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Knowledge-oriented business process
management as a catalyst to the
existence of network organizations
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Abstract
Nowadays, more and more often, we are dealing with the emergence of network
organizations. These are organizations set up to accomplish specific tasks and are
created by unrelated organizations. Choosing such a partner cannot be and is not
accidental. It is a process in which knowledge about a possible partner and its
resources as well as opportunities are used. The author puts forward the thesis that the
organization’s orientation both on business processes and knowledge management
is a strong determinant for undertaking network cooperation. In order to verify such
a formulated question, a questionnaire was carried out. Questions about factors
influencing the decision about undertaking cooperation in the network structure
were directed to a non-random group. The organizations that participated in the
study have experience in running projects within the network structure. The study is
of a contributing nature, but it can be a starting point for further considerations and
for an attempt to build a model of a general nature.
Keywords: network organization, business process management, knowledge-
oriented business process management, cooperation determinants, process of
knowledge management, flexible organization

INTRODUCTION

The modern market requires organizations to be flexible. This flexibility is
understood as the ability to quickly adapt to new market requirements in
various areas of operation, such as the company’s systems (including IT),
structure, and even organizational culture. These challenges are usually
encountered by network organizations, whose operation is often conditioned
by the existence of a specific project or order. The article aims to show the
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interdependencies between organizations with a network structure and
process-managed organizations that are associated with the traditional
orientation and relatively low flexibility. A question arises as to whether it is
possible to combine these two, seemingly contradictory, entities. A hypothesis
is put forward that this is not only possible but also common in management
practice. Furthermore, it is argued that network organizations constitute the
future of management, given that process efficiency, and in particular, the
efficiency of knowledge-oriented processes makes the organization attractive
and is a strong asset when it comes to seeking project partners.

The research hypothesis put forward in the article says that the business
process management efficiency of the organization being a member of
a network organization has a positive impact on the effectiveness of the whole
project. To define this relationship, questionnaire surveys were carried out
with the participation of business, scientific, and public-benefit organizations.
The article presents the concept of business process management and its
evolution. A contemporary tendency in business process management has
been shown, which from the classic engineering, optimization approach, turns
towards knowledge management as one of the key resources of the modern
organization. Organizations with a network structure were also presented as
an example of structures built for the full use of partners’ knowledge and
resources. It also indicates the factors determining the establishment of
a cooperative relationship between unassociated entities. One of the most
important arguments justifying such cooperation is the process excellence of
the partners. It is a way to use inaccessible resources and the opportunity to
develop knowledge resources, so important for modern organizations.

LITERATURE BACKGROUND

Knowledge-oriented business process management as a concept
— evolution of meaning

Business process management understood as the orientation and
improvement of processes implemented within the organization is an
approach that goes hand in hand with management sciences. Traditional
management in an organization used to rely on the assumption that it is
necessary to develop operating systems that are as transparent as possible
to their contractors. Due to the fact that organizations used to employ or
work with low-qualified employees, the relationships between organization
members were very simple, whereas learning roles merely required long-
term repetition of the same activities. The division of responsibilities was
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strictly defined, too, with the educated and decision-making superior at one
end, and the order-executing employee at the other (Grajewski, 2012).

The precursor of business process orientation is Porter (1985), who,
along with the concept of the value chain, pointed to the need to integrate it
and its interoperability. This concept was continued by Deming, who showed
in a flow diagram the links between organizations from the customer to the
supplier as a process that can be measured and improved, as is the case
in production processes where an even better solution is sought (Deming,
1986; McCormack & Johnson, 2001). Business process orientation allows
organizations to think together as one unit to increase efficiency in meeting
customer needs (Nadarajah & Kadir, 2016).

The process is a sequence of events related to each other in a cause-and-
effect manner, which are stages, phases, stages of development (Hofman &
Skrzypek, 2010). The goal of the process is, as Hammer and Champy write
(1996), to provide the customer with a specific service or product. A similar
approach focused on satisfying market needs (dictated by the organization’s
environment), can be found by Rummler and Brache (2000). More and more
often, along with the development of management sciences, it is evident
to indicate an equally important source for process improvement, which is
strengthening and improving the customer relationship not only with external
customers but also internal ones (Hofman & Skrzypek, 2010; Szczepanska &
Bugdol, 2016; Nadarajah & Kadir, 2016).

