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FOREWORD

Presented number of Silesian University of Technology. Scientific Papers. Organization
and Management Series. Contemporary management. Presented papers contain result of
researches conducted by various universities from Poland. The number consists of 41 papers.

The papers presented in the number concentrate on many topics connected with
organization and management. There are in the number papers about: entrepreneurship, service
management, business models, human resources management, strategic management,
knowledge management, production management, Corporate Social responsibility,
digitalization in management, information management, small and medium enterprises
management, the impact of COVID-19 pandemic on management, Industry 4.0, sustainable

development, and Smart City.

Bozena Skotnicka-Zasadzien
Radostaw Wolniak
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Purpose: The article strives for a more deeper understanding of the concept of a university-
based entrepreneurial ecosystem and how it can support start-ups and contribute to the regional
development. The empirical purpose of the study is to diagnose the key actors and drivers,
initiatives and examples of good practice of a university-based start-up ecosystem with a strong
leadership of the founders center.

Design/methodology/approach: The paper draws on a management science literature review,
covering various approaches to the concept of entrepreneurial ecosystems, using the following
methods: exploration, interpretation, comparing, and analysing critical factors. The empirical
research applies the method of in-depth semi-structured direct interview with experts in the
field of support services to potential founders and start-ups with academic origin, the case study
method, participatory observation, and reflection. The explorative qualitative study uses both
descriptive and explanatory techniques.

Findings: The research findings provide insight in the real nature of the university-based start-
up ecosystem presenting its key stakeholders which provide a conducive environment for
potential founders and start-ups. The study highlights examples of good practice implemented
in the regional entrepreneurial ecosystem.

Research limitations/implications: Research limitations of this study resulting from the
analysis of a purposefully-selected case of a local university-based entrepreneurial ecosystem
only do not allow formulating general conclusions. Nevertheless, it illustrates a real business
practice and thus contribute to the discussion on the dilemmas associated with increasing the
efficiency and sustainability of entrepreneurial ecosystems. Future research line will concern
the assessment of the interdependencies among the key stakeholders of the start-up ecosystem
to look for more effective cooperation.

Practical implications: The examples of good practice reflected in the study prove the great
commitment of the Viadrina Founders Center and its significant contribution to the
development of the entrepreneurial ecosystem in the State of Brandenburg in Germany.
These good practices can be an inspiration for other business incubators and local ecosystem
actors.

Originality/value: The originality of the conducted exploratory research lies in presenting the
real business practice and challenges of the development of a university-based entrepreneurial
ecosystem, and thus inspire for further analysis and extended research on problems associated
with increasing the sustainability of local start-up ecosystems.

http://dx.doi.org/10.29119/1641-3466.2023.177.1 http://managementpapers.polsl.pl/
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1. Introduction

The concept of entrepreneurial ecosystems has gained popularity within research, policy,
and practitioner fields over the last decade. The potential of integrated policies, programs and
processes which foster entrepreneurial activities in the region and boost intelligent evolution,
technology transfer as well as productivity and employment growth was noticed and became
the subject of many studies (Isenberg, 2011; Mason, Brown, 2014; Stam, Bosma, 2015; Hayter,
2016; Brown, Mason, 2017; Freiling, Baron, 2017; Spigel, 2017; Autio et al., 2018; Stam,
Spigel, 2018; Theodoraki et al., 2018; Tomski, 2018; Wallisch et al., 2019; Stam, Welter, 2020;
Buta, Schroeder, 2020; Stam, Van de Ven, 2021). Despite the fact that entrepreneurial
ecosystems have become a prominent concept, there are still many questions and doubts about
how they should be composed and interrelated to create start-up-friendly framework conditions
and increase the attractiveness of investments in the region.

It should be emphasized that entrepreneurial ecosystems develop naturally through
co-evolution. In order to effectively stimulate and accelerate this process, it is necessary
to implement appropriate forms of substantive, regulatory, financial or infrastructural support.
The efficiency of organizations and entities included in entrepreneurial ecosystems depends not
only on their own competences and potential, but also on interactions with other entities and
the condition of the entire ecosystem. Universities and research institutes act as talent factories
in the start-up ecosystem and strengthen knowledge and technology transfer in the region.
Moreover, universities occupy a special position in this context due to their institutional support
and as an attraction factor. In addition to spin-off effects, this is primarily about the students
and graduates who enrich the talent pool with their skills and ideas. Activities and support
programs offered at educational and research institutes are of particular importance here.

On the part of regional politics, however, framework conditions must be created that
facilitate start-up activities and the development of an entrepreneurial ecosystem.
These include, among other things, the time and costs involved in founding a company and the
provision of public funding and laws for the design of venture capital funds and their
investments. Moreover, the development of entrepreneurial skills and a start-up culture in the
region can also be specifically supported by local government measures. In addition to the
increased establishment of start-up-oriented training in schools and universities, this includes
the implementation of high-profile campaigns such as start-up weeks, hackathons and

entrepreneurial events. Success stories of innovative companies in the ecosystem can affect its
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condition, contributing to its evolution. According to Isenberg, “even one success can have
a surprisingly stimulating effect on an entrepreneurship ecosystem — by igniting the imagination
of the public and inspiring imitators” (Isenberg, 2010, p. 48).

It should be noted that entrepreneurial ecosystems represent a renewed interest in localized
conditions for entrepreneurship aligned with a focus on the agency of entrepreneurial actors to
create and transform their own contexts. Therefore, the “drivers” of an entreprenecurial
ecosystem should connect resources and attract and fuel entrepreneurial actors in the entire
region to provide a self-sustaining environment for the intelligent development.

The entrepreneurial ecosystem frameworks by Isenberg (2010), Mason and Brown (2014)
as well as the local start-up ecosystem by Wallisch et al. (2019) are the theoretical basis of this
study. The article strives for a more deeper understanding of a university-based entrepreneurial
ecosystem and its critical actors. The empirical purpose is to identify the key actors and drivers
of the local university-based start-up ecosystem and present examples of good practice which
create a conducive environment for academic start-ups and regional development.

First, the paper provides an overview of the concept of an entrepreneurial ecosystem to
establish an informed understanding of the conducted study. Second, the emphasis is on the
local ecosystem actors — individuals, enterprises, institutions — which help to provide
a nurturing environment for academic start-ups in the seed stage. Third, the explicit focus is on
entrepreneurial initiatives and incentives undertaken by the Viadrina Founders Center to
provide potential entrepreneurs with necessary business knowledge about starting their own
business and networking within the ecosystem. The study highlights the mutual relationships
within the start-up ecosystem and good practice examples which are crucial to stimulate and
support ambitious entrepreneurship in the region.

Research limitations of this study resulting from the analysis of a purposefully-selected case
of a local university-based entrepreneurial ecosystem only do not allow formulating general
conclusions. Nevertheless, it illustrates a real business practice and thus contribute to the
discussion on the dilemmas associated with increasing the efficiency and sustainability of

entrepreneurial ecosystems.

2. The concept of entrepreneurial ecosystems

Ecosystems are a cognitively interesting area of exploration in the field of management
science. However, even within the academic literature, the concept of entrepreneurial
ecosystems is mainly used metaphorically with unclear relationships to other theories of
innovation and regional economic development (Alvedalen, Boschma, 2017; O’Connor et al.,
2018; Scaringella, Radziwon, 2018). The emergence of this concept is the result of applying

the “ecosystem” metaphor to the issue of entrepreneurship where the ecosystem is considering
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a functional whole of the coordinated set of elements and mutual relationships between them
and their environment.

The idea of entrepreneurial ecosystems was quickly adopted by governments and non-
governmental organizations such as the Kauffman Foundation (Stangler, Bell-Masterson,
2015), the OECD (Mason, Brown, 2014), and the World Economic Forum (2014). The current
thinking about entrepreneurial ecosystems can be seen as the result of development in various
directions, such as, for example, the business ecosystem (Ben Letaifa, 2013; Adner, Oxley,
Silverman, 2013; Stanczyk-Hugiet, 2015), the innovation and knowledge ecosystem (Autio,
Thomas, 2014; Adner, Kapoor, 2016; Brown, Mason, 2017; Klimas, Czakon, 2021),
the entrepreneurship (Isenberg, 2010, 2011) or entrepreneurial ecosystems (Stam, 2015; Stam,
Spigel, 2017) or their connections with the system theory (Cohen 2006; Isenberg 2011; Stam,
2015), the network theory (Autio, Thomas, 2014; Letaifa, 2016) or clusters (Gilbert et al., 2008;
Mason, 2008; Delgado, Porter, Stern, 2010).

The entrepreneurial ecosystem approach provides a means of synthesizing these different
avenues to open up new research questions on both policy issues on how to support economic
growth and prosperity, and more fundamental social science questions such as the relationship
between structure and key actors (Spigel, 2020). Moreover, entrepreneurial ecosystems
emphasize the role of “place” and provide a lens for understanding regional transformation
through entrepreneurial action (Audretsch, 2015; O’Connor et al., 2018). What is more,
ecosystems are capable of self-organization and self-development in the form of complex,
adaptive systems related to the interrelationships of components and the ability to adapt “inside”
and evolve together with the changing environment (Chan, 2001, in: Tomski, 2018, p. 115).
However, since an ecosystem is composed of living organisms, its relationships co-evolve
(Hayter, 2016).

A particularly influential approach to entrepreneurial ecosystems has been developed by
Daniel Isenberg at Babson College who refers to as an “entrepreneurship ecosystem strategy
for economic development” (2011, p. 1). He strongly emphasizes the importance of context:
each ecosystem emerges under a unique set of conditions and circumstances where social,
cultural and institutional factors play an underpinning role. Subsequent research, inspired by
system theories, enables us to understand the ecosystem as a whole (Isenberg, 2011; Stam,
2015). These studies visualize ecosystem composition and the elements the system contains.
Moreover, Isenberg (2010) identified six generic domains in the entrepreneurial ecosystem,
namely: a conducive culture, a range of institutional and infrastructure supports, quality human
capital and social networks, venture friendly markets for products and services, as well as
enabling policies and leadership, and availability of appropriate financial capital. All these
domains contain many elements and factors “interacting in highly complex and idiosyncratic

ways” (Mason, Brown, 2014, p. 5).
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In turn, Mason and Brown (2014) proposed a very extensive definition of the
entrepreneurial ecosystem, emphasizing the diversity of the ecosystem's actors, processes and
mutual formal and informal relationships. It is “a set of interconnected entrepreneurial actors
(both potential and existing), entrepreneurial organizations (e.g. firms, venture capitalists,
business angels, banks), institutions (universities, public sector agencies, financial bodies) and
entrepreneurial processes (e.g. the business birth rate, numbers of high growth firms and serial
entrepreneurs (...) which formally and informally coalesce to connect, mediate and govern the
performance within the local entrepreneurial environment” (Mason, Brown, 2014, p. 5).
In turn, Spiegel (2017) emphasizes the result of an effective ecosystem, which is the productive
entrepreneurship. This ecosystem is composed of an interdependent group of local culture
(actors), social networks, universities, investment sources, coordinated economic policies
(factors) in such a way as to create a good environment enabling productive entrepreneurship
in a given region. Furthermore, a stable environment where trust prevails fosters the transfer of
knowledge and skills between the members involved. In this sense, trust and cooperation are
based on complementarity, which is characterized by cumulative and synergistic interactions
between members of the ecosystem (Thomas, Autio, 2013; Adner, Kapoor, 2016). Without ties
and common goals between the actors of an ecosystem, they would not be able to share
important resources, some of which they are willing to share (e.g. experience, human capital,
expertise, infrastructure).

The research subject in this study is the local university-based start-up ecosystem “driven”
by the academic business incubator — the Viadrina Founders Center — which is presented in the
empirical part of this article. Taking into account the above considerations, it should be noted
that the start-up ecosystem as a specific type of entrepreneurial ecosystems that focuses on the
potential of founders and start-ups in their region. It includes start-up ventures, i.e. those at the
initial (seed) stage of development, looking for a scalable and profitable business model (Blank,
Dorf, 2012) by introducing innovative products and services to the market (Ries, 2011) and
operating in conditions of high variability of the environment and competitiveness. Moreover,
a start-up ecosystem forms the framework conditions and networks for this specific target in
order to provide a better accessibility of resources and facilities to ensure an effective
cooperation with local stakeholders. It creates the framework conditions and networks for this
specific target group in order to provide a better accessibility of resources and facilities, to
ensure an effective cooperation with supporting actors and regional factors. In addition, it aims
to promote relationships between stakeholders and identify appropriate actions for the
development of networks and support measures in the region (Wallisch et al., 2019). Drawing
on this research stream, the author of this study defines a university-based start-up ecosystem
as an interconnected group of actors and institutions in a local geographic environment,
associated with a specific university, committed to provide conducive framework conditions
for potential academic founders and start-ups in order to support networking within the entire
ecosystem (Badzinska, Alt, 2021). It should be emphasized that the success of the ecosystem
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lies in its entrepreneurial ability to create coherent socio-economic systems supporting the
creation and development of new enterprises (Stam, Spigel, 2016). Undoubtedly, in order to
ensure the sustainable development of an entrepreneurial ecosystem, consistency must be
ensured in terms of critical factors.

It is well known that members of the entrepreneurial ecosystem benefit from a significant
development of the whole system. There is a give-and-take relationship that helps individuals
and institutions access external resources that undergo improvement and learning processes
(Freiling, 2008). Furthermore, a turbulent environment forces ecosystem members to
“contribute to the development of a favourable climate to maintain the ecosystem’s stability,
durability, and continuing value” (Theodoraki et al., 2018, p. 156). Other important aspects
considered to be key elements of entrepreneurial ecosystems are culture, positive social norms
and attitudes towards entrepreneurship, the availability of start-ups and growth capital, as well
as the presence of large companies, universities and service providers.

Given the breadth of policy and research interest in entrepreneurial ecosystems, it is
important to critically reflect on what work has been done and what knowledge has been

accumulated about the contextual nature of the entrepreneurial process.

3. Research design and methods

For the cognitive purpose of this paper, an overview of the management science literature
was conducted along with the analysis of secondary research results on the phenomenon of
entrepreneurial ecosystems. The main attention was drawn to the critical actors (stakeholders)
and conditions of a university-based start-up ecosystem. The following methods were used to
cover various approaches to this concept: defining, comparing, attribute analysis, inference.
In turn, the empirical part of the study is an attempt to indicate the key actors and drivers of the
local university-based start-up ecosystem as well as examples of good practice for providing
a nurturing environment for start-up incubation, and thus, the entrepreneurial development of
the local ecosystem.

An in-depth analysis was conducted through the prism of “a leader-driver” of the local start-
up ecosystem which is the academic business incubator — the Founders Center at the European
University Viadrina in Frankfurt (Oder) in Germany. Therefore, in order to achieve the research
objective and exemplify the good practices, the following research questions were posed:
What is the configuration of critical actors of the start-up ecosystem “driven” by the Viadrina
Founders Center? What forms of valuable support they offer to provide a nurturing environment
for start-up incubation? What are the examples of good practice to strengthen the

entrepreneurial culture in the region?
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The confrontation of multiple data sources justifies the iterative nature of data collection in
the years 2020-2023. The necessity to confront a variety of data sources forced the application
of the principle of triangulation (a multi-method research approach) (Sutkowski, 2012; Glinka,
Czakon, 2021). Data from secondary sources did not provide sufficient saturation of
information for the research objective. To achieve the research goal an explorative qualitative
study was conducted. Primary data was obtained from in-depth direct interviews with the
manager and employees (4 persons) of the Viadrina Founders Center as well as incubator
associates (3 experts in the field of academic entrepreneurship and knowledge transfer).
An interview questionnaire was semi-structured and contained the following areas: (i) general
questions about the Viadrina Founders Center and its organizational structure; (i1) questions
about scope of services and facilities they provide to create a conducive environment for the
creation and development of start-ups; (iii) questions about the sources of financing innovative
business concepts of students and alumni; (iv) questions about the critical actors of the start-up
ecosystem and the forms of support they provide. In order to verify the gathered information,
the interview questionnaire was sent in an electronic form. Practical knowledge and experience
of the surveyed experts in supporting start-up entrepreneurship in the region led to the
conclusion that data obtained from in-depth direct interviews will help to attain the objective of
the research. Furthermore, the source of primary data was also the author’s participatory
observation, reflection and active collaboration in the field of developing and supporting
an entrepreneurial ecosystem within the research internship in the Viadrina Founders Center
(September 2020, 2021). Moreover, the author’s international cooperation and experience
gained within the project "Heterogeneous University Start-ups" carried out at the Viadrina
Founders Center in 2020-2021, the project "#InSpO. Start-up Ecosystem on the Innovation Axis
on the Spree-Oder" running 2021-2023 in the State of Brandenburg in Germany as well as the
Erasmus+ Staff Mobility (February 2022 and 2023) in the Viadrina Founders Center were
an important source of information and the basis for the purposeful selection (Patton, 2002) of
the research subject.

The empirical method makes use of a case study involving the analysis of entrepreneurial
initiatives and incentives undertaken by the Viadrina Founders Center to effectively support
entrepreneurial mindset by students and build valuable relationships with the ecosystem
stakeholders. The rationale for the use of the case study is its usefulness for the practice-oriented
approach (Yin, 2013) and the fact that it helps provide insights into the real university-based
start-up ecosystem and diagnose which actors really provide and organize the connection of
resources within the specific ecosystem. The nature of the presented case study is descriptive
and reflective. To expand the database on the research subject an analysis of materials from the
available secondary sources was also conducted. They included: incubator's website, press
releases, opinions of supported students, and the social media run by the Viadrina Founders

Center.
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4. Research findings and discussion

The Viadrina Founders Center is a university-based business incubator located at the
European University Viadrina in Frankfur (Oder), the State of Brandenburg in Germany,
which was established in 2015. Currently, the Founders Center employs six people, mostly part-
time. There are also four student employees with a small number of hours (8-10 hours per
week), i.e. 4.8 full-time units. The Viadrina Founders Center is largely financed by third-party
funds or additional funds, such as the Ministry for Economic Affairs, Labor and Energy
(MWAE) with funds from the European Social Fund and the State of Brandenburg.
The manager of the Viadrina Founders Center — Dr. Ramona Alt —has many years of experience
in offering professional advice and practical support in creating startups, and she has been
running the Founders Center since 2015.

The Viadrina Founders Center is strongly committed to a start-up-friendly climate in the
State of Brandenburg therefore it undertakes activities to strengthen the start-up culture in the
region, improve framework conditions and support start-up networks. As a key actor of the
university-based entrepreneurial ecosystem it mainly provides services to potential founders
and start-ups with academic origin facilitating their access to academic and business networking
as well as assist scientist in the transfer of technology and substantive knowledge. In order to
overcome resource gaps in the seed stage of start-ups the employees of the Viadrina Founders
Center help support networking with external entities such as advisers, investors, potential
partners or team members, early-adopter customers, and potential employees as well.
Thus, it provides connectivity with the key actors of the local entrepreneurial ecosystem.
Because the Founders Center is publicly funded, reductions in public funds can influence the
scope of activities and decrease support for potential founders. This is one of the reasons why
the manager looks for resources, relationships and actors who effectively support potential
founders by sharing expertise, good business practices, organizing events and providing
funding as well.

In recent years, the Viadrina Founders Center has attracted an average of 11-12 founders
per year. However, the number of those who have been qualified for support is significantly
higher. The mission of the Founders Center is also raising students' awareness of the
entrepreneurial mindset through a variety of events and formats. These are then called
participants in the program and there are an average of around 1400 people a year. Successful
applicants are provided with public funding and mentor support. Moreover, the potential
founders involved in these entrepreneurial initiatives recognize that it takes time to build
a vibrant, sustainable venture.

The Viadrina Founders Center aims to create an environment which is conducive to
academic start-ups therefore it has developed a set of framework conditions for encouraging

entrepreneurial activities among potential founders (e.g. professional workshops during the
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academic year, meetings with academic start-ups and business advisers, ‘podium’ discussion,
pitch competition and many others). In order to sensitize students for entrepreneurship,
the Founders Center team offers them individual support and practice-oriented learning,
such as strategic guidance, business mentoring, advice on the financing plan and financing
options as well as leadership and team development. Moreover, the Founders Center attaches
great importance to the coherence of communication in the local ecosystem and is trying to
build sustainable relationships with valuable actors through the exchange of best practices and
creating common ecosystem value.

One of the major challenges for the team of the Viadrina Founders Center is to interconnect
actors, available resources and competences in the local start-up ecosystem in a highly useful
manner. Despite the fact that resources are often no stand-alone factors, when combined with
both internal and often external assets they create synergies.

As there are a lot of possible combinations of actors in an entrepreneurial ecosystem,
the question is who is the “architect” of the structure of the entire ecosystem. This study assumes
that the main “driver” (leader) of the local start-up ecosystem is the Viadrina Founders Center,
which initiates and supports activities towards the creation and development of academic start-
ups. As a result of the conducted empirical research, the critical actors were diagnosed.

The key actors of the entire ecosystem are, of course, students — potential founders — as well
as alumni and start-ups from the European University Viadrina and the local environment.
On the one hand, with their key competences and innovative activities, they contribute to the
creation of the start-up scene as the core around which the entrepreneurial ecosystem will
develop and evolve. On the other hand, they gain significant value through access to internal
and external networks that help them develop business partnerships, recruit qualified staff and
seek advice from external experts. Since the subject of the research is the start-up ecosystem
with academic origin, an important role is played by the academic community represented by
researchers and entrepreneurship teachers, as well as authorities providing both substantive,
organizational, and financial support as well. Other contact points at the European University
like for example the Career Center or Office for Research and Graduate Education also
contribute to raising awareness of entrepreneurship, self-employment and further development.
In addition, the exchange of experiences and organizational cooperation with start-up centers
and services at several partner universities in the State of Brandenburg also brings measurable
effects for the local ecosystem.

Other key elements of the start-up ecosystem are entrepreneur associations, networking
platforms and co-working spaces. They give the opportunity to engage potential founders,
as they facilitate the sharing of knowledge and business experience, building a sense of common
community of start-ups. In addition, each member of the start-up community contributes
through its core competencies and collaborates with others to strengthen both individual

performance and benefit from the value created by the entire entrepreneurial ecosystem.
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The availability of finance is another critical factor in entrepreneurial ecosystems.
Of particular importance is the critical mass of seed and start-up investors who will provide
funding and hands-on support. Investors in the initial waves of new ventures are often private
individuals. Most start-ups are initially funded through a combination of self-financing,
microcredit, loans from family and friends, and bootstrapping. The Viadrina Founders Center
offers professional advice in this area. Financial support can also be obtained from government
institutions at the state level of Brandenburg. In turn, substantive support is offered by public
business consulting centers, such as the Investor Center Ostbrandenburg (ICOB). The leading
financial institutions for start-ups and entrepreneurs are the Investment Bank of the State of
Brandenburg (ILB) and the Investment Bank Berlin (IBB). In turn, the Chamber of Industry
and Commerce (IHK) and the Chamber of Crafts (HWK) offer professional career advice.

On the basis of own research and data from secondary sources, examples of good practices
in building a sustainable entrepreneurial ecosystem were developed. Below are several
initiatives and projects implemented by the Viadrina Founders Center, which confirm the
significant contribution of the examined entity to the development of the entrepreneurial

ecosystem in the State of Brandenburg.

4.1. International workshop Let’s Match! Frankfurt/Oder — Potsdam — Poznan

On the initiative of the Viadrina Founders Center, as part of the Global Entrepreneurship
Week 2020, a matching workshop for start-ups and potential co-founders were organized in
November 2020. The event was attended by 27 people from three European universities:
European University Viadrina, Poznan University of Technology and University of Potsdam.
The main purpose of the event was to give an opportunity for students and alumni to become
a member of an international team and connect with inspiring entrepreneurs in order to shape
entrepreneurial attitudes and professional competences to operate in an international
environment. Moreover, the aim of the workshop was to support interdisciplinary business
start-ups with academic background to create a regional and international network for
innovative businesses in the State of Brandenburg. As part of the workshop, participants had
the opportunity to design an initial business concept or solve a problem for a selected start-up
using the Design Thinking method. The workshop was led by a professional trainer from the
HPI School of Design Thinking in Potsdam (Hasso Plattner Institute D-School University of
Potsdam) who provided an attractive and creative way of transferring knowledge and dynamic
cooperation in teams. The last element of the workshop was the participation in a moderated
Livestream panel where four academic start-ups shared their previous experience in building
a business and the difficulties related to the COVID-19 pandemic. Workshop participants
positively assessed the event, emphasizing the substantive value and good organization, which
undoubtedly influenced the development of entrepreneurial attitudes among the academic

community and the development of cooperation between the involved Universities.
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4.2. The project '"Heterogeneous University Start-ups''

The project was implemented by the Viadrina Founders Center in 2020-2021. The main
goal of the project was to create international teams of potential founders with heterogeneous
education (technical, economic, social) and academic background. During the project Viadrina
tried to build communication channels and create relationships with selected external partners
to gain access to more specialist knowledge and resources not available locally. The experience
gained within the project “Heterogeneous University Start-ups” confirms that networking,

mutual support and regular interactions become more and more important over time.

4.3. The project "#InSpO. Start-up Ecosystem on the Innovation Axis on the Spree-
Oder"

This project is a part of the model project "Best Practice Start-up Ecosystems in the New
Federal States" founded by the Federal Ministry of Economics in Germany in 2021-2023.
Developing and strengthening start-up networks by bringing founders together with each other
as well as with science, education, business, administration and supporters, and thus create start-
up-friendly framework conditions on site is the aim of the model project.

Two of the twelve selected initiatives (out of 70 submitted) come from the State of
Brandenburg and one of the winners is the project "#InSpO. Start-up Ecosystem on the
Innovation Axis on the Spree-Oder" carried out by the Viadrina Founders Center in 2021-2023.
This success undoubtedly confirms the competence and commitment of the incubator's
employees in the development of the local entrepreneurial ecosystem. They promote a lively
start-up scene with innovative approaches. In various formats, such as Start-up Safari, Casual
Friday or Innovation Camp, local founders have the opportunity to exchange ideas with
experienced entrepreneurs and to gain new insights from best practice examples. Moreover,
professional conferences and events are intended to strengthen this exchange. With the help of
online marketing campaigns, founders are presented in the region and their successes are made
better known. The manager of the Viadrina Founders Center emphasizes that: “As encouragers,
we want to work with partners to build on existing offers and create an even more start-up-
friendly environment. The aim is to strengthen entrepreneurial spirit and anchor start-ups in the
region" (Griindungsokosystem an der Innovationsachse Spree-Oder, 2021). As part of the
project, a scientific survey was carried out in 2021. On the one hand, the survey asked for
assessments of start-up activities in the region, and on the other hand, suggestions and ideas
were collected that are intended to help shape a start-up-friendly ecosystem in the region.
Strengthening the start-up culture in the region between the Oder and Spree and showing start-
up perspectives based on the research outcomes are the declared goals of the #InSpO future
forum in 2022. Until the end of 2023, the project partners are working together on new solutions

for sustainable entrepreneurial ecosystem.
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4.4. Viadrina Compass Workshop Portal — Startup Support

Viadrina Compass Workshop Portal offers free workshops, events as well as an individual
coaching for professional qualification throughout the year. The trainings are carried out by
employees of the Founders Center in collaboration with external advisers and experts.
They provide potential founders with regular input on topics relevant to setting up a venture
and starting own business. The Viadrina Founders Center offers extensive topics from the
interactive workshop on the business model generation, seminars and consulting on marketing
strategies to funding and financing options that optimally prepare students for starting their
company. Moreover, the employees provide assistance and advice to students regarding

networking opportunities and career planning.

4.5. The Entrepreneurship Research Lab (ERLab) at the European University
Viadrina

The Entrepreneurship Research Lab (ERLab) is a community of researchers at the European
University Viadrina investigating on central aspects of entrepreneurial activities in
organizations and entrepreneurial ecosystems (it has been operating since 2023). The goal of
ERLab is to understand how ecosystems created by companies and other relevant stakeholders
develop and implement sustainable innovation and social values. The research projects focus
on relevant factors for the functioning of these ecosystems, and these include community,
creativity and communication. The starting point of the research projects is the focus on success
factors of entrepreneurial practice. Thanks to the cooperation with Campus Founders gGmbH
in Heilbronn (in the state of Baden-Wiirttemberg, Germany), as a practice partner, the ERLab
gains access to an attractive and growing innovation ecosystem in one of the economically
strongest regions of Europe. The ERLab aims to offer relevant benefits for entrepreneurs and
ecosystems by stimulating the exchange between science and practice in the Brandenburg
region as well as by generating synergies with the Heilbronn ecosystem. The Viadrina Founders
Center acts here as an interface of researchers, teachers and students and integrates Viadrina's

transfer and start-up ideas (Campusfounders, 2023).

4.6. The university ranking "Think Tank” of the Business Plan Competition Berlin-
Brandenburg

The Business Plan Competition Berlin-Brandenburg (BPW) is Germany's largest and most
successful regional start-up initiative. The free and practice-oriented support program gives
participants the opportunity to work with more than 300 professional consultants to
continuously develop a business concept. The BPW is aimed at anyone who has a good idea
and is planning to implement it in Berlin or Brandenburg. The Viadrina Founders Center
supports students every year in the development and submission of business plans on site as
well as in the participation in the BPW. Moreover, the BPW awards the Think Tank

(“Ideenschmiede") to the most active universities in Berlin and Brandenburg. The European
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University Viadrina has already achieved first place five times in the BPW's "Think Tank”
university ranking as the most successful university in the field of start-ups in all of
Brandenburg (e.g. in 2018 and 2021) (https://www.b-p-w.de/de/hochschule/, 2023). As part of
support for university start-ups, the Viadrina Founders Center cooperates with financial
institutions, such as the Investment Bank of the State of Brandenburg (ILB) and the Investment
Bank Berlin (IBB) which are the organizers of BPW. The banks provide tailor-made funding
and financing options for start-ups in the form of grants, loans, guarantees and venture capital.
Top place in the university ranking "Think Tank” of BPW for many years has been another
confirmation of the Viadrina Founders Center contribution to the development of

entrepreneurial mindset of students and the high level of professional support offered.

4.7. The university ranking in “Start-up Radar” - Top position as a founding
university

In the University ranking “Start-up Radar” 2022 of the Donor's Association for German
Science, funded by the Federal Ministry of Economics and Climate Protection, the European
University Viadrina took the 4th place nationwide among 77 medium-sized universities for
start-up support. It should be emphasized that the European University Viadrina has been in the
top position for years (in 2019-2020 it took the 2nd place). The Viadrina Founders Center was
able to convince again its contribution to strengthening the start-up network and development
of the entrepreneurial ecosystem in the region. The high ranking of the European University
Viadrina in the “Start-up Radar” 2022 certifies particularly good performance in the categories
“start-up awareness and qualification” and “start-up anchoring”. Here it occupies the top

positions in a comparison of medium-sized universities in Germany (Start-up Radar, 2023).

4.8. The start-up area in the future coworking space '"The One"

In its start-up program, workshops, events and consultations, the Viadrina Founders Center
not only aims to encourage potential founders, but also to convert their ideas into a real business
and form a strong community. Currently the Viadrina Founders Center is creating synergies
with coworking spaces in Frankfurt (Oder) to offer common workspace for students and
employees. An example of such cooperation are joint initiatives organized by the Founders
Center with BLOK O, Kulturmanufaktur Gerstenberg, Roman & Fritz, Spree-Hub. The future
coworking space "The One", co-created by the Founders Center at the European University
Viadrina, is to contribute to even greater involvement of students in the implementation of their
own business ideas and to provide appropriate infrastructure. The employees of the Viadrina
Founders Center promote the implementation of a “Future Skills Makerspace” at the university.
Together they design, develop and test ideas for Viadrina's future Coworking Space (planned
opening in 2023).
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Every ecosystem must be composed not of specific isolated actors but of the interactions
among them. The Viadrina Founders Center acts as a catalyst for a variety of actors
(e.g. universities, chambers of commerce, founding teams, start-up community, government
institutions in the State of Brandenburg and local level, private business consultants) to
encourage the creation of programs and favorable conditions that build awareness of the local
start-up community, stimulate the flow of new founders but also support further development
of established entrepreneurs. The manager of the Founders Center emphasizes that "without our
students, with their diverse backgrounds and great business ideas, these start-up successes
would not be possible" (2020).

Summarizing the research results, it should be emphasized that the wide range of services
and initiatives offered by the Viadrina Founders Center brings the expected results in terms of

building entrepreneurial attitudes and developing a sustainable entrepreneurship ecosystem.

5. Conclusions

In the studied university-based entrepreneurial ecosystem, the Viadrina Founders Center
undoubtedly plays a key role as a driver, which operates in a highly complex manner, trying to
connect the most powerful actors that create and support the entire ecosystem. The Founders
Center supports both students, graduates and researchers, starting from finding the right idea
and ending with practical preparation to establish a company. It offers free events and
workshops, provides experienced experts, introduces potential founders to the start-up
community and is the first point of contact for all projects and questions.

The rationale for providing a conducive environment for the incubation of academic start-
ups is that they have significant spill-over effects that are beneficial to the emergence of other
founders and start-ups in the same locality. In addition, they can increase the transfer of research
results from universities to the market, stimulate productivity growth, create new jobs,
and promote the internationalization of business. There is also evidence that growth-oriented
start-ups are an important enabler for entrepreneurial ecosystems, increasing both competition
and collaboration, promoting innovation, increasing the efficient allocation of resources and
investing heavily in human capital. However, the study of the entrepreneurial ecosystem
requires consideration of its origins, stimuli, as well as the processes by which it becomes self-
sufficient.

The presented examples of good practice prove the great commitment of the Viadrina
Founders Center, the implementation of well-thought-out ideas and well-organized activities
for the development of the regional ecosystem. The awards and high rankings in competitions
for the best founding university are a confirmation of the professionalism of employees and

honoring the actions taken.
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The Viadrina Founders Center as the "driver" of the university-based start-up ecosystem
seeks to shape and strengthen networks and relationships between key stakeholders of the
ecosystem in such a way that the academic support landscape can be stimulated and start-ups
successfully created and developed. Nevertheless, to ensure the development of the sustainable
entrepreneurial ecosystem, it is necessary to implement more systemic forms of support for key
members. This requires e.g. moving away from enterprise-specific interventions towards more
holistic activities that focus on creating and developing networks, interrelations, building new
institutional capacity and fostering synergies between different stakeholders. The research
results emphasize the importance of studying the interdependencies between the key actors of
the start-up ecosystem in order to provide them with access to tangible and intangible resources
enabling their development, and thus the sustainable development of the entire ecosystem.
The future research line includes assessment of the significance and direction of the
relationships between the key actors of the university-based start-up ecosystem. It is advisable
to examine the interdependencies within the networks that affect the creation of new value at
the regional level and the range of services and facilities necessary to create an environment
conducive to the emergence and development of start-ups. This narrower focus allows for
a more thorough examination of what kinds of internal organizational attributes and exogenous

regional factors support scalable entrepreneurial endeavors.
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literature on the subject indicate that there is a cognitive gap and a research gap with regard to
the benefits that offerors achieve through cooperation with final purchasers in the context of
their preferences regarding the offeror’s country of origin. Striving to fill the gaps identified,
six research hypotheses were formulated, which were subjected to empirical versification.
For this purpose, surveys were conducted among representatives of Polish adult final
purchasers. The data was subjected to statistical analysis using, e.g. the method of exploratory
factor analysis, the chi2 test and the Kruskal-Wallis test.

Findings: Among other things, it was discovered that for the majority of respondents,
the country of origin does not matter when it comes to their readiness to undertake joint actions.
This variable turned out to differentiate the responses in the case of five out of thirteen benefits
analysed. Homogenous groups of respondents showing similar preferences towards the
offeror’s country of origin and the willingness to cooperate were distinguished.
Originality/value: The conclusions drawn on the basis of the research have significant
cognitive and application value. They enrich the theory of marketing and purchaser behaviour,
providing valuable tips for managers. The implementation of these recommendations may
facilitate the development of long-term mutually beneficial relationships with final purchasers
in a way that meets their expectations related to cooperation with domestic and foreign offerors.
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1. Introduction

One of the trends visible in the contemporary consumer market is the change in the range
of behaviour undertaken by its key participants, i.e. the final purchasers. It includes not only
shopping behaviours closely related to the traditionally understood role of the recipient, but also
a growing spectrum of extra-purchase behaviours, including communication and creative ones,
which make purchasers active participants in this market (Cui, Wu, 2017). Their dynamically
growing involvement is part of the ‘value co-creation’ paradigm (Gemser, Perks, 2015), which
is one of the functional foundations of the consumer goods and services market. Purchasers are
increasingly getting spontaneously involved in the co-creation of an offer or respond to
offerors’ incentives addressed to them. In both cases, the relationship is strengthened (Roberts,
Palmer, Hughes, 2022), which results in achieving mutual benefits not possible without
establishing and consolidating the cooperation. These benefits are definitely greater (Chong,
Hong, Teck, 2022) than the benefits achieved by purchasers and offerors following their
traditional market roles. Cooperation between purchasers and offerors is a kind of ‘game
changer’ for each. It is therefore important to recognise these benefits and their internal
structure, as well as the aspects that shape them. The benefits achieved by offerors can be
viewed from their perspective, but can also be analysed from the point of view of purchasers.
This is the approach adopted in this article, as it results directly from the assumptions of the
marketing concept. Taking into account the specificity of the phenomena that have occurred
recently (the COVID-19 epidemic (Hodbod et al., 2021), and the war in Ukraine (Lim et al.,
2022), which forced the contemporary market participants into rapid change, these benefits
have been analysed through the prism of preferences relating to the country of origin of the
offeror.

Yet, as attested by the subject literature, the effects of which are shown in the further part
of this article, this variable has not been analysed in relation to the practical cooperation
between the two parties. Therefore, a cognitive gap and a research gap lies fallow in this area.
This article attempts to tackle this by addressing the following research problem: what benefits,
in the opinion of the final purchasers, do offerors gain by cooperating with them, taking into
account the offeror’s country of origin? The aim of the article is to identify the hierarchy of
benefits perceived by final purchasers which offerors achieve by taking joint actions and to
determine the importance of the offeror’s country of origin as a variable differentiating
purchasers’ opinions.

The article was structured to achieve the goal formulated and verify six research hypotheses.
The article includes the introduction, literature review, presentation of primary research and its

results, academic discussion, and the implications, limitations and directions o future research.
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2. Literature review

The key participants in the modern consumer market are final purchasers and offerors.
Their relationships vary, with long-term links consolidated as part of joint activities
increasingly coming to the fore. They fit into the ‘value co-creation’ paradigm (Ramaswamy,
Ozcan, 2018) based on the adoption of a new approach to creating values offered on the market,
according to which both the purchaser and the offeror play an active role (Cossio-Silva et al.,
2016).

