selection: Biology, Immunology, and
Behaviour, “Behavioural and Brain Sciences” 2001, vol. 24, pp. 511–573.
6 Compare: K. Piórkowska, Selekcja wewnętrzna residuum konkurencyjności organizacji w selekcyjnym otoczeniu (Internal Selection as the Organization’s Competitiveness Vehicle in Selective Environment),
in: Research Papers of Wroclaw University of Economics, Wroclaw University of Economics, no. 400,
Wroclaw 2015, pp. 126–135.
4
5
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2. The Selection Domain Within the Evolutionary
Approach – Prerequisites
The selection mechanism constitutes one of the evolutionary mechanisms that are
embedded in the VSR model7 (V – variation, S – selection, R – retention) included
in evolutionary approach to management incorporated with the help of Campbell’s
BVSR model8. The BVSR model is meta-theoretical, abstract, and general logic of
evolutionary processes, yet, one thing which requires attention, is the fact that it does
not only refer to the evolutionary biology mechanisms. Moreover, it is fundamental
to all the fit (even fitness and adaptiveness) increases of a particular object to the
environment. The variation, selection, and retention influence the mechanisms
(dynamics) of evolving and/or emerging the object of the evolutionary change. The
variation occurs mainly as a result of entrepreneurial innovations: creating new objects
or adapting existing ones. The mechanism of variation is expressed by the continuous
renewal and innovations and new objects of the evolutionary change which constitute
the primary sources of variation. The variation is the main source of change in social
systems. Thereafter, selecting the objects is based on the degree of their adaptation
to changes in the environment that might be one of the evolutionary agents. The result
of selection might be either retention (preserving and/or propagating the selected
variations) or the death of an object in the evolutionary change. These evolutionary
mechanisms lead to the fit (adaptation) between a particular object (i.e. individual,
group, organization) and its environment.
Evolutionary inquiry asks how the selection processes affect, and are affected by
the pace and path of strategic change and there is evidence that the selection processes
do not often function as a smooth and rapid optimizing force9. Economic “natural”
selection occurs at the phylogenetic level10. Yet, selections’ mechanisms due to the
General Selection Theory have also been incorporated at the level of ontogeny that
H. E. Aldrich, Organizations Evolving, Sage, London 1999.
D. T. Campbell, Variation and Selective Retention in Sociocultural Evolution, „General Systems”
1969, vol. 14, pp. 69–85.
9 W. P. Barnett, R. A. Burgelman, Evolutionary Perspectives on Strategy, “Strategic Management
Journal” 1996, vol. 17, p. 6.
10 To shed light on some similarities of evolutionary mechanisms in management to biology: in biology, phylogeny concerns the changes in the population of the species (change of frequency of genotype
in a population of species). Ontogeny is concerned with an individual organism’s life -span development.
7