The constantly changing requirements and expectations of the market
towards the organization, the declining life cycles of the products or the
permissive volatility of both international clients and the world-wide
crowded competition, force companies to look again at the processes of
the company. As a result, business process management (BPM) is one of
the most important tasks for management. It is not limited to production
processes, but its range begins to cover the whole spectrum of organization
management, becoming a holistic management philosophy (Choong, 2013,
Ravesteyn & Batenburg, 2010).

The performance and effectiveness of the operation of a business process-
managed organization is a direct derivation of the efficiency of the processes
carried outinthem (Bitkowska, 2018; Gabryelczyk & Roztocki, 2018). A condition
conducive to such improvement and enhancement of the organization’s
functions is the existence of static processes, i.e. those that provide a detailed
description of said functions in the form of an algorithm of action. Today,
however, increasingly fewer processes taking place in organizations are
static. Research indicates that, depending on the industry, only 20-40% of all
processes are static, with this value having shown a downward trend over time
(Szelagowski, 2018, p. 48). Static processes are undoubtedly those regulated by
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law, patents, licenses and concessions, and as such, they are strictly subject to
objective restrictions (laws of physics or chemical reactions).

The ongoing changeability of the environment, increasing customer
expectations, and competitive pressure, require the organization’s readiness
for flexible operation. At the highest level, flexibility should be understood,
above all, as the ability of the organization to adapt its own functioning
to changes occurring in the environment, which have not been previously
foreseen. This means that the organization should be able to learn, adapt to
the environment, and quickly redefine internal tasks, systems, and structures.
It is becoming increasingly more common for processes taking place in the
organization to bevolatile. Organizations participatingin the market constantly
exchange with the environment, and as a result, they have to agree to adapt
to its constantly changing external conditions (Gabryelczyk & Roztocki, 2018).
This also affects the processes occurring within these organizations, which
also need to be subject to more or less profound changes, which applies
in particular to those activities that are associated with the creation and
provision of value, products or services to the customer. Increasingly often,
organizations need to personalize their product or service to meet market
needs, which by default prompts them to introduce certain changes to their
previous activities. In this way, processes taking place in organizations are
becoming less and less static (Figure 1).
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Figure 1. The spectrum of process management
Source: Di Ciccio, Marella & Russo (2015, p. 6).
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Under such conditions, a natural consequence is the modification of the
view of business process management, which evolved from the traditional
approach typical of industrial engineering and assumptions about the
invariability of the process. In classical terms, process modifications consisted
of eliminating redundant activities and a gradual but slow improvementin line
with the Deming Cycle. Today, this model is being replaced by the adaptation
of processes that take place in organizations to customer requirements, as
well by approaching business processes and knowledge as two inherently
linked elements (Bitkowska, 2018; Szelggowski, 2018) (Figure 2).

Business Knowledge-
Process rocess oriented r(%cess
Process orientation p p
management management

Figure 2. The evolution of business process management
Source: Bitkowska (2018, p. 21).

Knowledge-oriented process management should integrate two parallel
approaches—managing the processes taking place in the organization in order
to improve and optimize those processes, as well as the approach resulting
from the management of non-material resources of the organization. The
processes taking place in the organization should not only focus on the
excellence in the production of services or products, but also on the fact that
the natural product that arises as a result of the process is knowledge. The fact
of creating an intangible asset as a result of business process management
should be taken into account at each level of the production process
implementation, and the knowledge management processes themselves
become “a fundamental task and the challenges of our time” (Claver-Cortés,
Zaragoza-Saez, & Pertusa-Ortega, 2007).

Knowledge is a resource that should be dynamically managed by any
organization that hopes to achieve a competitive advantage (Birkinshaw &
Sheehan, 2002; Chen, Huang, & Hsiao, 2010; Hamel, 2007; Mills & Smith,
2011; Kisielnicki & Sobolewska, 2018). Knowledge management is a conscious
strategy of acquiring the right knowledge for the right people and delivering
it to them at the right time. But it is not everything. The full process of
knowledge management also takes into account the sharing of knowledge,
as well as the “release of knowledge” so that the use of knowledge will
improve the efficiency of business processes and ultimately improve the
organization (O’Dell & Grayson, 1998). Constant changeability, which is an
opportunity and, at the same time, the fear of modern organizations, means
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that knowledge management and the integration of these processes with
manufacturing practices contribute to increasing innovation. “Organizations
are interested in their customers and increasing their productivity” (Nguyen
& Mohamed, 2011, p. 206).