Before proceeding to the essential considerations, key concepts should be defined.
Final purchaser is defined in this article as a person who purchases a product. This term is
deliberately used instead of the term ‘consumer’. In the literature on the subject,
in considerations regarding joint value creation, it is the term ‘consumer’ that is usually used,
possibly replaced with the term ‘client’ as its synonym (Xie et al., 2016). However, it should
be remembered that a consumer is a person using a product, and a customer has a much broader
meaning than a ‘consumer’ and ‘buyer’. This is due to the roles played in the decision-making
process. This article is about cooperation between people purchasing products and offerors, and
about identifying the purchasers’ point of view. In turn, ‘an offeror’ in this article refers to
entities offering products on the consumer market, i.e. producers, retailers and service
providers. Cooperation, in general terms, is a category used interchangeably with such
categories as ‘joint value shaping’, ‘joint value creation’ (i.a. D’Andrea et al., 2019),
and collaboration (Chatterjee, Rana, Dwivedi, 2022; Laszkiewicz, 2019). In this article,
cooperation and collaboration are treated as synonyms. Cooperation is understood as an action
undertaken jointly with someone else, contributing to the achievement of the assumed goals.

The literature on the subject stresses unanimously that a prerequisite for maintaining
a competitive position in this dynamic environment is hiring and retaining the best possible
employees (i.a. Goldhaber, Patmore, 2013). These are assigned the role of ‘game changers’ who
can contribute not only to maintaining the current market position, but above all to its
improvement. Of secondary importance is the need to acquire and maintain genuinely loyal
final purchasers. Yet, they can also fulfil the aforementioned role as a community sharing
certain values and having marketing potential from the offeror’s perspective. The role of ‘game
changer’ can also be fulfilled by a specific concept, for example the ‘consumer-centric’ concept
(Saha, Mani, Goyal, 2020), the implementation of which allows focusing on purchasers as
partners and marketing allies of the offeror. This follows from the very definition of ‘game
changer’, i.e. someone or something that significantly affects the situation in which a given
entity functions, and thus the results they achieve (https://dictionary.cambridge.org/...
In the case of business, a game changer is identified as a person or concept leading to the
transformation of previously accepted rules, processes, strategies, and as a result,
the management of a given activity (https://marketbusinessnews.com/...).
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Taking this definition into account, it can be assumed that the role of ‘game changer’ is also
fulfilled by certain events or phenomena, including those that appear suddenly, and thus are
impossible to predict and prepare for. These include, for example, the pandemic (as also written
by Hodbod, Hommes, Huber, and Salle (2021) who describe COVID-19 also as a ‘game
changer’) and the outbreak of the Russian-Ukrainian war (Lim et al., 2022). Both these events
have had a clear impact on the functioning of virtually every country and every company in the
world (in the case of the pandemic) or mainly in Europe (as far as the war is concerned).
Moreover, they can be classified as destabilising or even destructive phenomena from the point
of view of entire societies as well as individual market entities, including offerors and
purchasers. One can also look at them from a different perspective, seeing them as a challenge,
which is an opportunity to redefine the way of doing business on the market.

From the offerors’ point of view, it was necessary not only to quickly adapt to the new
market conditions, but also to quickly find new management solutions (Polldk, Konecny,
S¢eulovs, 2021), adequate to the existing situation, which allow this situation to be turned into
a market opportunity. On the consumer market, it is certainly easier to use this opportunity
when adopting an open attitude towards final purchasers, who also clearly feel the effects of
both phenomena mentioned above, adapting their market behaviour. It has become a kind of
catalyst for their market activity, especially on the Internet. This was clearly visible in relation
to shopping behaviour (the rapid growth of e-shopping (Chmielarz et al., 2022)), and also in
the case of extra-purchasing behaviours including communication and creative behaviours,
which together form a set of prosumer behaviours (Wolf, Ritz, McQuitty, 2022). Expanding the
scope of previous activity by purchasers and/or undertaking completely new forms of market
activity additionally motivates them to enter new areas of extra-purchasing behaviour, making
purchasers more involved and aware market participants. Purchasers become potentially even
more valuable partners for offerors, enriching their market, and thus competitive, potential.
As can be seen, there is a mutual reinforcement of the ‘game changers’, i.e. objects (in the form
of specific phenomena) and subjects (in the form of market participants).

In the situational context described above, an important manifestation of market activity is
when final purchasers join the marketing activities of offerors. As participants in joint activities,
they are referred to in the literature as key stakeholders (Loureiro, Romero, Bilro, 2020),
constituting a radical change in the rules of operation which in turn gives them new
opportunities. The inclusion of purchasers in this process can be regarded as an example of
a ‘game changer’. Thanks to their readiness for such behaviours, and especially actually
undertaking them, purchasers as active market participants (Ritzer, Dean, Jurgenson, 2012)
share their potential with offerors, contributing to the creation of a common market potential,
which is invaluable due to its uniqueness and compatibility with the expectations of both
parties. Establishing and developing cooperation provides significant mutual benefits (Luo, Ma,
Chen, 2022). These are definitely greater than the benefits achieved without taking joint action
(Chong, Hong, Teck, 2022), which is clearly felt both by active purchasers (Lee, Kim, 2018)
and offerors. That is why offerors should actively encourage purchasers to cooperate (Arbabi
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et al., 2022). Regardless of the context, these benefits are worth considering from the
purchaser’s perspective, which is the starting point for the concept of contemporary marketing.
This is also the approach adopted in this article.

At the same time, it should be remembered that the combination of the phenomena
mentioned above has had a particularly strong impact on offerors and final purchasers in
Poland. Taking into account the social, economic and political overtones of these events,
especially the war in Ukraine, when analysing the issues related to cooperation between final
purchasers and offerors, it seems important to take into account the country of origin of the
latter. It is worth asking the question: is this important for purchasers or is it simply an element
that determines their attitudes and behaviour? So far, the literature on the subject has analysed
the issue of the offeror’s country of origin in relation to purchasing behaviour, as part of
consumer ethnocentrism. Such studies were conducted, among others, by Camacho, Ramirez-
Correa, and Salazar-Concha (2022), Bayraktar Kdse, and Eroglu (2021), and Berbel-Pineda,
Palacios-Florencio, Santos-Roldan, and Hurtado (2018). The importance of the offeror’s
country of origin for other behaviours and issues related has not been focused on. Only a few
publications have considered the importance of the offeror’s country of origin in the context of
prosumer behaviour (Baruk, 2019). The author has not found any source in which the offeror’s
country of origin would be considered in relation to the benefits they achieve through joint
actions with final purchasers.

In addition, benefits achieved by offerors have so far been analysed primarily from the
(general or detailed) perspective of enterprises. Where the focus has not been placed on specific
benefits, the achieved benefits have not included examples. This approach is visible e.g. in the
studies of Mulyan, Rudian, and Taufiq (2019), who focused on co-creating brands with
purchasers and Turner, Merle, and Gotteland (2020), who referred to benefits achieved by
offerors in the relational and loyalty context. Although Menet, and Szarucki (2020) studied
benefits achieved by purchasers, one of the threads raised in their work referred to benefits that
offerors achieve thanks to cooperating with purchasers, in which they found that these benefits
are much greater when offerors and purchasers share the same culture.

Particular benefits analysed by other researchers include: improving products and reducing
costs (Nemar et al., 2022), being more innovative thanks to the easier creation of marketing
innovations (Moreira, Silva, 2014), creating innovative solutions as part of open innovation
(Roberts, Palmer, Hughes, 2022), shaping long-term relationships with purchasers (Palmatier,
2008), building loyalty (Chong, Hong, Teck, 2022), increasing profitability (Chatterjee, Rana,
Dwivedi, 2022), acquiring various elements of purchasers’ marketing potential (Chatterjee,
Rana, Dwivedi, 2022), being recommended by active purchasers (Rubio, Villasenor, Yagiie,
2020), etc. However, the set of benefits analysed in this article has not been examined, much
less considered in the approach proposed herein.

Therefore, we can talk about the existence of a cognitive gap and a research gap in this area.
Striving to reduce the gaps was the main impulse to prepare this article and conduct empirical

research. Taking into account the specificity and scope of the gaps discovered, the article
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attempts to identify the hierarchy of benefits perceived by final purchasers which offerors
achieve by taking joint actions and determining the importance of the offeror’s country of origin
as a variable which differentiates the purchasers’ opinions. In the process of achieving this goal,
the following six research hypotheses were tested, which were formulated on the basis of the
results of the analysis of the literature on the subject:

H1 — the offeror’s country of origin preferred by final purchasers is a feature that
differentiates in a statistically significant way the benefits which offerors achieve (as perceived
by final purchasers), consisting of better meeting purchaser expectations;

H2 — the offeror’s country of origin preferred by final purchasers is a feature that
differentiates in a statistically significant way the benefits which offerors achieve (as perceived
by final purchasers), consisting of creating products and their attributes that better suit the
purchasers;

H3 — the offeror’s country of origin preferred by final purchasers is a feature that
differentiates in a statistically significant way the benefits which offerors achieve (as perceived
by final purchasers), consisting of creating extra-product elements of a marketing offer that
better suit the purchasers;

H4 — the offeror’s country of origin preferred by final purchasers is a feature that
differentiates in a statistically significant way the benefits which offerors achieve (as perceived
by final purchasers), consisting of creating a better image;

HS5 — the offeror’s country of origin preferred by final purchasers is a feature that
differentiates in a statistically significant way the benefits which offerors achieve (as perceived
by final purchasers), consisting of creating better relationships with purchasers;

H6 — the offeror’s country of origin preferred by final purchasers is a feature that
differentiates in a statistically significant way the benefits which offerors achieve (as perceived

by final purchasers), consisting of enhancing the marketing potential.

3. Methods

In order to achieve the aim of this article and to verify the research hypotheses formulated,
empirical research was carried out using the method of online survey by means of the CAWI
technique to collect primary data. The research was carried out in mid-2022 among 1,196 adult
representatives of final purchasers in Poland. The geographic scope was nationwide and panel-
based. Quota sampling was used. The socio-demographic characteristics (gender, age,
education, and region) were dispersed proportional to the distribution of the trait in the general
population, with a deviation of no more than 10 respondents in relation to the proportion for the

distribution of the entire Polish population (based on GUS data and CAPI population studies).



Benefits that offerors achieve thanks to cooperation... 35

The subject of the article covered two variables analysed from the point of view of final
purchasers: benefits that offerors achieve thanks to cooperation with final purchasers and the
preferred country of origin of the offeror that purchasers would like to cooperate with.
The respondents were asked to specify their preferences regarding the offeror’s country of
origin (from Poland, from another country, the country of origin does not matter). During the
research, respondents were also presented with a set of thirteen benefits that offerors achieve
thanks to cooperation with final purchasers. These had been distinguished on the basis of the
results of the analysis of the world literature on the subject (i.a. Chatterjee, Rana, Dwivedi,
2022; Dellaert, 2019) and the results of unstructured interviews preceding the survey, which
had been conducted among ten people.

Each benefit was assessed by the respondents using an Odd Likert Scale, which is one of
the fundamental psychometric tools in social sciences (Joshi et al., 2015). In this article,
a five-step variant was used, in which rating 5 meant definitely yes, 4 - rather yes, 3 - neither
yes nor no, 2 - rather no, and 1 - definitely no. The use of this scale is a prerequisite for the use
of the average score analysis as well as exploratory factor analysis.

The primary data collected were subjected to quantitative analysis using the method of
average score analysis, comparative analysis, exploratory factor analysis, and the Kruskal-
Wallis (KW) test.

Exploratory factor analysis was used to reduce the number of primary data variables
obtained from the surveys and to detect structures in the dependencies between these variables
(Abdi, Williams, 2010). The Kruskal-Wallis test, which is a non-parametric equivalent of
ANOVA (Dalgaard, 2008), was used to find the answer to whether the differentiation is
statistically significant enough to say that the respondents’ opinion determined by the analysed
answer is significantly different.

Statistical analysis of the primary data collected was performed using the IBM SPSS
Statistics Ver. 25.

4. Research results

The results of the research conducted indicate that each of the thirteen benefits which
offerors achieve from cooperation with final purchasers received an average score of more than
4 out of a possible 5 (Table 1). In the case of six of them, the score exceeded 4.5. These were
intangible benefits, differing in their specificity and divided into the following three groups:
benefits related to meeting purchaser expectations, relational benefits, and image benefits.
In turn, the benefits related to the acquisition of purchasers’ potential by offerors in the form of
their skills and ingenuity received relatively the lowest average scores, the value of which was

lower than 4.2.
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Table 1.

Benefits mentioned by respondents, which offerors achieve thanks to cooperation with final

purchasers when creating marketing offers

Benefits Indications % Average Standard
5 4 3 2 1 score deviation

Possibility of creating a product that 79.2 19.1 1.1 0.4 0.2 | 4.767559 0.495487
better meets purchaser expectations
Possibility of creating a promotional 66.3 28.8 3.7 0.8 0.5 4.596154 0.648101
campaign to convince purchasers
more effectively
Possibility of creating packaging that 59.0 31.2 7.5 1.3 0.9 4.460702 0.768171
better encourages purchasers to buy a
product
Possibility of developing a logo 53.8 32.9 9.4 2.8 1.0 | 4.358696 0.839964
better associated by purchasers
Possibility of building a better image 65.1 29.1 4.5 1.0 0.3 4.578595 0.651751
Possibility of undertaking charitable 46.0 35.7 14.0 33 1.1 4.222408 0.882579
activities better received by
purchasers
Possibility of fully meeting 62.0 32.0 4.7 1.3 0.0 | 4.548495 0.645673
purchasers’ needs
Possibility of cost-free acquiring 50.1 334 12.4 33 0.9 | 4.284281 0.870408
purchasers’ knowledge
Possibility of cost-free acquiring 43.1 34.1 15.8 6.0 1.0 | 4.122074 0.951624
purchasers’ skills
Possibility of cost-free acquiring 46.4 334 14.5 42 1.4 | 4.192308 0.931894
purchasers’ ingenuity
Possibility of building good 63.6 29.0 6.1 1.3 0.0 | 4.550167 0.667218
relationships with purchasers
Possibility of building true customer 54.8 339 8.7 24 0.2 | 4.408027 0.762556
loyalty
Possibility of standing out on the 62.1 29.7 6.0 1.8 0.3 4.514214 0.721898
market among other companies

where: 5 — definitely yes; 4 — rather yes; 3 — neither yes nor not; 2 — rather not; 1 — definitely not.

Source: own studies.

It should be noted that for each of the benefits analysed, the value of the standard deviation

did not exceed one-third of the average score value. It follows that the values of average scores

properly reflect the hierarchy of the benefits established on their basis (Variance and standard

deviation).

The research approach adopted is based on analysing the perspective of representatives of

final purchasers regarding the benefits which, in their opinion, offerors achieve thanks to the

co-creation of marketing offers with purchasers in the context of their preferences related to the

offerors’ country of origin. As shown in Table 2, almost ten times more respondents would like

to cooperate with offerors from Poland compared to the percentage of people willing to

cooperate with offerors from other countries. By far the largest part of the respondents stated,

however, that the country of origin of the offeror is not important to them.
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Table 2.
Respondents’ preferences regarding the offerors which they would prefer to cooperate with
while creating marketing offers (%)

Offerors according to the country of origin Indications %
From Poland 30.7
From other countries than Poland 3.2
Offeror’s country of origin does not matter 66.1

Source: own studies.

It is worth finding an answer to the question: what is the importance of the respondents’
preferences regarding the offeror’s country of origin in terms of the perceived benefits which
offerors can achieve thanks to cooperation with active purchasers? In the next stage of the
analysis, efforts were made to identify the internal structure of the aspect studied and to compare
the structure discovered for each group of people analysed. For this purpose, exploratory factor
analysis was conducted for the total of respondents as well as for the three groups of people
distinguished on the basis of their preferences regarding the country of origin of offerors they
would prefer to conduct joint activities with. For the total of respondents, the value of the
Cronbach’s alpha test was 0.886; respectively, for the people who prefer cooperation with
offerors from Poland, it was 0.804, for those who prefer cooperation with offerors from other
countries, it was 0.812, and for the people who believe that the offeror’s country of origin is not
important, it was 0.815. The level of reliability in each case was thus high.

Based on the Kaiser criterion, three factors with eigenvalues greater than 1 were
distinguished for each of the four groups of respondents analysed. In each case, they explain
over 66% of the total variability of the aspect studied (Table 3). For each group of respondents,
the first factor includes between three and five variables (Table 4) with factor loading values of
at least 0.7. It means that they meet the condition for using factor analysis in social sciences
(Watkins, 2018).

These variables are noticeably different if you compare their sets for each group of the
respondents analysed. None of the variables constituted the set for every group. It is worth
noting that the variables reflecting the relational benefits were included in the first factor
identified for the total of respondents, for those who prefer cooperation with Polish offerors,
and for those who prefer to cooperate with foreign companies. The second factor consists of
three variables for each group of the respondents analysed, and these variables are also quite
diverse in their specificity. Only in the case of the third factor, there is a clear similarity in its
internal structure, regardless of the group of the people studied. In each case, it is made up of
variables illustrating the benefits related to the acquisition of purchasers’ marketing potential
by offerors (Table 4).
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Table 3.
Hierarchy of factors according to their eigenvalues determined on the basis of the Kaiser
criterion (depending on the group of offerors preferred by the respondents)

Fac- Cumulated eigenvalue % of total eigenvalues Cumulated %
tor Eigenvalue (variation) of eigenvalues
tot* | pol# | oth® |unim~ | tot pol oth |unim | tot pol oth |unim | tot pol oth | unim
1 [3.200 [3.209 [3.902 |3.076 |3.200 [3.209 |3.902 |3.076 [24.615 |24.681 |30.013 [23.663 |24.615 |24.681 |30.013 |23.663
2.844 |2.762 |2.881 [3.040 |6.044 [5.971 |6.783 |6.116 |21.879 |21.247 [22.163 [23.382 |46.494 |45.928 |52.176 |47.045
3 ]2.662 [2.665 [2.418 |2.665 |8.706 |8.636 |9.201 |8.781 [20.475 |20.504 [18.601 |20.503 |66.969 [66.431 |70.777 | 67.548

* The Kaiser-Meyer-Olkin (KMO) random sampling adequacy measure is 0.886, which is greater than 0.5
(Watkins, 2018); Bartlett's sphericity test is significant (the variables are statistically significantly related); chi2 is
8356,026; p = 0.000;

# KMO = 0.886; Bartlett's sphericity test is significant; chi2 is 2470,818; p = 0.000;

A KMO = 0.831; Bartlett's sphericity test is significant; chi2 is 325,800; p = 0.000;

~ KMO = 0.870; Bartlett's sphericity test is significant; chi2 is 5731,655; p = 0.000.

where: tot — the total of respondents; pol — people preferring cooperation with Polish offerors; oth — people
preferring cooperation with offerors from other countries; unim — people who believe that offeror’s country of
origin is not important.

Source: own studies.

Table 4.

Results of factor analysis of the benefits which offerors achieve, according to final
purchasers, thanks to cooperation in creating marketing offers, taking into account
preferences regarding the offeror’s country of origin

Factors distinguished

1 2 3

Variables analysed tot pol | oth |unim | tot pol | oth |unim | tot pol | oth | unim
Possibility of creating 541 | 766 | 342 | 484 | 379 | .105 | .848 | .406 | .009 | .015 | -.027 | .022
a product that better meets
purchaser expectations
Possibility of fully meeting .654 | 728 | 333 | 344 | 331 | .295 | .734 | 622 | .139 | .113 | .288 | .137
purchasers’ needs
Possibility of building true 817 | 714 | 710 | .105 | .118 | 241 | 411 | 837 | .203 | .211 | .240 | .194
customer loyalty
Possibility of building good | 759 | 701 | 743 | .162 | .177 | .265 | .169 | ,779 | 253 | 234 | 445 | 251
relationships with purchasers
Possibility of standing outon | .726 | .641 | .724 | .237 | .212 | .205 | .220 | .742 | .186 | .270 | .226 | .154
the market among other

companies

Possibility of developing 166 | .075 | 785 | .829 | .830 | .872 | .263 | .159 | .146 | .150 | -.013 | .132
a logo better associated by

purchasers

Possibility of creating 201 | 278 | 576 | .868 | .852 | .782 | 429 | .150 | .104 | .128 | .082 | .085

packaging that better
encourages purchasers to buy
a product

Possibility of building AT71 | 384 | 778 | 586 | 597 | 18 | 309 | 458 | .164 | .178 | .270 | .136
a better image
Possibility of creating 302 | 483 | 407 | .81
a promotional campaign to
convince purchasers more
effectively

Possibility of undertaking AS56 | 357 | 493 | 372 | 359 | 498 | .031 | .454 | 227 | .247 | .535 | .200
charitable activities better
received by purchasers
Possibility of cost-free 196 | 171 | .005 | .120 | .130 | .169 | .390 | .213 | 91
acquiring purchasers’ skills

\o

746 | 521 | 526 | .205 | .075 | .050 | .363 | .075

[
|'\o
[y
(5]

89 | 909
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Cont. table 4.

ingenuity

Possibility of cost-free 185 | 128
acquiring purchasers’

318 | .085

114 | 227 | 134 | 179

878 | 860 | .898

knowledge

Possibility of cost-free
acquiring purchasers’

215 | 207 | 180 | .121

124 | 082 | 62 | 216

875 | .863 | 408 | .895

where: indications as in table 3.

Source: own studies.

The factors identified as a result of the factor analysis can be identified with segments whose

representatives show similar attitudes and/or behaviours within a given segment, while at the

same time displaying different attitudes and/or behaviours compared to representatives of other
segments (Zhang, 2019; Singh Minhas, Jacobs, 1996). Based on the results of the factor

analysis, it is possible to group the respondents into homogeneous groups of people (Tables 5

and 6). This allows for a much better adaptation of the methods of impact to the expectations

of representatives of each group identified, compared to the lack of differentiation of such

activities.

Table 5.

Characteristics of representatives of segments of respondents identified

customer loyalty

- Possibility of building good
relationships with purchasers

- Possibility of standing out on the
market among other companies

a logo better associated by
purchasers

- Possibility of creating
packaging that better
encourages purchasers to
buy a product

- Possibility of creating

a promotional campaign to
convince purchasers more
effectively

Preferred Characteristics of segments identified
country of 1 2 3
origin of
an offeror
Total - Possibility of building true - Possibility of developing | - Possibility of cost-free

acquiring purchasers’
skills

- Possibility of cost-free
acquiring purchasers’
ingenuity

- Possibility of cost-free
acquiring purchasers’
knowledge

From Poland

- Possibility of creating a product
that better meets purchaser
expectations

- Possibility of fully meeting
purchasers’ needs

- Possibility of building true
customer loyalty

- Possibility of building good
relationships with purchasers

- Possibility of developing
a logo better associated by
purchasers

- Possibility of creating
packaging that better
encourages purchasers to
buy a product

- Possibility of building a
better image

- Possibility of cost-free
acquiring purchasers’
skills

- Possibility of cost-free
acquiring purchasers’
ingenuity

- Possibility of cost-free
acquiring purchasers’
knowledge

From other
countries

- Possibility of building true
customer loyalty

- Possibility of building good
relationships with purchasers

- Possibility of standing out on the
market among other companies

- Possibility of developing a logo
better associated by purchasers

- Possibility of building a better
image

- Possibility of creating a
product that better meets
purchaser expectations

- Possibility of fully
meeting purchasers’ needs
- Possibility of cost-free
acquiring purchasers’
knowledge

- Possibility of cost-free
acquiring purchasers’
skills

- Possibility of cost-free
acquiring purchasers’
ingenuity
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Cont. table 5.

Country of
origin does
not matter

- Possibility of developing a logo
better associated by purchasers

- Possibility of creating packaging
that better encourages purchasers

to buy a product

- Possibility of creating

a promotional campaign to
convince purchasers more

- Possibility of building
true customer loyalty

- Possibility of building
good relationships with
purchasers

- Possibility of standing
out on the market among
other companies

- Possibility of cost-free
acquiring purchasers’
skills

- Possibility of cost-free
acquiring purchasers’
ingenuity

- Possibility of cost-free
acquiring purchasers’

effectively knowledge
Source: own studies.
Table 6.
Segments of respondents identified
Preferred Segments identified
country 1 2 3
of origin

of the offeror

Total

Recognising relational and
image benefits

Recognising attribute and
communication benefits

Recognising the benefits
of enriching one’s
marketing potential

From Poland

Recognising the benefits of
meeting one’s expectations
and relational benefits

Recognising attribute and
image benefits

Recognising the benefits
of enriching one’s
marketing potential

From other Recognising relational, Recognising the benefits of Recognising the benefits

countries image and attribute benefits | meeting purchaser of enriching one’s
expectations and marketing marketing potential
potential

Country of Recognising attribute and Recognising relational and Recognising the benefits

origin does communication benefits image benefits of enriching one’s

not matter marketing potential

Source: own studies.

In the next stage of the analysis, an attempt was made to check whether the preferences

regarding the offeror’s country of origin make a statistically significant feature that

differentiates responses reflecting the perceived benefits that offerors obtain from cooperation

with final purchasers. For this purpose, the Kruskal-Wallis test was performed. Its results

indicate differentiation in five out of thirteen benefits analysed (Table 7). These reflect the

possibility of preparing more effective promotional activities, creating marketing attributes of

a product (i.e. packaging), better meeting purchaser expectations, building a better image of the

offeror, and enriching the marketing potential (in the form of acquiring purchasers’ knowledge).

The KW test made it possible to test the research hypotheses formulated (Table 8).

Table 7.

Analysis of the significance of differences between the respondents’ answers regarding the
benefits that offerors achieve thanks to cooperation with final purchasers according to the

criterion of preferences regarding the offeror’s country of origin

Variables Offerors according to Average Kruskal-Wallis Level of
analysed their country of origin range test value significance ‘p’
Possibility of creating a product that pol 599.56 4.921 .085
better meets purchaser expectations oth 513.72
unim 602.19




Benefits that offerors achieve thanks to cooperation...

41

Cont. table 7.

Possibility of creating a promotional pol 599.33 7.431 024
campaign to convince purchasers oth 476.38
more effectively unim 604.14

Possibility of creating packaging that pol 592.09 6.164 046
better encourages purchasers to buy oth 486.50
a product unim 607.01

Possibility of developing a logo pol 593.69 2.081 .353
better associated by purchasers oth 532.83
unim 603.98

Possibility of building a better image pol 597.36 5.979 .050
oth 488.71
unim 604.45

Possibility of undertaking charitable pol 611.39 1.290 525
activities better received by oth 560.15
purchasers unim 594.41

Possibility of fully meeting pol 609.66 7.396 025
purchasers’ needs oth 474.86
unim 599.42

Possibility of cost-free acquiring pol 628.97 8.426 015
purchasers’ knowledge oth 492.79
unim 589.56

Possibility of cost-free acquiring pol 619.77 3.971 137
purchasers’ skills oth 523.59
unim 592.32

Possibility of cost-free acquiring pol 609.98 1.499 473
purchasers’ ingenuity oth 548.13
unim 595.65

Possibility of building good pol 610.45 4.967 .083
relationships with purchasers oth 500.77
unim 597.77

Possibility of building true customer pol 597.00 2.931 231
loyalty oth 516.90
unim 603.23

Possibility of standing out on the pol 598.64 5.247 .073
market among other companies oth 492.49
unim 603.67

where: indications as in table 3.

Source: own studies.

Table 8.

Results of verifying research hypotheses formulated

Research hypothesis Results of verifying research hypothesis
Hl Valid
H2 Valid for creating product packaging
H3 Valid for creating promotional campaigns
H4 Valid
H5 Invalid
H6 Valid for acquiring purchasers’ knowledge

Source: own studies.
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5. Discussion

According to the research conducted, a much larger part of the respondents preferred to
undertake joint actions with offerors from Poland rather than from other countries. To some
extent, this result is consistent with the results of other researchers. For example, Menet and
Szarucki (2020) found that offerors achieve greater benefits if they cooperate with offerors
representing the same culture. It is worth adding that their studies analysed the country of origin
of purchasers, not offerors, focusing primarily on benefits achieved by purchasers. In addition,
the research covered only international recipients of airline companies. Therefore, the subject
and object of the research was different.

Studies conducted by Ercsey (2017) show that including purchasers in the creation of offers
brings benefits to companies in the form of better meeting purchaser needs and strengthening
the competitiveness. This is consistent with the results obtained by the author. However,
those studies concerned only service providers and did not take into account the importance of
their country of origin. In turn, Lorenzo-Romero, Andrés-Martinez, Cordente-Rodriguez,
and Goémez-Borja (2021) showed that cooperation is conducive to building purchaser loyalty,
which is consistent with the results presented in this article. Their research, however, concerned
only e-buyers of fashion products; moreover, it was of qualitative nature, related only to
retailers, and did not take into account a wide range of benefits or the offerors’ the country of
origin.

The results of the research conducted indicate that one of the benefits for the offeror
cooperating with active purchasers is the acquisition of their marketing potential, including
knowledge. This is confirmed by the results of studies conducted by other researchers,
e.g. by Nardi, Jardim, Ladeira, and Santini (2019). However, these researchers did not examine
the benefits obtained by offerors within the approach proposed herein.

As stated earlier in this article, based on the results of the analysis of the world literature on
the subject, the author did not find any studies with an analogous or similar scope, or studies
focusing on the importance of the offeror’s country of origin in relation to any aspect of

cooperation between final purchasers and offerors.

6. Conclusions

The research conducted allow to conclude that, according to the respondents, the main
benefit that offerors achieve thanks to cooperation with purchasers is ‘the possibility of creating
a product that better meets purchaser expectations’. In the hierarchy of benefits identified,

the top positions were also taken by benefits of a relational and image nature. Although for the
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largest part of the respondents the offeror’s country of origin did not matter as far as the
willingness to carry out joint activities was concerned, almost every third person preferred
cooperation with offerors from Poland rather than from other countries. The country of origin
turned out to be a variable which statistically significantly differentiated responses to five out
of thirteen benefits analysed. The factor analysis which took into account this variable made it
possible to identify homogeneous groups of respondents with analogous preferences regarding

the offeror’s country of origin in the context of undertaking prosumer cooperation.

7. Implications, limitations of the research, and directions for future
studies

The results of the research and the conclusions drawn on their basis are of significant
cognitive and application value. They make a significant contribution to the theory of marketing
and the theory of market behaviour related to the joint creation of value, filling the gaps
identified during the analysis of the world literature on the subject. This is all the more
important as practically no study was found in which the issues related to cooperation between
final purchasers and offerors would be considered through the prism of the offeror’s country of
origin. Thanks to the research, the following was identified: the perceived benefits that offerors
achieve thanks to cooperation with purchasers; the hierarchy of these benefits; preferences
regarding the offerors’ the country of origin in the context of undertaking joint activities;
segments of purchasers showing similar preferences towards the offeror’s country of origin and
the opinions on the benefits they achieve; the importance of the offeror’s country of origin as
a variable differentiating opinions on the benefits that offerors achieve through joint actions.

The results of the research conducted and the conclusions drawn on their basis also have
an application value. They enable managers to establish and properly shape marketing
cooperation with final purchasers. They show the importance of the offeror’s country of origin
in terms of the willingness to engage in joint activities, which allows for the creation of
incentives that would effectively encourage active purchasers to engage in these activities.
As ‘game changers’, they can contribute to the achievement of many benefits, increasing the
offerors’ competitive power. Achieving this effect, however, requires looking at cooperation
through the eyes of active purchasers and developing (preferably together with them) new
business solutions based on partnership. To this end, it is worth adapting activities engaging
final purchasers to their expectations resulting from the specificity of the segments identified.

Of course, the research has some limitations that result from the research approach adopted.
These restrictions apply e.g. to the subject, object and geographical scope. The research covered
only representatives of Polish adult final purchasers. Their demographic or economic

characteristics were not taken into account. Undertaking further research on cooperation
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between final purchasers and offerors in the future will allow for the gradual elimination of

these limitations by expanding the subject of the research (to include minors), and the object

(to include e.g. benefits achieved by active purchasers).
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Introduction/background: The study analyses the feasibility study of a hotel franchise
business model using the example of a selected property.

Aim of the paper: The aim of the paper is to present the period of return on invested capital as
a function of the occupancy rate of a hotel property.

Materials and methods: Case study on the example of a selected hotel franchise chain.
Results and conclusions: The paper provides an elaborate analysis of the period of return on
invested capital based on the example of starting a business based on franchise cooperation
with Marriott chain hotels.
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Introduction

Many concepts of business management have been developed over the years. Theories in
the field of business organisation, business methods or management solutions are very rich and
varied. Potential enterprises have the opportunity to implement solutions that are strictly
tailored to their business, which significantly increases the chances of success.

However, it is not the management method, concept or technique that forms the basis of
an enterprise's organisation, but the adopted business model, which clearly defines the specifics
of the organisation's operation. Among the available business models, one of the most popular
in recent years is the franchise model, which, by definition, increases the chances of success of
a business.

The product of this study will be an analysis of the feasibility of a business model based on
hotel franchising of the Marriott International brand of hotel that would be built in the
immediate vicinity of the operation of the Central Communication Port, in the municipality of
Baranéw between £.6dz and Warsaw.

This paper addresses issues in business models, feasibility studies, analytical methods used

in business development.

http://dx.doi.org/10.29119/1641-3466.2023.177.3 http://managementpapers.polsl.pl/
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The core of the study is an assessment of the potential benefits of launching the hotel
operations of a hypothetical CPK Marriott company. The company in question would be
established on the basis of a franchise agreement and would operate under an internationally
renowned brand, which should directly translate into a relatively quick return on investment.

This paper is divided into 4 chapters, the first 3 of which provide an overview of the
literature on the issues raised. The fourth chapter, on the other hand, contains the empirical part,
in which the necessary data and strictly numerical data are presented, which allow clear

conclusions to be drawn.

1. Business model - applications and challenges

An analysis of the available literature on the subject reveals that no clear definition of the
term 'business model' has been given over the years. One of the basic definitions states that
a business model is a kind of action plan, which is developed by a company in order to generate
revenue and maximise operating profit. This approach to the definition of a business model
allows it to be identified with activities aimed at increasing revenue and optimising costs.
In addition, it is noted in this case that the business model also defines the relationships between
the various market participants and provides information about how the companies in question
operate, i.e. how they produce their goods and services, how they create value for customers
and from which exact sources they draw their profits (Timmers, pp. 3-8).

A business model is a tool containing a certain set of elements and relations between them,
schematically (more or less detailed) representing a business idea (Brzoska, 2009, pp. 5-23).
It therefore represents a certain, rather static, model of the phenomenon, as opposed to
a strategy expressing the way in which a company acts and behaves (often very flexibly) in
relation to the changing environment and its interior. The relationship between strategy and
business model is very close, but at the same time differently understood. Customer satisfaction
is of key importance, as the fulfilment of shareholders' expectations depends on it" (Nogalski,
2009, p. 2; Gotembiowski, Dudzik, Lewandowska, Witek-Hejduk, 2008, p. 57). Closely linked
to strategy is the business model, which reflects the means of achieving the right economic
results, expressed by the relationships of revenue, costs and profit across the organisation.

The development of an effective business model by a given company is subject to certain
rules. First of all, attention is paid to the uniqueness of the model. It should be constructed in
such a way that it cannot be used by competitive companies (in practice, there are often
situations in which an effective and efficient business model is copied by competitors to
a greater or lesser extent). In addition, account should be taken of the fact that nowadays
companies operate in a turbulent environment, and therefore the business model implemented

in the organisation should be easy to redefine (Rudny, 2013, p. 65). In the process of developing
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a business model, the following key elements should therefore be taken into account (Laudon,
Traver, 2012, pp. 58-60):

The management team - should be composed of people who have the necessary
knowledge, competencies and qualifications, as this is the element that significantly
influences the potential effectiveness of the implemented business model. Therefore,
before forming a management team, the required experience and skills of potential
members should be analysed in detail.

Organisational development - what directions and scope of the company's development
are envisaged at the stage of developing the business model, in order to align the
organisational structure with these very assumptions.

Market strategy - identifying ways to promote products and services in order to attract
as many potential customers as possible.

Competitive advantage - identifying the advantages a company will bring to the market,
and whether these advantages are sufficient to achieve the desired competitive position.
Competition - analysis of the competitive environment, including an analysis of its
strengths and weaknesses.

Market entry opportunities — identification of the market in which the organisation is to
operate, including its size.

Revenue model - identifying sources of revenue.

Customer value proposition - defining the motives for customers to take up the

company's offer.

Thus, in concluding the information presented in this section, it is important to see that

a business model is more than just a company strategy or adopted management methods and

concepts.

2. Essence of a feasibility study

A feasibility study, as the name suggests to some extent, is a study whose overarching

objective is to assess the likelihood of a project's success or the achievement of a specific

outcome. This study is carried out at the planning stage of a project and is formal in nature

(Portny, 2013, p. 46). From the available literature on the subject, it is clear that a properly

conducted feasibility study should provide answers to three fundamental questions, which
consist of (Wirkus, 2012, p. 19):

Is the project under consideration financially and socially sound?
Will the project be long term and will the revenues from the completed investment cover

the costs of implementation?
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e Is the project feasible and, if so, what constraints should be taken into account in its
implementation?
A feasibility study is a study to which three basic characteristics can be attributed (Philips,
2012, p. 65):
e Directness.
e Orderliness.
e Fact-based (objective or even subjective opinions do not affect the outcome of the
study).
As seen above, one of the essential features of a feasibility study is orderliness. This feature
is all the more important because a feasibility study, by virtue of its complexity, is to some

extent a process, which is schematically illustrated in Figure 1.

Summary and
conclusions

!

Genesis and
history of the
project

I

Market analysis

and marketing

concept
L] +
Sales programme Materials and Location and
other outlays environment
[} )

Technical layer of
the project

[}

L] ] ]
Plant organization Human resources Planning the
project
implementation
[} $ L)

L]
Financial analysis
and project
assessment

Figure 1. Structure of the feasibility study.
Source: Feasibility study - Management Encyclopaedia (mfiles.pl).

It is clear from the information in Figure 1 that a feasibility study is a multi-faceted study.
In practice, it allows for an overall assessment of a potential project. As a result, it provides
information on both the subject of the project, the benefits of its implementation, the expected
results, potential risks, expected revenues, the payback period and much more.



Feasibility study of a hotel franchise business model 53

The implementation of this study is therefore necessary every time a major investment is

planned.