8
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is also called with-in organisms’ selection11 or ontogenetic secondary heuristic12. The
adaptation to the environment requires the ontogenetic selection processes. It means
that ontogenetic selection mechanisms make individual organisms adapt in their
own life as well as individual knowledge mechanisms such as perception, learning,
creativity, and brain processes employing selections’ mechanisms in their operation
as the product of phylogenetic BVSR processes13.
The paper’s content also follows a Lamarckian process in which internal and external
interactions with the environment of the evolutionary change object are important
factors in change and constitute the base of the selection mechanisms. It results in the
occurrence of two types of selection: the internal and external one. External selection
concerns the environmental selection of organizations – the evolutionary agent is
the environment that determines the organization’s survival (retention) or death. On
the contrary, internal selection mechanisms are essential to the analysis of organizational evolution since internal selection concerns intra-organizational processes
whose consequences appear in the external behaviour of the firm as well14. Internal
selection issues follow a number of research findings on intra-organisational evolution15. The agent selection agent in this case is the manager/leader who influences the
internal selection process by imposing constraints and seeking the solutions ensuring
the organization’s survival. These constraints include both external limitations (i.e.
industry structures) and internal ones (i.e. organizational routines, path dependence).
These internal constraints may limit managerial discretion16. Moreover, on the one
hand, top managers establish the strategic and structural context of organizations
which have a strong selective impact on the strategic actions and define the operating
area for middle-level and operational-level managers. On the other hand, it is very
difficult for top managers to change the patterns once they have been established17.
G. A. Cziko, Without Miracles, op cit.
H. C. Plotkin, Darwin Machines and the Nature of Knowledge, Harvard University Press, Cambridge 1994.
13 N. N. Reddy, Evolutionary Epistemology of Donald T Campbell, Master Thesis of Philosophy
in Neural and Cognitive Sciences, Centre for Neural and Cognitive Sciences University of Hyderabad,
Hyderabad 2011, December.
14 N. Jacoby, Evolutionary Analysis of the Firm and Internal Selection, “Cahiers de la Maison des
Sciences Economiques” 2005, vol. 42.
15 I.e. R. A. Burgelman, Intraorganisational Ecology of Strategy Making and Organizational Adaptation: Theory and Field Research, “Organizational Science” 1991, vol. pp. 239–262; A. S. Miner, Structural
Evolution through Idiosyncratic Jobs: The Potential for Unplanned Learning, “Organization Science” 1990,
vol. 1, pp. 195–210; B. Lovas, S. Ghoshal, Strategy as Guided Evolution, “Strategic Management Journal”
2000, vol. 21, pp. 875–896.
16 W. P. Barnett, R. A. Burgelman, Evolutionary Perspectives on Strategy, op cit., p. 15.
17 T. Noda, J. L. Bower, Strategy Making as Iterated Process of Resource Allocation, “Strategic Management Journal” 1996, vol. 17, pp. 159–192.
11
12
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That is the reason why determinants, including behavioural ones, of the selection
mechanisms are very salient.
Campbell’s General Selection Theory proves that variation-selective-retention
processes operate at some hierarchically organized levels. Hence, the selection
mechanism does not only operate at one level of the analysis. It is a multi-level
phenomenon – the selection involves higher-level selection mechanisms under the
limitations of which ontogenetic selection mechanisms engage lower level processes.
Moreover, all processes at the lower levels conform to the higher ones. Nonetheless,
some selections’ objects are subject to emergence – novel or deeply nested emergent
higher-level mechanisms that become realities for they themselves causally influence
the lower level processes18. This phenomenon, in which the macro-level determines
the distribution of the micro-level events and entities (in terms of both a biological
and social organization), D. T. Campbell called ‘downward causation via selection’19.
It was also evidenced that punctuated strategic change at the corporate level might
occasionally be the result of gradual change at lower levels in the organization20.
Consequently, this justifies why enhancing the fit between the object and its environment is dependent on the selection mechanism. Additionally, this fact has already
been proved by i.e. D. Levinthal21 and M. Warglien22 that selection and adaptation
processes co-exist as an explanation of the organizational evolution.
The selection levels imply the variety of selection objects dependent on a particular
level. The literature studies reflect the variety of selection objects dependently on the
particular research paradigm and field. For instance, taking into account neo-Darwinism, organisms constitute the selection unit and the environment is the selection
level in that case. According to Dawkins, genotype is treated like a selection object.
In other studies, the group is considered as the selection unit23. Nevertheless, it is
not as obvious as it seems to be since evolutionary mechanisms, especially selection
mechanisms, employ not only levels and objects, yet also the hierarchy of interactors
18 The issue of emergence in the evolutionary approach was presented in: S. Stańczyk, E. Stańczyk-Hugiet, K. Piórkowska, Emergent Nature of Routines, Second WINIR Conference, Brazil, Rio de Janeiro 2015.
19 D. T. Campbell, Levels of Organisation, Downward Causation, and the Selection – Theory Approach
to Evolutionary Epistemology, in: Scientific Methodology in the Study of Mind: Evolutionary Epistemology,
eds. E. O. Tobach, G. Greenbert, Lawrence Erlbaum, Hillsdale 1990, pp. 1–17.
20 R. A. Burgelman, A Model of the Interaction of Strategic Behaviour, Corporate Context and the
Concept of Strategy, “Academy Management Review” 1983, vol. 8, pp. 61–70.
21 D. Levinthal, Random Walks and Organizational Mortality, “Administrative Science Quarterly”
1991, vol. 36, issue 3, pp. 397–420.
22 M. Warglien, Hierarchical Selection and Organizational Adaptation, “Industrial and Corporate
Change” 1995, vol. 4, no. 1, pp. 161–186.
23 S. Okasha, Why Won’t the Group Selection Controversy Go Away?, “British Journal for the Philosophy of Science” 2001, vol. 51, pp. 25–50.
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and replicators that is associated with the selection level and type24. Internal selection
includes an individual (lower and higher) and group (lower) level. An individual
lower level involves individuals as interactors and habits as replicators. An individual
higher level implies the groups as interactors – the replicator in this case is not unambiguous. A group lower level may involve individuals and groups as interactors as
well as habits and not explicite set ones, respectively. External selection encompasses
a group (higher) level and organizational (lower and higher) one. The group higher
level appoints organizations and groups as interactors and organizational routines
as replicators – similar to the organizational lower level. Finally, the organizational
higher level outlines meta-populations and organizations as interactors as well as
meta-routines and organizational routines as replicators.

3. Seeking the Determinants of the Selection Mechanism
The fit (fitness) between a particular selection object and its surroundings is realized by means of particular tendencies of the selection object in terms of the subject
of replication. The replicators such as habits, organizational routines, and meta-routines encompass particular regularities and tendencies. Habits constitute response
dispositions that are activated automatically by the context cues that have co-occurred
with responses during past performance25 and they emerge from the gradual learning of associations between responses and the features of performance contexts that
have co-varied with them26. The response dispositions activated by the context cues
and gradual learning concern the behavioural tendencies of individuals revealing
given habits27. Regularity and predictability are the most important characteristics.