The process of knowledge management introduced by Davenport
and Prusak (1998) included three basic activities: knowledge acquisition,
codification, and distribution. As part of the process of acquiring knowledge,
the organization should actively seek sources of information and knowledge,
classify the information obtained (selection and its evaluation), acquire
new knowledge and take care of its continuous creation as a result of the
processes taking place in the organization. Codification and transfer of
knowledge consist of preparing knowledge for a form in which it can be used.
It can be done by entering data into databases or preparing appropriate data
repositories that are useful, convenient and available almost “on-demand” for
members of the organization. The significance of the fact of using knowledge
for the needs of the organization’s activity was shown in the process, which
is shown in Figure 3.
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Figure 3. The Knowledge Management Process
Source: Kakabadse and Kakabadse & Kouzmin (2003).
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The knowledge must be used as a basis for the development of new
knowledge through integration, innovation, creation, and extension of the
existing knowledge base, and should continue to be used as a basis for
decision-making. Knowledge management enables organizations to make
decisions and, at the same time, knowledge is an element that forms the
basis for creating new knowledge through innovation (Nooteboom, van
Haverbecke, Duysters, Gilsing, & van der Oord, 2007; Ganzaroli, de Noni,
Orsi, & Belussi, 2016). The new knowledge is build based on already
existing knowledge. An interesting, and at the same time, a very important
approach can be seen in Walsh and Ungson (1991), who wrote about the
use of knowledge on two levels: automatic and controlled. Automatic use of
knowledge is a routine activity that is developed in an organization through
procedures, structure, or organizational culture. However, as the complexity
of activities increases, or as changes take place, non-routine activity is
required, and it is necessary to look for unconventional knowledge, often
located in different repositories, or the need to create it. This requires an
organization of flexibility, which Teece, Pisano, and Shuen (1997) defines as
“[...] the ability of the firm to integrate, build, and reconfigure their internal
powers in order to quickly respond to the environmental changes.”

Examples of such dynamic capabilities of an organization may be
research and development activities, alliances and acquisitions, technology
transfers, and procedures (Zollo & Winter, 2002). Such activities are part of
the knowledge management process in the organization and are directly
derived from the learning process while being a gradual and systematic
(if they are regularly undertaken) method of modifying the organization’s
routine and its routine, automatic knowledge management process. These
mechanisms constitute a cycle of knowledge evolution. This cycle implements
research and exploitation in order to seek solutions to the hidden needs of
the environment and transform these solutions into procedures.

The form of acquiring and developing knowledge resources does not
have to be taking over another organization or technology transfer, but it
can also be undertaking cooperation activities. Nowadays, more and more
often, this cooperation takes the form of an organization with a network
structure, which is a derivative of the development of an IT network. Modern
organizations, as part of their goals, are not limited to their resources, but
increasingly use the possibility of establishing cooperation with other entities,
unrelated to the capital of the organization.
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Network organizations

The digital revolution, of which we are both witnesses and active
contributors, covered the sphere of management to a large extent
(Brynjolfsson & McAfee, 2015). This impact is visible both in the take-over
of broader areas of organizations’ management through IT systems (e.g., the
already extremely common automation of production and the increasingly
progressive automation of other areas of the organization), as well as
changes in the organizations themselves and their organizational structures.
Contemporary organizations are less and less reminiscent of those from
a decade ago. Classical organizations, organized in a hierarchical manner,
undergo a peculiar path of evolution. In the 60s of the last century, one could
observe the transformation of classical linear organizational connections
into matrix structures, aimed at improving management and facilitating
project management. Today, we are increasingly observing the flexibility
of these structures towards network and self-management organizations
(Robertson, 2015). The creation of this type of organization, to a large extent,
is conditioned by the development of networks and information technologies
(ICT). Networking of the organization does not only mean the way of formal
organization of the structure but, to a much greater extent, indicates their
way of functioning. Network organizations are currently created to strengthen
and better use knowledge resources, which directly affects the improvement
of the efficiency of business process management in the organization.