3. Selected analytical methods used in new business development

Analytical methods used in the field of case studies mainly include (Trotsky, 2013, p. 204):

e Multi-variant analysis.

e Ratio analysis, including analysis of liquidity, profitability, turnover, NPV and IRR

ratios).

e Static and dynamic sensitivity analysis.

e Summary statement of costs and revenues.

e Income statement.

o QFD.

e Technology monitoring.

e Patent analysis.

e SWOT analysis.

e Benchmarking.

One of the simpler methods of analysis is the SWOT method.

In principle, the SWOT method is one of the basic concepts that make up the strategic
management of a company. It allows the areas most important for the effective functioning of
the company to be examined and analysed in detail. In addition, it is a kind of summary of the
previously conducted theoretical strategic analysis of the company. Its greatest advantages are
that it is highly transparent, easy to digest and precise. It contains only the most relevant
information and omits areas that are less useful (Kozminski, Piotrowskiego, 1996, p. 63).

The SWOT analysis consists of the following areas (KoZminski, Piotrowskiego, 1996,
p. 64):

e Weaknesses and strengths of the company.

e Opportunities and threats from the environment.

Although a SWOT analysis is not in itself a difficult task, it requires a prior (relatively
thorough) examination of both the external and internal environment of the company.

The SWOT analysis is a relatively effective method for formulating a strategic plan.
However, it does not take into account, or rather should we say does not indicate, certain areas,
the examination of which is a necessary activity as they are directly linked to potential
directions in the formulation of the strategy.

In the case of large projects, however, methods such as NPV analysis, IRR and financial
ratios are mainly applicable, the most commonly used being profitability and liquidity ratios.

Table 1 below shows the calculation algorithms for the key liquidity and profitability ratios.
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Table 1.
Calculation algorithms for basic liquidity and profitability ratios
No. ‘ Indicator name ‘ Calculation algorithm
Static liquidity ratios
1 Cash solvency ratio Cash and cash equivalents

Current liabilities

2 High liquidity ratio Current assets — inventories — short — term accruals

External capital

3 Current ratio Current assets
Short — term liabilities
4 Return on equity Net profit (loss)

Sales revenue

5 Profitability of current assets Net profit (loss)

Current assets

6 Profitability of total assets Net profit (loss)

Total assets

7 Profitability of fixed assets Net profit (loss)

Fixed assets

Source: Own study based on Kotowska, 2010.

4. Business model feasibility study on the example of CPK
Marriott sp. z o.0.

The study will provide:

e Analysis of cumulative financial flows of costs and sales values assuming an average

annual occupancy rate of 66% - Option .

e Analysis of cumulative financial flows of costs and sales value assuming average annual
occupancy rate of 75% - Option II.

Table 2.

Input data for the study - Option 1

Fixed costs 35000 000 PLN
Unit variable cost 31210 PLN
Daily operating profit with 66 % occupancy 42 808 PLN
Unit increments (days) 365
BREAK-EVEN POINT 3018

Source: own study.
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Table 3.
Input data for the study - Option Il

Fixed costs

35 000 000 PLN

Unit variable cost 33 041 PLN
Daily operating profit with 75% occupancy 48 643 PLN
Unit increments (days) 365
BREAK-EVEN POINT 2243

Source: own study.

Table 4.
Results of the study - variant 1

Days Summary of sales Total costs Profit/loss
0 0 PLN 35 000 000 PLN -35 000 000 PLN
365 15 624 920 PLN 46 391 650 PLN -30 766 730 PLN
730 31 249 840 PLN 57 783 300 PLN -26 533 460 PLN
1095 46 874 760 PLN 69 174 950 PLN -22 300 190PLN
1 460 62 499 680 PLN 80 566 600 PLN -18 066 920 PLN
1825 78 124 600 PLN 91 958 250 PLN -13 833 650 PLN
2 190 93 749 520 PLN 103 349 900 PLN -9 600 380 PLN
2 555 109 374 440 PLN 114 741 550 PLN -5367 110PLN
2920 124 999 360 PLN 126 133 200 PLN -1 133 840 PLN
3285 140 624 280 PLN 137 524 850 PLN 3099 430 PLN
3650 156 249 200 PLN 148 916500 PLN 7332 700 PLN
4015 171 874 120PLN 160 308 150 PLN 11 565 970 PLN
4380 187 499 040 PLN 171 699 800 PLN 15799 240 PLN
4745 203 123 960 PLN 183 091 450 PLN 20 032 510 PLN
5110 218 748 880 PLN 194 483 100 PLN 24 265 780 PLN
5475 234 373 800 PLN 205 874 750 PLN 28 499 050 PLN
5 840 249 998 720 PLN 217 266 400 PLN 32 732 320 PLN
6 205 265 623 640 PLN 228 658 050 PLN 36 965 590 PLN
6570 281 248 560 PLN 240 049 700 PLN 41 198 860 PLN
6 935 296 873 480 PLN 251 441 350 PLN 45 432 130 PLN
7 300 312 498 400 PLN 262 833 000 PLN 49 665 400 PLN

Source: own study.

The cumulative cash flow analysis above shows that the investment will pay for itself after

3018 days of operation of the business, with an average annual occupancy of 66%. 3018 days

translates into 8 years and 3 months.
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Table S.
Results of the study - variant 2

Days Summary of sales Total costs Profit/loss
0 0 PLN 35 000 000 PLN -35 000 000 PLN
365 17 754 695 PLN 47 059 965 PLN -29 305 270 PLN
730 35509 390 PLN 59 119 930 PLN -23 610 540 PLN
1 095 53 264 085 PLN 71 179 895 PLN -17915810PLN
1 460 71 018 780 PLN 83 239 860 PLN -12 221 080 PLN
1 825 88 773 475 PLN 95 299 825 PLN -6 526 350 PLN
2190 106 528 170 PLN 107 359 790 PLN -831 620 PLN
2 555 124 282 865 PLN 119 419 755 PLN 4 863 110 PLN
2 920 142 037 560 PLN 131479 720 PLN 10 557 840 PLN
3285 159 792 255 PLN 143 539 685 PLN 16 252 570 PLN
3650 177 546 950 PLN 155 599 650 PLN 21947 300 PLN
4015 195 301 645 PLN 167 659 615 PLN 27 642 030 PLN
4 380 213 056 340 PLN 179 719 580PLN 33336 760 PLN
4745 230 811 035 PLN 191 779 545 PLN 39 031 490 PLN
5110 248 565 730 PLN 203 839 510 PLN 44 726 220 PLN
5475 266 320 425 PLN 215 899 475 PLN 50 420 950 PLN
5 840 284 075 120 PLN 227 959 440 PLN 56 115 680 PLN
6 205 301 829 815 PLN 240 019 405 PLN 61 810 410 PLN
6570 319 584 510 PLN 252 079 370 PLN 67 505 140PLN
6 935 337 339 205 PLN 264 139 335 PLN 73 199 870 PLN
7 300 355093 900 PLN 276 199 300 PLN 78 894 600 PLN

Source: own study.

The cumulative cash flow analysis above shows that the investment will pay for itself after
2243 days of operation of the business, with an average annual occupancy of 75%. 2243 days

translates into 6 years and 1 month.

Summary

The hotel industry in Poland and around the world is constantly developing, as evidenced
by all available indicators and observed trends. The popularisation of tourism, and the
shortening of the distance problem through cheap flights, are opening up new possibilities and
broadening the horizons of openness to new solutions. In the development of the hotel industry,
on the other hand, special attention is being paid to franchising. This is because launching
a hotel under a well-known brand provides a number of advantages, including simplifying the
process of acquiring new customers. This is because well-known and proven solutions, as well
as good opinions and trust, mean that customers are willing to use offers that are already

familiar to them.
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The results of the risk-adjusted cost-effectiveness analysis indicate that, assuming
an average annual occupancy of 66%, the investment in the company will already have paid for
itself after eight years and three months. On the other hand, assuming an average annual
occupancy of 75%, the moment of return on the investment will occur after just six years and
one month. After the hotel has been operating for a period of time to recoup its investment,
the business must receive a level of 47% average occupancy to break even. This business model
is forward-looking because the payback period of 6 to 8 years under various assumptions is
negligible when compared to the period over which the hotel operates on average. Hotels are
not built for 6 years, but for several times that.

In my opinion, the presented business model, based on hotel franchising, is worthy of
attention, worth the investment allocated to the project, and will be a solid pillar against the

competition as another premium hotel of the Marriott International brand developed in Poland.

References

1. Brzoska, J. (2009). Model biznesowy - wspdlczesna forma modelu organizacyjnego
zarzqdzania przedsiebiorstwem. Zabrze: Wydawnictwo Politechniki Slaskiej.

2. Feasibility study. Management Encyclopaedia, mfiles.pl.

3. Gotembiowski, T., Dudzik, T.M., Lewandowska, M., Witek-Hejduk, M. (2008). Modele
biznesu polskich przedsigbiorstw. Warszawa: Szkota Gtowna Handlowa.

4. Kotowska, B. (2010). Plynno$¢ finansowa. In: B. Kotowska, A. Uzigbto,
0. Wyszkowska-Kaniewska, Analiza finansowa w przedsigbiorstwie. Przyklady, zadania
i rozwigzania. Warszawa: CeDeWu.pl.

5. Kozminski, A.K., Piotrowski, W. (eds.) (1996). Zarzgdzanie - teoria i praktyka. Warszawa:
PWN.

6. Laudon, K.C., Traver, C.G. (2012). E-commerce 2012. Busines. Technology. Society. USA:
Pearson Education Ltd.

7. Nogalski, B. (2009). Modele biznesu jako narzedzia reorientacji strategicznej
przedsigbiorstw. Referat wygloszony na posiedzeniu Komitetu Nauk Organizacji
1 Zarzadzania PAN. Warszawa.

8. Philips, J. (2012). Zarzqgdzanie projektami IT. Gliwice: Helion.

9. Portny, S. (2013). Zarzqdzanie projektami dla bystrzakow. Gliwice: Helion.

10. Rudny, W. (2013). Model biznesowy a tworzenie wartosci. Studia Ekonomiczne. Zeszyty
Naukowe Uniwersytetu Ekonomicznego w Katowicach. Katowice.

11. Timmers, P. (nd). Business Models for Electronic Markets. Electronic Markets, Vol. 8,
No. 2.

12. Wirkus, M. (2012). Zarzgdzanie projektami badawczo-rozwojowymi. Warszawa: Difin.






SILESTAN UNIVERSITY OF TECHNOLOGY PUBLISHING HOUSE

SCIENTIFIC PAPERS OF SILESIAN UNIVERSITY OF TECHNOLOGY 2023

ORGANIZATION AND MANAGEMENT SERIES NO. 177

FRANCHISE NETWORK BUSINESS MODEL
IN HOSPITALITY SERVICES

FLukasz BUDYNEK
Lukasz Budynek Business Consulting, Poland; budyneklukasz @outlook.com, ORCID: 0009-0005-4683-5251

Introduction/background: The study analyses the steps and requirements involved in starting
a hotel business based on a franchise business model.

Aim of the paper: The aim of the paper is to show how an entrepreneur can start a business
based on the franchise model using the example of establishing a partnership with the Marriott
chain.

Materials and methods: Case study on the example of a selected hotel franchise chain.
Results and conclusions: The paper contains a compilation of the activities that need to be
carried out when establishing cooperation on the basis of the franchise model.
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1. Introduction

Franchising has in recent years become one of the more commonly used methods among
budding entrepreneurs. This is determined by the fact that the franchisor provides all the
necessary information, experience, management methods and techniques as well as broadly
understood know-how. Not without significance is also the fact that franchising makes it
possible to start a business under an already known brand, which significantly simplifies the
process of acquiring customers and promoting one's products.

In Poland today, there are a number of business opportunities available based on a franchise
agreement. Among the most popular brands that establish cooperation on a franchising basis
are:

e McDonald's.

e Leviathan.

o Zabka.

e Carrefour.

http://dx.doi.org/10.29119/1641-3466.2023.177.4 http://managementpapers.polsl.pl/
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It is also important to emphasise that starting a business based on a franchise agreement is
possible for both trade and services. In the case of trade, the offer of franchising includes, inter
alia, sporting goods, children's goods, petrol stations and automotive goods, home and garden,
food and industrial goods, telecommunication and household appliances as well as cosmetics
and jewellery. In terms of services, franchising as a business model can be implemented, among
others, in: tourism and hospitality, catering, finance and banking, education, consulting and
accounting, healthcare or real estate.

As indicated above, the hotel industry can successfully use the method of franchising, which
also seems to be increasingly appreciated in recent years. This assumption is reflected in the
emergence of more and more hotel chains, which, in turn, clearly shows the interest in this
business model of both entrepreneurs already operating (who want to expand their business),
as well as entrepreneurs just starting their business in the hotel industry.

The study analyses the franchise business model using the example of a hotel belonging to

the Marriott chain.

2. The essence of franchising

Franchising is essentially a method that determines the possibility of expanding markets for
a particular type of business. The method of expanding markets, in this case, consists of
developing a network of establishments carrying out a particular business activity on their own
account. Participants in the network are given access to techniques, methods, tools and know-
how, which contributes to the success of the franchisor. In numerous examples, franchising is
used to operate hotel, catering, tourism and other businesses. There is also production
franchising, focusing, for example, on the production of well-known beverages, as well as
distribution franchising as an example. Distribution franchising involves the creation of
a network of outlets that use the same sales techniques and the same sources of supply. This is
the basis for department stores, market chains, household appliances outlets as well as grocery
outlets.

The activities of franchise networks are mainly based on agreements that are concluded
between the franchisor and the franchisee. The provisions of franchise agreements are
determined on a case-by-case basis. This is due to the fact that there are various business
profiles of entrepreneurs on the market. There are different contractual provisions that are used
for agreements creating production networks, others for catering networks and still others for
distribution or hotel networks. Some contractual components coincide and are used in all
contracts of this type (Koch, Napierata, 2006, pp. 132-133).
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All franchise agreements use a definition of the parties to the agreement. The parties to the
agreement are the franchisor and the franchisee. The names network organiser and franchise
permit beneficiary can also be used here (Kidyba, 2004, p. 725).

A franchise agreement is concluded when the network organiser grants the beneficiary
permission to use the chosen business technique. The organiser also grants permission to use
information that is related to the franchise agreement and to use symbols and signs that identify
the specific network. In addition, the network organiser undertakes at the same time to provide
assistance and guidance in connection with the establishment of the network outlet, while the
beneficiary undertakes to operate the network outlet on its own account using the organiser's
guidance and methods and recommendations, and to pay a fixed fee to the network organiser.

The most essential elements of a franchise agreement are the franchise permit. The franchise
permit gives information on how to run the chosen business that has brought market success to
the network organiser. The franchise licence usually contains precise information on the
business technique. Mostly, such techniques are in the form of franchise packages.
The packages are usually collections of recommendations and various business rules.

Another important element of the agreement is the possibility to allow the use of signs and
symbols that identify the chosen network. This is an important element of the contract,
as it gives the organiser the opportunity to establish itself in a larger territory with its brand and
the beneficiary the opportunity to increase profits under the organiser's brand and benefit from
its market position.

The franchise agreement is governed by a number of pieces of legislation consisting of:

e Civil Code.

e Industrial Property Law.

e Regulations issued under the Industrial Property Law regarding the use and protection

of the trade mark.

e Act on Combating Unfair Competition with regard to the obligation to maintain
business secrets, proper designation of companies and goods, not to obstruct market
access, etc.

e Copyright and Related Rights Act.

In addition to national legal acts, the franchise agreement is also regulated by international

legal acts. The legal act in question is European Commission Regulation No. 330/2010 of
20 April, 2010 on the application of Article 101(3) of the Treaty on the Functioning of the

European Union to categories of vertical agreements and concerted practices.
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3. Business model as a management tool

A business model is, in essence, a long-term method adopted by an organisation with the
overriding objective of increasing resources and improving the efficiency of their use, which in
turn leads to presenting customers with an offer that is superior to that of the competition, while
of course ensuring the company's profitability. A good business model is, more broadly,
an opportunity to gain a competitive advantage. A near-perfect business model, on the other
hand, will also represent the ability to maintain the competitive advantage previously achieved
(Afuah, Tucci, 2001, pp. 18-20).

The idea of developing and implementing business models originated in the sphere of
creating innovations dedicated to the IT sector and was intended to be a less formal solution
than strategy as a component of the strategic plan (Kozminski, 2004, pp. 123-124).

Many definitions of a business model have emerged over the years. One of them states that
it is a set of activities that an organisation carries out in order to generate specific benefits for
the customer and to ensure a profit for the company. In doing so, it uses a variety of methods
and commits the necessary resources (Afuah, 2004, pp. 2-17). According to A. Osterwalder and
Y. Pigneur, the business model consists of all kinds of rationale behind the way in which
a company creates value and provides and profits from such created value (Osterwalder,
Pigneur, 2011, p. 18). The business model, contrary to appearances, is not a plan characterised
by distinctiveness. On the contrary, it is a combination of the strategic concept of the enterprise
and the technology of its practical implementation, understood de facto as the construction of
a value chain, which in turn allows the efficient exploitation and renewal of resources and skills
(Obt6j, 2002, p. 98). The business model is in part an outline of the strategy to be implemented
within the structures, processes and systems of the enterprise (Osterwalder, Pigneur, 2011,
p. 20).

By analysing the definitions of a business model presented above, it can be seen that it
should answer three basic questions (Obtoj, 2002, p. 97):

1. What will the organisation do?

2. What are the core resources and competencies of the organisation?

3. How are these resources and competences configured in terms of day-to-day operations?

In view of the above, building the right business model is difficult and requires those
involved to have a broad knowledge of the specifics of the industry, the key factors that create
the value perceived by customers and the benefits they value. At the stage of creating a business
model, there are a number of questions that need to be answered (Afuah, Tucci, 2001, p. 32):

1. Which target group is the product aimed at?

What values (benefits) is the product supposed to offer to customers?
What are the strategies for delivering these values?
How is this value to be created?

A

How should the product be priced?
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The business model, on the one hand, builds sustainable competitive advantage but,
on the other hand, is a challenge for companies (Szpitter, 2011, p. 199). An innovative mindset
can become a determinant of competitive advantage and develop operational excellence,
but is associated with market risks, hostile employee attitudes, and relatively higher operating
costs (Szarucki, 2011, p. 194).

4. Franchising on the Polish hotel market

The Accor system is a large international consortium operating in the tourism market
(mainly hotels, but also restaurants and travel agencies). Accor was created in 1983 through the
merger of Novotel S.ILE.H. and Jacques Borel International. The initiative for its creation came
from the representatives of the Novotel hotel chain that had existed in France since 1966:
Gerard Peisson and Paul Dubrule. The Accor hotel system has been ranked among the world's
top international hotel systems for years.

The Accor system is present on virtually all continents. Figure 1 identifies the countries in
which Accor operates today.

:_.,P?-"'
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Figure 1. Countries where Accor operates (black).
Source: countries in which Accor operates - Search Google.

Today, hotels in the Accor system can be classified into three basic categories, which define
the basic customer segments and consist of:

e Luxury and top class.

e Middle class.

e Economic range.

The table below identifies the most popular brands classified in each category.
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Table 1.
Portfolio of brands that make up the Accor system
No. Category Identification of the selected brands
SO FITEL

Luxury and
premium class

2 Middle class

3 Economic class

Source: Own elaboration based on http://www.accorhotels-group.com/fileadmin/user_upload/
Contenus_Accor/Franchise_Management/Documents_utiles/General_information/MAJ_2014/accor_e
n_bref_pl.pdf.
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5. Franchise business model using the example of a Marriott chain hotel

Starting a hotel business based on the franchise model imposes on the investor (hotel owner)

the need to conclude a franchise agreement with the chosen hotel chain. In the present case,

we are referring to the Marriott hotel chain.

Within the framework of the said agreement, both the rights and obligations of both parties

to the agreement are defined. Above all, the said agreement contains information on the

franchise package that the Franchisor makes available to the Franchisee. The aforementioned

package in the case under analysis includes, among other things, the following components:

Provision of advertising and promotional campaigns to the Franchisee.
Complaint handling.

Defining standards and requirements for employee dress code.
Principles of staff training.

The hotel's decor and facilities.

The right to use the company and its trademark (licensing).

Within the framework of the said agreement, the franchisor's obligations are also defined in

detail, consisting of:

Helping to run the business mainly through:

Promotion and national publicity.

Informing the Franchisee of planned promotional and advertising campaigns.
Provide training to staff employed by the organisation.

Hotel management consultancy.

o O O O O

Assisting with decorating and planning the hotel's décor.
Providing the Franchisee with exclusive rights to operate the hotel in the area indicated

in the agreement.

The franchisee undertakes to:

Be self-employed for a period of 3 years, including:

o Payment of remuneration for the franchise package received.

o Payment of monthly and quarterly fees as set out in the body of the agreement.

Use of the Franchisor's trademark.

Not to transfer to third parties of the rights to all or part of a particular franchise package.
Not to transfer to third parties the know-how provided by the Franchisor.

To use the know-how obtained under the content of the contract only under the terms
of the agreement.

Not to carry out activities in competition with the Franchisor, in particular not to acquire
shares in companies carrying out similar activities.

To provide the Franchisor with information on infringements of know-how,
its trademarks and other property rights.

Permit the Franchisee to inspect the facility, inventory and accounts.
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It is also important to highlight the fact that operating under the Marriott brand imposes on
the operator the need to allow customers to join a loyalty programme, details of which are

shown in Table 2.

Table 2.
Marriott hotel chain loyalty programme

MARRICTT BONVOY
AMBASSADOR ELITE
100+ nights/year
and $20K in annual qualifying spend

MARRIOTT BONVOY MARRIOTT BONVOY MARRIOTT BONVOY = MARRIOTT BONVOY MARRIOTT BEONVOY
BENEFITS MEMBER SILVER ELITE GOLD ELITE PLATINUM ELITE TITANIUM ELITE
0-9 nights/year 10-24 nightsfyear 25-49 nights/year 50-74 nightsfyear 75-99 nights/year

Complimentary In-Room

Internet Access o Y 'y 'S e [y
*Enhanced Internet
Member Rates o ® [} o Y .
Mebile Check:In/Services 5] ® L] [ [ ] L]
Ultimate Reservation
Guarantee ° ° e L .
Faints o 10% Bonus 25% Bonus 50% Bonus 75% Bonus 75% Bonus
Late Checkout o Y Y ®
*Based on availability ° 2pm* 4pm 4pm 4pm
Dedicated Elite
Support L L

Source: https://www.marriott.com/loyalty/member-benefits.mi.

When offering a franchise under the banner of an external brand, using the Marriott Bonvoy
loyalty programme as an example, the entrepreneur must provide all guests belonging to the
programme with free internet, special, attractive rates for accommodation services and
complimentary rates lower than those available on external, independent booking systems.
All guests of the loyalty programme, regardless of status, must also provide Online Check In,
consisting of the possibility to check-in the guest via an app on the phone. In this case,
when the guest arrives at the property, an allocated room with prepared keycards allowing
access to the room and a stay card will already be waiting for them. Only the signature on the
registration card is required. All of this simplifies the check-in procedure to a minimum,

and streamlines the entire process.

6. Summary and conclusions

The functioning of a company on the market requires that it has adequate financial
resources. As a rule, these financial resources can come from various sources of financing,
the basic classification of which allows a distinction to be made between internal sources and

external sources.


https://www.marriott.com/loyalty/member-benefits.mi
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Financing a business from internal sources is nothing more than self-financing in principle,
which does not generate additional costs for the company. External sources, on the other hand,
involve not only specific costs but also restrictions, which is why they are not available to every
company.

One of the sources of business financing is franchising. Its characteristic feature is that it
not only makes it possible to obtain additional funds for business development, but it also
determines this development. Franchising is a solution that determines the creation of a new
business unit operating under a given brand.

The subject of the analysis in this study was a hotel belonging to the Marriott chain.
It is clear from the information presented in the study that operating a hotel under the brand of
a well-known chain determines a number of both advantages and disadvantages.

Key benefits include:

e Support in the implementation of marketing activities.

e Provision of access to accommodation booking systems already in place.

e Access to people with the necessary knowledge, experience and competence.

e Opportunity to operate under a well-known and respected brand.

As mentioned previously, franchising also entails certain limitations (disadvantages).
Among these, particular attention should be paid to the requirements in terms of operating
strategy and management methods used. Although proven, not always desired by individual

hotel owners.
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Introduction

Modern management is at a special moment. New, unprecedented challenges have
overlapped with the existing conditions of increased uncertainty and risk. The coronavirus
pandemic which swept the world in March 2020 and theoretically lasted until 2022 and whose
the effects and manifestations we are still feeling, disrupted the operation of most organizations,
including enterprises. The overheated supply chains and the numerous attendant consequences
created an entirely new economic reality. On top of that, Russia’s invasion of Ukraine in
February 2022 and the ongoing full-scale conventional armed conflict has totally (and perhaps
irrevocably) changed our perception of the world and economic reality. Returning to a relatively
normal reality will be a process which will be drawn-out and very difficult, if at all possible.

A question which is of interest in this special context is to what extent enterprises operating
in the high-tech sector are coping in the present time of extraordinary challenges.
The phenomenon of technology entrepreneurship which has been gaining popularity for at least
a decade makes it possible to evaluate the ways in which enterprises use technology
opportunities resulting from development of science and technology and innovative technology
solutions. An especially important role here is played by enterprises whose founders come from
research and which are established for the commercial implementation of earlier scientific
achievements (frequently the founders’ own).

The objective of this paper is to evaluate the extent to which technology entrepreneurship,
expressed through the entrepreneurial behaviors of the emOployees and entire organizations,
impacts the functioning of academic enterprises operating in the high-technology sector in the
context of the challenges of the present day. It analyses the cases of three academic enterprises
operating in the high-tech sector and representing the photonics industry. The research was
conducted in 2022, after the Russian Federation’s invasion of Ukraine. It attempted to answer
the question of how the studied enterprises perceived these new conditions, and whether the
change of the rules of the game constituted a threat or an opportunity for growth and operating
more effectively in the totally changed conditions. The qualitative research performed using the
case study method allowed for comparison of pairs of enterprises with origins in the academic
sector and for capturing the influence of the organizations’ and individual employees’
entrepreneurial behaviors on the operations under specific conditions of new “rules of the

game” in business activity.
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Literature Review

Technology entrepreneurship and its conditions

In the conditions of the technological race and the shortening of product and technology life
cycles, technology entrepreneurship is gaining particular importance as one of the key
manifestations of entrepreneurship. Technology entrepreneurship is interdisciplinary and multi-
faceted in character and can be considered both at the level of individual initiatives and
innovative undertakings in the organizational dimension. It is a phenomenon that still arouses
wide interest, both among theoreticians and researchers of management and quality science,
as well as managers and practitioners (Chyba, 2021, pp. 62-67). Even though “Technology
entrepreneurship” is a term which has been present in the world literature for over half a century
(the first conference on the topic took place in 1970), the number of publications on the subject
did not increase significantly until the second decade of the 21st century. The theoretical
foundations of the concept appeared in "Technology Entrepreneurship,” a special issue of
Strategic Management Journal from 2012, edited by Ch. Beckman, K. Eisenhardt, S. Kotha,
A. Meyer and N. Rajagopolan. (Beckman, Eisenhardt, Kotha, Meyer, Rajagopolan, 2012;
Kordel, 2018, pp. 9-10). Attempts to define the concept were also presented by T. Bailetti
(2012, pp. 2-25). The subject of technology entrepreneurship was also undertaken in many other
papers, including by S. Muegge (2012, pp. 5-16), T. Bailetti et al (2012, pp. 28-34).

In recent years there many publications on the topic have also appeared in Polish. The term
"technology entrepreneurship" is defined differently by Polish authors. According to
S. Flaszewska and S. Lachiewicz (2013, p. 18) et al. "technology entrepreneurship can be
understood as a process combining elements of academic and intellectual entrepreneurship with
entrepreneurship of commercial and business support organizations and with entrepreneurship
of owners, managers and employees implementing new technologies and accompanying
innovations in the sense of application and distribution of their effects in the market
environment". According to W. Grudzewski and 1. Hejduk (Grudzewski, Hejduk, 2008, p. 80)
"technology entrepreneurship is a prerequisite for company success. It implies the process of
new product development, using modern technologies, flexible response to changes taking
place on the market, as well as introducing innovations in all areas of the company's operation,
as well as its co-operators". According to P. Kordel (2018, p. 37) “the phenomenon of
technology entrepreneurship occurs when scientific or engineering development creates a key
element of an opportunity, which is later transformed into a new investment. A technological
venture, based on the latest engineering knowledge, is a direct result of technology
entrepreneurship”. Still quoting the above-mentioned author (Kordel, 2015, p. 272),
"technology entrepreneurship, by combining social dynamics with the dynamics created by the

development of new technologies, gives a new perspective on the development of the economy,
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especially that part of it which is composed of high technology enterprises and which is used
to be called the knowledge-based economy".

Technology entrepreneurship should be considered in the broader context of
an organization's strategy, especially a company's development strategy. Therefore, measures
of efficiency and effectiveness of technology entrepreneurship can be those measures that relate
to competitive advantage (share of market, profitability ratios, etc.) (Chyba, 2016, pp. 103-104).

An overview of selected definitions of technology entrepreneurship is presented in Table 1.

Table 1.
Technology entrepreneurship. Overview of selected definitions

Authors Definition
Ch. Beckman, | Technological entrepreneurship occurs when advances in science or engineering create
K. Eisenhardt, | a key element of an opportunity that then forms the core of a new venture, product or

S. Kotha, service, enterprise or even an entire industry.
A. Meyer,
N. Rajagopolan
P. Kordel The central role in the phenomenon of technological entrepreneurship is played by

technological opportunity, i.e. an entrepreneurial opportunity based on the development of
technology. The process of technological entrepreneurship consists of the stage of
formulating a technological opportunity and the stage of its exploitation.

W. Grudzewski, | Technological entrepreneurship is a prerequisite for the success of an enterprise.

I. Hejduk It signifies the process of creating new products, using modern technologies, reacting
flexibly to changes on the market, as well as introducing innovations in all areas of the
company's operation, as well as at its subcontractors.

S. Flaszewska, | The process of ensuring greater practical utility of scientific research results through

S. Lachiewicz | effective cooperation between research and research and development centers, capital
market institutions and the surroundings of business, as well as enterprises involved in the
production and sale of technologically advanced products or services.

Source: own development based on Beckman, Eisenhardt, Kotha, Meyer, 2015; Kordel, 2015, pp. 271-
282; Grudzewski, Hejduk, 2008, p. 80; Flaszewska, Lachiewicz, 2013, p. 18.

The concept of technology entrepreneurship should be placed in the field of strategic
management issues, including innovation theory and entrepreneurship theory. Technology
entrepreneurship is most applicable to high-tech industries, although it can also be applied to
traditional industries. It is a process consisting of entrepreneurial actions by an innovation
leader, team members, and members of the entire organization. It is a special process that is
characterized primarily by creative, collaboration-oriented activities or processes, innovation,
a willingness to take risks, and a positive orientation on their results, primarily for social benefit.

Among the factors influencing the technology entrepreneurship of an organization, internal
determinants should be distinguished, i.e. the conditions of the internal environment of the
organization (organizational culture, intellectual capital, etc.) and the technological potential of
the company, including not only its technological portfolio, but also the creativity of employees,
and in particular the effectiveness of R&D activities. Technological potential may or may not
translate into technology entrepreneurship and market benefits for the enterprise. An important
role should also be played by institutions in the company's environment that are set up to
directly or indirectly support the entrepreneurial aspirations of the organization (scientific

institutions, including: universities, R&D institutes, R&D units, as well as innovation and
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entrepreneurship centers, training and consulting centers, etc.). When talking about technology
entrepreneurship one should take into account the conditions of the internal environment and
the organization's surroundings. Table 2 presents a list of determinants of technological

entrepreneurship in a three-level perspective.

Table 2.

Technological entrepreneurship levels and their key determinants
Technological entrepreneurship levels Key determinants
Environmental (external) determinants Scientific institutions

Centers supporting commercial implementation
Commercial partners
Internal environment conditions Organizational culture
Intellectual capital
Decision-making efficiency
Enterprise’s technology potential Technology portfolio
R&D effectiveness
Management’s creativity and technology competences
Source: own development based on Chyba, 2015, pp. 87-96.

Technological entrepreneurship is strongly conditioned by the organization's environment,
especially those entities that support the commercialization of new technology solutions.
An important role is also played by the internal environment, including the specific
characteristics and identity of the organization expressed by the created organizational culture,
as well as the intellectual capital of the organization, with particular emphasis on its human
capital. Also emphasized should be the importance of the technological potential of the
company with its current portfolio (set) of technologies and the possibility of creating
technologies thanks to the effectiveness of the R&D department and the creative activity of
employees.

Determinants relating to the organization’s internal environment play a significant role.
Internal factors that determine technological entrepreneurship development include intellectual
capital and organizational culture. The soft aspects of management, especially those mentioned
above, are significant inputs into an enterprise’s strategic resources. At the same time,
the competences and resources at the disposal of enterprises are an important component of
their technological potential. After all, it is difficult to build the technological potential of the
company without the appropriate knowledge of employees, their technological competences,
as well as creativity and commitment.

Barriers to the development of technological entrepreneurship can be both institutional and
mental in nature. On the one hand, they result from the limitations of the political, legal and
economic environment, and on the other hand, they are conditioned culturally and
sociologically. Each country or region has its own specificity of entrepreneurship conditioned
by history, culture, religion or finally resulting from local and family traditions. The limited
volume of this article does not, in my opinion, allow for a broader development of these issues.

However, it should be assumed a priori that such conditions play an important role.
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Currently technological entrepreneurship is largely limited by the economic slowdown of
the past several years. In such conditions, especially in the context of the idea of sustainable
development of enterprises and the entire economy, the criteria for generating and
implementing innovations undergo re-evaluation. According to the above idea, all innovations
implemented should not only fulfil economic objectives by increasing revenue but also play
a social and environmental-protection role. This means that technological entrepreneurship
should also lead to the implementation of the goals outlined by the concept of sustainable
development of enterprises. In crisis conditions, this is particularly difficult, taking into account
the uncertainty and increased risks of business operations (compare Jafari-Sadeghi, Garcia-
Perez, Candelo, Couturier, 2021, pp. 100-111; Mosey, Guerrero, Greenman, 2017, pp. 1-9;
Giones, Brem, 2017, pp. 44-51; Bolzani, Munari, Rasmussen, Toschi, 2021, pp. 335-365).

Academic entrepreneurship and establishment of spin-offs

The concept of academic entrepreneurship appeared in Poland only relatively recently,
mainly among people from the generally understood research and development sector and
science administration, as an expression of new tasks and opportunities confronting the
university sector, affecting the local, regional and global economy (Chyba, Grudzewski, 2011,
pp- 108-109). The origins of this type of entrepreneurship in our country are connected with its
political system transformation of the 1980s-1990s. According to W. Grudzewski and I. Hejduk
(2000, p. 257), “academic entrepreneurship is defined as undertaking business activity by
people involved in scientific activity and holding a specific position in academic circles.
Academic entrepreneurship is conducted by people running a business on the basis of
theoretical and applied research and development work”. Academic entrepreneurship
encompasses many areas and has a large impact on the development of innovative enterprises.
It is the source of the most modern techniques and technologies transferred for practical
industrial implementation (Grudzewski, Hejduk, 2000, pp. 257-258). The outcome of academic
entrepreneurship is enterprises established by academics in order to commercialize earlier
scientific and technological achievements (often their own). These enterprises are often referred
to as spin-offs, spin-outs, or — when referring to newly established entities — start-ups.
For a broader treatment on the concept and models of academic entrepreneurship, as we3ll as
academic enterprises, see A. Kwiotkowska (2015), J. Korpysa (2016), A. Komarnicka (2020),
K. Lobacz, P. Glodek (2020) and others.

The concept of spin-off as such does not raise any interpretative controversies (Chyba,
Grudzewski, 2011, pp. 116-118). It is used to define an entity established as a result of a spin-
off/separation from the parent organization (corporation) in order to undertake activities that
would be difficult or even impossible to carry out within that organization. There is no major
problem with the interpretation of the term spin-off when it is related to entities emerging as,
so to speak, satellite of large corporations, intended mainly for the implementation of new, often

high-risk technology projects. Spin-off companies (so-called university spin-offs) are the
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principal stream of academic entrepreneurship and one of the main mechanisms of technology
transfer and commercial implementation (Tamowicz, 2006, p. 9). Academic entrepreneurship,
especially in Poland, is identified not only with spin-off companies, but also with the business
activity of university students and graduates (Matusiak, 2005, p. 131). The broadest
interpretation of the term spin-off includes "all types of transfer of technological knowledge
from the company that developed the know-how to the entity that is to apply it in practice".
The creation of such a spin-off is most often associated with the separation of the assets of
an already existing enterprise. There are also spin-offs which do not involve establishing a new
organizational unit. In corporate terms, a spin-off is a company created by separating a team,
branch, department from another organization. A special type of spin-off companies are
enterprises originating from universities and research and development institutions,
increasingly called spin-outs (Gulinski, Zasiadty, 2005, p. 18).

N. Nicolaou and S. Birley not only developed a flexible definition of the term spin-off but
went further (Chyba, Grudzewski, 2011, pp. 120-122). Recognizing the considerable diversity
of this phenomenon, they defined three types of spin-offs that differ in the way they engage and
link key factors (human, scientific institution, ownership links) (Nicolaou, Birley, 2003,
p. 340):

e orthodox — where the spinout involves both the academic inventor(s) and the technology
spinning out from the institution;

e hybrid — which involves the technology spinning out and the academic(s) (all or some
of those involved in the project) retaining their university position, but holding
a directorship, membership of the scientific advisory board or other part time position
within the company;

e technology — which involves the technology spinning out but the academic maintaining
no connection with the newly established firm, although they may own shares or provide
advisory services (Birley, 2002, p. 137).

The degree of differentiation, as well as the common elements of various approaches to
definitions, are best reflected in studies conducted by the OECD in the late 1990s. Among the
five factors characterizing spin-off companies, three elements distinguishing these entities were
most often indicated:

e the founders include employees of a scientific research organization,

e the organization operates based on a licensed technology,

e the organization received capital support (in the form of an ownership stake aquis8ition)
from the public sector.

Despite the convergence of components that are part of support programs for spin-off
companies in different countries, they often differ in the way they are organized and the
intensity of involvement of the public sector (STI Review, 2000, p. 17). From this perspective,

in Europe for instance it is possible to distinguish four models of support:
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e top-down (vertical) model — based on public agencies disbursing government funds for
various purposes and programs; this model this model works best when launching large
(national) programs during the initial development of the spin-off sector,

e network model — more horizontal and differentiated in terms of ownership; it is based
on cooperation between private and public institutions,

e organic development model (termed “incremental” in the literature) assumes a slow,
organic development of individual — mainly infrastructural — elements of the support
system,

e technopoly” — this model assumes the creation of a specific infrastructure that triggers
strong impulses that change the internal culture of a scientific organization (Gulinski,
Zasiadty, 2005).