24 The detailed description of selection levels and objects is presented in: K. Piórkowska, Selekcja
wewnętrzna residuum konkurencyjności organizacji w selekcyjnym otoczeniu (Internal Selection as the
Organization’s Competitiveness Vehicle in Selective Environment), op.cit.; J. Strużyna, E. Stańczyk-Hugiet,
K. Piórkowska, Podejście wielopoziomowe do ewoluującej organizacji (An Evolving Organization: A Multi-level Approach), in: Zachowania organizacyjne. Organizacja jako przestrzeń kształtowania zachowań
pracowników (Organizational Behaviour. An Organization as the Space of Creating Employees’ Behaviour),
eds. I. Bednarska-Wnuk, J. M. Michalak, I. Świątek-Barylska, Lodz University, Lodz, pp. 193–210.
25 D. T. Neal, W. Wood, J. M. Quinn, Habits – A Repeat Performance, “Association for Psychological
Science” 2006, vol. 15, no. 4, p. 198.
26 W. Wood, D. T. Neal, A New Look at Habits and the Habit-goal Interface, “Psychological Review”
2007, vol. 114, no. 4, p. 843.
27 There is the scientific debate amongst scholars in terms of the role of behavioural and cognitive
elements in formulating habits, yet it does not constitute the content of the paper. Nonetheless, it is without
doubt that the habit is a construct emerging from behaviourism.
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P. Bourdieu and L. J. D. Wacquant observed that habits (habitus28) enable the explanation of why behaviour can be regular and predictable even if external circumstances
do not mechanically constrain it29. P. Bordieau (and i.e. M. Mauss) determine habits
within behaviour which is meaningful, intelligent, rational and sometimes strategic30.
In turn, organizational routines and meta-routines include three main components
(regularities): behavioural, cognitive, and emotional31. Behavioural regularities reflect
recurrent processes embedded in organizations, yet revealed by individuals or groups.
They concern the patterns of complex interactions of frequently automated individual
behaviour32 and they are enacted by individuals in a social/organizational context.
J. Dewey (in contrary to most social scientists promoting a biologically fixed human
nature, i.e. E. L. Thorndike, W. James, W. Wundt) created an organismic ontology
replacing the physical dualism of stimulus and response – mind which constitute
individual collective dispositions to behave (act) in interaction with the environment33.
Moreover, he replaced the atomistic picture of mind with a causal chain linking the
sensory input to distinct behavioural responses by means of habits and behaviour
necessary to achieve their goals. Accordingly, he examined an individual tendency
to develop intelligent habits to gain rational control of behaviour (experience). In
line with this, the way of thinking is not to explain how thought and/or experience
initiate behaviour, yet how behaviour (action) generates thought in terms of adaptation34. According to Dewey’s model of reflective thought and action, routinized ways
of acting are mostly accomplished without reflection. Thus, when a normal course of
activity is disturbed, a state of uncertainty and non-determination emerges35. Habits
and routines are not only involved in the past, they are also a consistent with ongoing
28 The notion developed by P. Bourdie: P. Bourdieu, Outline of a Theory of Practice, University Press
Cambridge, Cambridge 1977; P. Bourdieu, Distinction, RKP, London 1984; P. Bourdieu, The Logic of
Practice, Polity, Cambridge 1992.
29 P. Bourdieu, L. J. D. Wacquant, An Invitiation to Reflective Sociology, University of Chicago Press,
Chicago 1992.
30 N. Crossley, The Concept of Habit and the Regularities of Social Structure, “Manchester eScholar”,
vol. 6, p. 179.
31 J. Dewey, Human Nature and Conduct: An Introduction to Social Psychology, Holt, New York 1922;
H. A. Simon, Administrative behaviour, Macmillan, New York 1947.
32 S. G. Winter, Economic “Natural Selection” and the Theory of the Firm, “Yale Economic Essays”
1964, vol. 4, pp. 225–272; M. C. Becker, Handbook of Organizational Routines, Elgar, Cheltenham 2008;
M. D. Cohen, P. Bacdayan, Organisational Routines Are Stored as Procedural Memory: Evidence from
a Laboratory Study, “Organisation Science” 1994, vol. 5, pp. 554–568.
33 J. Dewey, The Middle Works of John Dewey 1899–1924, in: ed. J. A. Boydston, Southern Illinois
University Press, Carbondale 1976–1983, vol. 12.
34 S. Tomlinson, Edward Lee Thorndike and John Dewey on the Science of Education, “Oxford Review
of Education” 1997, vol. 23 (3), pp. 373–374.
35 R. Mettinen, The Concept of Experiential Learning and John Dewey’s Theory of Reflective Thought
and Action, “International Journal of Lifelong Education” 2000, vol. 19 (1), January, p. 66.
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practices. This fact apart, the habitus constitutes not only a mechanical response
to external conditions, yet a constellation of generative (if not creative) capacities
inscribed in the system of dispositions36 that operate as a dynamic unity to carry out
particular kinds of actions. Whilst evolutionary epistemologists (i.e. D. T. Campbell,
K. R. Popper, K. Lorenz) also call evolutionarily developed cognitive processes, without doubt, both behavioural and cognitive dispositions are integrally related and as
a result, habits and/or routines constitute an array of systematically connected and
distinct capacities. Nonetheless, the behavioural tendencies seem to occur as the
most common for all selection replicators are considered as reflecting the selection
mechanism it is critical to explore how the behaviour of particular interactors (individuals, groups, organizations, populations) drives selection processes. Specifically,
the forms of social life (also in organizations) are habitually engrained within the
behavioural repertoires of its members37. The same habit may result in a variety of
behavioural responses, across different spectrums, unified only by their manifestation
of the same basic understanding38.
Consequently, the following ascertainments have been formulated:
Ascertainment 1: The determinants of the selection mechanism should be considered
in the following patterns of managerial activities: behavioural, cognitive, and emotional.
Ascertainment 2: The behavioural regularities are most common for all the selection
replicators (habits, organizational routines, meta-routines) represented by particular
interactors (individuals, groups, organizations, populations) including the fact that
they may be constituted by and/or constitutive of cognitive regularities since they are
all intertwined.

4. Towards the Behavioural Determinants
of the Selection Mechanism
According to the General Selection Theory, D. T. Campbell recognizes the bridge
between the cognitivism and the trial-and-error learning of behaviourists. Hence,
he identifies habit formation and its execution as involving trial-and-error, which
is analogical to the Blind-Variation-Selective-Retention (BVSR) scheme. He states
that habit formation in terms of selection mechanisms is based upon (a) the random variation of emitted behaviour, (b) the selective survival of certain behaviour
36
37
38

P. Bourdieu, L. J. D. Wacquant, An Invitation to Reflective Sociology, op.cit., p. 122.
N. Crossley, The Concept of Habit and the Regularities of Social Structure, op.cit.
Ibidem, p. 184.
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variations, and (c) the retention and duplication of surviving variations. It translates
into a random trial-and-error learning model39. Moreover, he explains that the
phenomenon in behaviourists’ terminology in terms of vicarious trial-and-error
learning that constitutes the so-called vicarious selection. D. L. Hull, R. E. Langman
and S. S. Glenn40 also provide evidence for a general selections’ account from the
domains of behaviour analysis. In line with the behavioural aspects of the selection
mechanism and the BVSR model, there are two main behavioural characteristics:
creativity and intelligence in the creative intellect41.
Taking these issues into account, studies of the intersection of creativity and
evolution are not limited to investigations in the field of the biological aspects of
creative species42. The creativity construct proposed is going to be ushered in the
perspective of the orientation of or propensity of the creative (understood as proactive) thought process so as to eventually behave in a creative way. Creative thought is
such an internalized and vicarious knowledge process, in which the trial-and-error
locomotion in the environment is substituted by the trial-and-error thought attempts
or processes. There are no constraints to how a creative idea may unfold over time.
Consequently, creative thought leads to the substitutive selection within the mind43.
Creative thought evolved, not through a Darwinian process, but a process of context-driven actualization of potential44. It refers to a contextual focus as it requires
the ability to focus or defocus attention in response to the context45. Moreover, that
contextual focus enables the adaption of ideas to new contexts. The creative process
is a set of compelling and creative achievements which unwind and are determined
by the external challenging conditions. Thus, creativity evolves as an answer to survival – in line with the Lamarckian approach, acquired creativity characteristics may
evolve by means of inheritance, but not in the sense of the Darwinian evolution.
The survival (fitness) might also imply the transformation of the selection object.
Indeed, selection interactors may neither die nor survive intact, yet just transform

39

p. 332.