All organizational activity intended to achieve predefined goals requires
the commitment of resources. As the scope of activities undertaken is
broadening and the complexity of tasks carried out is growing, these
resources have to be more and more differentiated, and increasingly
numerous. Initiating new measures requires the organization to make
decisions concerning its relations with an environment. The ability to create
competitive advantages is the factor which to a great extent determines
future actions of the organization and influences its attractiveness for other
market players. The aforementioned competitive advantages are built on the
basis of resources owned or used by the enterprise. Traditionally, enterprise
resources are divided into two categories: tangible and intangible. Tangible
resources include fixed assets, real estates, machines, raw materials, and
financial resources. Intangible resources consist of various procedures,
operational models, know-how, owned patents, and the human factor —
employees and their experience, knowledge, skills. The classical definition
of a resource states that it must be valuable, rare as well as difficult to copy
and substitute. Dollinger (2002) enumerates 6 types of strategic resources
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of the undertaking (PROFIT formula): physical, reputational, organizational,
financial, intellectual, human, and technological.

One may notice more and more discussions about global competitive
advantages, which are the result of efficient links between national
circumstances and the company’s strategy (Porter, 1985). Even the
operational excellence of an enterprise resulting in achieving leadership
cannot guarantee success in a new market. Available resources constitute
one of the pillars of the strategy, the second one being the surrounding of
the organization. In the case of business organizations, we usually talk about
a competitive (market) environment where a customer is able to choose
a supplier. In such a situation, the position can be expanded to new markets
and new segments, and the actual market power can be strengthened
through the strategy of finding a business partner. The current competitor
can turn into a kind of partner (coopetition).

Coopetition is the relation of cooperation where at least two entities
share selected resources with the aim of achieving common objectives.
Characteristic features of coopetitive relations, which are emphasized in
numerous publications and which are reflected in definitions of this notion,
are as follows (Pronshikh & Sobolewska, 2018):

e the duality of relations — the co-existence of competition and
cooperation, which is possible due to the division of areas devoted
to specific actions as well as to the effective coordination of activities
performed by cooperating organizations in these distributed
operational zones;

¢ interdependence —which is demonstrated by the mutual dependence
of parties involved and also by sharing resources submitted to the
coopetitive relation in any form (as an item, a qualification or a skill);

¢ |ong-term character of the relation — the longer perspectives of
cooperation, the more eager the partners are to start collaboration;
the duration of cooperation also affects the amount and the variety
of contracts signed within the framework of coopetition as well as the
internal structure of this interaction;

e openness — the cooperation must exist between two or more
organizations; yet, there is no limit on the number of parties
involved; the openness also concerns markets which take part in
this coopetition, because collaborating parties do not have to be
exclusively direct competitors; cooperation can take any form or
scope — the will of the parties and the capability of jointly identified
goals are the only decisive factors in this case.
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Network organizations are the result of the transformation of traditional
structures, organized in a hierarchical manner, into modern forms functioning
due to the use of information technologies. These are structures that they
do not relate to, as much as in the case of classical organizations, functional
and geographical limitations. The motive power for them is the ICT network,
thanks to which they can, without major obstacles, exceed geographical and
institutional boundaries. M. Castells even talks about a new type of economy
(information economy), which replaces the old type of industrial approach
(Castells, 2007). While in the previous type of economy a competitive
advantage was generated due to economies of scale, now the new economy
is guided by the economics of the network, which consists of increasing the
coverage of the network, and the network can significantly increase its value
by connecting to other networks. The creation and functioning of network
organizations in the conditions of a new approach to management is caused
by the desire to search for modern and non-standard solutions, knowledge
development, and supporting innovation.

Network organizations are organizations that arise as a result of
a combination of different, often independent, units. This connection can
be of a temporary nature, often limited to the implementation of a defined,
specific task. Collaborative relations between organizations may be of
a different nature, they may concern both material and intangible resources
of the organization (Zott & Amit, 2010). The basic goal that guides the
creation of such structures is to achieve a synergy effect, faster or more
effective implementation, thanks to the combination of resources and
objectives. Hence, in network structures, particular attention can be paid to
information connections.

Stanczyk-Hugiet, as the basic motive for the creation and functioning
of network structures, indicates “the benefit obtained from running
a business,” which he describes as an economic pension (Niemczyk, Stariczk-
Hugiet, & Jasinski, 2012). As a factor determining the existence of network
organizations, Mikuta (2006) indicates a reduction in transaction and
transport costs, which are often accentuated as the next effect of the digital
revolution. He also emphasizes the fact that the creation of a new type of
organization, so separate from the existing organizational forms, requires
its members to develop new styles and management models. This need,
resulting from the need to strengthen cooperation between self-governed
teams of experts and to facilitate their fast and effective communication in
order to achieve the objectives adopted by the network organization, is also
emphasized in the works of Kirkpatrick (2011) and Hamel (2007). It is also
a way of limiting the risk and uncertainty associated with running a business,
especially in emergency situations, because the network makes it possible
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to transfer some of the threats to its participants. Niemczyk even writes
about a specific “bypass system” (Niemczyk et al., 2013) in the context of
risk management for network organizations that “gives a sense of greater
security in a market competition situation, means greater resource flexibility,
fewer capital needs” (Lobejko, 2012).