Another classification can be made, based on the criterion of the goal and resources assigned
to a given support system. Three models of incubation of spin-off enterprises can be
distinguished:

e the “weak selection” model based on low-level resources (infrastructure, finance) with
the aim for launching as many projects/entities as possible; the effect is usually a large
number of economically weak entities (with quantity dominating over quality),

e the “supportive” model, which supports the creation of spin-offs, understood as
an alternative to the sale of licenses; since the point of reference is the benefit obtained
from trading licenses, an important parameter in this model (which also determines the
allocation of support) is the economic efficiency of the spin-off project,

e the “incubation” model which focuses on seeking the optimum moment for the spin-off
entering the market.

Academic enterprises operate mostly in the high-technology sector. It is in this sector that
technology entrepreneurship seems to bring about the most spectacular effects. This does not
mean that traditional industries should be disregarded or underestimated, as academic spin-
off/spin-out entities also operate successfully in them (see also El-Awad, 2022, pp. 1-14; Vekic¢,
Dakovi¢, Borocki, Sroka, 2020, pp. 533-550; Nikoforou, Zabara, Clarysse, Gruber, 2018).

The importance of advanced technologies

A special role among the many different types of technology is played by advanced or high
technology. This term has been used in science for several decades (Chyba, 2021, pp. 46-50).
It is difficult to pinpoint the person who was the first to use it, although credit for popularizing
the concept is usually given to R. Metz, the author of one of the most popular regular columns
in the New York Times — "Market Place" which appeared during 1966-1982, attracting large
numbers of readers (Skala, 2014, pp. 111-113). In informal terms, this signified those products
(and then entire sectors of the economy) that were based on the latest achievements in science
and technology. This conception remains generally valid; however, problems arise when it is
necessary to precisely define what is classified as "high technology" and what is not.



Technology entrepreneurship in the process... 77

The high-technology or high-tech enterprise sector is difficult to define precisely since many
enterprises classified as high-tech go beyond the boundaries of industries identified according
to the accepted classifications. These industries are frequently considered to arise at the
intersection of science and industry and are founded on the processing of scientific research
results in industry. This is also frequently the case with the academic enterprises which were
the subject of the present research. According to A. Adamik and A. Zakrzewska-Bielawska
(2014, pp. 12, 17) "a high technology enterprise is defined as an entity operating in the field
recognized as high technology, combining the features of an innovative and knowledge-based
enterprise and using modern information and communication technologies to a large extent".

The first attempts to attempts to systematize this area of the economy were made in the
1970s. The results of the first were published by the Organization for Economic Co-operation
and Development (OECD, 1980, SITC/80.48), which followed the American classification and
covered only foreign trade in high-tech products. This made it possible to make the first
comparisons of countries in terms of the development of this sector of the economy. However,
due to the excessive number of references to the US economy, the proposal was considered
unsatisfactory. The subsequent classification conducted by the OECD concerned the dozen or
so highly-developed countries for which data were available. The basic distinguishing criterion
was the intensity of expenditure on research and development, i.e. the level of expenditure on
research and development as a portion of the value of sales, which resulted in distinguishing
three industry classes depending on the advancement of the technological level: high
technology, medium technology and low technology. After a decade this approach was revised,
with the number of categories increased to four (high technology, medium-high technology,
medium-low technology and low technology) and the so-called Product approach being
introduced, enabling enterprises to be included in the high-tech group based on their products,
and not just belonging to the sector (OECD, 1984, DSTI/SPR/84-49). Based on data from over
a dozen of the most developed countries, a list of initially 10, and then nine product groups was
created, showing the level of technical advancement of the companies that create them.

As a result, according to the first "sectoral" criterion, the high-tech group includes entities
that carry out their activities within two divisions and one subclass of the European NACE
classification (Nomenclature Statistique des Activites economiques dans la Communaute
Europeenee), which find their equivalents in the Polish Classification of activities (EKD):

e Division 21: Manufacture of basic pharmaceutical products and pharmaceutical
preparations;

e Division 26: Manufacture of computer, electronic and optical products;

e Subclass 30.3: Manufacture of air and spacecraft and related machinery.

According to the "product” criterion, there are nine groups of high-tech products: products
related to the aerospace industry; computers; electronic and telecommunications products;
pharmaceuticals; scientific and research apparatus; electric machines; chemical products;

non-electric machines; and weapons and ammunition.
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Both the above criteria have their limitations and disadvantages. In the first case, some
enterprises declare belonging to the high-tech sector, although in fact they do not manufacture
products that fall within the high-tech category. On the other hand, some enterprises from other
sectors do fulfill this condition. On the other hand, there are enterprises representing other
sectors that fulfill this condition. The consequence of this may be an overestimation of
technological intensity in some sectors with a simultaneous underestimation in others.

Two additional criteria are used to make the process of classifying enterprises as high-tech
more credible. These criteria are used more locally than globally due to the lack of sufficient
data for international comparisons. The first criterion is obtaining patents by the company or
signing license agreements in areas recognized as high-tech. The second criterion is the level
of employment of highly qualified research and technical personnel. According to the OECD,
due to the lack of such data in a broader sense, only R&D intensity can be a useful criterion for
international comparisons. All this makes it difficult to clearly define industries that belong to
the high-tech category.

According to Z. Wysokinska (2001, p. 84) high-technology includes primarily the following
areas:

e Information technology related to the collection, storage, processing, transmission and
presentation of information — mainly computer and communication technology
(hardware and software),

e Advanced manufacturing technology, including computer-controlled or
microelectronics-based equipment used to design, manufacture and move products and
the use of these technologies e.g. in the form of flexible machining centres, robots,
automatically controlled transport vehicles or computer-controlled equipment for
automatic delivery or storage of materials, parts, subassemblies and finished products.

High-tech industries are the most dynamically developing components of global industry.
In addition, these industries, whose material and energy intensity is several times lower than
those of traditional industries, play a key role in creating new jobs requiring high qualifications
(Grudzewski, Hejduk, 2008, pp. 31-33).

Table 3 presents the classification of high technology areas and products according to the
European Classification of Activities and the Organization for Economic Cooperation and
Development (OECD).

Table 3.
Classification of high technology areas and products according to the ECA and OECD
Classification of high-technology areas Classification of high-technology products according
according to the ECA, developed by the OECD to the OECD
Manufacture of air and spacecraft Aircraft and related equipment, spacecraft (including

satellites) and machinery, spacecraft launch vehicles and
their parts, non-electric motors.
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Cont. table 3.

Manufacture of office equipment and computers Typewrites and automatic word word-processing
machines, optical photocopiers, contact copiers or
thermal copiers, automatic data processing machines
(computers) and parts and accessories therefore.
Manufacture of radio, television and Devices for recording and reproducing images and
communication equipment and apparatus sounds, printed circuits, fibre optic cables, electron tubes,
diodes, transistors and other semiconductor devices,
electronic integrated circuits and micromodules,
piezoelectric crystals, microwave tubes etc.

Manufacture of basic pharmaceutical products Antibiotics, natural and synthetic hormones, glucosides,
and pharmaceutical preparations and plant-based | antisera and vaccines, drugs containing antibiotics,
materials hormones, other drugs not included in this classification.

Certain macromolecular chemical compounds with
special physicochemical properties.

Source: own development based Wysokinska, 2001, pp. 88-97; Chyba, 2017, p. 90.

Research methodology

Academic enterprises at a time of new challenges. Case studies

The challenges of the modern world, both the Covid-19 pandemic in 2020-2022, as well as,
and perhaps above all, the full-scale armed conflict in Ukraine, launched in February 2022 by
the Russian Federation, caused significant re-evaluations in the functioning of enterprises.
This applies in particular to academic enterprises operating in the high-tech sector. The effects
of these challenges will be shown using the example of organizations from the photonics
industry. The surveyed enterprises represent various types of spin-off enterprises due to the
degree of connection with their home research centers. Companies X and Y represent the type
of technological spin-off, in which these connections concern only the genesis and the
transferred technology. These are university spin-off companies that live a life of their own in
business terms. In the case of Company Z, we are dealing with an intermediate type between
a hybrid and technological enterprise, because the founders and leading researchers of this
company maintain contact with their original research centre and follow scientific achievements
on an ongoing basis.

Company X was founded in 1987 by a group of scientists from the Military University of
Technology. It is an innovation enterprise operating in the high technology sector. It makes use
of its own research and development resources. The company's customers are industrial
enterprises that manufacture their own products based on its output and the research sector,
which constructs scientific equipment. This last group includes enterprises working for the
military. Since the company follows a market niche strategy, its sales are conducted through

an international distributors’ network.
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The history of the company dates back to the 1970s, when a team of scientists from the
Military University of Technology was the first in the world to show that photon far-infrared
detectors can operate at ambient temperature. This contradicted the widely held view that such
detectors could only work at the temperature of liquid nitrogen. The Polish scientists’ successes
were initially met with incredulity but repeated presentations of the correctly operating device
properly functioning devices convinced the global research community of the team’s potential.
Due to the lack of a competitive industrial environment in Poland in the 1970s and 1980s,
the invention could not be implemented domestically. Its enormous potential contribution to
the development of modern optoelectronic equipment was appreciated by the Americans who
expressed their willingness to utilize it. This allowed for a small level of export based on
Military University of Technology production. The product was developed further and the
offered selection was expanded to include electronic accompanying devices and accessories
relating to infrared technology. In view of the growing international market and the continuing
lack of interest in infrared technology in Poland in 1987 the company’s founders established
their own production company and in 1993 transformed it into a limited liability company.
The company currently employs a highly-qualified staff including a professor and many PhDs
and engineers.

Its main competitive advantage is its knowledge and technologies applied, since the product
is characterized by a very high level of complexity. Knowledge management in the company is
more intuitive than conscious in character. However, knowledge is being developed and
managed effectively, since otherwise the company would immediately lose its competitive
advantage and disappear from the market. The company’s knowledge base is created by its
owners, who have cooperated with each other for 30 years which is a clear advantage since it
allows them to develop innovative solutions. The company holds many patents but no longer
uses some of them.

The company is a world leader in the production of uncooled photon infrared detectors.
Its mission is to replace cryogenically cooled mid- and far-infrared photon detectors with new
generation detectors. The company provides:

e manufacture of infrared ration detectors,

e commissioned research and development work in the area of infrared technology,

e manufacture of optoelectronic equipment,

e construction and modernization of microprocessor-controlled measuring stations,

e technical consultancy,

e brokerage in the purchase of optoelectronic components, devices and systems.

The measure of the company's success is the constantly increasing demand for detectors
from global and domestic equipment manufacturers. The company is constantly improving the
detectors’ parameters while decreasing their production costs. The company’s multi-million
investments are intended to ensure an ongoing improvement of its research and production
potential and, consequently, the quality of the detectors produced.



Technology entrepreneurship in the process... 81

Company Y was established in 1991 by employees of the University of Warsaw Faculty of
Physics. It is a manufacturer of precision components, optical components and subcomponents
for laser technology, medicine, lithography, telecommunications, metrology, aviation and the
aviation and space industries. The company specializes in the production of prototypes and
atypical precision elements. In addition to manufacturing, it provides services such as:

e repair, regeneration and modification of optical components,

e design and consultancy relating to individual optical components, subcomponents,

assemblies and subassemblies, optoelectronic components and their application,

e optical measurements.

Initially (for the first two years) the company operated solely on the Polish market.
However, during the economic transformation, the market of components and optical and
optoelectronic components decreased significantly. The company’s Polish customers were
unable to withstand the competition of enterprises from the European Union, Japan and the
USA. Faced with the virtual disappearance of the domestic market, the company expanded onto
world markets (Weresa, 2007, pp. 161-165). It currently occupies a high market position,
also internationally. It sells its products on practically every continent. It has no competitors in
Poland and in Europe it is able to successfully compete with the best companies, manufacturing
highly scientifically and technologically advanced products. Its customers are well-known
European high-technology enterprises, including ASML. The company currently operates
mainly on the foreign market.

The immediate reason for establishing the company was the lack of sufficient development
prospects in the institute. The decision to establish an independent business was supported by
the character traits of the founders, manifested in the tendency to take risks and take on new
challenges. The initiative was not supported by Faculty, which, not seeing direct benefits for
itself was also losing some of its research staff. The founders of the new enterprise had a good
knowledge of the market, but the first period of the company's activity was not easy. Initially,
the company, operating exclusively on the domestic market, was not profitable, and the profits
in the first seven years were irregular. The company started operating solely on the basis of
human capital. At the beginning, the funds for the equipment came from a private investor in
the form of venture capital from abroad. Currently, the company's capital is entirely of Polish
origin. The company faced many barriers to its development. The limited financing possibilities
for new investment were a serious obstacle in its growth. The company's development depended
on increasing sales.

Company Y is constantly working on innovation and improvement of its products.
These are technologies of producing laser modulators and thin optical coatings and processing
of optical elements. In addition to technological innovations, organizational and marketing
innovations are also introduced. The company's employees implemented their knowledge
gained during their scientific activities at the Institute of Physics in their business activities.

This applies to both theoretical (scientific) knowledge and applied knowledge and knowledge
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about the functioning of the market in which the company operates. The company implements
its knowledge commercially through the sale of technologically-advanced products and
services. It has a group of regular customers. They are industry-leading companies located
virtually all over the world. However, the largest group is from Germany. These customers
support the research conducted in the company. Company Y is based on internally-developed
technologies. It does not propagate its knowledge through licensing. It follows the principle of
protection of intellectual property developed within the enterprise. A similar principle is
followed by the majority of companies from the advanced technology sector, as selling products
based on proprietary technology brings greater profits and competitive benefits than the sale of
the technology itself.

Company Z was founded in 2002 by employees of the Institute of High Pressure Physics
of the Polish Academy of Sciences. He specializes in advanced laser manufacturing
technologies. Like companies X and Y, it is an example of an entity with roots as an academic
spin-off. The enterprise has used and continues to benefit from the help and support of so-called
"Business Angels". Due to the niche nature of the business, it has difficulties in obtaining
venture capital. The company has very limited possibilities of increasing the scale of production
and therefore remains an entity operating in a narrowly specialized global niche.

One of the contemporary challenges for Company Z is operating in the field of quantum
technologies with a very high level of technology development, which in the future may
contribute to the development of so-called quantum computers. The company has a stable team
of top-class specialists. Currently, it employs 25 persons, including 11 PhDs and 3 professors
of physics. It is in the process of acquiring new specialists with appropriate experience in
research work, preferably with at least a doctoral degree. This is due to the advancement level
of the high-tech products it manufactures. The company maintains contacts with the parent
Institute of High Pressure Physics of the Polish Academy of Sciences, mainly due to the need
to exchange scientific experiences and recruit specialists with scientific degrees. Currently,
it is an example of a technological spin-off, which runs a completely independent business,
related to the mentioned research centre mainly through the history/genesis of the activity and
recruiting new employees. R&D intensity in Company Z remains at a consistently high level.

Summing up, it can be said that the surveyed enterprises differ in the time they have
operated on the market, which is also reflected in the style of management and the nature of
links with the scientific community. There was a generational change in the management of
Companies X and Y, which slightly changed the way of thinking, unlike in Company Z, which
has been operating for the shortest time (since 2002) and under the same management.

The present paper was prepared based on results of qualitative research using the case study
method. The author posed the following research question: Do current conditions and changes
in the rules of the market game impact the entrepreneurial behavior of high-tech enterprises and

if so, in what way? The research of three purposefully selected academic enterprises of the high-
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tech sector, representing the photonic industry, was conducted in the spring and summer of

2022, after the Russian Federation's aggression against Ukraine.

The research concerns the impact of technology entrepreneurship and specific
contemporary conditions on the entrepreneurial behavior of academic enterprises from the high-
tech sector. In the present study the following definition of technology entrepreneurship was
formulated: “Technology entrepreneurship occurs when scientific and technical development
create a key opportunity which stimulates entrepreneurial behavior of the employees of the

surveyed enterprises”. The key issues in the area of technology entrepreneurship are:

The photonics sector enterprises selected for the study met the following criteria:

A comparative analysis of the selected enterprises was performed based on the survey
results. The case study method allowed for comparing the analyzed enterprises in pairs, which
is presented in greater detail in further portions of the present paper. The research will result in
the formulation of conclusions and recommendations for photonics sector enterprises in Poland,
aimed at enabling them to operate more effectively in conditions of global market competition.

The procedure in relation to the case study is defined in the procedure presented in Table 4.

Technology entrepreneurship of the studied enterprises at the level of individuals and

the organization.
Key determinants of technology entrepreneurship in a given enterprise.

Determinants of entrepreneurship in the two perspectives mentioned above —

the economic cycle and the so-called “black swans”.

At least 5 years on the market.

100% or majority Polish-owned.

Development of own unique and world-class photonics solutions.

Significant R&D expenditures as part of regular operations.

Exports accounting for a significant portion of sales.

Table 4.

Stages of the case study process

Stage 1 Formulation of research question
Stage 2 Case selection

Stage 3 Development of data-collection tools
Stage 4 Field research

Stage 5 Analysis of collected data
Stage 6 Formulation of general conclusions
Stage 7 Confrontation with the literature
Stage 8 Study conclusion — generalization

Source: Czakon, 2006, p. 10; Czakon, 2020, p. 199; Chyba, 2021, p. 140.
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The selection of cases is deliberate and is made on the basis of five basic criteria: data
availability, the clarity of the case, diversity in multiple case studies, a critical phenomenon and
a metaphor that directs the researcher to a specific course of the phenomenon under study
(Czakon, 2020, pp. 200-201; Flyvbjerg, 2004). The first of these is the pragmatic criterion of
data availability. It has allowed us to prepare the most thorough descriptions of enterprises that
are particularly important from the point of view of answering the research question posed.
The second criterion is the clarity of the case, an extreme illustration of the principles being
studied, thus ensuring unambiguous interpretation. The third criterion is diversity. This requires
that many cases be examined in such a way that they represent at least different circumstances
or contradictory situations.

Repeated case studies should cover four to ten cases, which are most often compared in
pairs. This gives from two to five pairs of comparisons of phenomena with a different progress
or taking place in different industries, allowing for the formulation of generalizations largely
free from the factors of circumstances or industry. The selection then consists of setting up pairs
of cases, e.g. low technology — high technology; mature market — growing market; simple
product — complex product; local enterprise — global enterprise.

The fourth selection criterion is a critical phenomenon, whose progress, which is extreme
or different from commonly accepted views, allows for the formulation of generalizations.
The fifth criterion concerns a metaphor that directs the researcher's attention to a specific
progress of the phenomenon under study or makes it possible to assume a specific research
position. For example, the metaphor of the life cycle requires a selection of cases in which it
will be possible to observe the moment of emergence, and the development, maturity, decline

and disappearance phases of a given phenomenon (Chyba, 2021, pp. 139-141).

Results and discussion

Table 5 presents the characteristics of the surveyed organizations and the determinants of
uncertainty in the short and long term, as well as technology entrepreneurship in the macro- and

microeconomic environment.



Technology entrepreneurship in the process...

85

Table 5.
Characteristics of enterprises and determinants of uncertainty and technological
entrepreneurship
Company X Company Y Company Z
Established 1987 1991 2002
Number of ca. 120 ca. 70 ca. 25
employees
Company The enterprise produces The enterprise produces The company produces
profile primarily MOCVD (Metal | general-purpose precision semiconductor laser diodes that
Organic Chemical Vapour optical elements. emit light with a wavelength of
Deposition) technology The technologies used 400-420 nm. This technology is
uncooled photon infrared cover the full production | based on the GaN crystal growth
detectors for industry, cycle of optical elements method under high pressure
medicine and in the area from almost all types of developed at the Institute of
of military technology; optical glasses, quartz High Pressure Physics of the
it conducts R&D work in glasses, optical ceramics Polish Academy of Sciences and
the area of infrared and crystals, starting from | on many epitaxial crystal growth
technology. cutting raw material in technologies such as MOVPE,
blocks or bars, through all MBE and HVPE
standard technological
processes such as: milling,
grinding, polishing, MRF
correction polishing up to
comprehensive
measurements, thin layers,
framing and precise
assembly of optical
systems.
Impact of Positive Positive Positive
uncertainty e Reorganization of the | ¢ Reorganization of the e Reorganization of the
factors in enterprise’s work enterprise’s work terms enterprise’s work terms of
a short-term terms of procedures of procedures and procedures and
perspective and interpersonal interpersonal relations interpersonal relations due
(1 year) relations due to due to Covid. to Covid.
Covid. e  Mobilization of Negative:
Negative: Employee mobilization | ¢  Decrease in sales due to

e Supply chain
disruptions due to
Covi

resulting from the
employer-employee
relations during the
pandemic

Negative:

e Significant decrease in
sales due to Covid

e Disruption of supply
chains due to Covid

e  Abrupt change of the
head managers of the
enterprise and the
resulting turbulence

Covid
e  Stable access to production
tools
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Cont. table 5.

Impact of
uncertainty
factors in
a long-term
perspective
(5-6 years)

Positive

e Increased orders due
to the armed conflict

e  Brexit has given
employment
opportunities to
émigrés returning
from the UK.

Negative

e < The rapid
development of
science and
technology creates
difficulties in making
business decisions on
investments and
development.

e Intensive increase in
international
competition leading
to difficulties in
hiring and retaining
specialists.

e  Uncertainty in the
stable functioning of
the supply chain
resulting from the
characteristics of the
global market and the
occurring turbulence

Positive

e Increased orders due to
the armed conflict

e Capital changes in the
company

e Enterprise
reorganization due to
the change of head
manager.

Negative

e Intensive increase in
Polish competition
stimulated by public
institutions and leading
to difficulties in hiring
and retaining
specialists.

Positive

e Increased orders due to the
armed conflict

e Rapid development of laser
utilization possibilities

Negative

e  Stable access to production
tools

Catalogue of
determinants
of
technological
entrepreneurs
hip at the
micro- and
macroeconom
ic level

Impact of technological
progress

Limitations in availability
of development funding
for the enterprise.
Verification of the
semiconductor production
policy in the EU (EU
Chip-act)

The enterprise’s place in
the supply chain

Limitations in availability
of development funding for
the enterprise.

Pressure of low margins
Succession related to
change in company
management

The enterprise’s place in
the supply chain.

Poland lacks a laser production
ecosystem; this is due to a lack
or traditions in this area.

Lack of funding sources to
enable an enterprise to get
across “Valley of Death,”

i.e. the gap when it no longer
receives public assistance but is
not yet able to attract private
investment

Globalization of the labor
market for workers with special
skills.

Catalogue of
management’s
and staff’s
entrepreneuria
1 behaviours

Employees’ better
understanding for
intensification and
consolidation of activity
in the face of unexpected
threats

Employees’ increased
involvement due to
management’s care for the
staff

Large consolidation,
integration of activities and
mobilization of the team
Employees’ greater
understanding of the need
for personnel changes
implemented by the
management

Increase in employee
involvement in entrepreneurial
activities under the influence of
the situation

Employees’ understanding for
greater activity, while
appreciating the management's
efforts to maintain staff
consistency

Source: own elaboration based on interviews with representatives of the enterprises studied.

Table 5, beneath the description of the enterprises, presents a catalogue of short-term

uncertainty factors, due mainly to “black swan” events treated as presenting a high degree of

uncertainty, i.e. Covid and the outbreak of war in Ukraine. The synthesizing research indicates
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that in the short term, the occurrence of external uncertainties from Covid forced organizational
changes in the field of business processes, procedures, in ways of performing tasks and in
interpersonal relations. These were enforced changes aimed at adapting to new conditions,
mainly in the area of supply chain management which collapsed temporarily, and the sales
process. The pandemic in some ways limited the possibilities of information exchange in the
development of cooperation due to the impossibility of maintain personal scientific and
business contacts during conferences, fairs, scientific and industry seminars, trade meetings,
etc. The period of the pandemic stimulated the enterprises to alter their management of highly
unique and specialized human resources. Already before the pandemic, the labor market of
Companies X, Y, Z was changing towards an employee's labor market, which was associated
with increased investments in this part of Europe, both on the part of technological leaders and
state-owned enterprises specializing in the military industry. However, it was only the pandemic
period that forced employers to take active measures to retain employees as well as acquire new
ones.

It should be noted that short-term uncertainties did not significantly weaken the enterprises’
market position. On the contrary, they were largely seen as an opportunity. Technology
entrepreneurship, also in conditions of increased uncertainty, creates new opportunities for
cooperation in the supply chain, and also opens up completely new fields for cooperation that
had not been developed before. As a of short-term uncertainty factor, the conditions of the
pandemic period forced the management to reorganize and change in order to adapt to new
conditions. The outbreak of war in Ukraine, as a deep uncertainty, is treated as a development
opportunity which results from the acceleration of the militarization process in the region of
Central Europe. In addition, the opportunity for the surveyed companies is to take over the
existing orders placed by EU companies in Russia and to develop on the Ukrainian market.

Table 5 also presents a catalogue of long-term uncertainty factors. By synthesizing the
research, they indicate that the first important factor of long-term uncertainty is the rapid
development of science and technology, which forces companies to conduct constant and
dynamic activities aimed, on the one hand, at determining which scientific and technological
solutions are appropriate for the implementation of orders, and on the other hand, in what areas
to do investments. It is worth noting that the EU policy regarding the production of
semiconductor components has changed by introducing the EU Chip Act. The European Chip
Act will increase Europe's competitiveness and resilience in semiconductor technologies and
applications, and help achieve both the digital and green transformation. The second important
factor of long-term uncertainty is the limited access to investment capital among companies in
the photonics industry. The lack of a long tradition and culture of the photonics industry in
Poland causes limitations in the creation of the ecosphere in the photonics industry, which
would stimulate, on the one hand, the development of the local photonic industry, and on the
other hand, create circumstances and good models for financing new investments. Additionally,

the low-level location of the surveyed enterprises in the value chain may not be conducive to
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increasing the chances of finding financing. There are limited possibilities of financing
investments in the photonic industry, including allowing you to jump over the "valley of death"
or the financial gap when the project no longer has public funds and the private sector is not
ready to get involved financially. The third important factor of long-term uncertainty is the
smooth succession between successive generations of business owners who have knowledge
and experience in running a business in such unique areas.

The entrepreneurial behavior (or lack thereof) of employees and entire organizations is
largely the basis for the success or failure of enterprises. Table 1 presents the key determinants
of entrepreneurship and a catalogue of entrepreneurial behaviors. The studied Enterprises X, Y
and Z pointed to various determinants; nevertheless, some shared opinions can be identified.
The factor raised by all entities was the issue of limiting (or even lack of) the availability of
financing for the development of the enterprise. This would allow for overcoming a difficult
moment for companies, known as the "valley of death".

Another issue is the entrepreneurial behavior of employees under the impact of unexpected
events, known as "black swans". Here we can observe a high level of agreement in the opinions
of the employees of all the enterprises. All the organizations experienced an increase in the
commitment and creativity of employees, which proves they understood the seriousness of the
situation. Representatives of companies X and Z took steps to protect and maintain the numbers
of their employees, which the latter appreciated. In the case of company Y, in the period
preceding the analyzed events, there were significant personnel changes, which contributed to
the increase in technology entrepreneurship of the employees, who undertook numerous
creative and innovative activities.

The difficulties from the company's point of view are seen rather in terms of uncertainty
about market needs and a reduction in the level of investment. The pandemic conditions have
in some way limited the possibilities of information exchange in the development of
cooperation due to the impossibility of direct scientific and business contacts as part of
conferences, fairs, scientific and industry seminars, etc. The problem is still difficult access to
loans, limited dialogue with the business environment and the lack of an appropriate financial
ecosystem. The possibility of an armed conflict on an international scale is perceived rather as
an opportunity due to the specific characteristics of the products offered and cooperation with
the defense industry.

In the case of Company Y, the pandemic and the military threat are perceived less
optimistically. Protecting workers in pandemic involved additional costs for the company.
According to Company Y’s president, “the pandemic hit the company hard”. The potential
armed conflict is perceived as more of an opportunity due to the company’s cooperation with
the arms sector. The opportunity for the company is the withdrawal of its competitors from
Russia and the possibility to expand operations in Ukraine. The aforementioned short-term
conditions (Covid, armed conflict) prompted the company's employees to greater integration,
consolidation of activities and stronger mobilization and motivation of the team. The processes
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of integrating employees with the organization have intensified and the understanding of the
company's mission and strategic goals has deepened. The company's problem at the moment is
the need for greater automation of production processes, which would enable an increase in the
scale of production due to the growing demand and favourable economic conditions for the
company's products.

In the case of Company Z, the impact of uncertainty in relation to the so-called "Black
swans" manifested itself mainly in impeding direct physical contact with potential users of its
products, which, by affecting the effectiveness of research and development activities,
translated into the functioning of the supply chain and, as a result, diminished the effectiveness
and efficiency of market activities. With regard to the armed conflict, in the long term Company
Z sees its effects as a development opportunity. This makes Z's way of thinking similar to the
previously analyzed companies X and Y. In this case, adopting the strategic perspective may
increase the company's sense of uncertainty by limiting access to modern devices that use new
methodologies for the use of modern technologies. This concerns primarily the uncertainty
resulting from the lack of sufficient information about new devices, as well as the lack of fuller

communication between the leading scientific and research centers.

Conclusions

Modern management, conducted in conditions of increased uncertainty, has recently
become even more difficult, mainly due to unexpected events, sometimes referred to as "black
swans," which belong to the category of deep uncertainty. The most significant factors are the
COVID-19 pandemic, which swept the world in spring 2020, and the armed conflict in Ukraine,
caused by the aggression of the Russian Federation and the related threat of an international
armed conflict. The research conducted shows that the uncertainties of various levels influence
the entrepreneurial behaviour of high-tech companies. The entrepreneurial behavior of
employees and entire organizations is the basis for the success or failure of the studied
companies in the photonic industry. "Black swan"-type events forced the organizations to
dynamic adaptation actions, which in turn intensified entrepreneurial activities both at the level
of owners and employees. The senior management together with the owners of the companies
was determined to undertake entrepreneurial activities in the area of reorganization of relations
with employees, sales activities aimed at winning new contracts, reorganization, including the
reduction of operating costs, and ensuring financial liquidity. Additionally, the increased
uncertainty resulted in a greater consolidation of employee teams, and also generated additional
resources of entrepreneurial opportunities and behaviors, in addition, employees were inclined

to build more flexible relations with employers.
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The research points to the following conclusions:

1.

Short-term as well as long-term uncertainty factors are significant determinants of
uncertainty affecting the entrepreneurial behaviour of a high-tech company. In the initial
phase of uncertainty a "black swan", entrepreneurial behaviour is meant to ensure the
company's survival and protect its resources. As the uncertainty level rises,
entrepreneurial activities may move towards taking advantage of the emerging
opportunities for the development of the enterprise, which results mainly from changes
in the enterprises' surroundings.

The Covid pandemic has had a certain impact on disrupting the operation of high-tech
companies’ supply chains. On the other hand, however, the threat of an international
armed conflict caused by the aggression of the Russian Federation against Ukraine,
resulted in many competitors leaving Russia and Ukraine, which creates an opportunity
for the studied companies to develop the "liberated market area” and, consequently,
to expand into new markets.

The products of the studied companies, to large extent products of a niche character,
are currently attracting increased market demand. The development of the defence
industry and increasing expenditure on modernizing and rearming the armed forces is
creating additional sales opportunities for products manufactured by companies in the
Polish photonics industry.

The Russian Federation's current policy on the conflict in Ukraine, its attempts to make
certain countries dependent on gas and oil supplies from the Russian Federation,
and turbulence related to the supply of gas and oil to EU countries are increasing many
countries’ determination to become independent from gas and oil supplies from Russia.
Thus, the companies studied are faced with an opportunity to enter the green energy
market.

The studied photonics sector high-tech enterprises make use of the results of the latest
research conducted in Poland and abroad. The strongest ties with their research centre
of origin existed in the case of Company Z (hybrid-technology type) and to a lesser
extent in Company X and Company Y (technology spin-offs).

Noteworthy are the conditions related to the uncertainty resulting from the financing of
investments in the development of high-tech enterprises in the photonic industry.
In addition, the lack of tradition in this industry in Poland and the lack of a photonics
industry ecosystem mean that the number of financial institutions willing to invest in
this industry is limited. It should be emphasized that the proposed investment financing
conditions may differ significantly from the expectations of business owners, which

results from the perception of risk factors and uncertainty of financial institutions.

Summing up, it should be emphasized that in the analyzed entities uncertainty had

a significant impact on entrepreneurial activity at every organizational level. Paradoxically,

due to the nature of the business and the products offered, the impact of unusual occurrences,
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sometimes referred to as "black swans," had a positive effect on the analyzed entities and can

be seen as an opportunity for development and building further technological and competitive

advantages on the global market.
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safety and working conditions, as well as the differences in how aspects of these conditions are

perceived, it was also considered justified to first identify how their essence is perceived in the
subject literature.

Literature studies and empirical research were used. In this article, reference was made to the

results of empirical research conducted among workers:

e in the years 2018-2020. Information was gathered using a questionnaire. The PAPI (Paper
and Pencil Interview) techniques was also used. Additionally, the research made use of in-
depth, informal interviews,

e in the years 2020-2022 using informal interviews.

The research conducted in the years 2018-2020 used a questionnaire addressed to a randomly

selected sample of workers employed in businesses registered in the Lower Silesian

voivodeship.

Findings: The results of the survey prove that occupational health and safety ranks first among

the cafeteria of their interests considered by respondents. Interests from the point of view of

employees were presented. It is also worth considering the perspective of employers.

Research limitations/implications: Limitations of the conducted research were pointed out,

as well as further research directions.
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the functioning of enterprises, the inclusion of the components of working conditions exposing
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Social implications: Monitoring the interests of employees provides the basis for creating

enterprises operating on the basis of the principles of sustainable HRM in the Polish reality.
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among the interests of employees. The value is a new look at the material working conditions.
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1. Introduction

The challenges currently facing business managers concern more than providing quality
goods and services with economic rationality in mind. The social dimension of business is
gaining increasing importance. This includes responsibility for the company's stakeholders.
It is about, among other things, the desire of managers to satisfy the interests of employees and,
as a result, to improve the quality of their lives. These interests are understood as the benefits
of performing work for a particular employer or as the expectations of employees towards the
employer.

In the literature - for a long time now - it has been stated that employees are the primary
group of stakeholders (Stuart, 2002). This states that it is extremely important to be aware of
employees' expectations (interests) (Maxwell, Knox, 2009). At this point, it is worth noting two
of the numerous concepts, namely Employee Relationship Management (ERM) and the concept
of Corporate Social Responsibility (CSR). The concept of Employee Relationship Management
(ERM) emphasizes the emotional context of the employee's individual relationship with the
employer (Strohmeier, 2013). On the other hand, a concept that "meets", as it were,
the expectations of companies pursuing both economic and social goals, "listening" to the
interests of stakeholders (including employees), is CSR.

The literature states that a key area of socially responsible activities within the framework
of the CSR concept implemented for the benefit of an organization's employees is the provision
of safe and healthy working conditions (Ruiz-Frutos et al., 2019; Macassa et al., 2021; Segal
et al., 2003; Zwetsloot, Starren, 2003; Pawlowska, 2009).

The success of efforts to ensure that employees realize their interests in ensuring a sense of
security of working conditions in reference to the realization of the CSR concept, will depend
to a large extent on the conviction of employers and employees about the advisability of
applying these measures. Considering it, the place given in the hierarchy of employees' interests
to their interests in creating safe and hygienic working conditions is important. The actual
approach to respecting these interests in companies is also critical.

Working conditions are most often perceived as factors that are present in the environment,
connected with the nature of the work and the environment where the work is performed
(Pocztowski, 1998). There are most often two groups of these factors, i.e. tangible (including
material ones, such as machines and workstation equipment, physical, e.g. lighting,

microclimate, and noise, chemical, e.g. organic and inorganic chemical compounds in the work
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environment, and biological, e.g. pathogenic microorganisms present in the human work
environment) and intangible (e.g. working time, social activity, interpersonal relations).
A specific connecting factor between the above-mentioned elements of working conditions is
occupational safety and health (Cierniak-Emerych, Pietron-Pyszczek, 2019).

A characteristic element of the modern-day reality of company operation, and the reality of
creating professional working life, is the ability to carry out work under conditions of a lack of
stability and certainty of employment, and sometimes also the certainty of the location of the
workplace. This is accompanied by technical and organizational changes in the conditions for
completing tasks. The development of technology has resulted in specific changes to jobs,
including the equipment used. As a result, there has been a change in the threats to the health
and well-being of employees. This includes, for example, factors affecting health and well-
being related to the use of new technologies, the ever-increasing number of hours working with
information and communication devices etc. This can have specific effects on the physical and
psychological health of employees. In a broader context, it can also affect the perception among
employees of the issue of ensuring them safe and hygienic working conditions (occupational
health and safety — OHS). Doing so, it can influence certain perceptions of working conditions
in the hierarchy of workers' interests.

The main assumption of this paper is that ensuring employees safe, hygienic working
conditions should be seen as an important part of employees’ interests. The aim of the paper is
to fill a gap in the research into employees’ interests by determining the importance ascribed
by employees — as part of their interests — to safe and hygienic working conditions, as well as
determining possible directions for changes to elements that make up these conditions.

The following research questions were formulated:

1. What place does occupational health and safety (OHS) occupy in the hierarchy of

employee interests?

2. What aspects of working conditions related to OHS do employees consider to be the

most important in the hierarchy of their interests?

3. Are employee interests related to ensuring safe and hygienic working conditions

respected by employers?

Due to the ambiguity of the concepts occupational health and safety and working conditions,
as well as the differences in how aspects of these conditions are perceived, it was also
considered justified to first identify how their essence is perceived in the subject literature.

For the needs of the research, studies of the subject literature were used, as well as empirical

research in the form of a questionnaire conducted in the years 2018-2022.
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2. Literature background

Occupational health and safety — working conditions

A popular thesis in management theory is that in order for a person to be actively and
creatively engaged in their work, they must experience physical and psychological comfort in
the place where they carry out such work. If this is the case, then for those commencing work,
of particular interest — alongside the amount and structure of remuneration — should be that
occupational health and safety is ensured. This requires an appropriate approach to shaping
individual aspects of working conditions.

Safety is a need (a primary interest) whose provision is reflected in A. Maslow’s classic
pyramid of needs. The term safety is difficult to clearly define as it is interdisciplinary by nature.
In the subject literature, safety is at times defined differently, for example for the needs of
various scientific disciplines (Cierniak-Emerych, Gableta, 2022). According to one definition,
safety should be linked to the ability to avoid harm resulting from risk, danger or threats
(Cambridge Dictionary, 2021).