D. T. Campbell, Perception as Substitute Trial and Error, “Psychological Review” 1956, vol. 63 (5),

40 D. L. Hull, R. E. Langman, S. S. Glenn, A General Account of Selection: Biology, Immunology, and
Behaviour, op.cit.
41 Compare: D. T. Campbell, Blind Variation and Selective Retention in Creative Thought as in Other
Knowledge Processes, op.cit.
42 L. Gabora, S. Kaufman, Evolutionary Perspectives on Creativity, in: The Cambridge Handbook of
Creativity, eds. J. Kaufman, R. Sternberg, Cambridge University Press, Cambridge 2010, p. 279.
43 N. N. Reddy, Evolutionary Epistemology of Donald T Campbell, op.cit., p. 57.
44 L. Gabora, Creative Thought as a Non-Darwinian Evolutionary Process, “Journal of Creative
Behaviour” 2005, vol. 39 (4), pp. 65–87.
45 L. Gabora, S. Kaufman, Evolutionary Perspectives on Creativity, op.cit., p. 287.
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as elements adapted to the new context in the end46. An intriguing implication of
these facts is that behavioural modernity enhances through memory, symbolic
thinking, cognitive fluidity as well as through a shift between convergent / explicit
and divergent / implicit modes of thought. Both thought and behaviour are shaped
by evolutionary forces – that is the justification of why cognitive and behavioural
regularities are intertwined. Explaining creative behaviour (and creative thought)
does not imply passiveness – instead, generative proactive capacities that are involved
in a general category of proactivity. Creative thought is implemented and transferred
into behaviour through convergent processes which is coherent with the theories of
creative cognition.
The proactivity lies at the foundation of the proactive personality that might predict
several proactive behaviours, understood as self-initiated, anticipatory action that
aims to change and improve the situation or oneself47, including i.e.: a) a proactive
problem – solving and idea implementation48, b) an individual innovation and career
initiative49, and c) network building50. One fact which is interesting is the individual
learning orientation which constitutes the predictors of proactive behaviour51 as well
as trial-and-error learning might constitute or be constituted by creative thought. In
particular, implicit learning enables the automatic detection of complex regularities,
contingencies, and co-variances in the environment52. Generative proactive capacities involve initiating change – thus, it is not similar to what adaptive performances,
in which individuals modify their behaviour in order to fulfil the requirements of new
situations53. Propensity (orientation) to be proactive has to be considered in terms of:
proactive personality and proactivity categories such as a) proactive work behaviour
– aimed at changing the internal organization environment (including i.e. taking
charge, individual innovation, problem prevention), b) proactive strategic behaviour
Compare: ibidem, p. 297.
S. K. Parker, H. M. Williams, N. Turner, Modelling the Antecedents of Proactive Behaviour at Work,
“Journal of Applied Psychology” 2006, vol. 91 (3), pp. 632–662; A. M. Grant, S. J. Ashford, The Dynamics of
Proactivity at Work, in: Research in Organizational Behaviour, eds. B. M. Staw, A. P. Brief, vol. 28, Elsevier,
New York 2008.
48 S. K. Parker, H. M. Williams, N. Turner, Modelling the Antecedents of Proactive Behaviour at Work,
op.cit., p. 635.
49 I.e. S. E. Seibert, M. L. Kraimer, The Five-factor Model of Personality and Career Success, “Journal
of Vocational Behaviour” 2001, vol. 58 (1), pp. 1–21.
50 I.e. J. A. Thompson, Proactive Personality and Job Performance: A Social Capital Perspective, “Journal
of Applied Psychology” 2005, vol. 90 (5), pp. 1011–1017.
51 I.e. S. K. Parker, C. G. Collins, Taking Stock: Integrating and Differentiating Multiple Proactive
Behaviours, “Journal of Management” 2010, vol. 36 (3), pp. 633–662.
52 L. Gabora, S. Kaufman, Evolutionary Perspectives on Creativity, op.cit., p. 288.
53 I.e. M. Frese, D. Fay, Personal Initiative: An Active Performance Concept for Work in the 21st Century,
“Research in Organizational Behaviour” 2001, vol. 23, pp. 133–187.
46
47
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– aimed at changing the organization’s fit with the external environment (including
i.e. strategic scanning, issues selling credibility, issues selling willingness), c) proactive
person-environment fit behaviour – aimed at changing the individual’s fit within the
organizational environment (including i.e. feedback inquiry, feedback monitoring)54.
According to M. Merleau-Ponty, habit is embodied know-how, which allows the
actor to spontaneously adapt to unfolding situations in a manner intelligently and
rationally adapted to those situations55. S. Mithen posits that minds possess generalized
intelligence reflecting on the general learning mechanisms56. The object of evolutionary
change makes intelligent, anticipatory responses using current knowledge obtained
from previous learning or inherited into a product of selective survival processes.
Hence, intelligence constitutes the characteristic that distinguishes selection objects
regarding at the most a) the accuracy of their external world representations, b)
a range of variations in the thought trials produced, c) the competence of retention,
accumulation, and transmission of the encountered solutions57. Intelligent behaviour
requires an intelligent mechanism of selecting replicators made by interactors.
Consequently, the following ascertainments have been formulated:
Ascertainment 3: Amongst a set of behavioural determinants of the selection mechanism, generative creativity (proactivity) including both creative thought and proactive
orientation to behave creatively as well as intelligence play a critical role.
Ascertainment 4: Proactive orientation to behave creatively involves both a proactive
personality as well as proactive categories such as proactive work behaviour, proactive
strategic behaviour, and proactive person-environment fit behaviour.
Ascertainment 5. Intelligence constitutes the hallmark sufficiently enabling the selection
of particular selection replicators so as to intelligently adapt to the context by means of
learning how to appropriately retain, accumulate, and transfer the encountered solutions.
Finally, behavioural drives of the selection mechanism might identify the fundamental characteristics of embodied agents’ preferences as the result of evolutionary
selection.