Brilman (2002) lists four types of network organizations: integrated
networks, federated networks, contractual networks, direct relations
networks. In the business context, three main types of network organization
are mentioned (Snow, Miles, & Coleman, 1992):

¢ inner, where, in the framework within a large organization, there are
separate units acting as profit centers;

e stable, where the company (the parent company) is in the center of
the organization ordering work for other related organizations. These
are long-term connections;

e dynamic, these are temporary alliances, taking the form of
agreements with other organizations that provide key (both tangible
and intangible) resources for the agreement.

Organizations undertaking cooperation within a network organization
choose various forms of connections: strategic alliances, clusters, or co-op
relations. The main goal of each of these organizational forms is to achieve
goals that would be unachievable for an alone organization. However, this is
not a typical activity only for business organizations. It is more and more often,
a form of reception by territorial administration units (Bartkowiak & Koszel,
2015; Matthews & Schulman, 2005) or health services (Baretta, 2008). It is
also an extremely popular form of operation in the functioning of scientific
organizational units (laboratories, research institutes, universities). Among
the benefits that result from joint action, the most frequently mentioned
are: gaining access to valuable, from the point of view of the organization’s
goals, resources, increase in innovation, reduction of operating costs, as well
as expenditure on research and development. All these factors translate into
strengthening the competitive position of the organization, and may also be
one of the methods of eliminating operational risk.

Cooperative action in the form of a network offers organizations the
opportunity to use not only their own knowledge, skills, and competences
but also those of their partners. For an organization, it is a chance to build or
strengthen its market position. An important role in network arrangements is
played by ICT systems that support the development of new models of work,
communication, and collaboration. In consequence, more and more various
organizational networks are being established as “extended organizations.”
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(Tubielewicz, 2013). These are structures that are strongly focused on sharing,
exchanging and generating knowledge, skills, and competences, thereby
often being the place for innovative solutions. A network is a model or
metaphor that describes a system of relationships among a specified number
of units. While this number can be very large in social relationships (the case
of social networks), it is usually clearly defined in economic relationships.
These relationships include (Kisielnicki & Sobolewska, 2018):

¢ links and interactions among units within the network, where links
are long-term and interactions are short-term relationships;

e structure and position understood as the interdependence of the
elements that make up the network and, as a result, the way in which
they form interrelationships;

e process understood as a change of ties among companies as an effect
of jointly implemented tasks.

For enterprises, it is becoming necessary to cooperate in the
development of new products or in a wide range of activities called
innovation development. This is determined by the high cost of research
and development activities that can represent an impassable barrier for an
individual company (Merrifield, 2007). Such constraints are encountered not
only by small and medium-sized enterprises, which have limited resources
because of their structure. It turns out that also “giants” are more and more
frequently seizing the opportunity for cooperation. Particularly spectacular
cooperation is present in automotive markets where manufacturers have
been working together for years to build modern cars and engines, or where,
as announced by Toyota, Nissan, and Honda in early 2015, they are declaring
cooperation on the development of hydrogen stations for modern FCVs (Fuel
Cell Vehicles). It should be noted that it is neither the first nor the last such
cooperative relationship established in the automotive market.

Similar collaborative relationships are perceptible in virtually all sectors
of today’s economy. The need to develop cooperative relationships ensues
from two groups of factors: internal, resulting from the specificity of the
organization itself, the way of management, goals, and strategies, and the
organizational culture in place (Cygler, 2009). The second group of factors
influencing the willingness to collaborate includes sectoral factors (Table 1)
that differ considerably in the case of business and scientific entities.
Regardless of the sector and the specificity of the organization itself, the
development path (and the pace of market changes), however, requires
organizations to be prepared for a variety of actions including cooperation.
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Depending on its scope, such cooperation will vary in nature. It can be
pursued within a single organization when collaborative relationships are
established by independent branches and departments. It may be very broad
when representatives of organizations outside the sector where the initiator
is active are invited to cooperate.