In management literature, under the term occupational health and safety (OHS), the issue
considered is that of not exposing employees to the effects of dangerous and harmful factors
related to working conditions. This refers to burdensome physical or psychological factors that
are a danger to workers’ health and well-being while they are carrying out work-related duties.
Eliminating or minimizing such threats is meanwhile linked to the specific approach — also
subject to change — preferred by the employer and employees for shaping working conditions.

In foreign publications, instead of proprietary definitions of working conditions, researchers
relatively often use accepted definitions e.g., the European Foundation for the Improvement of
Living and Working Conditions (Eurofound), or the International Labor Organization (ILO).
Eurofound, for example (Eurofound, 2016), presents a relatively broad understanding of
working conditions, relating this term not only to the work environment, but also to specific
issues connected with employment conditions, indicating such issues as (Sajkiewicz, 1995):

e organization of work and activities related to work,

e health,

e safety and well-being,

e working hours,

e (raining,

e skills and opportunities for employment,

e Dbalance between professional and private life,

e remuneration (TFUE, art.153).
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The definitions of working conditions cited in Polish scientific papers are often of
a proprietary nature, but are quite generalized (Cierniak-Emerych, Gableta, 2022).
One commonly cited definition is that by A. Pocztowski, which states that working conditions
are the total sum of factors that occur in a company related to the character of work and the
surroundings in which it is carried out (Pocztowski, 1998). Following this example, it is worth
drawing attention to a certain evolution of this definition towards it becoming more detailed
(see the years 1998 and 2013). In the definition from 2013, it is stated that working conditions
comprise the total sum of physical (material) and psychosocial factors that have their source in
the work environment and affect the people carrying out work (Pocztowski, 2013). The author
therefore distinguishes between the physical (material) and psychosocial factors that affect
workers. Addressing the aspects indicated in the cited definitions, at the same time it must be
noted that among the psychosocial, or rather social, aspects quite varied sets of factors are
mentioned (Cierniak-Emerych, Gableta, 2022).

Research into individual aspects of working conditions is conducted at the European level,
among others by the European Foundation for the Improvement of Living and Working
Conditions (Eurofound, 2011). This institution’s reports, as well as those of the International
Labor Organization and the European Agency for Safety and health at Work are related, for
example, to identifying changes to working conditions and the effects of these changes.
In particular, this refers to changes in the perception of material working conditions and taking
into account new, previously unknown threat factors. On this basis, among material working
conditions (Table 1) — apart from the traditional physical, chemical, operational and biological
components of these conditions — information and communication technology components
were also identified (Cierniak-Emerych, Gableta, 2022).

Table 1.

Components related to material working conditions

Material working conditions
physical chemical biological operational information and communication
technology

Source: own elaboration in (Cierniak-Emerych, Gableta, 2022).

Nowadays, many people work more than twelve hours a day using a laptop or smartphone.
The common use of information and communication technology devices is becoming ever more
irrespective of the type or character of work, both for office work as well as in the field of
production. This is conducive to a rise in the negative effects of such devices on the health of
workers. As proven by scientific research, using such devices can result in serious health
problems. This includes dizziness and nausea characteristic for a condition diagnosed by
Coventry University and already referred to as ‘cybersickness’ (The Cyberpsychology Lab,
2018). Here, it is also worth drawing attention to so-called technological dependency (Lin
et al., 2017) related to person — technical device relations. The issues indicated can therefore

not be ignored, but should, as it would seem, be included under material working conditions.
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In the last two decades, serious changes have also taken place in the field of non-material
working conditions. A specific feature of company operations in the modern world is the
implementation of flexible working hours, which can lead to the development of new forms of
pressure and control over employees on the part of employers. This refers to the ‘obligation’ to
carry out work duties related to using flexible working hour (Corwin, Lawrence, Frost, 2001).
Another important accompanying issue is the use of teleworking or remote working.

Contemporary management realities also have a considerable influence on the
psychological health of workers. This is not only related to the Covid-19 pandemic, which to
a degree compounded not only the importance of ensuring material working conditions, but
also the psychological aspects of work in the context of creating safe and hygienic working
conditions. It is worth drawing attention here in particular to so-called workers’ feeling of
psychological safety, expressed in the degree of perceived interpersonal threat to employees
resulting from negative behaviour on the part of members of the group or team in which
an employee functions (Cierniak-Emerych, Gableta, 2022). As a result of this, so-called psycho-

social risk management increases in importance (Wierzowiecka, 2022).

Working conditions - a perspective on research undertaken in the literature

A review of articles in foreign journals provided in the Web of Science and Scopus
databases was conducted to identify scientific publications dealing with the topic of working
conditions. A search using the keywords working conditions identified a total of 99,270
publications. Subsequently, restrictions were applied to the selected articles by eliminating
records that were not in open access, in a language other than English and from outside the field
of management. In addition, the exploration was narrowed down to publications from journals
with the highest Impact Factor, which was identified from information made available on the
journals' websites. The articles selected in this way were subjected to a detailed content analysis.
The subsequent stages of record identification, together with the search criteria, are shown in
Table 2.

Table 2.
Stages and criteria for identifying articles in the systematic literature review 2011-2022
Search criteria Databases and the number of selected articles
Scopus Web of Science

Number of publications with working conditions 69 078 30 192
keywords in the period 2011-2022
Number of open access publications 18 446 8277
Number of publications in the management area 942 378
Number of publications in English 843 170
Number of publications in four journals with the highest 57 11
Impact factor
Total number of publications selected for content 68
analysis

Source: own research.
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Analysis of studies included in the Web of Science and Scopus databases showed that most
publications related to the working conditions of individual professional groups, including:
cleaners (Lundberg, Karlsson, 2011), IT industry workers (Legault, Chasserio, 2012), hotel
industry workers (Lugosi, Ndiuini, 2022), clothing factory worker (Mena, Suddaby, 2016),
comedians (Butler, Stoyanova Russell, 2018), and women from poor districts in South Africa
(Stumbitz, Jaga, 2020 ). Working conditions were also studied during the COVID-19 pandemic
for: migrants (Giordano, 2021), working mothers (Guy, Arthur, 2020), women employed in
agriculture and the production sector (Sarker, 2021), and academic teachers (Yildirim, Eslen-
Ziya, 2021). Against this background, it is worth underlining that a review of the literature
addressing issues of working conditions and the aspects thereof demonstrated that there is still
a lack of studies dedicated to directly addressing working conditions and related aspects from

the viewpoint of workers’ interests, as well as addressing desirable changes to these aspects.

3. Empirical research methods

In seeking answers to the research questions formulated in the introduction to this article,

reference was made to the results of empirical research conducted among workers:

e in the years 2018-2020". Information was gathered using a questionnaire. The PAPI
(Paper and Pencil Interview) techniques was also used. Additionally, the research made
use of in-depth, informal interviews?,

e in the years 2020-2022 using informal interviews.

The research conducted in the years 2018-2020 used a questionnaire® addressed to

a randomly selected sample of workers (this included both those on full-time contracts as well
as e.g., fixed-term contracts) employed in businesses registered in the Lower Silesian
voivodeship. On the basis of data from EURES (the European Employment Services Network),
it was determined that the number of workers in employment (in the Lower Silesian
voivodeship in the company sector) in 2018 was 484,100. For the needs of the research,
a random sample was selected of n = 274 from the total population of workers employed in
businesses registered in the Lower Silesian voivodeship. Assuming a maximum estimation
error of 6%, a level of significance of a = 0.05, and an estimated fraction size of 0.5 for a finite
population of N = 484,100, the minimum sample size is n = 267. The randomness of the sample

was achieved using a random operation in the form of a database of workers employed in

! The research results presented here are part of broader research into employee interests and how far they are
respected by one of the co-authors of this article, and presented in a broader context in a monograph (Cierniak-
Emerych, Gableta, 2022).

2 Cooperation with the IPC Sp. z 0.0. Research Institute was used at this stage of the research.

3 The questionnaire covered a range of interests. For more information on the questionnaire, see (Cierniak-
Emerych, Gableta, 2022).
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businesses registered in the Lower Silesian voivodeship from a population of workers defined
for the purposes of the research.

In terms of gender, the research respondents were made up of 50.4% women and 49.6%
men. As regards age, 24.5% of respondents were below 30 years of age, while one in four
respondents were between the ages of 31 and 40. The most numerous group was of people aged
41 to 50 years of age, making up 28.8% of the total study group.

In the years 2020-2022, given the changes that occurred in everyday life, including the
Covid-19 pandemic, informal interviews were conducted with respondents who had previously
taken part in research. Those who agreed to participate were selected for the study (around 30%

of those who answered the research questionnaire).

4. Discussion of results

In answer to the first of the research questions (What place does occupational health and
safety (OHS) occupy in the hierarchy of employee interests?), it was found that health and
safety was in first place among the spectrum of interests considered by the employees (96.3%
of respondents’ answers). In second place were interests related to ensuring remuneration
adequate to performed duties (96% of answers), while in third place with 92% of answers was
a good work atmosphere. Workers were also interested (81% of answers) in the opportunity to
have an influence on the organization of working hours (Table 3). The above indications
regarding safety and hygiene at work were also confirmed by parametric results for the sample.
The average for answers to the question on the level of importance of OHS was 4.54,
with a standard deviation of 0.593, a median of 5.0 and a dominant of 5.0. Meanwhile, the value
of the asymmetric coefficient was -1.095.

In research from 2020-2022, occupational health and safety was also considered by
respondents as their most important interest. In this context, it should be added that occupational
health and safety somewhat increased in importance among employees’ interests in comparison
to research conducted in 2010-20124 that also concerned employees’ interests. The research
used a similar spectrum of interests, and was also conducted on a group of workers from
businesses operation in Lower Silesia. At that time, occupational health and safety was in

second place in the hierarchy of interests.

4 A. Cierniak-Emerych and A. Pietron -Pyszczek were members of the research team. For more information on the
research results see: Interesy pracownikow i ich respektowanie (Employee interests and the degree to which they
are respected), (2012), ed. M. Gableta, Wroctaw University of Economics Publisher, Wroctaw.
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Table 3.
Interests considered important and very important by the employees surveyed
Interests % of indications
1. Health & safety and good sanitary working conditions 96.3
2. Remuneration commensurate with responsibilities 96.0
3. Good working atmosphere 92.0
4. Clear criteria for evaluating tasks performance 91.2
5. Adequate flow of information and good communication 88.7
6. Assistance from superiors and co-workers 86.7
7. Opportunity for professional development 85.6
8. Influence on the selection of remuneration components 85.4
9. Transparent rules for promotion 85.0
10.  Indefinite period of employment 85.0
11.  Employment protection (protection against dismissal) 83.9
12.  Training at the employer’s expense 81.7
13.  Impact on the working time organisation 81.0
14.  Influence on the selection of co-workers 80.0
15.  Health benefits at the employer’s expense 78.0
16.  Protection of social benefits 75.6
17.  Formal procedures for giving opinions 74.5
18.  Assistance with layoffs 68.7
19.  Participation in management (consultation) 87.5
20.  Assistance from trade unions/employee councils 64.9
21.  Participation in management (participation in decision-making processes) 62.8

Source: Cierniak-Emerych, 2023.

The research conducted confirms the importance of working conditions as an interest of
employees. It should be remembered that studies show that despite the interest in working
conditions, occupational health and safety, despite research on the state of working conditions,
there are still many situations that endanger the lives and health of workers due to poor working
conditions. Reports from the International Labor Organization show that there are 2.9 million
deaths each year due to occupational accidents, and 2.32 million people die each year as a result
of work-related illnesses (ILO, 2022). Studies show that extended working hours, for example,
prevent a worker from adequate recovery, (Sanchez, 2017). In turn, excessive workload and
extended working hours result in an increased risk of stroke (Kiviméki, Kawachi, 2015).
All of this also affects work efficiency. Improving working conditions positively affects the
health and well-being of employees (Belloni, Carrino, Meschi, 2022; Bratberg, Holmas,
Monstad, 2020). It should therefore be important to continuously monitor the interests of
employees regarding working conditions and their individual elements. The elements of
working conditions and their impact on workers' health and lives are subject to change.

In terms of the second research question, it was found that in the opinion of workers (from
the research conducted in the years 2018-2020), the most important aspects of working
conditions for them were material aspects, including operational (workstation equipment) and
physical (temperature, lighting, noise), as well as issues of organization of working hours
(especially the issue of using flexible working time solutions, and including preparation and
finishing time in total hours worked). In terms of operational aspects, employees also paid

particular attention to the issue of use of ICT devices and the length of time they were used,
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as well as their negative effect on both physical and mental health. In the years 2020-2022
meanwhile, they additionally emphasized the importance of biological factors, which was
connected to the COVID-19 pandemic. Here, they also pointed to the importance of individual
and collective protection equipment and their use by employees, as well as their provision by
employers. In addition, in both research periods, emphasis was placed on the importance of
psychological working conditions, including the creation of psychological comfort in the
workplace, which is something that is still underappreciated by some employers.

Workers' attention to elements of working conditions related to the use of ICT devices
confirms, so to speak, the legitimacy of singling out this issue among the components of
material working conditions. Research findings increasingly point to the negative effects of,
among other things, the excessive and inappropriate use of ICT devices at work. Their use
increasingly leads to the replacement of existing relationships between people by relationships
between workers and ICT devices. These effects are already being seen as addiction or
phonoholism. These issues cannot be ignored in the design of working conditions at company
level. As indicated in the literature, the failure to satisfy the interests of employees (Ali, 2016),
including those related to health and safety at work, can lead to the search for employment with
other employers.

This consideration of the last of the research issues provides in part an answer to the third
research question: Are employee interests related to ensuring safe and hygienic working
conditions respected by employers? The research results from the years 2018-2020 proved that
almost all of the respondents (96.7%) had safe and hygienic working conditions ensured at the
workplace. This was confirmed by slightly fewer respondents (84%) in the research from the
years 2020-2022. It may be that one of the reasons for such a result was that the research period
included the COVID-19 pandemic.

However, the seemingly high percentage of respondents' indications of providing them with
safe and hygienic working conditions may raise some questions. After all, data from the Central
Statistical Office show that in the first quarter of 2023, 14300 people in Poland were reported
to have been injured in accidents at work (including 40 people while performing remote work).
This was 28.7% more than in the first quarter of 2022. In addition, the number of injured persons
per 1,000 employees (accident rate) also increased from 0.82 to 1.00. (GUS, 2023). Therefore,
caring for the proper formation of working conditions in the enterprise should be an ongoing
task for both employers and researchers. These conditions, and mostly the interests of

employees related to them, require constant monitoring.
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5. Summary

Ensuring company employees, a feeling of safety related to suitable working conditions,
including eliminating or limiting threats to their health or well-being, while at the same time
striving to ensure the efficiency of work-related tasks, requires improvement in material,
non-material and psychological aspects of the working environment. Several years ago,
it was postulated that in the coming years there could be a significant decline in psychological
aspects, mainly due to an increase in work-related stress (Eurofound, 2016), including that
resulting from the popularization of the use of ICT devices. It is therefore important not only to
give considerable importance to the creation of safe and hygienic working conditions, but also
to continuously monitor the changes occurring in workers’ interests, related, among others,
to the ongoing appearance of new threats in the work environment. It is equally important for
employers to respect the interests of employees in terms of ensuring them a feeling of
occupational health and safety.

The considerations discussed here are certainly not an exhaustive exploration of the issue,
in part due to the limitations related to the length of the text. Specific issues have therefore only
been indicated and may also have been treated incompletely, which will be addressed in further
research studies. One of these imperfections is the fact that the considerations, here the interests
of workers, are only presented from the point of view of employees. In further studies,
it is planned to also address the viewpoint of employees’ interests related to working conditions
from the perspective of employers.

The considerations presented here are therefore the starting point for broader studies and
analysis on the research subject. A particularly interesting area of continued research would
seem to be changes occurring on the labour market related, for example, to the diversity of
workers in terms of age, cultural conditions, the post-COVID-19 situation and finally migration,

especially from Ukraine.
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1. Introduction

The problem of evacuation or movement of large concentrations of people (crowds) is the
subject of simulation analyses involving events, facilities or areas such as:

— religious mass gatherings (Basak, Gupta, 2017; Zhao et al., 2019; Farook et al., 2020;

Owaidah, 2021);

— passenger cruise ships (Hu, Cai, 2022);

— airport terminals (Yang, Tang, Wang, 2022; Jasztal, 2022);

— train and metro stations (Shiwakoti, 2020);

— stadiums (Mahmudzadeh et al., 2020; Gravit et al., 2022; Ivanusa, 2023);

— cities, neighbourhoods, streets, etc. (Zhao et al., 2021; Yoshimura, 2023; Ronchi, 2019;
Onelcin, 2013).

— open air events (Strongylis et al., 2019; Still, 2000; Kapatka, 2016), itd.

Crowd movement is one element of proactive crowd management. Crowd management is

a systematic plan for achieving the goal of orderly movement and gathering of people.
When organising a mass event, a crowd management plan should be prepared taking into
account: crowd density, behaviour and circulation (arrival, duration and departure) (Keys to
Crowd Management Planning, 2020; Bishop, 2020; Eckes, 2012). The effectiveness of crowd
management is impacted by (Sharma et al., 2018):

— effective event planning,

— crowd monitoring and control (crowd control refers to actions implemented after
incidents get out of hands, such as responding to prevent injury, restricting or limiting
behaviour or responding to an unexpected emergency (Keys to Crowd Management
Planning, 2020)),

— gathering information after the event,

— reporting on lessons learnt for more effective systems in the future.

The crowd management process is often aided by techniques for automatically monitoring

the number and density of people (Yang, 2022; Sottile, 2022; Herrmann, 2012; Royo, 2022).
In addition, a number of models of crowd behaviour based on experiments from the biological
and physical sciences can be distinguished (Kok, 2016).

When organising mass events, it is indispensable to comply with legal requirements.
According to the Act of 20 March 2009 on the safety of mass events (Journal of Laws 2023,
item 616), it is possible to determine the area of the land on which the event is organised based
on the information contained in the definition of the area allowing for the holding of a mass
event: ... a separate, appropriately marked area in the open air, complying with hygiene and
sanitary conditions in accordance with the requirements provided by law and having
infrastructure ensuring the safe conduct of the mass event, in which the number of places for

people is determined at the rate of 0.5 m? per person. The expected density is therefore
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a maximum of 2 persons/m”. According to the "Guidelines for district fire brigades of the
Mazovian Voivodeship", when organising a mass event in an open area, it is necessary to:

— divide it into sectors, with appropriate areas separated from each other by escape routes
4.5 m. wide, for no more than 2,000 seats and 6,000 standing places;

— mark sectors with capital letters of the alphabet A, B, C;

— sectors to be divided into 6 sections - a section may not have more than 350 seats and
1,000 standing places;

— label the sections with Arabic numerals 1 to 6;

— sections in the sectors are separated by 3 m wide aisles;

— fence off sectors - in cases where sectors are fenced off with metal fences or wooden
structures, at least two exits of an appropriate width (approx. 20-40 % of the values
assumed for buildings) should be provided, with the possibility of quickly clearing them
- excluding the front lines of sectors and the sides of sectors adjacent to the main escape
route; the rigging separating sectors and sections - attached to posts - should be easily
removable;

— the main access road to the central ritual or event venue should be at least 6 m wide.

A number of research papers have analysed the relationship between crowd speeds and
crowd density (Yugendar, Ravishankar, 2019; Vermuyten et al., 2016; Kang et al., 2015;
Nelson, Mowrer, 2002). It has been observed that walking speed can depend on individual
characteristics (own pace, independent of others) at crowd densities of up to about 0.54
persons/m2. If the crowd density exceeds about 3.8 persons/m?, there will be a stoppage of the
crowd until enough people leave the congestion and the density decreases (Nelson, Mowrer,
2002; Kang et al., 2015). In addition, age, gender, density and having luggage are important
criteria affecting crowd speed (Yugendar, Ravishankar, 2019). Many classifications of crowd
density are distinguished in the literature. One of them considers five categories (Farook et al.,
2020):

—  Very low density (VLD): < 0,43 persons/m?,

— Low density (LD): 0,43-0,72 persons/mz,

— Medium density (MD): 0,72-1,08 persons/mz,

— High density (HD): 1,08-2,17 persons/m?,

— Very high density (VHD): > 2,17 persons/m?>.

With density, the evacuation rate changes. This has been presented in many literature

sources (Table 1).
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Table 1.
Examples of the relationship between density and speed of crowd movement
Crowd density Speed of movement
Item Data source [person/m’] [m/s]
1 Kang et al., 2015 1 1,4
2 0,7
3 0,47
4 0,35
5 0,28
6 0,23
2 Nelson, Mowrer, 2002 0,54 1,2
1 1,03
2 0,66
3 0,28
3,76 0
3 Still, 2000 0,5 1,34
1 1,34
2 0,91
3 0,61
4 0,45
5 0,36
4 Oberhagemann, 2012 0,8 1,23 t00,84
0,8t01,2 0,82 to 0,49
1,2t0 1,7 0,52 to 0,4
1,7t02,5 0,35 t0 0,3
5 Vermuyten et al., 2016 1,3
Maximum free-walking speeds when 1(3661
the density goes to zero (data based on 1’ 4
a review of studies of many authors) 1 ’2 5
1,34

Source: own elaboration based on: Kang et al., 2015, Nelson, Mowrer, 2002; Still, 2000; Oberhagemann,

2012.

The parameters in Table 1 were partly a result of analyses conducted in buildings but with

large spaces and can also be applied to simulation modelling in open spaces.

A number of evacuation models are used in crowd evacuation analyses (Zheng et al., 2009):

cellular automata models (CA),
lattice gas models (LG),

social force models (SF),
fluid-dynamic models (FD),
agent-based models (AB),
game theoretic models, and

approaches based on experiments with animals.

These models provide, among other things, the opportunity to take into account the

relationship that binds groups of people in a crowd. When mapping crowd behaviour (Zheng
et al., 2009):
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— pedestrians are treated as homogeneous individuals or heterogeneous individuals
(groups) with different characteristics;

— the behaviour of a collection of individuals results from individual interactions between

multiple individuals or the collection of individuals is treated as a whole;

— crowd movement is characterised in normal or emergency situations.

The most heterogeneous models are AB (agent-based models). Their use is particularly
beneficial for modelling emergency situations (Bonabeau, 2002). They make it possible to
represent many individual characteristics related to evacuation behaviour. These include
anthropometric characteristics. Visualisations in computer applications for evacuation
modelling present people as (Dahlke, 2020; Dahlke, Idczak, 2021):

— circles (Pathfinder Verification and Validation, 2020),

— ellipses (Zou, Xu, Gao, 2010),

— combination of three mobile, flexible circles (Chooramun, Lawrence, Galea, 2012;

Korhonen, Hostikka, Heliovaara, Ehtamo, 2010; Thompson, Marchant, 1995).

Many studies on evacuation models use an ambiguous description of the dimensional
features. The maximum dimensions in the top view are most often based on:

— shoulder width (Pathfinder User Manual, 2020);

— shoulder breadth (Still, 2000, p. 32) - Shoulder breadth (bideltoid) — maximum

horizontal shoulder width, measured to the convexity of the shoulder muscles (Pheasant,
2003, p. 37); - Shoulder breadth (biacromial) — horizontal distance between the arms,
measured between the anthropometric points of the acromion (Pheasant, 2003, p. 37);

— shoulder breadth maximum (Nowak, 2000);

— elbow to elbow breadth (Gedliczka, 2001).

In the anthropometric atlases containing the dimensional characteristics of the populations
of individual countries, a steady increase in values can be observed due to living and nutritional
conditions, among other factors. The variability of these characteristics can have a significant
impact on the results of simulation modelling. However, such studies have been conducted on
the example of buildings (Dahlke, 2020). In the research presented in the following chapters,
the author presented the possibilities of using an application for simulation modelling of
evacuation conditions taking into account dimensional characteristics in the process of
supporting the preparation of a plan for open air events. The way in which variants for the
division of the site into sectors and sections can be analysed and how to create applications in

a mass event management system is presented.
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2. Methods

The Pathfinder application (Pathfinder User Manual, 2020; Pathfinder Verification and
Validation, 2020) was used for the simulation analyses of the movement conditions of people
during a sample mass event. At the outset, the primary purpose of the analysis must be assumed.
This could be, for example, the dispersal of people after the mass event or evacuation after
an emergency. In the second case, the scenarios would depend on a number of factors and,
in an open area (undeveloped), could take into account the possibility of crowd dispersal (even
in star form). This paper will present the first case, involving the exit of the crowd after the
gathering. Several assumptions are made at the outset:

— an existing example of the site will be mapped, but its use will be based on theoretical

scenarios;

— the site will be divided into sectors and sections respecting the recommendations of the
National Fire Service: up to 6,000 people standing in sectors and up to 1,000 people
standing in sections (Warunki bezpieczenstwa pozarowego..., 2003);

— during the analyses, it was assumed that 32,000 people would gather at the sample site
in six sectors.;

— variants of the density of people in sectors and sections according to legal requirements
and for examples of literature analyses (Table 2) will be analysed; on this basis, variants
of the dimensions of the section sides were determined, assuming that one of the sides
would be 30 m long;

— asector layout extended along the central road was proposed (Fig. 1);

— there are 3 m wide roads between sections and 4.5 m wide roads between sectors;
a 6 m wide road leads through the centre of the square;

— sectors and sections are fenced off with barriers and there are two exits - each 3m wide
- from the section to the escape route;

— people go home using designated evacuation routes, despite the possibility of crossing;

— three routes of dispersal from the study area were considered;

— the width of the exit routes from the site, were: Exit 1: 6 m, Exit 2: 11.9 m and Exit 3:
6.03 m (Figure 1);

— the dimensional characteristics of the people and their walking speeds were adopted
according to anthropometric atlases and literature data and are included in Table 3
(the analysis included an example of a random distribution of people aged between
14 and 65 years).
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The following steps were taken to perform the analysis:

selected map of the area where the mass event will be organised
(www.geoportal.gov.pl);

simulation scenarios were developed (density of people in sectors and sections
(Table 2); characteristics of the population modeled during the simulation were
determined for the age groups selected in the initial assumptions (gender, dimensions
(according to Nowak, 2000), walking speed); percentages of each age group were
adopted (Table 3));

a map of the site was prepared in AutoCAD (site outline; division into sectors and
sections; roads between sectors and sections (Figure 1)) for each scenario;

importing maps/graphics from AutoCAD into Pathfinder;

preparation of graphics for simulation (extraction of surfaces and introduction of
persons/agents) (Figure 2);

performing simulations and collecting data for analysis;

data analysis.

Table 2.
Areas of sectors and sections for crowd densities selected for simulation

. . Section side length in [m],
Scenario Crowd densit Area of the Area of the . .
No. [persons/mz]y sectors [m?] section [m?] with the ‘.Vldth of the second
of the side equal to 30 m
1 0.43 13953.49 2325.58 77.52
2 0.54 11111.11 1851.85 61.73
3 0.72 8333.33 1388.89 46.3
4 1 6000 1000 33.33
5 1.08 5555.56 925.93 30.86
6 2 3000 500 16.67
7 2.17 2764.98 460.83 15.36
8 3 2000 333.33 11.11

Source: own elaboration based on: Farook et al., 2020; Kang et al., 2015, Nelson, Mowrer, 2002; Still,
2000; Oberhagemann, 2012.
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Exit 1

Exit 2

Exit 3

Central point of
the of the open
air event/area

Figure 1. Example of how to divide a site into sectors and sections and how to make an outline of escape
routes in AutoCAD.

Source: own elaboration based on the map from the platform www.geoportal.gov.pl.

When planning the distribution of sectors and sections on the map of the study area,
a decision was made to divide it into rectangular sections. For analytical purposes, it was
assumed that one side of the section would be 30 m long. At the initial stage of consideration,
it was determined that the effect of crowd density in the sections on evacuation times would be
investigated. Assuming different crowd density values, the areas of sectors and sections were
calculated (Table 2). This made it possible to determine the length of the second side of the
section. When planning the layout of the sections, it was assumed that the longer side of the
section would be located on the side of the central point of the open air event (Figure 1).
As the size of the sections and sectors decreased and the crowd became denser, changes were
made to the row and column layout for densities of 1.0 and 1.08 persons/m? (Figure 2e and 2d).
In each example analysed, the number of sectors was 6 (36 sections - except for scenario 1,
where 35 sections were designated).

By distributing the agents in each section, the automatic ordered group insertion function

was used at a given computational density. The total number of agents was 32,000.
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Desity.
foces/m'2)

c8) o h)

Figure 2. Variants for the distribution of sectors and sections for the analysed scenarios (Table 2);
a) density 0.43 persons/m?; b) density 0.54 persons/m?; c¢) density 0.72 persons/m* d) density
1.0 persons/m?; €) density 1.08 persons/m?; f) density 2.0 persons/m? g) density 2.17 persons/m?;
h) density 3.0 persons/m>.

Source: own work in Pathfinder software.
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It was assumed that people would leave the square by heading to the three exits (Figure 1)

via designated routes (not cross-country). The choice of exit will be made automatically.

Table 3.
Anthropometric features by simulation scenario
O — =2 - =2 - o = =
g% N TE|EE | EE| 8| 8| §F w2
g 2 ameof | 2| §2) 52 §5) 55| 85| CE
S |Agegroup| = g anthropometric = 2 52 82 = o 5 o 5 o s
= &5 feature &g | &8 & 2 'S il = S g
& 2 s 8 | £ 8|5 8| s & |4 E | <€ 8 =3
in % % o~ lg = in % lg 7
- shoulder breadth
1 3 19-65 5 maximum: 39.5 453 52.5 45.6 51.8 58.8 0.72-1.13
Q: 19-60 - chest depth: 20.8 25.6 31.1 21.7 26.0 304 0.61-0.853
- stature: 153.6 | 1634 | 1740 | 1660 | 177.8 | 189.0
- shoulder breadth
’ d: 14 19 maximum: 349 39.7 44.1 338 41.0 482 0.932-1.5
Q14 - chest depth: 142 16.6 189 15.5 18.0 20.5 0.89-0.99
- stature: 1549 | 1645 | 1744 | 1528 | 1673 | 181.0
- shoulder breadth
3 g: 15 19 maximum: 35.1 403 452 35.6 N4 492 0.932-1.5
Q15 - chest depth: 14.5 16.8 19.1 159 18.7 21.5 0.89-0.99
- stature: 1559 | 1664 | 1772 | 1610 | 1741 | 1875
- shoulder breadth
4 d: 16 19 maximum: 352 40.7 454 383 442 50.1 0.932-1.5
Q- 16 - chest depth: 14.7 172 19.7 165 194 223 0.89-0.99
- stature: 156.7 | 167.6 | 179.7 | 1655 | 1783 | 1885
- shoulder breadth
5 g: 17 19 maximum: 359 40.8 454 38.5 449 50.8 0.932-1.5
Q17 - chest depth: 149 17.3 199 16.7 19.6 223 0.89-0.99
- stature: 158.0 | 168.1 | 1804 | 167.7 | 1799 | 191.7
- shoulder breadth
6 g: 18 19 maximum: 369 412 46.2 40.8 458 51.5 0.932-1.5
Q18 - chest depth: 154 174 19.9 169 19.6 22.5 0.89-0.99
- stature: 159.2 | 168.6 | 181.1 | 1708 | 181.2 | 192.1

Source: Own work based on: Dahlke, 2020; Gedliczka, 2001; Nowak, 2000; Yugendar, Ravishankar,

2019.

In the simulation model implemented in the Pathfinder application, agents were assigned

dimensional characteristics and speed (Table 3) randomly according to a normal distribution.

3. Results

For each deployment scenario (Figure 2), simulation results were obtained:

total time to leave the area (Table 4);

graphs of the flow of people through the various exits (Figure 4);

animation with surface plots of crowd density variation over time (Figure 3).
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Figure 3. View of an example simulation with area plots of the variation of crowd density in the area
under analysis over time.

Source: own work in Pathfinder software.

Table 4

Total crowd exit times

Scenario Crowd density Number of section NO.' of exit through Total time to leave the
No. [persons/m?] rows along the which the flow takes open air event site [s]
central road the longest
1 0.43 4 1 3036.3
2 0.54 4 1 3015.8
3 0.72 4 1 3125.8
4 1 6 3 2606
5 1.08 6 3 2648.3
6 2 4 3 3180.3
7 2.17 4 3 3196.3
8 3 4 3 4065.8

Source: Own work.

The results of the crowd exit times presented in the table above (Table 4), facilitate the

selection of the sector density variant. The shortest leaving times were obtained for a density of

approximately 1 persons/m?. The results of the two cases analysed were influenced by the

different arrangement of the sections (six vertical rows instead of four). However, the remaining

data show an increasing trend - as the crowd density in the sections increases, the time to leave

the area increases.
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Figure 4. Graphs of agent flows through the three exits of the analysed site for crowd density scenarios
(Table 2) made in the Pathfinder application; a) density 0.43 persons/m?; b) density 0.54 persons/m?;
¢) density 0.72 persons/m? d) density 1.0 persons/m? e) density 1.08 persons/m?; f) density

Time in Seconds

2.0 persons/m?; g) density 2.17 persons/m?; h) density 3.0 persons/m?.

Source: own work in Pathfinder software.

In the graphs presented in the figure above (Figure 4), it can be seen that the time taken to
pass through exit 3 increases in succession. The width of this exit is similar to that of exit 1.

The concentration of the crowd around the central part of the square has made exit 3,

as the nearest exit, the preferred exit for leaving the open air events area.

4500,0

h)
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4. Discussion

The analysis of the conditions for crowd dispersal after the end of open air events and the
conclusions drawn from it presented usefulness for decision support in the planning of the
various stages of mass event management (infrastructure preparation, crowd control and
dispersal after the end). Depending on the initial assumptions, the results of the analyses of the
hypothetical example analysed may change. Conditions may change when, for example:

— we will consider emergency evacuation;

— we will allow moving off designated ways;

— we will enable the rapid removal/opening of barriers between sectors and sections;

— we will take into account the capacity of the roads outside the study area;

— we will include a plan for the activities to be performed by participants in open air events

in sectors and sections;

— we will take into account crowd control measures, such as order announcements

controlling dispersal to exits from the mass event area.

Each of the above conditions needs to be mapped in a scenario and modelled in a computer
application.

The timing of the crowd leaving the area was mainly influenced by the (Figure 5):

— positioning of the sectors in relation to the exits of the area;

— Pre-density of the crowd, which caused congestion to occur more quickly and slowed

down the flow of people.

Attempting to justify the decrease of evacuation times at initial crowd densities of around
1 persons/m?, by differing sector distribution, may not be the only argument. Many research
papers report maximum crowd flows at densities exceeding 1 persons/m> and reaching

a maximum for around 1.8 persons/m2 (Oberhagemann, 2012; Nelson, Mowrer, 2002).
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Figure 5. The correlation of the time of the crowd exiting the square to the initial density of people in
the sections (the dotted line in the graph indicates the trend line).

Source: Own work.

In the modelling process, an important aspect is also the consideration of the dimensional
characteristics of the crowd (Dahlke, 2020). Therefore, it is necessary to identify the target
group of the mass event during simulation studies. Anthropometric atlases of the population
contain data categorised by age group, enabling data applications in simulation modelling.
Dimensional data of individuals have been included in many research works, but in a rather

simplified form (Oberhagemann, 2012).

5. Summary

The research results presented in the previous chapters were obtained using agent-based
modelling. Tools of this type are characterised by time-consuming (many hours) generation of
simulations for a crowd of many thousands (Kountouriotis, 2014). The examples presented are
characterised by the complexity of the criteria to be considered during modelling. These criteria
are related to the mapping of crowd behaviour, architectural and infrastructural aspects in the
simulators (Sharma, 2018). The multivariate nature of the scenarios requires multiple
simulations to be prepared in order to draw conclusions about ensuring the safety of participants
at mass events. One additional criterion to be considered is anthropometric.

Modelling results are an important decision-support element in crowd management.

They provide data that facilitate emergency preparedness planning.
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Findings from the research have enabled directions for further research to be observed.
These include:

— analysis of the criteria considered in scenarios of events requiring evacuation due to
emergencies;

— analysis of the impact of the width of sector and section exits and terrain on evacuation
times;

— analysis of crowd dispersal conditions after leaving the open air event site;

— analysis of crowd control activities during evacuation or leaving the area after an open
air event (directing crowds to exits based on behavioural observations).

These activities will help to improve security and crowd control measures at open air events.
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1. Introduction

The turbulent nature of the of socio-economic changes in the market environment generates
a state, in which organizations focus their activity on the attempts to pursue highly flexible
systemic management formulas enabling dynamic response to exogenous (i.e., such external
factors as the processes taking place on a macro scale) and endogenous factors (the impulses
generated inside an organization) (Cf.: Zakrzewska-Bielawska, 2016). The digitization of
enterprises changes the nature of work in organizations into ever stronger cooperation with
technology, reducing manual work's workload towards interdisciplinary and creativity-based
work. Digital transformation constitutes one of the considerable faced by traditional companies,
affecting all corporate functions, procedures, processes, operations, services and products
(Bouncken et al., 2021; Dehnert, 2020). According to Afriliana and Ramadhan (2022),
implementation of digital transformation can help companies maintain their performance,
efficiency, and compliance. The nature of management is thus changing, due to the increase in
the level of employees' education, their greater empowerment, and the increased performance
of the repetitive and operational activities via technology, which means that people may be
shifted towards exploration activities, inter alia, aimed at processization through the use of
exploitation activity technology. A product as a service often becomes unique, while the
technology of Industry 4.0 enables mass adaptation, at a lower cost, to individual consumers’
requirements. As such, the process and design organizations generating value, based on
creativity - exploration, are becoming more and more suitable, while the process (exploitation)
layer becomes automated, as to reduce the costs of creative activities, e.g., the prospect of
developing individual patterns - cocreation of products by customers. It should be emphasized
here, that the assumptions of a process and project organization necessitate integration of the
concepts and methods of both business process management and project management (Cf. Sliz,
2021).

The article addresses the challenge of dynamic balancing the exploitation and exploration
spheres in finance shared service centers (SSCs), from the perspective of process-project
organization assumptions. The research problem has been centered around the question of how
SSCs can simultaneously optimize existing processes while also exploring new improvement
opportunities? The main aim of the paper is to exemplify a process and project mature
organization and characterize the exploitation and exploration activities, and, consequently,
reconstruct an organizational structure that allows discounting of the benefits resulting from the
dynamism of business processes and projects. Research methods such as literature review,
participant observation, as well as semi-structured interviews with managerial and expert
position employee were used to achieve the objective. The study is a continuation of the
empirical investigation carried out in 2021 (Sliz, 2021). The article attempts to identify and
assess the changes throughout the period of 18 months. The re-verification enables
a comparison of the state during COVID-19 with the post-pandemic conditions of 2023.