54

op.cit.

S. K. Parker, C. G. Collins, Taking Stock: Integrating and Differentiating Multiple Proactive Behaviours,

M. Merleau-Ponty, The Structure of Behaviour, Methuen, London 1965.
S. Mithen, The Prehistory of the Mind: The Cognitive Origins of Art and Science, Thames and
Hudson, London 1996.
57 N. N. Reddy, Evolutionary Epistemology of Donald T Campbell, op.cit., p. 58.
55

56
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5. Conclusion
To conclude, it should be emphasized that the evolutionary perspective in management may allow scholars to synthetize many disparate theories and theoretical
approaches proliferating in the strategy field58.
The aim of this paper was to contribute to the establishment of the most salient
general behavioural determinants of the evolutionary selection mechanism in management. The aim has been realized through answering the following questions:
(1) Which determinants of the selection mechanism should be considered in examining this process?, (2) Which are the most salient general behavioural determinants
of the selection mechanism? The results of the endeavours to answer these questions
have been briefly presented in Figure 1.
Figure 1. Behavioural Determinants of the Selection Mechanism
Selection mechanism
Interactors
• individual
• group
• organization
• population

Replicators
• habits
• routines
• meta-routines

Cognitive regularities
Emotional regularities
Behavioural regularities

BEHAVIOURAL DETERMINANTS
Generative creativity (proactivity)
• Creative thought
• Proactive orientation to behave creatively
Intelligence in creative intellect
Source: own study.

Furthermore, they have been formulated in the ascertainments below:
1. The determinants of the selection mechanism should be considered in the following patterns of managerial activities: behavioural, cognitive, and emotional.
2. The behavioural regularities are at their most common for all selection replicators (habits, organizational routines, meta-routines) represented by particular
interactors (individuals, groups, organizations, populations) including the fact
that they may be constituted by and/or constitutive of cognitive regularities.
58

W. P. Barnett, R. A. Burgelman, Evolutionary Perspectives on Strategy, op.cit., p. 17.
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3. Amongst a set of behavioural determinants of the selection mechanism, generative
creativity (proactivity) including both creative thought and proactive orientation
to behave creatively as well as intelligence play a critical role.
4. Proactive orientation to behave creatively involves both a proactive personality as
well as proactive categories such as proactive work behaviour, proactive strategic
behaviour, and proactive person-environment fit behaviour.
5. Intelligence constitutes the hallmark sufficiently enabling the selection of particular
selection replicators so as to intelligently adapt to the context by means of learning
how to appropriately retain, accumulate, and transfer the encountered solutions.
The consideration and results presented in the paper are not by any means
exhaustive and do encompass some limitations. Primarily, other regularities such as
cognitive and emotional have not been thoroughly discussed. However, it appears
that the cognitive – behavioural regularities and determinants of the selection mechanism associations remain elusive. Secondly, the behavioural determinants described,
especially intelligence, appears to verge on the behavioural and cognitive conditions
– the boundaries are not clear enough.
As for the research direction, we suggest that exploring deeply other both behavioural and the other selection mechanisms as well as examining the associations
between behavioural and cognitive regularities of selection objects and selection
mechanism determinants be taken into account. Certainly, a proper understanding
of the selection mechanism and its drives and determinants in terms of an evolutionary approach in management deserves further scrutiny and requires much more
thorough exploration and explanation which is crucial to their appropriate use and
interpretation.
We hope that this paper may at least may make a starting point in that realm.
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A bstract
This paper examines the role of open innovation inward technology transfer in order
to strengthen the innovative position of Polish enterprises. The problem for Polish companies is their low interest in open sources of innovation which in a modern economy
based on innovativeness, highly processed and technologically advanced products is a very
important source of competitiveness superiority. On the other hand open innovation
sources are less expensive and risky especially for the companies without any business
experience and financial resources. The objective of this article is to shed a light on the role
of the open innovation sources in technology transfer process within Polish enterprises.
The work aims to provide a better characterization and understanding of open innovation
as a part of technology transfer in the light of formal and informal flows. The objective of
this paper is also to examine the statistical data collected from the Main Statistic Office
in Poland relating to the technology transfer of entrepreneurs and its influence on the
innovativeness of a company.
Keywords: Open innovation, technology transfer, knowledge transfer, external technology,
internal technology

1 The article is the result of the project of National Science Centre, Poland. The research in the
article realized in the framework of the project titled “Technology transfer and competitive advantage of
companies in Poland”, agreement number: UMO-2015/17/N/HS4/02108.
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1. Introduction
Changes taking place in the global economy indicate a transition from a traditional economy to a knowledge-based economy, which is primarily based on highly
processed and high-tech products. Within the changing shape of economies, innovation has acquired a strategic relevance in the companies forces them to use new
technologies and innovations as the main source of competitive superiority. The
stage of transition advancement to a knowledge-based economy is decided by the
competitiveness of individual enterprises.
The current level of innovativeness of Polish enterprises is insufficient and far
from the average presented by the companies from European Union member states. In
these circumstances, the active operations of enterprises aiming at the reinforcement
of the competitive edge through the use of open source innovation and conduction of
technology transfer mechanisms should be launched. The stage of the development of
those companies, particularly small and medium, frequently proves the lack of possibilities of active participation in the process of the initiation of innovative activities
within the company’s potential. Companies do not possess the sufficient financial
and human resources for conducting expensive and risky R&D activity. On the other
hand the role of R&D in the search for sources of competitive advantage is constantly
growing, along with the increasing costs and risks associated with this kind of activity.
The competitive position of Polish firms indicates their low innovation and
an insufficient level of activity in the field of in-house research and development
(R&D) activity and technology transfer. Only a few Polish companies have the ability to independently manufacture and implement innovative solutions within the
framework of its potential business. On the other hand, in order to grow, modern
businesses, compete and primarily function in an increasingly demanding market
and need innovation and new technologies. In order to create innovations in products, processes, organization and marketing, companies must use the opportunities
offered by open innovation sources to transfer the openly available and less expensive
technology solutions and ideas.
Technology transfer is one of the fundamental processes affecting the economic
performance of countries and companies. It is also regarded as the “heart” of the
process of economic development. The development in both the developed and the
developing countries depends on the spread and effective use of technology transfer2.
2 E. Mansfield, International Technology Transfer: Forms, Resources Requirements, and Policies, “The
American Economic Review” 1975, vol. 65, no. 2, pp. 372–276.
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Technology transfer can be divided due to the plain in which it occurs. According
to this division we distinguish the vertical and horizontal transfer of technology3.
The purpose of this paper is to provide a theoretical and empirical assessment
of the open innovation as an important factor of technology transfer among Polish
companies. The auxiliary aim of this paper is also to present the level of innovativeness of Polish companies and the technology transfer mechanisms.

2. Methodology of the Research
The source of empirical data within this discourse were taken from the Main
Statistic Office in Poland, European Committee works, as well as national and foreign
reports concerning innovativeness. The diagnosis of the enterprises innovativeness
background is based on the analysis of the amount of information concerning the
results of statistic research by Eurostat and the Main Statistic Office in terms of technology transfer and open innovation. The various researches include enterprises within
Eurostat data: Innovation core activities (Com. Reg. 995/2012) NACE rev.2 and BDL:
Group information; Category: Science and Technology; Group: Innovation activity.

3. Open Innovation as the Formal and Informal Source
for Technology Transfer
The term open innovation was first published by Henry Chesbrough. The open
innovation model is contrary to the closed model, which had worked well for many
enterprises for most of the twentieth century. The closed model is based on the view
that enterprises must generate and develop their own ideas in order to innovate and
remain competitive. However, the days when enterprises could simply close the doors
to their laboratories to protect their knowledge are not current any more. The closed
model has been challenged by the growing mobility of highly experienced and skilled
people, the growing presence of private venture capital, and the increasingly rapid
time to market many products and services and growing competition4.
Open innovation is ‘the use of purposive inflows and outflows of knowledge
to accelerate internal innovation, and to expand the markets for external use of
Ibidem, p. 372.
P. J. Jeroen, de Jong W. Vanhaverbeke, T. Kalvet, H. Chesbrough, Policies for Open Innovation:
Theory, Framework and Cases, Vision Era-Net, Finland 2008, p. 11.
3
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innovation, respectively. The Open Innovation model implies that enterprises can
and should both use internal and external ideas and knowledge to advance their
innovation processes. It also implies that internal ideas can be taken to the market
through external channels to generate additional value (see figure 1).
Figure 1. Open Innovation Model
Licensing
Technology spin-offs

Other Firm’s
Market
New Market

Internal
Technology Base

Current Market

External
Technology Base
Technology Insourcing
R

D

Source: own elaboration based on H. Chesbrough, W. Vanhaverbeke, J. West, Open Innovation, researching a New
Paradigm, Oxford University Press, New York 2006, pp. 3–4.

The Open innovation model originally is derived from the practice of innovative
international companies, mainly focused on the high technology (high-tech) industry. The Open innovation model has also been moved to small and medium-sized
enterprises. Opening is a part of the innovation process which enables enterprises
to overcome the problems of businesses, especially small and medium sized companies.
External commercialization of technologies can give the basis for the development
of an enterprise5.
Firms transfer technology both internally and externally to increase innovation
on existing products and services and to develop new products and services6.
Companies can strengthen their competitive position by two different activities.
Firstly, enterprises can be active in the fields of research and development (R&D)
5 O. Grassmann, E. Enkel, H. Chesbrough, The Future of Open Innovation, “R&D Management”,
vol. 40, no. 3, pp. 213–216.
6 D. R. Goeltz, Reverse Technology Transfer from a Dispersed, Fragmented Value Chain, “Journal of
Management and Marketing Research” 2015, vol. 19, p. 2.
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activities carried out in-house and using the company’s own resources. Secondly, they
are able to use external knowledge and technology derived from other entities in the
forms of domestic, foreign, business environment institutions, universities, institutions and research institutes or through the diffusion and transfer of technologies.
In the second way technology transfer conditions take the passive form, because the
company acquires technology from external sources and does not conduct its own
R&D. To be competitive companies should use both the external and internal ideas
in their innovation processes and use internal and external paths to market innovation.
The external environment plays an essential role in developing innovation and
stimulating technology transfers. To generate a successful innovation project or
implement a successful technology transfer project, firms have to seek a wide variety
of expertise and knowledge provided by many complementary sources. Firms often
have to collaborate with external organizations to expand their range of expertise
and seek financial assistance for developing innovation7.
H. Chesbrough characterized that open innovation is based on the following
principles8:
–– Not all smart people work in-house – need to tap into external knowledge;
–– External R&D can generate significant value to us;
–– Research does not need to originate from our internal work to be profitable for us;
–– A strong business model is more important than first to market;
–– Internal as well as external ideas are essential to win;
–– We can capitalize on our own IP and we should buy others’ IP when needed.
The open innovation model is grounded in the recognition that firms can harness
knowledge from multiple sources to enhance innovation and thus deliver additional
value for customers. This means that a company does not strive to generate the best
ideas entirely by itself but it seeks to utilize internal and external ideas in an optimal manner, more effective at managing cost and risk and to accelerate technology
development. Sources of knowledge typically include suppliers, research centres,
universities, customers, competitors and companies with a complementary offering9.
Open innovation requires managers to make new decisions in developing and
exploiting innovation activities. The outside players range from suppliers, customers,
7 M. Q. Nguyen, P. V. Nguyen, The Impact of External Environment, Technology and Innovation
Capacities, and Leadership Development on Organizational Performance in Food Industry. A Qualitative
Study of Food Enterprises in Ho Chi Minh City Vietnam, “International Journal of Business, Humanities
and Technology” 2013, vol. 3, no. 4, p. 50.
8 H. Chesbrough, Open Innovation – The New Imperative for Creating and Profiting from Technology,
Harvard Business School Press, Boston 2003.
9 J. Brant, S. Lohse, The Open Innovation Model, “International Chamber of Commerce” 2014, p. 5.
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and competitors, to research institutions and organizations in very different industries
that either have solutions that can improve the company’s innovations or that can
exploit the solutions the company has developed10.
Open innovation can be conceptualized as the driver for developing organizational core competence through allocating whole resources that can help to create
an increased level of performance and enhance competitiveness11.