Strategic balancing of exploitation and exploration... 131

Overall, this article provides insights into the challenges and opportunities for achieving
ambidexterity in SSCs and presents practical recommendations for managers seeking to achieve
this balance in their organizations. In addition to the focus on SSC, this article offers a unique
contribution by examining the role of a process and project organization in facilitating
ambidexterity within service organizations. The study highlights the importance of balancing
exploitation and exploration in main service processes and offers insights into how
organizations can leverage technology, to optimize existing processes while also exploring new
opportunities for service innovation.

This study is organized into five sections. Section 1 provides an introduction to the research
problem and aims. Section 2 reviews the literature on ambidexterity, business process
management (BPM) and project management integration, with a focus on balancing
exploitation and exploration. In Section 3, the study provides an overview of a large
multinational organization with over 600 employees and its finance shared service center
(SSC). Research methods employed in this case study are also discussed in this section.
Section 4 presents the findings of the case study, particularly on strategies for achieving
ambidexterity in SSCs. Finally, Section 5 concludes the article by discussing its contribution to
scholarly knowledge and practical implications for managers seeking to achieve a balance

between exploitation and exploration in SSCs.

2. Theoretical background

2.1. Ambidexterity — exploration and exploitation dilemma

Ambidexterity is perceived as the ability of the firm to carry out exploration and
exploitation at the same time (Anzenbacher, Wagner, 2020). In the balanced perspective,
ambidexterity can be described as midpoint, or an optimal point on a continuum,
with exploitation and exploration lying at the two ends. While in the combined perspective,
exploitation and exploration are considered independent activities, where their maximized level
can produce a high degree of ambidexterity (Kassotaki, 2022). The implementation of
ambidexterity requires a combination of organizational routines, resources, or capabilities that,
to some extent, contradict each other: organizational efficiency (exploitation) and
organizational flexibility (exploration) (Raisch et al., 2009). The ambidexterity concept has
evolved since its emergence in scientific research from structural construct described by
Duncan (1976) and Tushman and O'Reilly (1996) to contextual ambidexterity - its focus is put
on the multitude of ways that organizations seek to manage the tensions involved in doing two
different things at the same time (Birkinshaw, Gupta, 2013). Initial scholar's efforts focused on

organising ambidexterity within a firm’s boundaries (Tushman, O’Reilly, 1996). In studies
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ambidexterity is considered as a source of sustainable competitive advantage (O’Reilly,
Tushman, 2008; Luo et al., 2018, Ragazou et al., 2022; Ashrafi, Zareravasan, 2022; Ed-Dafali
et al., 2023) or a strategy that enables companies simultaneously pursing differentiation and
cost advantages for achieving long-term success (Liu et al., 2020) and this leads researchers to
investigate how entrepreneurial orientation influences differentiation—cost advantage
ambidexterity (Chen et al., 2023). Over time researchers have introduced ambidexterity
research in a geographic context (Roth, Corsi, 2023). It may bring promising insights not only
into how a multinational ambidexterity strategy can provide organisations, that operate in
complex innovation networks, with a global competitive advantage (Ciasullo et al., 2020),
but also specifically into how international small and medium-sized enterprises (ISMEs)
improve adaptive marketing capabilities through ambidexterity (Su et al., 2022).

As Gulati and Puranam (2009) claim organizations are attempting to address many types
of dualities, such as efficiency and flexibility, adaptability and alignment, integration and
responsiveness, and exploration and exploitation. Raisch et al. (2009) perceive ambidexterity
as a new research paradigm in organization theory and try to explore four “central tensions”
that need to be addressed to enable further progress in research on ambidexterity. Scholars seek
answers to specific questions: Should organizations achieve ambidexterity through
differentiation or through integration? Does ambidexterity occur at the individual or
organizational level? Must organizations take a static or dynamic perspective on ambidexterity?
Can ambidexterity arise internally, or do firms have to externalize some processes?
As exploration helps a firm identify new market opportunities and build new capabilities,
exploitation allows a firm to utilize current market opportunities and improve its existing
capabilities (Benner, Tushman, 2003). He and Wong (2004) emphasize that exploration and
exploitation require substantially different structures, processes, strategies, capabilities,
and cultures to pursue and may have different impacts on firm adaptation and performance.
Scholars point that exploration is associated with organic structures, loosely coupled systems,
path breaking, improvisation, autonomy and chaos, and emerging markets and technologies.
While exploitation is associated with mechanistic structures, tightly coupled systems,
path dependence, routinization, control and bureaucracy, and stable markets and technologies
(Ancona et al., 2001). Different ambidextrous strategies may be distinguished in order to
manage different tensions. The first one is temporal separation or sequentional ambidexterity
(Benner, Tushman, 2003; Duncan, 1976) - it can be achieved through separating explorative
and exploitive in time. The second one is structural ambidexterity (O’Reilly, Tushman, 2004)
that aims at reaching such tensions simultaneously through the allocation of different processes
into separate sub-units or change management team, each with distinct cultures, structure,
control systems and incentives, by ensuring at a managerial level the synergic integration and
maximization of the economies of scale and scope of each unit. In other words structural
ambidexterity is achieved through a structural separation of exploration and exploitation
oriented work (Chen, 2017; O’Reilly, Tushman, 2013). Moreover, structural ambidexterity
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places high demands on top management, where the integration is expected to take place (Chen,
2017). And the third one is contextual ambidexterity. It concentrate on both exploitive and
explorative tasks that are performed within the same organizational entity/structure — mainly
by the same people. The contextual ambidexterity can be reconceptualized into a productive
process for change, which can be beneficial in changing industries (Pregmark, 2019).

Strategic balancing between exploration and exploitation activities in turbulent and
unpredictable environment requires dynamic capabilities. Innovation capacity is one of the
main factors ensuring the survival of the organizations. The appropriate organization structure
for innovation is the organic structure. The innovation may be easily developed in ambidextrous
organization structures supporting both radical and incremental innovation (Giirkan, Ttikeltiirk,
2017). While technological capacity is one of the main antecedents in efforts to achieve the
organizational ambidexterity (Yunita et al., 2023). The authors of the article special focus lie
among others dynamic capabilities that affect ambidexterity, especially: collaboration
(Hoessler, Carbon, 2023) knowledge sharing (Haider et al., 2023; Yang, 2021), strategic agility
(Kowalik, Plesniak, 2022; Alamsjah, Yunus, 2022; Liang et al., 2022), and adaptability (Lin,
2023; Bhatti et al., 2022). The impact of these dynamic capabilities on dealing with the tension
between exploitative and explorative activities will be further discussed in the empirical part of

the article.
2.2. From ambidextrous organization to process-project organization concept

The literature on the subject shows a growing number of publications devoted to process
organizations and project organizations. So far, these issues, just as BPM and project
management, have developed in parallel with the increasing voices of both researchers and
managerial personnel representatives, regarding the search for attempts to integrate the
concepts and methods of process and project management (Cf. Nowosielski, 2018). A process-
project organization is identified as a complex system based on a coexistence of processes and
projects within the exploitation and exploration layers of an organization, leading to synergies
between these operational categories. The essence of the described concept of a process-project
organization lies in the integration of process and project management concepts and methods
as well as in the implementation of the assumptions of organizational ambidexterity. This call
for an organization subdivision into the layers of exploitation (focused on increasing the added
value within genotypic activity) and exploration (focused on implementing innovative activity
in search for new areas of added value generation). Correspondingly, it necessitates
an extension of the process and project typology, to include the category of exploitative and
explorative processes and reactive and proactive projects. Particular attention should be paid to
explorative processes, which can be identified as carriers of improvement, optimization, and
innovation in an organization. Considering the current state of knowledge on explorative

business process management, the boundary between these categories is quite blurry and calls
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for determination of further research directions on the subject of the methods involving
identification, formalization, measurement of both categories and, as a result, the management
of explorative processes (Sliz, 2021). Implementation of the concept of ambidexterity, which
per the definition presented constitutes its foundation and directs management activities
towards balancing the organization's exploitative and explorative activities, in order to achieve
market supremacy, ought to be indicated as an important component of a process-project
organization. Tushman and O'Reilly (1995) define an ambidextrous organization as one
characterized by the ability to implement incremental (exploitative) and revolutionary
(explorative) changes. According to Lubatkin et al. (2006), it is an organization that is able to
use its existing competencies and new opportunities with equal (the same) agility.
This illuminates two dimensions of organizational ambidexterity (Bierly et al., 2009; Donate,
Guadamillas, 2011; Guisado-Gonzalez et al., 2017; Caniéls et al., 2017). The former is aimed
at extending current knowledge, seeking greater efficiency, and implementing improvements
that enable incremental innovation, whereas the explorative dimension involves refinement of
new knowledge and search for variation and novelty, which are needed for more radical
innovation (Atuahene-Gima, 2005). Examples of such contradiction management include:
efficiency vs. flexibility, evolutionary vs. revolutionary change (Simons, 1991) or global
vs. local integration (Devinney et al., 2000).

Implementation process-project organization based on the ambidexterity concept requires
seeking integrative and holistic organization models. A systems-oriented view of environment,
organization and management regards an organization as a complex value creation system that
is embedded in a dynamic environment. Moreover systems-oriented view understand the
dynamics that appear in interdependences not only between the organization seen a complex
value creation system and it’s environment, but also among the organization’s elements.
On the basis of systems theory and cybernetics the St. Gallen Management Model (SGMM)
was developed to create an integral framework for explaining organizations and all their
complex interrelationships and diverse environments (Ruég, Stiirm, 2019). The basic
assumptions of the SGMM authors was to make business-science theory more relevant to
practitioners by integrating existing management practices into one model (Ulrich, Krieg,
1972). As Hohn (2012) notice subsequent additions to the model appear to have been inspired
more by changes in management theory than by practical observations. However,
the New St. Gallen Management Model is not simply a collection of conceptual frameworks
it comprises of two complementary perspectives on the interplay of environment, organization,
and management. The task perspective focuses on a business-oriented conceptualization of
organizational value creation as a key management task. The practice perspective complements
the task perspective by illuminating the basic resource-related, cultural, and communicative
prerequisites for management to become effective (https://www.sgmm.ch/en/) According to the

SGMM, the internal core of an organisation is structured by (Mock, Zipper, 2020):
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] structuring forces: strategy, structures, culture,

e processes: management, business, support,

e modes of development: renewal, optimization.

This core is encapsulated in external (Mock, Zipper, 2020):

e interaction issues: strategy, norms and values, concerns and interests,

e environmental spheres: society, nature, technology, economy.

Taking above into account, authors consider the New St. Gallen Management Model as
a concept which allows integration of exploration and exploitation activities in the process —
project organization. In other words, integration of business process management and project
management is possible in accordance with the concept of an ambidextrous organization.

Expanding on the integrated process-project approach in organizational management
presented earlier in this article, it can be defined as a concept involving dynamic balancing of
exploitation and exploration, utilizing processes and projects in the implementation of
an organization's strategy, based on ambidexterity assumptions. The balancing of two layers
involves consideration of all subsystems of the organization, but also alignment of the
organizational structure with the type of approach in achieving ambidexterity. Thereby,
the assumptions of process-project organization (Sliz, 2021) are akin to the essence of
an ambidextrous organization. One can even claim that every process-project organization is
an ambidextrous organization, yet not every ambidextrous organization is a process-project
organization. Moreover, in the era of the digital economy, observing the complexity of
organizations and the growth of interest in Industry 4.0 and 5.0, it should be emphasized that
the core of this type of organization lies in modern ICT technologies. This research area needs
to be further explored, if only in the context of identifying the technologies supporting

achievement of ambidextrousness in an organization.

3. Materials and methods

The research carried out constitutes part of an ongoing project addressing the issues of
process and project management concept and method integration, extending it with components
pertaining to ambidexterity and ICT technology. The organization selected for examination and
described in this paper was qualified on the basis of a quantitative research carried out to assess
the degree of process and project maturity (See: Sliz, 2021). For this purpose, two maturity
assessment models - MMPM (process maturity) (Sliz, 2018) and H. Kerzner’s PMMM (project
maturity) (Kerzner, 2001; 2003) - were used. As per the measurement methodology adopted,
the entity described in this publication has been classified at level 4 of process maturity,
i.e., a state in which in the organization business processes are identified, formalized or

explored, measured and managed in accordance with BPM principles. In terms of project
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maturity, the organization was also qualified at level 4, i.e., a confirmed state of: quantitative
and qualitative analyses implementation, establishment of organizational roles and units
responsible for project implementation (e.g., project management office), as well as focus on
process improvement and knowledge diffusion in the organization, realized through training
(See: Kerzner, 2001).

The first study on this type of organizations was carried out in June 2021, based on
a quantitative survey, and described in the paper (Sliz, 2021). After over 18 months, an attempt
was made to continue the empirical investigation in the post-pandemic era (after the
COVID-19 pandemic). This enabled, in particular, the observation of the development or
regression of activities aimed at implementation of process-project organization assumptions,
but also outlines additional supporting potentials and limiting factors in the implementation of
this type of solution.

The organization examined is an international enterprise identified as a Finance Shared
Service Centre (SSC). It operates with German capital and is located in Poland. Currently,
the SSC under analysis employs more than 600 people, therefore, in terms of employment size
(number-of-employees criterion), it is identified in Poland as a large organization. Its core
activity entails provision of financial and accounting services for other branches of the
company. The organization’s functioning is oriented at delivering process results in accordance
with customer expectations, in external (main processes) and internal (sub-processes) terms.
Moreover, as per the information obtained from the managerial personnel, the organization is

certified for quality management ISO 22301 and 9001. unit of measurement.

4. Results

4.1. Exploitation activity in the SSC examined

Employing the assumptions of the MMPM descriptive model of organizational process
maturity assessment (See: Sliz, 2018), it has been confirmed, via semi-structured interviews
and a research questionnaire, that in the organization examined, processes are identified and
formalized in the form of descriptive documentation and a graphical process flow map.
This applies to core processes and sub-processes. Auxiliary processes are also explored using
process mining, based on the data generated in SAP. The survey interviews, conducted with the
organization's employees, provided information on and allowed familiarization with the
functioning of an INTRANET IT tool developed, which allows improvements to be read and
submitted in formalized process maps. All SSC employees have access to this tool, regardless
of their position. Throughout 2021-2023, no differences were discerned in this regard.

The organization remained at the same level 4 of process-project maturity (See: Sliz, 2021).
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The division of processes in the SSC examined was made according to the hierarchy
criterion. This means that in the entity under analysis, processes are divided into managerial,
core and auxiliary processes. The SSC utilizes a system of process measures, with particular
emphasis on measuring the level of external and internal customer satisfaction. It should be
noted here that the incentive subsystem utilizes the data generated by the internal customer
satisfaction assessment system. The level of satisfaction determines the size of an employee's
annual bonus, which, according to managers, positively affects the management of relations
within the organization (between departments and teams). As of 2022, the external and internal
customer satisfaction evaluation system is being adapted to include cooperation with the
implementers of the processes that have been outsourced. According to the employees
surveyed, this is all the more important since some of the employees working in SSCs have
been transferred to external companies.

Processes are continuously monitored via dedicated IT solutions and analyzed with respect
to such parameters as: process execution time, process flexibility, the quality of the effect
generated, and the cost. When process analysis shows states that negatively affect the level of
customer satisfaction, corrective actions are initiated, which can be aimed at e.g., a change in
the course of action in a given process or correction of its level of autonomy. It is also worth
noting that, within the space of the SSC examined, processes are compared with one another in
terms of the parameters adopted, and inter-team transfer of good practices takes place on
internal benchmarking basis, via the use of workshops. The BPM process management method
has been implemented in the organization. This is primarily reflected in the identified,
formalized and measured process architecture, the implementation of a market relations
mechanism inside the organization, the implementation of modern information and
communication tools supporting process management, the implementation of a planned training
cycle on process management, the establishment of organizational roles characteristic of
a process organization, and the focus on generating process results consistent with customer
expectations.

In the last 2 years, efforts are being made to implement chatbots, enabling the
reconfiguration of the employee specialization dimensions towards activation of employees in
projects, through the use of their expertise, to enable process automation and robotization.
In summary, the interviews with employees did not reveal any differences in the functioning of
the exploitation layer in the period between the first (2021) and second surveys (2023),
as its implementation has been primarily driven by core activities. A dynamic increase in the
interest in assessing the potential of implementing such ICT technologies as Robotic Process
Automation, Artificial Intelligence, Process Automation, ChatBots to increase the performance
metrics studied by the systems has been observed. This is closely linked to the exploitation

layer assumptions in the organization under study. The exploitation processes carried out in the
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studied surveyed include order to cash, purchase to pay, hire to retire, accounting to report and
accounts payable. In the SSC examined, exploitation processes are characterized by a high
potential for standardization and robotization. These processes are also highly repetitive and

routine, with a high share of procedures.
4.2. Exploration activities in the SSC examined

In the context of exploitation and exploration layer functioning in an organization, it must
be stated that, these layers are neither identified nor formalized in the entity examined,
nevertheless, the implementation of operational categories (processes and projects) indicates
that the organizational part of the SSC under analysis is divided into a layer of genotypical
(exploitative) activities and a layer linked to innovation, research and improvement of the
sphere in which added value is hitherto generated. No differences have been noted in this regard
since 2021.

In 2023, process and project development in the exploratory layer has been noted, compared
to the survey conducted in 2021, to which such processes as Business Intelligence Process
(analysis of financial and operational data), Risk Management Process (enabling identification
and assessment as well as management of financial risks in the organization), Process
Improvement Process (enabling identification of processes or process steps with high potential
for optimization, with a focus on robotization and implementation of modern
ICT technologies), compliance management process (enabling monitoring and management of
process execution compliance with GPO assumptions) were qualified. The interview with
executives revealed that, at this stage, implementation of a new nomenclature could cause
misunderstanding among employees, therefore, exploration is equated with project activities,
and exploration activities are identified as projects. Likewise, no use of term exploration
process was observed.

In the sphere of operational category permeation within the exploratory layer, in contrast,
such new projects have been identified as financial processes standardization, outsourcing,
integration of process execution with external contractors, implementation of a chatbot to
handle internal email correspondence.

Based on the interviews with employees in 2021, a sample project of a new VAT
Operational Process (VTO) development was presented. The VTO process is meant to check
for legal and tax compliance of the accounting performed as part of the Accounts Payable
Process (AP). The VTO process is entails two stages. In the first stage, control activities are
carried out in terms of formal liability compliance, while in the second, liability compliance is
verified in terms of the tax specificity of the country in which it arose. In addition to operational
activities, VTO process executors also organize trainings for AP process executors, on the tax

law in force in particular countries, as well as on the requirements concerning the outputs
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generated in the AP process, which constitute inputs to the VTO process. The main objective
of the project described was to design and implement a new VAT Operational Process, whereas
the sub-objectives included codification of knowledge on the legal conditions in the countries
serviced by the shared service center examined, identification of common elements in the legal
regulations, determination of the level of process standardization, design of process
documentation, design and implementation of a verification mechanism. To implement the
project described, competencies were reviewed across the organization. This means that,
in this regard, activity was undertaken to find the necessary competencies within the shared
service centers located in other countries but operating under the same organization.
The employee interviews indicated that an interdisciplinary project team was established for
this purpose, consisting of both project area (exploration layer) representatives and exploitation
process (exploitation layer) implementers. A project manager was appointed to lead the team.
The teams were membered by the employees appointed, based on their competence, knowledge
and language skills, to implement the process designed. Substantive support was provided by
accountants representing various countries. The team also included a trainer, whose task was to
manage the diffusion of knowledge on the legal and tax aspects. It should be emphasized that
the team's activities were supported by an expert employed through an external consulting
organization (e.g., EY or PwC). The example presented shows the so-called market of
competences functioning within the entire organization; in case of a lack of suitable
competences, they are obtained outside the organization. The project teams are of
interdisciplinary character and comprise employees who carry out both projects and processes
(Sliz, 2021).

4.3. Ambidextrous organizational structure in the SSC examined

The structural dimension has been widely described in the context of ambidexterity in the
works: (Stelzl et al., 2020; Giittel, Konlechner, 2009; Mirow et al., 2008). For the purpose of
this study, an attempt was made to reconstruct the organizational structure, based on the
available documentation and the interviews with managerial level and expert position
employees. As a result, functional areas (departments) were identified within the vertical layer,
and business processes and projects were identified within the horizontal layer. The SSC
analyzed is characterized by a matrix organizational structure, the assumptions of which are

presented in Figure 1.
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Figure 1. A conceptual diagram of organizational structure in the organization examined.
Source: Own research carried out in 2021-2022.

In the organization examined, it was assumed that the role of department managers is to
supply, on market terms, the resources needed for the processes and projects under
implementation. This in particular applies to human resources, material resources and the
resources generated in the organization and its environment. The role of process owners and
project managers, in turn, is to generate, respectively, process and project results, in accordance
with the adopted objectives, and to monitor the course of the implementation thereof. Process
owners and process experts also use process mining, importing data from Systems Applications
and Products (SAP), in order to generate process improvement and optimization. It is worth
emphasizing that within the structural dimension, the support potential is provided by the
organizational roles established, which are specific to the state in which the methods for
managing these operational categories have been implemented. The following such roles have
been identified: process owner for core processes and sub-processes, process expert, project
manager, and project coordinator. It should be noted that the role of an expert in the SSC
analyzed is oriented towards intra-team knowledge diffusion and trainings for process
implementers. What is more, within their prerogatives, experts are able to report improvements,
both in the process in the implementation of which they are involved, as well as in other

processes in the organization.
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The survey carried out in 2023 revealed a flattening of the organizational structure,
in relation to 2021. The centralization and standardization dimensions are being leveled, which
favors the implementation of ambidexterity and process-project-organization assumptions.
It also results from the outsourcing of selected processes to external companies and SSCs
located in Asia. The structure increasingly targets projects (the exploration layer),
while exploitation activities are assessed from an economic perspective, as an outsourcing
potential. An additional factor affecting the focus on exploration in the SSC surveyed is the

increase in the implementation of ICT solutions in exploitation processes.

5. Conclusion, implications and limitation

5.1. Reserach conclusion

The study results presented provide evidence that the conceptual assumptions regarding the
integration of process and project management, described in the works (Reiss, 1992; Zehrer,
2002; Gareis, Stummer, 2006; Bitkowska, 2019; Nowosielski, 2017), are reflected in business
practice. Based on the study, three generalizing conclusions were formulated.

Based on the identification of the processes, activities and technologies employed in the
exploitation layer of the SSC under study, the concept of exploitative business process has been
defined as a planned sequence of activities carried out to ensure the operation of the
organization in the exploitative layer, focused on the performance of the core organization
(genotype business). In a service organization such as SSC, these include the day-to-day
operational activities of order processing, payment settlement, bookkeeping, preparation of
financial reports. The main metrics used to assess such processes involve parameters such as
efficiency, turnaround time and compliance with customer requirements, which provides high
application potential for the use of modern technologies and IT tools, with a particular focus on
process mining techniques. Explorative business process (ErBP), in turn, is an operational
category similar to exploitative business process (EiBP) identified with the classical meaning
of business process. In contrast to this conception, the purpose of ErBP entails implementation
of activities aimed at generation of a tangible or intangible effect (process result) in the form of
a new idea, opportunity, information, and knowledge for business activities.
The implementation of ErBPM takes place in an environment saturated with technology,
knowledge, research and development, experiments involving risk-taking to discover solutions
to existing problems in the organization, or transfer of generated knowledge to the exploitation
layer to improve and/or optimize the implementation of business processes. The differences
between the above described operational categories present in the organization examined are

summarized in Table 1.



142

E. Dobrowolska, P. Sliz

Table 1.

Differences between exploitative and explorative processes in the surveyed SSC

Differential criteria

Exploitative process

Exploratory process

Process

Maintaining the organization's core

Search for new areas to generate added value

implementation business, increasing the efficiency in the organization.

objective of genotype business execution.

Dimension Achievement of short-term goals. Achievement of long-term goals.
Level of High level of process repeatability. | Low level of process repeatability.
standardization

Implementation time

Cyclical.

Occasionally one-off.

Type of activities in
the process

Routine. Highly repeatable.

Creative, modified during implementation.

Measures

Efficiency
Performance

Quality

Cost

Customer satisfaction

Flexibility

Level of innovation

Assessment of ability to implement new ideas
Risk assessment

Creating customer value

Innovativeness

Source: own elaboration based on the study carried out.

Compared to EiBPM, ErBPs are even more oriented at dynamic adaptation of the process
flow to the turbulent economic environment, so as to enable identification of the customer needs
and expectations, both externally and internally, in the shortest time possible. These processes
demand different skills and tools than traditional business processes, as they often require
a more open and experimental approach to problem solving. Successful exploratory business
processes call for a strong focus on innovation, creativity and flexibility, alongside a willingness

to take risks and learn from failures.

5.2. Managerial implications

The qualitative research carried out on the example of the organization described, which is
characterized by a high (4) level of process and project maturity, yielded existence of a potential
for the SSC under analysis to reach a higher (fifth) level of process and project maturity.
It should be stressed that the decision to undertake activity aimed at achievement of the highest,
fifth level should be preceded by analysis of the benefits for the organization and analysis of
the potential in terms of the resources necessary to reach that level and the availability thereof.
Based on the case studies carried out in 2021 and 2023, a set of recommendations supporting
the examined SSC’s achievement of the fifth level of process-project maturity was proposed.

First, the organization examined is currently employing a contextual approach to the
achievement of ambidexterity in the context of a dynamic balancing of exploitative
(exploitative processes and projects) and exploratory (exploratory processes and projects)
activities. Alas, the study carried out in 2021 and 2023 revealed fragmentary implementation
of the ambidexterity achievement strategy. In the Authors' opinion, a long-term strategy needs
to be developed to outline the target state of process-project maturity, taking the implementation
of ICT technologies into account, in both exploitation and exploration. It is worth emphasizing
here that, in addition to the system layer, it would be worthwhile to factor in flexibilization of

the organization's structure towards ambidextrous or process-project solutions.
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Second, mechanisms should be put in place to enable knowledge management between
exploitation and exploration, particularly between explorative processes (highly saturated with
knowledge) and exploitative processes. The knowledge generated through the processes and
projects implemented in the organization was found to be codified and available to the
stakeholders within the organization, allowing the transfer thereof from projects to processes

and vice versa.

5.3. Research limitation

As any such study, this one also is subject to limitations associated with exemplifying
a process-project organization that is based on the ambidexterity concept assumptions.
These limitations apply to the focus on one organization, with a clear indication that the results
of research on process and project maturity indicate that most organizations in Poland are
classified at relatively low levels, which has been noted in various works (Sliz, 2021).
This also generates a state, in which directions for further research enabling construction of
theoretical and in-depth models allowing identification of an organization's maturity,
with regard to the degree of BPM, project management and ambidexterity concept
implementation have been set, and attempts to identify the factors supporting and limiting this
level of maturity by the degree of ICT implementation have been made.

Summing up, the study has outlined three cognitive gaps (L). L1: There are no studies
illustrating the use the technologies supporting big data exploration and analysis in the
exploitation and exploration layer of organizations (Cf. Dezi et al., 2018). L2: There is scarcity
of academic studies focusing on the so-called explorative BPM (Cf. Kohlborn et al., 2014) in

business process management.
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1. Introduction

Today's manufacturing organisation faces many challenges, and this is subject to many
changes and transformations, on the one hand, and strives to achieve a high position in the
market on the other. The transformations will influence the determination of the rules of
operation, the interactions and the definition of the ways in which the company will develop.
Thus, the success of the modern organisation will be determined by the assumptions of
a knowledge-based economy, focused on quality, taking into account the development of
intellectual capital, the culture of the organisation and environmental and social conditions.

The contemporary manufacturing enterprise is therefore multifaceted, emphasising the
importance of its external and internal forms, which concern both defining expectations and
determining the degree to which customer requirements are met, as well as defining
an appropriate strategy integrated with the implementation of activities within the organisation,
such as developing a vision and mission, describing a quality policy and establishing objectives
at strategic, tactical and operational levels. An important element in such a defined action is
also the appropriate distribution of competences and responsibilities in a clear organisational
structure correlated with properly defined and interrelated processes operating in the
organisation. Thus, when shaping a modern production organisation, it should be emphasised
that the right form of managing it is one that very consciously implements tangible and
intangible resources to achieve its goals, and treats it as a continuous process of decision-
making and is able to make the right choice as to the style of management and ways of
improving it. By viewing its activity through the prism of creating a modernist management
concept, this form builds a stable image and thus creates a value-added philosophy for the
organisation.

An important element of the organisation's activities is also the correct definition of its
processes and the links between them (process map) and the determination of the form of the
validation procedure for the systems it has in order to confirm the adequacy of meeting the
requirements described by the organisation, as well as seeking ways to define its own maturity
and the yardsticks for measuring it.

In the literature on the subject, E. Skrzypek points out [...] that the maturity of
an organisation is a certain level of skills, as well as excellence, it is the degree to which the
organisation is prepared to perform its tasks, implement its objectives. The determinants of high
maturity can include effectiveness, efficiency and effectiveness [...] (Skrzypek, 2010).
The effectiveness of an organisation's performance is reflected in its relationship with the
environment, especially in its relationship with customers and other stakeholders, and in its
position in the market, as well as in the achievement of the organisation's defined objectives.
Efficiency makes it possible to assess the ability to act in the planned way and to evaluate the
efficiency of the process. Thus, it becomes important to continuously review the organisation's
activities in order to inform its further actions.
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A survey conducted by the author of this article (Dudek-Burlikowska, 2015) indicates that
many organisations have difficulty in choosing the right self-assessment model to implement.
On the positive side, however, is the organisation's knowledge of self-assessment topics and
methodologies. Companies are also aware of the need for self-assessment, are not afraid of it
and do not consider it unnecessary work. Management largely identifies with the activities
carried out and emphasises the importance of their regularity. Staff resistance is also not very
visible. Unfortunately, there is a barrier related to formal competition evaluations, companies
feel that the criteria indicated are not always interpreted correctly and feel inadequate in terms
of proper formulation in relation to the specifics of their activities. Organisations accentuate the
lack of evaluation criteria, important in their view, that reflect the individual character of the
organisation in the models in operation, necessary for the organisation to carry out its self-
assessment. Among these criteria, the organisations indicated aspects related to technology and
production management and the importance of valuing the intellectual capital of the company.
The surveyed organisations also signalled that the current solutions are not universal enough to
sufficiently address all areas relevant to the needs of manufacturing organisations and at the
same time involve employees at different levels in the self-evaluation procedure.

Currently, the most well-known but not always appreciated form of self-evaluation is
participation in the Polish Quality Award competition, which involves the preparation of a self-
evaluation report by top managers and its verification by experts during an audit. The defined
areas form the basis of the assessment without the possibility of omitting any of them or
replacing them with one's own. Each competition is a verification by an external auditor of the
current state in the organisation with the prepared documentation, i.e. the self-assessment
report, which may cause stress, tension and thus not serve to create added value for the
improvement of the organisation.

Thus, the self-evaluation model should be used for internal use within the organisation and
implemented at all levels of the organisation's management by involving representatives of each
employee group in the evaluation. This will result in a more effective diagnosis of problems
and, consequently, a wider range of concepts and ideas that can be included in defined plans to
improve and enhance all the organisation's processes. Both the author's research (Dudek-
Burlikowska, 2019) and the analysis of national and international literature have confirmed that
there is a cognitive gap at the substantive level concerning the appropriate, non-formalised way
of self-evaluation of the processes of a functioning production organisation focused on quality
and improvement.

Table 1 presents the forms of self-evaluation present in the literature and also indicates the
solutions proposed by the author in the area of the possibility of self-evaluation by a modern

production organisation.
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Table 1

A summary of the state of available assessment models in the literature and the positioning of
the author's proposal

Nature of the self-assessment Existing models The author's proPosal
o . . . . for manufacturing
model organisations Polish international ..
organisations
- EFQM model,
E = Polish Quality Award, | E. Deming Quality
< g Reward-based models Regional Quality Award,
'42 2 Awards M. Baldrige Quality
= 2 Award
a -
E = Standards-based Assessment mpdel in Assessrpent model
S models accordance with EN according to ISO
ISO 9004:2010 9004:2010
Models for Model for the self.—
e . . assessment of a quality-
organisational Systematic assessment . .
. . L. oriented manufacturing
diagnosis and of the organisation no .
. organisation (MSOP)
improvement R. Kolman . .
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= as added value
oé statement
2 Defined maturity E. Fiddler B. Crosby
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Nowadays, the way to assess the organisation's performance should be a formula that
reflects the achievement of the defined organisational objectives and provides an opportunity
to assess the organisation's performance, thus indicating its level of maturity.

This level depends on the degree of sophistication in the perception of the organisation's
own development by the self-assessment method used towards achieving excellence.
It is justifiable, therefore, to find the right form of self-acceptance for an organisation to
highlight its own value, to claim a high level of product quality, and to emphasise the
functionality of processes, proper work organisation and flexibility of information flow.

In this context, the article presents a Self-Assessment of Company X of the engineering
industry based on the criterion of quality using the Self-Assessment Model of the Quality-
Oriented Production Organisation (MSOP). This model is a modern form of monitoring and
improving the performance of manufacturing enterprises managed by managers at all
organisational levels and is described in detail in publication (Dudek-Burlikowska, 2019) by
the author of this article. The proposed solution has been developed to carry out an effective

self-assessment of activities in organisations, to calculate an index of the quality of the
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organisation, as well as to indicate and estimate the probability of possible opportunities and
threats by applying scenario methods in the area of management of a manufacturing
organisation. The strengths of the model are undoubtedly its adaptation to the specifics of
manufacturing organisations, the flexibility of the approach according to the needs of the
organisation and the possibility of preparing a diagnostic report on the basis of the assessment
and planning further improvement activities.

The MSOP model, is implementable in any manufacturing sector and applicable at any
organisational level. It makes it possible to assess the current state within an organisation and
guide its further development in the pursuit of excellence. The formulated MSOP Model

worksheet facilitates the estimation of the organisation.

2. Contemporary perceptions of a quality-oriented enterprise -
theoretical aspects

2.1. Quality management in modern organizations

The origins of management theory provided the inspiration for today's perspective on
managing a modern quality-oriented organisation. By showing the correlations between the
currents of management and the formation of the contemporary concept of quality, it can be
concluded that the dynamics of the development of management knowledge has influenced the
definition of quality management (Table 2). Analysing the assumptions of the classical school
of management, it is possible to see elements that relate directly to quality management, namely
the shaping of ways to improve as well as the responsibility of employees, while in the
behavioral approach it is essential to value the initiative of employees as well as limiting full
control (Szczepanska, 2013).

In the literature, it is possible to see many connections between the subjective evolution of
quality management and concepts for building organisational strategy, forms of approach to the
environment, activities related to defining market aspects, as well as opportunities to view the
organisation through the prism of processes. There is a cross-fertilisation of these areas for the

benefit of a quality-oriented organisation.
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Table 2.
Relationship of TOM to classical management theory
Developer of Theory topics Relationship with Management by Quality
the theory
F. Taylor Scientific management Management by facts, TQM tools and techniques
and problem solving
H. Fayol Planning and organising Business process management
M. Weber Economic organisation Leadership
A. Sloan Decentralisation of organisations Business process design and management.
E. Mayo Human relations Employee satisfaction. Creating a system of
motivation
D. Mc Gregor | The human factor of the organisation | Employee involvement in management, motivation
P. Drucker Result orientation, the role of Leadership goal development, process orientation
leadership in management
M. Balbin Creating teams Group dynamics, teamwork
Ch. Handy Internal culture Organisational values, forms of communication,
work culture
H. Mintzberg Strategic planning and management Creating a mission vision and objectives

Source: compiled on the basis of Dudek-Burlikowska, 2015, pp. 229-236; Szczepanska, 2013.

Thus, over the years, the role of quality management has been changing from a strict
supervisory function, through 100 per cent and random quality control, to quality assurance,
system activities and then methodologies for incorporating more and more organisational
functions into quality management, to the current comprehensive quality management
(Figure 1) (Dudek-Burlikowska, 2013; 2019; Skrzypek, 2000; Tkaczyk, 2000). Today's
companies are affected by the high pace of change in the market and its immediate environment.
Growing competition, ever-increasing customer expectations, the required high quality of
products, the achievement of optimum levels of operational efficiency, the estimation of process
risks and the high potential of employees' intellectual capital are all factors that determine the
nature, as well as the way in which a company operates. Top management therefore acts with
the conviction that it is necessary to continuously improve the aforementioned elements.

Quality management is thus becoming an explication for organisations currently operating
in a dynamically changing environment. According to K. Bielcher, an organisation operates in
an environment of constant challenges and changes, resulting in the complexity of the processes
and problems facing the organisation, which are growing simultaneously. According to the
concept of integrated process management (K. Bielcher), an organisation is a holistic entity in
which the complementation and interpenetration of organisational elements on a rational and
emotional level occurs naturally. This methodology is formed on the basis of two paradigms,
namely: a holistic view of the world and a reductionist view of reality (Bugdol, 2007;
Szczepanska, 2013). Thus, it is oriented towards the consolidation of the organisation's forms
of management and its implemented formalised and non-formalised systems, in which
employees identify with the philosophy of comprehensive quality management and every
activity of the organisation is considered process-wise through the prism of its continuous

improvement (Dudek-Burlikowska, 2015).
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Today, therefore, business management and its improvement is a continuous, long-term
activity, involving all processes and involving employees at every level in the belief that the
defined activity is for the good of the company (Peters, Waterman, 2011). The BQA defined
that comprehensive quality management as a team-based concept of organisational
management for which the integration of customer needs with the goals of the organisational
unit is paramount. This approach indicates the importance of the aspects of interaction between
employees at all levels of the company in every process taking place, taking into account the
conscious application of available methods, quality techniques (Dudek-Burlikowska, 2019).

R. Kolman pointed out that the essence of quality management in an organisation is the
employees, who create quality through their entire activity (Kolman, 2009). Thus, the shaping
and application of the concept of management by quality in an organisation requires their
involvement, daily breaking of the previous form of thinking, systematic improvement of the
intellectual capital they possess and directing their attention to the so-called 5 K's,
1.e.: customer, cost, creativity, communication and culture (Kolman, 2009; Peters, Waterman,
2011; Skrzypek, 2014).

The literature identifies a number of universal principles in the area of quality management
and improvement, the implementation of which is aimed at achieving quality objectives.
These include the involvement of the organisation's management in solving quality issues,
the elimination of communication barriers in the organisation (improving communication both
between employee and manager and between staff and consumer), the implementation of
a system of training and motivating employees, the conduct of employees aimed at improving
products and processes, and learning about consumer expectations by surveying customer
opinions about the services provided (Deming, 1982; Dudek-Burlikowska, 2014; Oakland,
1992; Szczepanska, 2013).

In the European models, the following principles can be specified for aspects of
management by quality: customer orientation, management by facts, people-oriented
management, continuous improvement process. In Japanese models, on the other hand,
the following rules are defined: management commitment, employee focus, customer focus,
focus on facts, continuous improvement (Kaizen), universal participation, elimination of waste
(Muda) (Tkaczyk, Napora-Kowalska, 2012).
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Figure 1. Evolution of the quality management approach.
Source: own elaboration.

The indicated mechanisms are nowadays determinants for many organisations in achieving
quality objectives and maintaining proper relations with the environment. Therefore, in order
to strengthen its position and reflect the requirements of the ISO 9000 series standards,
the ISO/TC Technical Committee defined and then formalised the principles of quality
management and made them available for the first time in the PN-EN ISO 9000:2001 standard.
The first assumption was that these principles should be helpful to the management in
improving the Quality Management System (QMS) in the organisation, in the years 2000-2014
they were treated as a tool for improving the QMS, and currently they constitute a kind of canon
of activities that are the foundation of the company's functioning and development.

To sum up, it should be noted that the asset of the modern quality-oriented organisation is
the implementation of modern management methods, which should cover with their activity the
area of strategic management of the production organisation, and at the same time the aspects
of implementation and improvement of each process. Also important is the form of verification
of the activities carried out through the use of objective ways of assessing the organisation,
for example, through participation in competitions for quality awards, assessment of the
advancement of the adopted principles of quality management and comprehensive quality
management, implementation of a non-formalised model of self-assessment of the enterprise or

its own form of defined assessment (Dudek-Burlikowska, 2019).
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2.2. Maturity of the organisation

Nowadays, the image of a process-managed organisation operating in accordance with the
assumptions of the concept of total quality management has become the inspiration for defining
the concept of organisational maturity and formulating ways of achieving it.

Looking at contemporary enterprises through the lens of the full concept of quality and the
process-managed enterprise, as well as through the lens of good practice, has provided the
impetus for shaping the definition of process maturity (Skrzypek, Hofman, 2010; Tkaczyk,
2010). Ph. Crosby emphasises that the maturity of an organisation is its ability to professionally
implement quality management tools and techniques (Porter, Tanner,2014; Skrzypek 2004).
S. Tkaczyk points to the relevance of relating the concept of organisational maturity to the
implemented processes as the ability of the organisation and its processes to systematically
deliver increasingly better results, on a par with the need to emphasise the organisation's social
responsibility (Tkaczyk, 2010). On the other hand, P. Grajewski states: [...] implementing the
process approach means going through certain stages, which are interpreted in the literature
as levels of process maturity of the organisation [...] (Grajewski, 2007). E. Skrzypek points out
that the process of achieving maturity is related to the improvement of skills and the acquisition
of certain attributes and an indication of the degree of preparedness for the realisation of tasks.
The maturity of an organisation is defined as a certain level of skills and excellence in the
pursuit of proper execution of activities, tasks, objectives. Process maturity is the attribute that
determines the probability of predictability of the consequences of restarting the process.
The maturity of an organisation's processes will therefore be determined by its performance,
predictability and the quality outcomes achieved and confirmed. The assessment of high
process maturity will also be related to the level of efficiency, effectiveness, productivity and
agility (Dudek-Burlikowska, 2019; Skrzypek, 2014; Skrzypek, Hofman, 2010).

In the literature, many authors seek answers to the question of how to properly assess the
functioning and maturity of an organisation's processes. A comprehensive and insightful form
of defining maturity levels is the concept of E. Skrzypek and M. Hofman, which reflects very
well the perception of process management in a company and relates directly to the process
approach of an organisation focused on quality and improvement (Figure 2) (Dudek-
Burlikowska, 2013; Skrzypek, Hofman, 2010; Tkaczyk 2013).

In the perception of the maturity of the organisation, and thus the achievement of process
maturity levels, it is correct to state by E. Skrzypek (Skrzypek, 2013) that [...] maturity
assessment creates a sphere of voluntary valuation of the state of the quality management
system. The improvement of effectiveness, efficiency and maturity is part of the current of
continuous system improvement by indicating the possibility of improving the existing state of
organisational solutions and practices [...]. When companies carry out such an assessment,
it is an expression of employee commitment and the search for continuous improvement.
An important aspect, therefore, is to identify where the organisation is in consciously assessing

its own level of maturity.
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Figure 2. Levels of organisational maturity according to E. Skrzypek, M. Hofman.
Source: compiled on the basis of Skrzypek, Hofman, 2010.

It is therefore reasonable to believe that an organisation that wants to determine its level of
process maturity should choose one of the process maturity models and follow it or develop its
own, reflecting the nature of the organisation. In addition, it should periodically perform a self-
assessment of the organisation, which will be a kind of vector to indicate the direction of its

development and its maintenance.

2.3. Company self-assessment

The maturity of an organisation clearly correlates with forms of organisational self-
assessment. Nowadays, any organisation implementing the concept of management by quality,
and thus seeking confirmation of: the level of excellence of its products, the proper formulation
of processes and ways of managing them, the assessment of its development, will carry out its
own evaluation.

L.J. Porter emphasises that self-assessment is a learning and development methodology for
any organisation. The right perception of excellence and management by quality is a step
towards achieving the so-called 'excellence champion' (Porter, Tanner, 2014).

In the PN-EN ISO 9004:2006 standard, the definition of self-evaluation is as follows:
it is a careful evaluation carried out by the top management of an organisation, the results of
which are usually opinions or judgements regarding the effectiveness and efficiency of the
organisation and the maturity of the quality management system (PN-EN 1SO 9004:2010).
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Self-evaluation is therefore a comprehensive, systematic and regular review of an organisation's
activities and results in correlation with the chosen business excellence model. This form of
activity is the most powerful methodology available for both education and development for
the modern organisation. Self-assessment is not only a means of measuring continuous
improvement, but also a tool that is an ideal opportunity to integrate business or increase
internal organisational excellence across all processes (Dudek-Burlikowska, 2019; PN-EN ISO
9004:2010). A development- and quality-oriented enterprise is aware of the need to improve all
its activities and to involve all its employees, and the confirmation of the rightness of such
a chosen activity is precisely the conscious submission to self-evaluation.

Companies deciding to undertake self-evaluation are also guided by the need to identify and
use indicators to help assess the degree to which defined objectives are being met. The choice
of methodology for self-assessment is therefore also one that is consistent with its chosen
purpose (Dudek-Burlikowska, 2019; Tkaczyk, 2013).

An organisation focused on success is constantly increasing the number of initiatives in
which it participates. These may include business excellence - benchmarking, Six Sigma,
Strategic Scorecard (BSC). It is important to emphasise that these initiatives do not negate each
other, but are in fact complementary to each other and should be seen as complementary
activities within a planned strategy to achieve organisational excellence. Faced with choosing
a ready-made model for assessing organisational excellence or developing their own, managers
at every level should be aware of the need to define self-assessment functions and principles.

Table 3 presents examples of the types of self-assessment principles and functions with their

characteristics.
Table 3.
Principles and functions of self-assessment
Name Characteristics (F)
Self-evaluation is an intentional activity, linked to the
1. | Purposefulness . o 2 1
, achievement of organisational goals §
= . - i
= _ |2 Complexity Self-assessment covers all processes and attributes of the 2 5
% N organisation 2
== |3 Usability The results of the self-assessment are a tool for improvement i " 3
O E . The results of the self-assessment are informative by making | ' §
wn 4, Continuity . . & .8 4
= % many comparisons in the future =< §
— 3 - - - - s =
= cé; 5. | Methodology The self-assessment is carried out in accordance with the =& 5
SR procedure developed 5
Z 2 6 Professionalis The self-assessment is carried out by persons with the § 6
E ) m appropriate knowledge, skills as well as experience g
Self-evaluation is defined and described in the organisation's S
7. | Formalisation internal documentation and the results are properly 6
documented and stored
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Cont. table 3.

Name Characteristics (Z)

& Implementation of self-evaluation results in quality system L on 1
Z ~ | 1. | Management p ! vauation results i quality sy s
SRS management decisions = -8

% @2 Information Providing information to management s S 2
A — =8

e o Self-assessment results are a motivating factor for managers S| 3
=3 Motivational . . S
7 5 of all levels and all employees to improve their work 23

< z | 4 Corrective Defining irregularities in the QMS and its functioning % 5 4
p P R . el

5 E o Continuous delivery of activities that meet the requirements £ 5
= 5 Stabilising . . S 2
»n and expectations of the organisation O 8

6. | Development Formulation of future tasks aimed at improving the QMS 6/7

Source: own elaboration.

Self-evaluation processes should involve the collection of data and information about the
organisation doing the self-evaluation, and it should be subjected to a real assessment of all its
activities. Figure 3 presents a generalised flowchart for the organisation's self-evaluation
process. This self-evaluation must be based primarily on team action. This is because no single
person working in an organisation has such in-depth knowledge in all areas of the chosen
excellence model as to make an independent, reliable, assessment. Objectivity is the most

important aspect of selecting members of the evaluation team.

Definition of the Selecting or G "
purpose and scope - creating yourown — ”I?a 't<?" °t af:n
of the assessment model evauationtea

\
\

Definition of
indicators and Datalcoliection Verification of
measurement collected data

criteria

Has everything
been interpreted

correctly?
NO
i YES
Need fo.r.adc_htlonal Preparation Review of the
clarification

of self- | report and
assessment definition of
report further action

Figure 3. The process of conducting a self-assessment.
Source: own elaboration.

People's perceptions of excellence can be interpreted differently by each evaluator,
and a team-based activity makes the whole self-assessment process robust and balanced, while
at the same time being different from employees' personal views and experiences (Deming,
1992; Dudek-Burlikowska, 2019; Skrzypek 2000; Tkaczyk, 2010).

In summarys, it can be stated that the awareness of the development of the organisation and
its continuous improvement for the achievement of the set goals, the fulfilment of the mission
and vision, the realisation of the defined strategy and the proper functioning of the processes
leads managers to seek the right model for the self-assessment of the organisation, i.e. a model

of excellence.
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3. The Self-Assessment Model for a Quality-Oriented Production
Organisation with usage MSOP Model

3.1. Description of the MSOP model — theoretical aspects

Every modern production organisation should realise the importance of implementing the

principles and form of carrying out self-evaluation according to a defined and established

scheme. The response to the needs of the organisation is to develop an MSOP model and then

a sheet of this model to serve as an estimation tool for the manufacturing organisation.

The developed model contains 7 groups of attributes with evaluation criteria,

and so sequentially:

Attribute A: Customer orientation - proper definition and interpretation of customer
requirements, optimum product price, complaint handling time, customer satisfaction
survey, on-time delivery, flexibility of information flow between organisation and
customer, formal aspect of dealing with customer property - procedure.

Attribute B: Organisational improvement - compliance of processes with the
organisation's objectives, innovation, assessment of the impact of external and internal
factors on the organisation's operating strategy, revision of strategy, monitoring of the
organisation's processes, involvement of management and employees in the
implementation of improvement programmes, self-assessment of the organisation,
training of employees at all levels.

Attribute C: Organisational strategy and culture - monitoring the environment,
organisational stability, strategy-process relationship, mission and vision versus
organisational values, ethical agenda of the organisation, social responsibility, empathy
among employees.

Attribute D: Production process and technology management - production
resources, process and product design, technology attractiveness, production process
control, information systems in production, logistics processes, Product compliance.
Attribute E: Intellectual capital management - strategy - HR methodology
relationship, employee competences, interpersonal relationships, employee self-
evaluation, employee evaluation system, employee development path, motivation
system.

Attribute F Quality Management: Identification of inputs and outputs, process
relationship quality strategy, audits, PDCA methodology, accessibility to
documentation, information flow, system overview, quality methods and tools in

processes.
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e Attribute G: Occupational safety and environmental protection - internal and
external communication in the area of OSH and environmental protection, ergonomics
of workstations, occupational risk analysis, adherence to principles and guidelines
related to safety in processes, 5s methodology, waste minimisation, monitoring of noise,
vibration and pollution levels.

Each attribute has seven factors defined on the basis of the Attribute/Factor Validity
Grading Methodology. The weight magnitudes of the factors were defined on the basis of
conclusions obtained by applying the multi-criteria decision-making method - AHP (Dudek-
Burlikowska, 2019). The analysis and calculations made it possible to develop a universal sheet
of the MSOP model (Table 4), which is a utilitarian tool for carrying out estimation in
manufacturing organisations. The manager evaluation mechanism takes into account the
author's formulated nine-point factor evaluation scale. The obtained numerical values of the
factor ranks contributed to the formulation of the formula of the Production Organisation
Quality Index WJOP based on the developed MSOP model. The assumption is that this index
provides an opportunity to assess a quality-oriented production organisation, and its correct
interpretation contributes to the knowledge of defining the degree of commitment to the

improvement of all the organisation's processes and the forms of their management.

Table 4.
MSOP Model Sheet
Evaluator position - level (ick as appropriaic) Operational tactical strategic Data oceny: nr sheet:
. Evaluation of | Result of the
Attributes and factors WEIGHT «
the manager assessment
Attribute A Sai Oai =Wa1 * Sai
A 1: Proper definition and interpretation of customer War=0.31
requirements
A2: Optimum product price Waz =0.05
A3: Complaint processing time Wasz =0.09
A4: Customer satisfaction survey Was=0.19
AS: Timeliness of deliveries Was=0.13
A6: Flexibility of information flow on organisation- Wae=0.15
client interface
A7: Formal aspect of proceedings with customer Wa7=0.08
property - procedure

Attribute value A W, = X Oaj ... Oa;

Attribute B Szi Ogi =Wsi * Si
B1: Compatibility of processes with assumptions Wis1=0.35
organisations

B2: Innovation Ws2 = 0.04
B3: Assessing the impact of factors external and

internal on the organisation's operating strategy, W3 =0.12
reviewing strategy

B4: Monitoring of organisational processes Was=0.2
BS5: Management commitment and staff in the Wss =0.12
implementation of improvement programmes

B6: Organisational self-evaluation Wse =0.15
B7: Staff training for all levels Ws7 =0.08

Value of attribute B W, =2 Og; ... Op;
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Attribute C Sci Oci =Wci * Sci
C1: Monitoring the environment Wc1=0.26
C2: Stability of the organisation We2=0.24
C3: Strategy-process relationship Wez=0.1
C4: Mission and vision versus organisational values Wca=0.14
CS5: The organisation's ethics programme Wes =0.07
C6: Social responsibility Wes = 0.08
C7: Empathy among employees Wer=0.09
Attribute value C W. =X Oc; ... Oc;

Attribute D Spi Opi =Whi * Spi
D1: Production resources Wp1=0.18
D2: Process and product design Wp2=0.23
D3: Attractiveness of the technology Wnp3 =0.05
D4: Process control Whp4 =0.27
DS5: Information systems in production Whps =0.05
D6: Logistics processes Wne =0.02
D7: Compliance of products with requirements Wp7=0.2

Value of attribute D Wy;= 2 Op; ... Op;
Attribute E Ski Ori =Wk * Ski
E1: Relationship Strategy - HR Methodology W1 =0.2
E2: Staff competence W2 =04
E3: Human relations Wes =0.04
E4: Employee self-assessment Wes = 0.08
ES: Staff appraisal system Wis =0.1
E6: Staff development path Wee = 0.05
E7: Motivation system W7 =0.13

Value of attribute E W, = X Og; ... Og;
Attribute F SFi Ori =Wri * Shi
F1: Identification of input data and output Wri=0.2
F2: Process relationship - quality strategy Wr2=0.1
F3: Audits Wi3=0.12
F4: PDCA methodology Wrs=0.12
F5: Accessibility to QMS documentation, flow of Wrs =0.04
information
F6: System overview Wre =0.18
F7: Quality methods and tools in processes Wr7=0.26

Attribute value F Wy= 2 O ... OF;

Attribute G Sai Oci =Wai * Sci
G1: Internal communication and external in the field of | Weg1=0.25
health and safety and environmental protection
G2: Ergonomics of workstations We2=0.14
G3: Occupational risk analysis Wes =0.14
G4: Compliance with rules and guidelines related to Weaa =0.05
safety in processes
G5: 5S methodology Wgs =0.19
G6: Minimising waste Wee =0.1
G7: Monitoring of noise, vibration levels and pollutants We7=0.13

Value attribute G W, =2 Og; ... Og;

VALUE OF ORGANISATIONAL ASSESSMENT

| Smsop - X (Wa ...Wg)

Source: own elaboration based on Dudek-Burlikowska, 2019.
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The manager's assessment is based on a formulated nine-point rating scale.
The least favourable rating is 1 point means unacceptable condition, 2 points is critical
condition, 3 points is acceptable condition, 4 points is average condition, 5 means satisfactory
condition, 6 is good (favourable) condition, 7 points is very good condition, 8 is outstanding
condition and 9 points means excellent condition.

The opportunity to self-evaluate a contemporary quality-oriented manufacturing
organisation according to the MSOP model is a chance to define the degree of commitment to
improving all the organisation's processes and forms of management.

At the same time, the formula of the Quality Index of the Production Organisation Wjop
based on the developed MSOP model was defined. Integrating the developed evaluation sheet

and the defined evaluation scale, the following version of the formula (1) was proposed.

=cWi
Wiop = Z?:AGE (D)

where:

Wiop - MSOP organisation quality index,

In; - sum of scores for each attribute I = (A...G):
Wa =2 (041 ...0 )a7 Wg =2 (Opj ... O )7
Wp =2 (Opj ... O )p7 W =2 (Og; ... O )e7
Wi -2 (Ogi ... O )c7

Oj; - the rating of a given attribute as the product of the weight of the factor and the assigned

Wec =2 (Oci ... O )c7
Wg =2 (O ... O )r7
score according to the rating scale.

The maximum possible value to be obtained is 0.45' , hence the importance of formulating

an interpretation scale for assessing the quality of the organisation (Table 5).

Table 5
Interpretive scale for assessing organisational quality
100-90% 89-70% 69-55% 54-40% 39-20% 19%<
0,45-0,40 0,39-0,33 0,32-0,25 0,24-0,18 0,17-0,1 0,09<
VERY
EXCELLENT VERY GOOD GOOD AVERAGE SMALL WRONG

Source: own elaboration.

In summary, conducting an Organisation Self-Assessment using the MSOP Model boils
down to the following steps:
1. Establishing an organisational Self-Assessment team.
2. Defining the roles in the team.
3. Conducting training on the use of the MSOP Model and the interpretation of the
different attributes as instructed: "Substantive statement of the factors of each attribute

in the MSOP model for a manufacturing organisation".

1'0.45 is the maximum size possible, assuming that the organisation rates its activity as excellent in all factors for
each attribute of the MSOP model.
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Develop a schedule for conducting the annual assessment.
Determining the method of collection of MSOP sheets.
Calculation of the organisation quality index WJOP.

N s

Analysis of the results - defining the improvement actions and added value of the self-
assessment, and if possible formulating good practices.

8. Presentation of results among managers and employees.

3.2. Application of the MSOP model in a machinery company — experimental part

The application of the MSOP model is presented on the basis of research results obtained
in one of the companies of the engineering industry. The selected company is a medium-sized
organisation, operating on the Polish and foreign markets, cooperating mainly with the
automotive industry. The surveyed organisation, in order to meet market trends, implemented
and certified an Integrated Management System (IMS) in 2008: Quality Management System,
Environmental Management System and Occupational Health and Safety Management System.
The objectives behind the IMS are to improve production quality, continuously reduce the
harmful impact on the environment, achieve the highest possible level of work safety, improve
employee-organisation relations, improve information flow, and be open to new standards and
forms of process improvement. The organisation in question has so far not participated in
quality competitions, nor has it undergone any comprehensive evaluation of its processes.
It explained its approach by its aversion to formal quality competitions and lack of access to
methodologies worthy of attention in this area. However, with a view to developing the
organisation by improving the quality of the processes carried out, and thus the quality of the
products offered, the need to carry out a voluntary self-analysis of activity estimation in
accordance with the proposed MSOP was identified. In order to obtain a complete picture of
the organisation's quality assessment, it was decided to carry out a utilitarian study using the
model with the help of organisational representatives selected for this purpose. Individuals at
different managerial levels were asked to complete a self-assessment sheet, including: the
organisation's director (I), production director (II), sales and marketing director (III), integrated
management system representative (IV), QMS coordinator (V), QMS coordinator (I), and QMS
coordinator (II). QMS (V), health and safety coordinator (VI), environmental coordinator (VII),
selected internal auditor (VIII), production master (IX), HR director (X), sales specialist (XI),
purchasing specialist (XII), maintenance coordinator (XIII). The final value of the quality of
the organisation will be the average score of the individual managers of the production
organisation. Individuals using the scale completed a scoring, and then the importance values
for each factor and the values for each attribute were calculated according to the MSOP model
sheet developed. The next step was to add up the individual assessment values for each
employee and accordingly calculate the Wjop index for each selected employee's individual
assessment of the production organisation. Table 5 shows the evaluation values of the
organisation made by the employees, while Figure 4 shows the calculated quality indicators of



166 M. Dudek-Burlikowska

the production organisation Wjop obtained by each evaluator. Averaging the obtained values of
the index Wjop, it was calculated that the quality index of the analysed production organisation
is 0.285. Comparing the obtained value with the adopted scale of interpretation of the

assessment, it was found that the quality of the organisation is at a good level.

Table S.
Obtained evaluation of MSOP factors in a manufacturing organisation according to the
function of the selected employee (results of research)

Lp. Selected employee function Thea‘;zilsl:mozl?: (g&nsli;llt,l)o nal
I Director of the organisation 15,65
11 Production Director 16,05
III Sales and marketing director 16,35
Plenipotentiary for the Integrated Quality, Environmental and Health

v 15,95
& Safety Management System

A\ QMS Coordinator 14,3

VI Health and Safety Coordinator 13,95

VII Environmental coordinator 14,3

VIII | Internal auditor (selected) 15,55

IX | Production Master 14,5
X HR Director 14,9

XI Sales specialist 14,95

XII | Purchasing specialist 14,55

XIII | Maintenance coordinator 14,55

Source: own elaboration.
0,45
& 04
£ 435 032033033033 0,32 031
; 03 - 0,290,280,29 » U » U
| 025 -
>
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S
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Selected employee function

Figure 4. W-index values: Wjop for employees participating in the survey (results of research).
Source: own elaboration.

In line with a continuous improvement approach identical to the MSOP, it was assumed that
the conclusions obtained from the organisation's self-evaluation would be used to define
improvement actions for functioning processes integrated with the organisation's goals and its
vision and mission. These will add value to the development of the organisation under
consideration. A detailed analysis of each attribute of the MSOP was carried out to identify
activities in need of improvement. Table 6 provides a summary of the scores obtained and the

importance of the factor for each attribute.
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Table 6.
Scoring values with factor importance of individual MSOP attributes in the analysed
manufacturing organisation (results of research)

Wa Wb
Xl ; ; 1 2,30 Xl : 111,90
: — 2,30 : 1 1,70
Xl : : 1 2,65 Xl : 111,90
e ) 05 =—————————— K
IX : : 1 2,25 IX : 111,95
; 12,25 : 12,05
Vii } 111,90 Vii ; 111,90
: 111,90 : 11,80
% 1 = 2,15 % : 1 1,80
K Eessss———————— 2 35
N s ) 35 i—1%
Em———-——-——— )30 eee——— ) 10
| # 2,15 | # 2,15
0,00 1,00 2,00 3,00 0,00 1,00 2,00 3,00
Scoring value Scoring value
Wc wd
Xill 1 111,85 Xl 1 = 2,20
: 111,90 : —1 2,30
Xl : 11 1,95 Xl : —1 2,30
e ] 95 e 1,90
IX } 111,85 IX 1 —1 2,30
: 1 2,20 : —1 2,30
Vil } 1 11,85 Vii l 3 2,15
: 111,90 : 1 2,05
Vv : 11,95 Vv : 1 2,10
e 2,20 E—— ) 35
N ——— 2 40 Il ——— 2 40
e 2,15 P
| D 2,05 | —— ) 55
I I I | | I
0,00 1,00 2,00 3,00 0,00 1,00 2,00 3,00
Scoring value Scoring value
We Wf
XIll : 3 2,05 XIll : = 2,20
: — 2,20 : 12,05
X : = 2,10 XI ; 1 1.95
2,45 e 2 20
IX : 1 1,85 IX : —1 2,25
: 2,00 : : 2,53
Vi 1 111,95 vil ; — 2.30
1 2 2,05 ; 2 2,10
Vv : :, 2,05 \ ; = 2,10
e 505 EEssssese————— ) 55
I ——— 55 fjy— g,jg
Eesses—————— ) — '}
I # 2,3 = ' #‘ : ! 2,40
0,00 1,00 2,00 3,00 0,00 1,00 2,00 3,00
Scoring value Scoring value
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Cont. table 6.

Legend:
According to
Xl ::I 2,05 L II, 111, IV, X - management representatives -
XI 1 %’18 strategic level
eee——— ) D5
IX ::" 2,p5 220 V, VI, VII, VIII - management representatives -
VI j j 2 225 tactical level
—————— 2,45
V E——— 2,5 .
E—— ) 10 IX, XI, XII, XIII - management representatives
I —— s ——— 2,30 - operational level
e 2 20
| # 2,115
1,90 2,00 2,10 2,20 2,30 2,40
Scoring value

Source: own elaboration.

3.3. Discussion of research results

Attribute A (Wa) - customer orientation. In conducting the assessment, it was indicated that
the overall customer-oriented activities in the organisation are rated best by the sales specialist
and the sales and marketing director; the organisation's director, the production director and the
representative of the integrated quality, environment and health and safety management system
also rated this aspect at a similar level. This is confirmed by the fact that the processes related
to the activities of the indicated employees are very well interpreted by them and translated into
the realised partial objectives and activities, the customer and its requirements are properly
defined, and contact with the customer takes place on an ongoing basis. The constant number
of customers and the increasing number of requests for quotations confirm that the price of the
product is adequate to the sales level and customer expectations. Complaints and the time taken
to deal with them are handled according to an established procedure familiar to employees and
customers. Elements in need of improvement are aspects related to internal operations
(procedure) regarding customer ownership and improving the flow of information between the
organisation and the customer, as well as the timeliness of deliveries, which are currently rated
at an average level.

Attribute B (Wp) - organisational improvement. This attribute provides information on the
correct perception of the production organisation's objectives in this area. Employees at the
strategic and tactical level confirm that the implemented process improvement elements are
properly planned and implemented, and that information coming from the environment is taken
into account on an ongoing basis by the organisation's management. They point out, however,
the inadequate form of perception of changes in the environment in terms of broadly understood
innovation. The lack of a rapid response reduces their own attractiveness on the market.

Older machinery and thus less modern technology can be a potential obstacle to conquering
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new markets and, in time, meeting the needs of regular customers. Employees at all levels point
to the need to refine procedures for cyclical, objective self-assessment of processes at all
workstations by each employee. It is also important to improve the training system in place in
the selected organisation. Improving the aspects indicated will positively influence employees'
identification with the organisation's improvement goals and raise their awareness of the
validity of the activities carried out in this area.

Attribute C (Wc¢) - the organisation's strategy and culture. This area is best rated by
representatives of the organisation's top management - managers at the tactical and operational
level oscillate in the approximate rating. The organisation's environment is monitored correctly,
but it would be worthwhile to increase the dynamics of the response to change. The stability of
the organisation, its credibility and the proper implementation of its goals are emphasised.
Employees identify with the organisation's vision and mission and emphasise the strong
positive relationship existing between the strategy and the defined processes. Interaction among
employees, as well as with customers and stakeholders, is positive. On the other hand, it is
worth considering refining the organisation's social responsibility activities, taking into account
environmental aspects and actions for the benefit of the community both within the organisation
(working environment) and the external environment. The code of ethical conduct also needs
to be improved, including provisions emphasising the importance of involving representatives
of all employee groups in the modernisation of the organisation.

Attribute D (Wp) - management of production processes and technology. This is an attribute
rated very well by all representatives in virtually every factor analysed. Improvement actions
are worth taking towards increasing the attractiveness of technology. Thus, the earlier
assessment regarding a better perception of innovation and an increased dynamic response to
changes in the environment is confirmed. In order to improve the functioning of the
organisation's processes, activities related to the implementation of IT solutions in the area of
production and auxiliary process management should also be expanded.

Attribute E (WE) - intellectual capital management. This attribute is rated very good (top
management) and good (operational level managers) by selected employees. Middle managers
return attention to the need to refine the form of self-evaluation of activities in their positions
by all employees, as well as changes in existing procedures for the evaluation of employees by
management, linked to a proper motivation system and, consequently, to better formulated
employee development paths. The implementation of improvement actions in the area indicated
will add value in the identification of employees with the organisation.

Attribute F (WF) - Quality Management. As the organisation has had a QMSm implemented
and certified for more than 10 years, and has been implementing the importance of the TQM
philosophy in its processes and indicating in its strategic objectives for several years, it is not
surprising that this particular attribute scored highly. According to managers, the PDCA
methodology in all activities of each process needs to be refined, as well as the procedure for

assessing possible risks in each of the organisation's functioning processes. Operational
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managers also point to the need to increase the number of quality methods and tools used in the
processes, which will improve their operations and positively influence the quality level of the
final product, as well as meeting the increasing demands of customers.

Attribute G (Wg) - occupational safety and environmental protection. This attribute was
rated at a good level. Managers associated with the processes in the area indicated emphasise
the need to pay more attention to minimising waste and reducing noise and vibration at
workplaces, while top management advocates the inclusion of more positions in the 5S
methodology, which they believe will improve work safety, reduce production costs,
and encourage employees to properly perceive the importance of health, safety and ergonomics
in the workplace.

This analysis confirms the validity of the organisation's approach to its development by
improving the quality of its processes and products in order to achieve a high position in the
market and increase its attractiveness in relation to the competition. The internal confirmation
of the achievement of the set objectives will be the demonstration of added value in the
evaluation and verification of activities in the area of MSOP attribute factors in the context of
quality and improvement, thus achieving an increasingly higher level of maturity for the

organisation.

4. Conclusions

The self-evaluation presented has made it possible to conclude that employees at the
strategic level evaluate the organisation's activities, and thus the processes in place, best. Middle
managers, on the other hand, perceive the greatest risks and are the most stringent in their
assessment, with a percentage score of approx. 60%; in their view, many of the company's
activities require continuous improvement and even the implementation of corrective measures
in some cases.

The self-assessment carried out in the engineering company represents the beginning of the
analysed organisation's journey towards achieving the highest level of maturity and excellence
by continuously building quality awareness among managers at every level and employees.
The identification of individual areas (attributes) and their detailed analysis will provide the
evidence base for the formulation of further objectives and strategies for the organisation.
At the same time, it should be borne in mind that there is a risk of a lack of objectivity in the
assessment, both in over-assessment and over-assertion in the assessment.

Therefore, it is very important to select the team for the self-assessment and to conduct team
training for a proper understanding of the MSOP Model worksheet and how to interpret the
factors. The formulation of a timetable for the annual evaluation will add value to the reliability

of the self-assessment and the detailed analysis of the results.
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In this way, after the annual cycle is completed, it will be possible, for example, to develop
radar charts and correlate them with the company's goals set and achieved, which will allow
constructive conclusions to be drawn and realistic improvement actions to be planned.

Additionally, for utilitarian purposes, the author plans to develop a computer application of
the MSOP worksheet to facilitate the self-assessment of the organisation by a self-defined group
of employees. In order to illustrate and interpret the results in detail, the application will
potentially be extended to include the use of quality statistical tools and correlated with selected
quality methods.

Thanks to the developed tool, it will be possible to verify the self-assessment carried out,
keep it cyclical and thus make comparisons and interpret them in order to take appropriate
improvement measures in the future.

The periodic calculation of the quality index of the production organisation WJOP will
make it possible to monitor the self-evaluation of the organisation both in its entirety - based
on the evaluation of all MSOP self-evaluation sheets - and in its partial aspect, with a breakdown
into groups of employees taking part in the self-evaluation. Carrying out further
exemplifications of the model will aim to define the maturity levels of contemporary
manufacturing organisations. These levels should reflect the organisation's self-assessment and
its ability to identify with the definition of a self-learning organisation.

Complementing the measures indicated will be an analysis of the risks present in the
organisation's processes. With the assumption that risk causes deviation from expectations -
positive or negative - an important aspect will potentially be the development of risk
measurement procedures based on the MSOP model.

Using the defined attributes and factors, it will thus be possible to demonstrate the
correlation between the estimated risks and the opportunities and threats of the manufacturing
organisation.

Confirmation of the right way to think about quality in an organisation is to implement
organisational self-assessment mechanisms, to achieve a high level of quality maturity, and to
win a regional, national or European quality award. In other words, a manufacturing enterprise
in the modern world is aware that the integration of management in all aspects is embedded in
quality management and the improvement of each process.

Consequently, an important strength of the organisation is its ability to create knowledge,
the involvement of employees at all levels in day-to-day activities in order to achieve defined
goals, as well as its expansiveness in the search for ways to improve. By developing a process-
and employee-oriented improvement methodology in the organisation, and this the indicated
Self-Assessment Model for a Quality-Oriented Production Organisation, it is possible to
transform the organisation's weaknesses into strengths and thus reduce threats and increase

opportunities in a dynamic environment.
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The contemporary form of creating a manufacturing organisation is actually a number of
defined assumptions and performed activities, which interact and influence each other, so that
changes in one area have repercussions in other aspects of its functioning and improvement.
Thus, the pursuit of excellence is the conscious management of an organisation, characterized
by: continuous activity, the right relationship between the organisation and the customer, the
importance of valuing the creative thinking of employees, the implementation of the
organisation's strategy, the recognition of corporate social responsibility.

In conclusion, it is worth quoting E. Skrzypek and S. Tkaczyk who believe that looking at
quality in an organisation today as the most important management mechanism leads to
a modern form of industrialisation. What follows is the creation of a culture and philosophy of
management by quality, and this is evidence of the organisation following the ever-changing
needs of customers and the consistent thinking of all employees as regards improving all

activity and all processes in the organisation.
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by solving the research problem in the field of artificial intelligence implementation to team
management.
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a human manager does. The answer was formulated on foundation of the original concept of
methodology in management reality and research on human managers’ behavior using online
management tools as research tools (TransistorsHead.com).

Findings: There are two types of findings. Firstly, an original methodology of team
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what a manager does directly recording his managerial actions which mean managerial
competences able to implement in an artificial manager.
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teamwork, a possibility of a real influence of an artificial manager on team members.
Practical implications: The last 20 years there has been a rapid development of information
technology, robotics and replacing people’s work with machines or algorithms. Therefore,
the area of team management automation and its consequences seem to be dominant area of
research in the nearest future as well as practical implementation of this research.
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1. Introduction

The last 20 years there has been a rapid development of information technology, robotics
and replacing people’s work with machines or algorithms. Managers commonly work with
electronic tools that facilitate their work registering their work (Ewenstein, Hancock, Komm,
2016), e.g., in organization processes (Dash, McMurtrey, Rebman, 2019), IT sector services
(Keller, 2017) as well as team management (Davenport, Kirby, 2015).

From the business perspective organizations must respond more effectively to the dynamic
and complex environments today. Therefore, team management have become more and more
relevant in the past decades, and they are seen as a key fac-tor in increasing organizational
effectiveness (Mathieu et al., 2008). This has enabled modern organizations to look for the
advantages of integrating all related activities by the means of teamwork and artificial
management (Webber et al., 2019). However, team management processes can lead to the
consequences which a human manager as well as team members are not able to foresee
(Franken, Wattenberg, 2019).

Therefore, in this perspective the research problem in the field of artificial intelligence
implementation to team management can be described as a simple question: how to know the
activity of a human manager to replace him with an artificial manager? This research problem
implicates two main research question:

1. How to represent the knowledge of what a human manager does?

2. How to record the knowledge of what a human manager does?

Importance of the research problem comes from the fact that effective teamwork becomes
a crucial problem in organizations. Its internal elements — a team manager and team members
— are the warp and woof of the dynamic fabric of companies. They cannot exist without each
other activated by managers to use a constellation of specific objectives, resources, and
processes (Sohmen, 2013).

The aim of this paper is to show an innovative approach to managerial competences
measurement which can be used in team management automation. This aim will be achieved
by answering two mentioned research questions on foundation of research on human managers’
behavior using online management tools as research tools (TransistorsHead.com).

As a main term which allowed us to understand what a human manager really competence
does was defined as an acquired personal skill demonstrated as one’s ability to provide
a consistently adequate or important level of performance in a specific job function (Numminen
et al., 2020). Therefore, competences of human managers were examined in a few research
projects of the authors and the are promising theoretical construct to represent knowledge of

what a human manager does as well as quite easy to record by online management tools.
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In Section 2 there is a description of fundamental issues of (1) artificial management as
a new approach to team management, (2) managerial competences as a theoretical construct
used in Al implementation, and (3) virtual teams as an environment of an artificial manager
activity. In Section 3 there are (1) theoretical foundations of knowledge representation by the
system of organizational terms (an original research methodology created by Olaf Flak)
and (2) examples of knowledge acquisition by the online management tools in the platform of
TransistorsHead.com. Section 4 contains conclusions and future perspective of team

management automation research.

2. Theoretical background

2.1. Artificial management

The first vision of artificial management was spoken in words that in the future “computers”
will not only make decisions, but they will do much more (Drucker, 1967). Looking for
an answer if it is possible to replace human team managers with robots, terms “artificial
management” and “artificial manager” were created (Geisler, 1986). The concept of artificial
management and its operational consequence in person of in artificial manager was seen as
a dehumanizing attempt to eliminate participation of human managers in the processes of the
organization. Therefore, most of researchers considered artificial management applications
only in organizational decision systems or routine operational processes which were well
structured (Huber, 1990; Mitroff, Linstone, 1993; Pomerol, 1997; Courtney, 2001; Gigerenzer,
Gaissmaier, 2011). Eventually, it led to a strong need of establishing some patterns of team
managerial work (Halliday, Stacey, 2009) or it is focused on automated decision making
(Zimmermanna et al., 2019).

However, nowadays Al overwhelms more areas of managerial actions. Artificial
intelligence is emerging as a potential growth area for facilitating the improvement and
development of teams in the workplace. Al, as used in the team context, is currently
underdeveloped and limited, thus reducing the wide-scale adoption and implementation of
Al to improve team effectiveness (Webber et al., 2019). New applications such as robotics,
automation or intelligent assistance are becoming drivers of a wide-ranging change process in
companies which requires reorganisation of team management, particularly in virtual teams
(Franken, Wattenberg, 2019).