4. O
 pen Innovation and Technology Transfer Process
in Polish Enterprises
The global competitiveness index presented by The Global Competitiveness
Reports, lists technological readiness as one of the most important factors of competitiveness. Thus, technology is considered as an important element of competition
and the company’s success in the market. It does not matter, where the technology
was developed and it is essential that companies have access to advanced products
and technological knowledge and are able to use them. Unfortunately, where Polish
companies are concerned we are not able to talk about high technology readiness
as the high potential for the absorption and diffusion of technology. Poland occupies 43 rd place in the ranking of global competitiveness in terms of technological
readiness for the period of 2014–201512. Competitive advantages due to the Global
Competitiveness Report expressed in technological readiness include13:
–– FDI and technology transfer – Poland is in 68th position;
–– Availability of latest technologies – Poland is in 90th position;
–– Firm-level technology absorption – Poland is in 101st position.
Taking into account the previous period 2012–2013 Poland took 41st place in the
ranking14. This means that despite the need to be more ready due to technology
readiness Polish enterprises become less competitive.
During 2006 until 2014 we can notice a significant decrease in the share of innovation enterprises in the total population of enterprises (Chart 1). The drop percentage
10 E. K. R. E. Huizingh, Open Innovation: State of the Art and Future Perspectives, “Technovation” 2011,
vol. 31, no. 1, p. 5.
11 Rania Abd Elmonem Shamah Shaymaa M. Elssawabi, Facing the Open Innovation Gap: Measuring
and Building Open Innovation in Supply Chains, “Journal of Modelling in Management” 2015, vol. 10,
no. 1, p. 51.
12 The Global Competitiveness Report 2014–2015, ed. K. Schwab, World Economic Forum, Geneva
2012, p. 13.
13 Ibidem, p. 311.
14 Ibidem, p. 13.
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of innovation firms in Poland during the last eight years has been almost twice the
level from 2006 when it was approximately 22.5% until 14.5% in the year 2014. The
decrease in the share of innovative enterprises indicates the level of innovativeness
activity in firms and its influence on the whole Polish economy. Polish companies
during the last 8 years have become much less innovative and this also influences
their competitive position among companies from other more innovative countries.

2006 2008 2009 2010 2011 2012 2013 2014

Share of innovative enterprises in the total
number of enterprises

Chart 1. Innovative Firms in the Total Population of Enterprises from 2006 Till 2014
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Source: own elaboration based on Local Data Bank of Central Statistical Office, Science and Technology.

To be more competitive innovative companies should spend more and more on
innovation activity, taking into account Polish enterprises it can be observed that
the share of expenditures on innovation activity in enterprises in Poland in relation
to Gross Domestic Product have not changed too much during the period 2006–2012.
The share of expenditures in GDP during the examined period stayed at a similar
level about 2.39% in 2006 and 2.27% in 2012 (see Chart 2). Only in 2008 did the
share of expenditures reach a slightly higher level 2.77%, only to go down again
to 2.27% in 2009.
From the point of view of the property sector there are more innovative companies
in public than in the private sector. In 2014 there were 24.79% of industrial public
companies and 17.19% of industrial companies in the private sector15.

15

Local Data Bank of the Main Statistical Office, Science and Technology.
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Chart 2. Share of Expenditure on Innovation Activities (%) in Enterprises in Relation
to GDP in 2006–2012
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Source: own elaboration based on Local Data Bank of Central Statistical Office, Science and Technology.

Examining the types of expenditures which Polish enterprises encounter we
can observe that in total expenditures of enterprises in Poland buying knowledge
from external sources and being active in the research and development process is
not significant (see Chart 3).
Chart 3. Expenditures in Enterprises for Internal and External Innovation
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Source: own elaboration based on Local Data Bank of Central Statistical Office, Science and Technology.

Analyzing data from the Local Data Bank on enterprises expenditure in Poland
it becomes obvious that for the purchase of technology from external sources is only
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a small part in all expenditures of firms (Chart 4). What is more, according to the
Central Statistics Office in Poland there is no increase in spending financial resources
on technology transfer by firms. Noticeable was a temporary increase but it is linked
with the influx of funds under the European Funds (2002–2004).
The main stream of outlays is still directed to the purchase of fixed assets. Capital
expenditures on fixed assets like machinery and technical equipment constitutes the
bulk of expenditures in Polish enterprises (Chart 4).
Chart 4. E
 xpenditures on Innovation Activity in Polish Enterprises by Type of External
Technology Transfer Channel in 2014
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Source: own elaboration based on the Local Data Bank of the Central Statistical Office, Science and Technology.

The purchase of machinery, or transfer of technology embodied is not sufficient
for building innovative potential. If there is too little investment in disembodied
technology transfer such as knowledge, patents, licenses, know-how this results in the
low innovation of Polish enterprises (Chart 5). This distribution of expenditures does
not generate added value in terms of increased potential to be more competitive
companies.
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Chart 5. The Share of Innovative Enterprises Involved in Various Types of Innovation
Activity in Poland in 2012
80,0
70,6

70,0
60,0

48,3

50,0
37,5

40,0
30,0

28,6

31,2

30,8

18,7

17,5

20,0
10,0
0,0

design
activities

market
aquisition of
acquisition
introduction
other
of
of
external
machinery,
equipment innovations knowledge
and software

other
innovation
activities

external
R&D
activities

in-house
R&D
activities

training for
innovation
activities

Source: own elaboration based on Eurostat statistics [inn_cis8_type].

The next important indicator describing the innovativeness of Polish enterprises
is the cooperation aspect. It is important with whom Polish enterprises cooperate
and what kind of cooperation they regard as the most important in their innovative
activity.
According to Eurostat statistics enterprises most often declare working with the
suppliers of materials, equipment, components and software – 20.5%, and other
enterprises within the same group of enterprises – 11.9% (Chart 6). Analysis of
the significance of these types of cooperation are specified, however, while 20.5%
of the entities cooperating with suppliers of equipment only 9.4% indicated that
this type of cooperation is the most important and in the case of other enterprises
within the same group of enterprises it was 7.7%. Only 10.5% of companies cooperating with universities and only 8.9% with government and public and private
research institutes.
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Chart 6. S
 hare (%) of Innovative Enterprises Cooperating in the Field of Innovation
with External Partners and the Importance of the Cooperation in the Total
Population of Enterprises
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The measure of effective innovative activity of enterprises is the amount implemented by innovation. The efforts made by firms determine the ultimate success
or failure of new or improved products. The share of innovative enterprises that
developed a product, process innovation with cooperation with an external partner
in Polish companies is not significantly high (see Chart 7). The highest amount of
developed products or/and process innovations were companies which developed
it by themselves – 25.4% of innovative enterprises. The second position was held by
enterprises that developed a product and/or process innovation together with other
enterprises or institution – 13.7%, then came the ones that introduced a product
and/or process innovation developed by other enterprises or institution – 8%. The
last group were enterprises that developed a product r/and process innovation by
adopting or modifying goods, services or process originally developed by other
enterprises or institutions – 4.4%.
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Chart 7. Share (%) of Innovative Enterprises that Developed a Product and/or Process
Innovation in Cooperation with an External Partner
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Companies which are innovative use various sources of information to help
them make decisions about the nature and direction of work for the preparation and
introduction of innovative changes. Often external sources of information become
a convenient and affordable way to change in the field of new ideas in technological
change. The most important source of information for innovation in Polish enterprises
in 2012 were enterprises within the enterprise and or enterprise group – 48.6%. For
22.3% of Polish firms suppliers of equipment, materials, components or software were
also a very important source of information about innovation (Chart 8).
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Chart 8. S
 ources of Information for Innovative Enterprises (%) – as Highly Important
and Not Used
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5. Conclusions
At present, it becomes important from the economic point of view to be active
particularly for enterprises in the field of innovation it which cooperation and industrial cooperation based on joint actions aimed at innovation is the most important.
Firms who cooperate effectively exchange information, knowledge, skills, experience,
know-how, co-operate independent of the industry, conduct joint R&D activities and
implement innovative projects which translate into their competitiveness.
The stage of development of Polish enterprises, especially small and medium,
indicates a lack of opportunities to participate actively in the process of initiating
innovative actions in the framework of the company. The level of innovation of Polish
enterprises depends largely on what the scale of the dissemination of innovations. This
possibility gives technology transfer. This is particularly important because individual companies do not often have sufficient resources or expertise to independently
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pursue the innovation process. A phenomenon of cooperation also does not rule
out the possibility of competing engaged in cooperative entities. The case of Polish
industrial companies shows the low level of cooperative relations between firms.
Analysis of the activity of Polish enterprises indicates a negligible share of technology transfer in their activity. Clearly there is a noticeable advantage embodied
in the form of technology transfer mainly machinery, equipment, components and
software. In this respect, a large number of companies take part in the activity. Firms
focus on the transfer of automation, parks, and lines and do not pay enough attention
to the transfer of knowledge and ready technological solutions. Actually they invest
in already existing technology which in the end does not bring new innovation and
development in the field of technology. At the most the innovation process in this
case focuses on significantly improving innovations and not the absolutely new ones.
Polish companies do not sufficiently make use of external sources of innovation and do not transfer sufficient knowledge in the form of patents, licenses and
trademarks. There is an explicit non-material negligence in the field of technology
transfer, which in the current shape of the economy is extremely important. On the
other hand, only one kind of activity focused on transferring proven technology,
know-how and knowledge in the field of innovation is the only chance to improve
the condition of Polish enterprises as their level of technological advancement and
development stage does not allow them to generate innovation based on their own
sources. Polish enterprises, also do not use enough of the open innovation sources.
Using the information from open sources is the easiest and cheapest way of finding
new solutions.
On one hand, Polish companies do not have the sufficient material resources
and capital to generate innovation on their own, on the other hand they also do
not benefit sufficiently from the external solutions. The requirements of a modern
economy, based on high-tech products and research and development activities
create conditions to which Polish companies must adapt. Otherwise they prove
uncompetitive in the long term.
Polish companies should increase their participation in technology transfer as
it is still not substantial. Increasing involvement in technology transfer based on
external sources is the only way of reaching the innovativeness. In turn it will result
in the implementation of innovation by enterprises.
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