However, in the literature there are approach to artificial management which representations
are an artificial leader or an artificial manager. On the one hand, there is a vision of an artificial
leader as an intelligent system which has new dimensions of human-computer interactions

based on natural communication patterns and consideration of human individual differences.
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It is said that in the future information systems will involve both the automated delivery of
human-like communication and the interpretation human verbal and non-verbal messages
(Derrick, Jenkins, Nunamaker, 2011). The ability for a computer system to have a knowledge
base on which to draw to deliver appropriate messages to a human user is an ambitious under-
taking and is a novel conceptualization for information systems. The prospective benefits of
Al to the decision-making process before arguing that they can be practicably implemented in
a social setting, e.g., if a human leader can veto any decision taken by an Al-based system
(Parry, Cohen, Bhattacharya, 2016). There are also philosophical dilemmas about ethical
aspects of artificial leadership (Lawless, 2021). Such focus may utilize top-down and bottom-
up ethical issues, with decreased focus on getting machine followers to feel part of a virtual
team (Smith, Green, 2018).

On the other hand, automation of the role of managers can be seen as a gradual replacement
of human managers only by algorithms in some areas of team management and such a system
would be called an artificial manager. As a result of this approach nowadays in many
organizations some processes are completely managed by Al technologies (Petrin, 2019).
Managerial activities have been taken over by machines such as describing tasks, evaluating
team members performance, and matching employees in work teams (Jarrahi et al., 2019).
It is even said that these technologies can cover the entire spectrum of manage-rial actions of
highly qualified managers (Susskind, Susskind, 2015). Overall, this new Al approach presents
both opportunities and challenges within workplace management. For example, in the literature
there are many challenges in cooperation of artificial managers (Al management) and human
team workers (Peifer, Jeske, Hille, 2022).

2.2. Managerial competences

There are many definitions for the competences, but authors agree that a competence is
defined as a learned ability to adequately perform a task, duty or role (Bartram, Roe, 2005).
The competences integrate knowledge, skills, personal values, and attitudes, and they build on
knowledge and skills and are acquired through work experience and learning by doing. It means
that competences rest on the pillars of knowledge, skills, and attitudes and that the whole
structure is built upon the individual person’s dispositions, i.e., abilities, personality traits,
interests, values, etc. They define capabilities to learn the necessary knowledge and skills,
the appropriate attitudes and to conduct psychological services for clients to meet the standard
expected by their profession.

The descriptions and definitions of competences have been increasingly present in the area
of Human Resource Management and replaced the concept of qualifications (Cook, Wildschut,
Sande, 2017). In the literature The term ‘“competence” refers to the general competence,
the quality of an individual or a set of skills that allows one to perform in certain situations

(Anzengruber et al., 2017). Competences refer to a set of traits that influence one on certain
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actions, and a specific skill set of activities that one can use to measure and demonstrate the
universal competence.

Competences have attracted a lot of research; however, competencies usually have been
focused on individual or organizational ability to express effective job performance in the
context of expected real job proficiency (Cook, Wildschut, Sande, 2017). Competences are
defined as the ability to do the work which means that individuals have the knowledge, skills
and values required in jobs of today and tomorrow (Phuc, Matsuura, 2016). In such context
competences are defined as acquired personal skills demonstrated as one’s ability to provide
a consistently adequate, important level of performance in a specific job function (Numminen
et al., 2020)

The competencies have unique characteristics or qualities, and they are difficult to copy
(Hensel et al., 2010). Additionally, individual competencies contain explicit knowledge,
personal skills and experiences with individuals’ results and judgement of organizational values
which are obtained in their social context (Ubeda, Santos, 2007).

However, significant differences were observed in the effectiveness of managers using task,
relations, and changing capabilities. Competencies depend on the organizational context and
may be different at various levels of management. For example, at top management level there
is a need for more strategic competencies, i.e., change-oriented, which become two to three
times more important than at the lowest level. Task-oriented capabilities become significantly
less important at the top level and more important at a lower level of management,
whilst relations-oriented capabilities are important at all levels (Anzengruber et al., 2017).
It 1s said that the competencies are also shaped by the context of work, work environment,
and the employee’s personality and motivation (Forsten-Astikainen, Heilmann, 2018).

Competency analysis is an alternative to traditional job analysis and is a method focused on
the individuality of the employee. It can be used for selection, training, development,
and evaluation. The purpose of competency analysis is to create a profile of an ideal employee
or a competency template consisting of a set of characteristics. Such a profile shows what
competencies an employee should have to perform his or her duties effectively (Roznowski,
2020). A competency model is the result of such a job analysis and contains a description of all
competencies considered by the company to be necessary for success in its business.
They consist of a list of competencies and a detailed description of each of them. In the context
of job analysis, competencies are understood as compositions of qualities and states of
an employee that lead to optimal performance of tasks on a given job and thus are a set of
knowledge, attitudes and personality traits possessed by an employee (Sew, Yahya, Tan, 2019).

As the management activity and its representation aimed at artificial management is
concerned, it is necessary to describe teamwork competency. It can be diagnosed by observing
the following behaviors: (a) interacting with co-workers, (b) being active in achieving goals,
(c) stimulating the motivation of others in the team, (d) communicating information important

to the quality of cooperation, (e) dealing with demanding situations (Wood, Payne, 2006).
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These five groups of competences we could represent and record by the online management
tools implemented in the research platform called TransistorsHead.com, described

in Section 3.1.).

2.3. Virtual teams

A team is defined as a bounded and stable set of individuals as a group of people who are
interdependent for a common purpose or who work interdependently to-wards shared goals
(Edmondson, Reynolds, 2016). Thus, teams have two required elements: firstly, membership
and, secondly, collaborative tasks.

Firstly, team memberships in the past were often mutually exclusive, with members
working on only one team at a time. Traditional teams are co-located and have easy access to
both face-to-face and electronic communication. These teams have been formally studied for
more than half a century, resulting a huge body of literature (Mathieu et al., 2008).

Contemporary the term membership tends to overlap because members working
simultaneously on more than one team. Additionally, today teams are becoming more virtual
organized (Salas, Tannenbaum, Kozlowski et al., 2015) than face-to-face due to inter-
organizational alliances, globalization, outsourcing and alternative work arrangements
(Kozlowski, 2015). These teams are most often constructed because organizations require
skills, local knowledge, experience, resources, and expertise from employees who are
geographically- distributed.

Secondly, collaborative tasks in teams implies that team members interact and share
resources to complete their duties, which means that they are interdependent regarding task
accomplishment. Through the years, an increasing number of frameworks have been proposed
to provide a classification of teamwork actions such as communication, coordination,
and cooperation (Kozlowski, Bell, 2003; Frick et al., 2017). The integrated model of
hierarchical conceptual structure of teamwork activities has been presented in which two set of
teamwork actions are proposed: focused on regulation team performance (preparation of work
accomplishment, task-related collaboration, team adjustment and work assessment) and
focused on management team maintenance (psychological support and conflict management).

Virtual teams in organizations appeared in the last decade of the 20th century and they are
associated with accelerating business activities and increasing innovations (Fuller, Hardin,
Davison, 2006). A virtual team as a group of people who do not stay geographically,
organizationally, or temporally in the same place, but co-operate with each other through the
use of ICT for one or more organizational tasks (Kozusznik, Pollak, Chrupata-Pniak, 2020).
The degree of use of innovative technologies then becomes an indicator of the level of virtuality
of such a team (from semi-virtual to pure virtual) (Lonnblad, Vartiainen, 2012).

The virtual team is also described by the category of temporality when short, un-defined
time of the team’s activity is conditioned by the needs of the organization and individual

motivations of its members (Gassmann, Von Zedtwitz, 2003). Virtu-al teams are also found in
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organizations which bring together specialists who design and conduct research or collect data
(Engerer, 2019). During the COVID-19 pandemic virtual teams appeared in organizations as
a necessity to meet the challenges of isolating employees and virtual teams became a hallmark
of the pandemic. A few last years have boosted the implementation of virtual teamwork,
with many employees working at homes using virtual tools to collaborate with their teammates
(Feitosa, Salas, 2020). Therefore, a virtual team we assume as a natural environment of artificial
management implementation and in such virtual teams we conducted re-search, as it was

described in Section 3.2.

3. Research methodology

The first research question, mentioned in Introduction, concerning knowledge
representation of managerial competences, will be answered by presenting a new research
methodology based on the original system of organizational terms.

In the management science literature, one can find a full range of publications on knowledge
management in organizations. This process is understood as the management of the processes
of creating, distributing, and practicing knowledge to increase the efficiency of the
organization, especially in the operational dimension. Two types of knowledge can then be
distinguished: tacit (Chalmeta, Grangel, 2008) and explicit (Matos et al., 2010).

There is a way of creating tacit knowledge as a result of teamwork but based on the
intellectual capital of each of its members and the recipients of activities in the organization.
Explicit knowledge is created based on the intellectual capital of the team as a whole and the
processes that take place in the organization. Both types of knowledge “span” the human capital
and social capital of the organization (Matos et al., 2010).

In the context of knowledge representation of what a manager does, the model of the
formation of tacit and explicit knowledge in an organization seems much better (El-Sayed,
2003). It shows four stages of changing tacit knowledge into explicit knowledge and vice versa.
The model captures both types of knowledge in a dynamic way. Tacit knowledge, through the
process of socialization and because of an individual's choices, transforms into explicit
knowledge, resulting in its conceptualization. Then, through the process of combination and
exchange, overt, systematized knowledge of reality is created. It transforms again through the
individual's learning process, which results in the operationalization of knowledge in the
individual. Such knowledge is again tacit knowledge. This is where the cycle begins again
(El-Sayed, 2003).
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On this foundation and based on the previous research we formulated the answer to the first
research question, how to represent the knowledge of what a human manager does. The answer
is an original methodology of team management research — the system of organizational terms,
developed and tested in the last years (Yang, Flak, Grzegorzek, 2018; Flak, 2019; 2020; 2021).
This methodology allows us to record managerial actions one by one and it is possible to answer
what a team manager and his team members really do (Sinar, Paese, 2016). Managerial actions
are the real and active representatives of managerial competences, according to the definition
presented in Introduction. It is worth reminding, that competence is acquired personal skills
demonstrated as one’s ability to provide a consistently adequate or high level of performance
in a specific job function (Numminen et al., 2020).

The philosophical foundation of the system of organizational terms is based on
Wittgenstein’s philosophy: his theory of facts (the only beings in the world) and “states of facts”
(Brink, Rewitzky, 2002). According to this approach team management can be organised by
events (derivative organizational terms) and things (primary organizational terms). Specifically,
as shown in Figure 1, each event and thing have the label n.m, in which n and m represent
a number and a version of a thing, respectively. Event 1.1 causes thing 1.1, which in turn
releases event 2.1 that creates thing 2.1. Thing 1.1 simultaneously starts event 3.1 which creates
thing 3.1. Then, thing 3.1 generates the latest version of the first event, i.e., event 1.2.
In such a way, the latest version of the first thing is created, which is called thing 1.2.
So, the managerial action structure consists of, e.g., event 1.1 and thing 1.1. As it was shown in
Figure 2, differences between features of goal 1.2 and goal 1.1. let us do reasoning on the team

management process (Flak, 2018).
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Figure 1. Theoretical pattern of events and things.
Source: Flak, 2022, pp. 153-166.
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derivative organizational term

inspire 1.1

idea 1.1 ‘

l

describe 1.1.

managerial action IE:::: .

task 1.1

primary crganizational term
Figure 2. Managerial action’s structure.
Source: Flak, 2022, pp. 153-166.

In the research we recognized 10 managerial actions which represented 10 managerial
competences in 5 groups which were described in Section 2.2. Table 1 presents managerial
competences which build knowledge of what a human manager does. This is the answer to the
first research question, how to represent the knowledge of what a human manager does.
We can do it by managerial competences, which theoretical construct consists of primary and

derivative organizational terms formed in managerial actions.

Table 1.
10 managerial actions representing 10 managerial competences

Combination of managerial competences in groups of behaviours
Item group of behaviours (Wood & Payne, 2006) managerizjll com.petences (represented by

managerial actions taken by managers)

1 interacting with co-workers generate ideas (3), specify ideas (4)

2 being active in achieving goals set goals (1), describe tasks (2)

3 stimulating the motivation of others in the team check motivation (7), solve conflicts (8)

4 communicating information important to the quality prepare meetings (9), choose options (6)

of cooperation
5 dealing with demanding situations define problems (10), create options (5)

Source: Own elaboration.

4. Research results

The second research question which was how to record the knowledge of what a human
manager does concerned knowledge acquisition of managerial competences. However, it is not
easy to record behaviors which could mean managerial competences able to implement in
an artificial manager. The only way is to record what a manager does directly recording his

managerial actions.
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So that the research platform TransistorsHead.com was created with 10 online managerial
tools being in the same time research tools. This set of online management tools record
parameters of the managerial actions (effects marked with a round, e.g., a goal 1.1 because of
set 1.1). It reminds making a movie of teamwork with frames of features team management
processes. The results of using this approach to track managers’ behaviour by managerial
competences, checked in empirical research, was described in many previous publications
(Flak, 2018; 2019; 2020; 2021; Yang, Flak, Grzegorzek, 2018).

As an example of the acquisition of knowledge on what a human manager does managerial
competences, we present the results of the research obtained during a 36-hour non-participant
observation on June 29-30, 2021. The group of observation participants consisted of
6 2nd degree students at the University of Silesia in Katowice, working in 2 equal virtual teams.
Each team had a designated team manager role. The students had basic competencies in
managerial techniques, acquired during courses in the study program. Both groups were given
the same task, which was to design an entertainment program in Talent Show format on
a YT channel. Participants could work at any time between 9 a.m. on the first day and 9 p.m.
on the second day of observation. During the assignment, students used 10 online managerial
tools on the TransistorsHead platform and the MS Teams as a communication tool.

In Figure 3 and Figure 4 there are histories of managerial competences used by participants
in certain moments of research time by manager 1 and manager 2, respectively. We can see
how much they differed from each other when they were managing teams, both focused on
designing an entertainment program in Talent Show format on a YT channel. The numbers of
types of managerial competences mean the managerial competences indicated in Table 1.
As it can be seen, managers used different managerial competences in different time periods
and sequences. They had their own managing style consisted of managerial competences which
could be repeated by artificial managers. Such research confirmed that the way of recording the
knowledge of what a human manager does when used online management tools is efficient and

let us build knowledge ready to use for artificial management.
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Figure 4. History of managerial competences used by manager 2.
Source: Own elaboration.

As it was shown in Figure 3 and Figure 4, using the system of organizational terms and the
representing managerial competences as managerial action, we can answer the second research
question, how to record the knowledge of what a human manager does. We can record
managerial actions using managerial tools, such as in TransistorsHead.com or many others,
to distinguish separate managerial actions to know which competences are necessary in

artificial management.

5. Conclusions

This rapid development of computer science gives opportunities to replace managers of
teams with robots. The area of team management automation and its consequences are dominant
area of research in the nearest future (Peifer, Jeske, Hille, 2022). We can find research on
influence of Al management on such aspects of team management as planning (Liu et al., 2020),
creativity (Parry, Cohen, Bhattacharya, 2016) or decision making (Smith, Green, 2018).
However, it still not possible to employ a robot on a managerial position. Why?

In the paper we present answers to two main research questions when we think of
implementing artificial management. Firstly, how to represent the knowledge of what a human
manager does. Secondly, how to record the knowledge of what a human manager does.
The answer to the first question is the system of organizational terms as the research
methodology of managerial competences, represented by managerial actions. The answer to the
second question is the set of managerial tools implemented in the TransistorsHead.com
platform, which can record managerial actions to know which managerial competences are

necessary in artificial management.
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This approach is more efficient than the traditional approach to competences and their
measurement presented in the Theoretical background. It is more fruitful because we can
achieve clear histograms of managerial competences sequences used in a certain situation which
a manager must solve during projects.

Therefore, in this perspective the research problem in the field of artificial intelligence
implementation to team management can be solved by knowledge of human managers’
activities which should be replaced with an artificial managers’ activities. However,
to implement artificial management at least three conditions should be met: (1) a mutual basis
for communication for an artificial manager and team members (shared concepts and their
meanings), (2) prediction methods of human behavior in teamwork, (3) a possibility of a real
influence of an artificial manager on team members.

Taking into consideration these conditions the next research problem to be solved in the
future concerns patterns of team management processes in a virtual team. This main research
problem can be split to 3 groups of specific research domains: (1) content domain (what are the
features of managerial actions), (2) a time domain (when do they happen) and
(3) a psychological domain (what are the interactions of managers and team members).
Answering to these research questions will be a task for the future research on implementing

artificial management in virtual teams.
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1. Introduction

The last phase in human life, i.e. old age, has been in the center of interest of representatives
of various scientific disciplines in recent years. Sociologists, psychologists, demographers and
economists are increasingly carrying out their research by choosing representatives of the
50+ population as a research sample of their studies. Such a situation is undoubtedly related to
progressing - not only in highly developed countries - unfavorable demographic trends.
For several decades, the global process of population ageing has been visible. According to
World Bank data, in 1960 the share of people 65+ in the total world population was at the level
of 5%, in 2020 it has already reached the level of 10%, and according to the forecast in 2050 -
it will increase to the level of 16.5%. At the same time, the share of people aged 0-14 in the
population is systematically decreasing. In 1960 it accounted for 37%, in 2020 this group
already represented 25% of the population, and according to estimates, its share in 2050 will
decrease to 20.7% (UK, 2023). It is worth adding that this situation is caused i.a. by the
improvement of the calorific value of the diet and hygienic conditions, progress in medicine
(i.a. resulting both in a decrease in infant mortality and in the number of fatal diseases),
a lowering fertility rate (as a result of women entering the labor market, resignation from the
traditional family model, as well as the currently observed so-called conscious childlessness).
As a result, the population structure has now taken on a regressive character and the traditional
population pyramid has been reversed.

The ageing of the population also affects Poland. According to World Bank estimates, in
Poland the share of people 65+ in 2020 was at the level of 19%, and in 2050 it will increase to
30.01%. In turn, the share of people aged 0-14 in the entire population in 2020 was at the level
of 15% and will decrease by about 3 pp. by 2050 (UK, 2023). It is not surprising therefore that
the projected demographic dependency ratio for Poland the ratio of people 65+ to people
15-64 years old) will be at the level of 52.9%, which means that there will be two people in
productive age for one non-working senior (EU, 2023). Moreover, the average Polish citizen is
now 42 years old, which means that Pole is two years younger than the average European.
However, according to the forecast for 2050, the median age in Poland will be at the level of
50.9 years, and for the EU27 - 48.2 years. At the same time, this indicator will be higher for
only three countries i.e., Portugal (median at 51.2 years), Lithuania (51.5) and Italy (51.6)
(EU, 2022).

The demographic trends mentioned here have consequences not only in the sphere of public
finances (longer period of pension’s payment or an increase in spending money on health care),
but also on the labor market. This is due to the fact that the ratio of economically active to
inactive people changes very quickly in favor of the second group. Therefore, the shortage of
labor noticeable over time forces both systemic changes undertaken at the central level

(e.g. through the statutory extension of the retirement age) and changes that must take place in
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the enterprises. They should not only concern such issues like: ergonomics of workplaces and
their adaptation to physical conditions, the introduction of flexible forms of work. Nowadays
they should present holistic approach to sociological and psychological aspects determining the
well-being of seniors in the workplace (e.g. through the fight against ageism). Therefore,
a specific challenge should be taken by managers to include these aspects in the strategic
management of enterprises, and taking into account the issues of old age and ageing in the
philosophy of corporate social responsibility. Therefore, companies should emphasize ethical
aspects, including - in particular - interest in such matters as: norms and values, respect between
manager — employee and employee — employee, trust, fight against stereotypes and a culture of
diversity and inclusion, as well as age discrimination. There is a belief that the demographic
crisis is becoming a kind of the opportunity to take a broader look at the philosophy of corporate
social responsibility and to include the issue of old age in it. This proposal is treated as making
both economics and management more ethical (Barcik, 2009).

The above findings became one of the prerequisites for conducting a quantitative survey
among SMEs from the Poznan poviat. Through its implementation, answers were sought
i.a. to the following research problems, which took the form of the following questions:
1) are the values professed by people 50+ respected by other employees? 2) do the analyzed
companies have an implemented corporate social responsibility strategy? and 3) do employees
experienceage discrimination? In the phase of preparation of empirical research, three research
hypotheses were adopted. In order to verify them, the CATI and PAPI methods were used.

The article consists of three main parts, in addition to the introduction and ending.
In the first theoretical one, the concept of corporate social responsibility is characterized more
broadly and age management is indicated as a practical exemplification of this concept.
The second part presents the research criteria of the project implemented in 2022-2023.

The results and discussion are presented in the last part of the article.

2. Corporate social responsibility in the time of demographic crisis

Let us note at the beginning that corporate social responsibility (CSR) is a management
strategy according to which enterprises voluntarily take into account social interests,
environmental aspects or relations with various stakeholders, in particular with employees
(EC, 2001). Jan Klimek states that "due to the disclosure of adverse defects of the "invisible
hand" of the market — causing several adverse effects, conflicts and threats — there was a need
to notice a number of other aspects of business activity. In this case, however, the phenomenon
of the market is not only a source of order, but also of injustice, unacceptable threats,
inequalities and social unrest. Therefore, the ethics of social responsibility fulfills a corrective
function" (Klimek, 2013, p. 206).
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Corporate social responsibility is a young field only at the formal level. Although the
definition of CSR appeared in the twentieth century, its sources should be sought in distant
epochs. The origins of corporate social responsibility can be found in the thought of ancient
thinkers and in biblical texts. According to K. Majchrzak, "such issues as: morality,
responsibility or honesty are the values that underlie the rules that build social responsibility
and, above all, set the directions of proper conduct in business. Business ethics, which is
an expression of the freedom of enterprises, according to the rule that "authentic freedom is
aware of its limits" gave rise to later corporate social responsibility" (Majchrzak, 2019, p. 40).

One can briefly distinguish several stages of the development of thought and the application
of ethics in business. The turn of the nineteenth and twentieth centuries was the time of the
creation of the first philosophical, theological and economic works, which considered issues of
both ethics and morality. The 60s of the twentieth century, in turn, were characterized by
an emphasis on legal aspects. In the following decade, ethics was given the status of a research
discipline. In turn, the first half of the 80s was a period of dissemination of business ethics in
enterprises. It is also a period of formation of managerial ethics. The following years, in turn,
were characterized by the creation of both methodological foundations of business ethics in the
sphere of science, as well as the development of company codes of ethics (Majchrzak, 2019).

In the literature on economics or management, as well as in many reports and statistical
studies, one can find numerous attempts to define the term corporate social responsibility.
An example set of definitions is presented in the table below.

Tabele 1.
Summary of exemplary definitions of the CSR concept

an internal organizational policy or a corporate ethic strategy

(Dann, 2009)

a form of business self-regulation

(Sheehy, 2015)

a set of commitments to organize and strengthen the society in which it operates

(Griffin, 2002)

a strategic initiative that contributes to a brand's reputation

(Johnson, Mao, Lefebvre,
Ganesh, 2019)

a moral responsibility and obligation to account to the law and society for their
activities, in particular to owners, employees, shareholders, customers, creditors,
banks, environmental movements, suppliers, cooperators, state administration

(Zbiegien-Maciag, 1997)

a voluntary action consisting in balancing three dimensions: economic, social and
environmental by taking ethical actions addressed to a wide group of stakeholders

(Mazur-Wierzbicka, 2012)

a philosophy of doing business, including building long-lasting, transparent
relationships with all interested parties

(Wotowiec, 2009)

a commitment to ethical behavior and to contribute to differentiated economic
development by working with employees and their families, the local community
and society to improve their quality of life

(Nelson, Grayson, 2013)

environment, through transparent and ethical behavior that contributes to
sustainable development

a company’s responsibility for it impact on society; a business management style | (UE, 2011)
that integrates social, environmental, ethical and human rights issues into

business operations and strategies in collaboration with stakeholders

a responsibility of an organization for the impacts of its activities on society and | (ISO, 2010)

a company's responsibility in three areas: producing goods and providing services
that are functional and safe for every consumer; concern for the environment and
the depletion of natural resources; the quality of the enterprise as a moral
community

(Pratley, 1998)

Source: own elaboration based on literature.
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It is worth emphasizing here that the content of individual definitions confirms a wide range
of activities of enterprises included under the term CSR. Undoubtedly, the common issues that
are visible in most definitions include moral principles that companies should follow when
implementing business strategies and responsibility for their actions in many spheres of
enterprise operation (employment, production, logistics or the environment) (Kwarcinska,
2015).

The CSR philosophy can be implemented by small, medium and large enterprises, as well
as non-governmental organizations. "Taking action as part of the concept is not treated as
additional costs, but as an investment that is to result, among others, in an increase in the
competitiveness of the individual” (Wieteska-Rosiak, 2012, p. 333). The dissemination of this
idea helps the company's management to understand that modern enterprises are expected to be
sensitive to the needs of stakeholders, an ethical way of making profits, as well as care for
a positive image that may determine the competitive position of the company (MG, 2011).

It is worth adding here that the activities undertaken by the organization as part of the CSR
concept can be divided into two groups. The first represents a number of activities that concern
its interior, and therefore directly concern primarily employees. The second group, in turn,
of an external nature, considers all activities undertaken mainly in relation to other entities.
A list of the most frequently mentioned issues in the literature, around which the concept

discussed in the article is focused, is presented below.

Tabele 2.
Dimensions of activities in the CSR concept

Internal dimension External dimension
human resources management local communities

ethical programs for employees

business partners, suppliers and customers

health and safety at work

human rights

ability to adapt to changes

principles of corporate governance

environmental management
principles of corporate governance
Source: (Kwarcinska, 2015) after (Rok, 2004).

Based on the table above, it can be indicated that selected elements of the internal and
external dimension also perfectly fit into the elementary assumptions of the concept of age
diversity management (also known as age management), which is treated as a specific response
to contemporary unfavorable demographic trends. The real threat of destabilization of labor
markets, and thus the functioning of the social security system, or exclusion of seniors from
both professional, social or public life, through acts of age discrimination, forces
a comprehensive approach to the issue of population ageing and taking it into account also in
the management of modern enterprises. This approach is expressed by conducting "activities
within the organization tailored to the preferences, needs and capabilities of employees of
different ages, which will allow rational and effective use of the potential of the organization's

human resources" (Liwinski, Sztanderska, 2013, p. 6). This definition, although it emphasizes
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that the concentration of attention should be spread over the entire period of employment,
i.e. on employees of all ages, due to progressive demographic problems, it emphasizes people
50+. However, this state should not have a social pejorative perception. Therefore, it should be
treated not as a form of discrimination against younger people, but as a kind of remedy for the
current problems of the labor market. As J. Osiecka-Chojnacka rightly states, “age management
results from the fact that the functioning of ageing people on the labor market and their longest
activity depends on the extent to which their professional potential is used and whether they
receive support in matters in which they need help or training” (Osiecka-Chojnacka, 2012,
p- 199). Age management can therefore be treated as a manifestation of voluntary consideration
by business owners of the interests and needs of employees, so a significant part of the society
(Gajowiak, 2015).

3. Research criteria

In the period of time 2022-2023 the project titled "Age diversity management. Intellectual
capital of employees 50+ was conducted on a sample of 50 small and medium-sized companies
located in the Poznan poviat.

The basic research problem was to identify the extent to which these entities take into
account the phenomenon of aging employees in the management sphere. The author of the
project is interested especially in such issues as: norms and values, equality and age
discrimination. The selection of enterprises constituting the research population was deliberate,
and the criteria for this selection were:

1) location (Poznan poviat characterized by the largest number of people in non-mobile
age (45-59/64), i.e. 86,268 people, the largest number of unemployed aged 55-59
(12.7%) and aged 60+ (8.2%), as well as one of the highest demographic old age rates
in the voivodship (GUS, 2020; USwP, 2020; PUP, 2019);

2) total number of employees (small and medium-sized entities, which are the largest
group of enterprises in the Poznan poviat (just after the city of Poznan) (SWW, 2020);

3) section C according to PKD 2007 (it is one of the key industries of Wielkopolska and
develops the most in the Poznan poviat) (Dabrowska et al., 2019);

4) employment of a minimum of 4 people under 50 years of age and a minimum of 4 people
over 50 years of age.

On the basis of the analysis of data from the database purchased from the Statistical Office
in Poznan and their correction by research assumptions, a group of 362 entities was
distinguished. Fifty enterprises, including 32 small and 18 medium-sized, agreed to participate
in the survey. Two basic techniques (CATI and PAPI) were used. The main tool of the study
was an interview questionnaire, which consisted of 24 questions. The implementation of
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appropriate research required terminological determinations i.a. in a set of the following
concepts: norms and values, elderly person, diversity, age diversity management, stereotype,

ageism.

4. Selected research results

The basic premise of the study is the statement that crises are an inseparable element of the
modern world, including the demographic crisis observed for several decades (Gajowiak,
2022). This is evidenced by the statistics quoted above. As A. Kwarcinska notes, "crisis
situations, leading to specific significant turns, decisions and often making difficult decisions,
affect various spheres of life of individuals, societies, as well as the economy and enterprises
functioning in it. [...] Therefore, all that remains is to make people aware of the uniqueness of
crisis events and the need to build a comprehensively understood resistance to them. The search
for solutions hardened to crises is not easy and often requires difficult, unpopular decisions,
also concerning the sphere of ethical values. [...] Conscious actions within the concept of
corporate social responsibility, constituting a set of voluntary and strategic solutions, probably
strengthen the mutual business relations of enterprises and organizations, as well as their
stakeholders" (Kwarcinska, 2018, p. 114). They can also contribute to improving the
psychological well-being of people 50+. A friendly atmosphere at work that supports
employees' self-esteem, mutual responsibility and respect for diversity can have a positive
impact on extending the professional activity of seniors.

For this reason, it becomes important to recognize whether SMEs from the Poznan district
take into account the basic assumptions of the CSR philosophy in their activities, which -
as indicated in the previous paragraph - also include the basic guidelines for age diversity
management. Therefore, the study sought to verify the following research hypotheses:

HT1) The values of workers aged 50+ are respected in the companies.

H2) The analyzed enterprises have implemented a system of corporate social responsibility.

H3) Employees do not experience age discrimination.

In order to verify the first research hypothesis, the interview questionnaire included
a question about respecting the values represented by people aged 50+. The importance of this
question stems from the fact that values are a unique set of beliefs and ideas that influence the
attitudes and behaviors of employees. Unfortunately, in the analyzed companies, 64% of
respondents indicated the lack of respect. The first hypothesis must therefore be rejected.
Such a situation worries, as the lack of acceptance of professed values may lead to a narrowing
of trust and a decrease in credibility. At the same time, such a state may affect the adoption of
an attitude of passivity and - instead of creative actions - appears an element of adjustment.

There is no question that "values create a friendly environment for work and the whole business,
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because respect for each person in the team is of great importance for the flow of energy and
motivation. Shaping the best environment means creating a space of kindness, triggering ideas,
satisfaction of all team members, but also the effectiveness of processes. In such an ethical
space, based on the principles of human dignity, solidarity, cooperation, justice and subsidiarity
as well as the common good, the idea of one's own development and concern for the economy
of business is triggered" (Barcik, 2009, p. 32). Lack of understanding of the essence of values
threatens the existence of the company, as it may lead to earlier professional deactivation of
employed seniors. Just at the moment, only 56% of respondents are willing to come to work.
This is particularly dangerous in the context of the demographic crisis described above.
What's more, the urgency of business owners to take care of the aspect of respecting values
is evidenced by further data obtained from the survey questionnaire. It turns out that the conflict
of values is considered by the respondents of the survey as the second most important barrier

to cooperation between the younger and older generation. The answers are summarized below.

I

B median arithmetic mean dominant

Figure 1. Barriers to cooperation between the younger and older generations.
Source: own elaboration based on research results.

Based on the collected information, three dominant obstacles can be identified here:
1) too little experience (me= 5, d = 5, X = 4.47), 2) professed system of values (the so-called
conflict of values) (me =5, d = 5, X = 4.43) and 3) stereotypes about the older generation
(me=4,d =35, x =4.47). It is worth adding here after Alicja Smolbik-Jeczmien that people born
in the years 1945-1995 differ in their experience resulting from the various economic, political
and social situation in which they found themselves over the years. Therefore, it strictly
determines their system of values, attitudes and behavior both in life and in the work
environment (Smolibk-Jeczmien, 2019). For this reason, generational affiliation should be
particularly considered in human resources management processes. Therefore, it is necessary
for company managers to recognize the reasons for not respecting the values of employees

50+ through i.a. implementation of individual consultations with employees. It is also necessary
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to consider the creation of a code of values common to employees and the company as a whole
or - more broadly - a code of ethics. Such a collection would then constitute a unique and
material proof that business owners recognize the importance of norms and values for the
functioning of employees nowadays. Importantly, according to research, only seven companies
have such a book and in four of them it is implemented as part of the implemented corporate
social responsibility system. Therefore, this state does not allow to accept the hypothesis
number two. Moreover, it is not optimistic, that only three respondents indicated the presence
of an age management system in their company.

What is important, the obtained data also allow to additionally indicate two important issues
in the area of CSR philosophy. Respondents were asked about the reasons for implementing or
potentially implementing the system (multiple choice option). Thus, these answers express the
subjective perception of the company and its owners. Aggregated answers divided into
companies that already have the system in place and those that are not yet at this stage are

provided below.

Table 3.
Reasons for implementing or potential implementation of CSR
Reasons Number of responses
image improvement 3
willingness to prolong professional activity 0
willingness to respect human rights 2
fighting with stereotypes 0
YES - - -
creation of social capital 0
injunction from the headquarters 1
sponsorship and charity activities 3
rational and efficient use of available resources 1
image improvement 22
willingness to prolong professional activity 2
willingness to respect human rights 11
fighting with stereotypes 8
NO - - .
creation of social capital 5
injunction from the headquarters 6
sponsorship and charity activities 19
rational and efficient use of available resources 10

Source: own elaboration based on research results.

The above data allow us to draw some interesting conclusions. Among the answers given
by employees of companies, in which the CSR system was implemented, it can be pointed out
that the main goal was to improve the company's image and to carry out sponsorship and charity
activities. The dominant number of such indications is also noticeable among companies that
have not yet implemented this system. It should be added here that understanding the CSR
philosophy only in terms of sponsorship activities is a significant barrier to the development of
this concept, as it leads to its distortion (Gajowiak, 2015). What's more, based on the results,
it is difficult to clearly indicate one reason for the unfavorable perception of the company by
their employees. There are few indications that would confirm concern for the issues of ageing

of employees, or care for the social capital of employees. Rather, respondents even point to the
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instrumental treatment of employees and the lack of consistency of ethics with the company's
activities. Among the potential ones, one can probably distinguish the above-described lack of
respect for values, as well as - as confirmed by the study - the dissemination of stereotypes
about old age and the elderly in companies, which consequently lead to acts of age
discrimination. A lack of reaction or delayed reaction made by the management to such
behavior may also have a big impact on such a way of not well perception. The most frequently
forms of discrimination mentioned by respondents were: disregard (19 indications), ridiculing
(16), negligence and paternalism (14 indications each). The lack of an anti-discrimination
policy may raise concerns about mutual relations between working generations. The flow of
knowledge, skills and experience may be hindered. It should be added here that the phenomenon
of discrimination against employees should give rise to particular concern on the part of the
managers of the enterprises concerned, since it reflects the existence of negative social capital.
This can adversely affect the social potential of seniors and intensify their passivism, caution,
distance and even alienation. In addition, lower subjective potential has a negative impact on
the ability to act creatively and self-improve (Matysiak, 2006). This may result in a state when
seniors will begin to be characterized by passivity and dependence on the environment.
As M. Stras-Romanowska notes, older people show "low, compared to young people,
motivation of achievements and low self-confidence, while increased need for peace and
security, as well as a high level of fear of loneliness" (Stra§-Romanowska, 2007, p. 28).
Hypothesis number three must therefore be rejected.

It is worth adding here that the answers of respondents presented below do not present that
managers care for taking into account the aspects of population ageing in the functioning of

enterprises is at a high level.

different work tools NG 24
specialized external and internal training [N 20
salary level [N 34

non-wage incentives (e.g. health care, social

. |
benefits fund) 73

anti-discrimination policy (i.e. due to age) [l 5

flexible forms and hours of work [ 21

pressure on the personel integration
(strengthening informal contacts)

ergonomics of the workplace NG 24

. 16

0 5 10 15 20 25 30 35 40

Figure 3. Actions of companies in the face of the demographic crisis.

Source: own elaboration based on research results.
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Based on the collected data, it can be pointed out that companies currently focus their
concern for the future existence in the context of the progressing demographic crisis primarily
on financial aspects (salary level), technical (ergonomics of the workplace, various work tools)
and organizational ones (flexible forms and working time, non-wage benefits). However,
it is not optimistic that business owners do not see anti-discrimination policy as an opportunity
to stop the decline in labor supply on the market. Then such activities could contribute to
a positive perception of the company in the eyes of employees and potential employees hired
in the future. Therefore, they could also lead to an increase in the level of trust. As I. Grzanka
states, "people-oriented strategy creates an atmosphere of harmony within the company and
serves to use the richness and originality of employees' personality traits, fulfilling a broader
social and cultural role. This makes people and the relations arising between them the greatest

good of the company" (Grzanka, 2009, p. 10).

5. Conclusion

The demographic changes taking place, which are also nowadays called the "generational
tsunami", force all economies and - in a micro scale - individual enterprises to revise the basic
assumptions of doing business. The mutual coexistence and effective cooperation of the
younger and older generation requires managers of modern enterprises to take care especially
for the system of values. It is due to the fact that values determine the way of behaving, mutual
respect, social capital, fight against stereotypes and acts of age discrimination. These issues
perfectly fit into the philosophy of corporate social responsibility, and thus into the concept of
age management, which can be treated as a specific part of this philosophy.

The research conducted on a group of fifty small and medium-sized enterprises from the
Poznan poviat unfortunately confirms the low involvement of managers in issues related to
employees 50+, as well as low concern for the future of business entities in the context of the
begative demographic trends. Most respondents (64%) admitted that other people employed in
companies did not respect their value system. The lack of such acceptance does not inspire
optimism, because it may weaken the motivation to work. There may also be problems with the
transfer of knowledge and experience, which - due to age - younger people do not have.
What's more, the conflict of values is, in the opinion of respondents, the second most important
barrier to cooperation between the younger and older generation. The vast majority of surveyed
companies do not have a written code of common, acceptable values, age management system
or CSR strategy. 