Table 1. Impact of sectoral factors on the cooperation of enterprises and universities

Sector parameter Impact on business Impact on university
cooperation cooperation

low middle high low middle high
Technological advancement + +
Susceptibility to globalization + not applicable
Intensification of competition + +
Concentration of the sector’s + +
structure and intensity
Profitability and growth rate of the + +
sector

Entry barriers
Confidence in supply
The threat of substitutes + +

Sector’s age + not applicable
Source: Sobolewska (2016).

Such arelationship occurs in the case of clusters, where the cluster consists
of representatives of business, science, and administration, and sometimes
even representatives of the third sector, which is non-profit organization.

Nonetheless, regardless of the scope of collaboration and the number
of partners in the relationship, the optimal form of its implementation is the
network structure. It is a consequence of going beyond a rigid organizational
structure and related connections. Successful transfer of knowledge and
technology between participants in a network organization requires mutual
relationships to be built up. Such relationships will occur in the following
areas: scientific partnership, research services, academic entrepreneurship,
human capital mobility, commercialization of intellectual property rights,
and scientific and popular science publications. Knowledge and technology
are most often transferred between these entities through the appointment
of a researcher/researchers acting for the university and representatives
of the company. Such cooperation is governed by contracts, draws on the
experience gained during the implementation of other projects, and is easier
thanks to the previously developed network of contacts.
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The need to cooperate, within network structures, that is, those that
extend beyond the boundaries of the organization has become the everyday
life of modern companies. In the introduction of the article, the assumption
underlying the study is marked. It is an assumption that modern organizations are
increasingly undertaking cooperation activities. They do it for the implementation
of various types of projects. One of the important factors that determine the
selection of a partner for the implementation of the project is the opinion on
its efficiency in business process management, including knowledge processes.
Network organizations are structures that carry out complex projects, often going
beyond the boundaries of one industry. Therefore, they are aware of the need to
dynamically acquire knowledge by creating alliances and networks of cooperation.
The hypothesis put forward in the article says that high-quality business process
management influences the effectiveness of the network organizations.

RESEARCH METHODS

The research hypothesis adopted in the study says that the process efficiency
of an organization being a member of a network organization has a positive
and significant impact on the effectiveness of project implementation.

For its verification, the main hypothesis was decomposed into two partial
hypotheses:

H1: Organization with high-quality management of its internal processes
is an attractive partner in the process of creating a network organization;
H2: These processes are becoming a key resource in the implementation
of network organization tasks.

Onthebasis of the literature review and factors that influence the decision
to start cooperation, a research questionnaire was prepared, which consisted
of 9 questions. In each of the questions asked, the respondents were asked to
indicate the answer using a five-point Likert scale, from 1 (least meaning) to
5 (the most important factor). The questionnaire was sent by e-mail in April
2019 to each organization with a request for a reply. The survey was addressed
to people holding managerial functions in organizations and carrying out
their tasks in a networked manner. These were people who participated in
the decision-making process to undertake cooperation activities in a network
manner or had access to information about the conditions and criteria for
such cooperation. Therefore, the research sample (Table 2) was limited to
persons who perform managerial functions or are responsible for managing
the part of the organization’s activities (project managers or task managers).
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Table 2. Organizations participating in the survey — breakdown

Sample characteristics (affiliation) N %
University 26 29.89
Scientific laboratory 13 14.94
Public 9 10.34
Business 39 44.83
Total 87 100

Thesurvey, afterrejecting answers given asincomplete (8 questionnaires),
was completed by 87 people. The questionnaire interview was not random,
because the survey invited individuals who, over the last 5 years, undertook
networking activities. Organizations representing both business and the
public sector and science participated in the study.

STUDY RESULTS

The study formulated two partial hypotheses. The first one concerns the
factors influencing the decision to start cooperation in the network structure.
In particular, it focuses on the importance of quality in process management as
determinants for undertaking such a form of cooperation. The organizations
that participated in the survey indicated in the vast majority that they have
a constant network of partners developed as a result of subsequent projects.
This is especially visible in the case of scientific institutions, which, as is
evident from the statements of the respondents, strive to build a network of
connections. It is visible in Figure 4, which shows the answer to the question
about whether the organizations have permanent networks of partners with
which they continue cooperation after previous, positive project experiences.

Business 79,5% l
Public | 88,9% |

Scientific laboratory l 84,6% ]

University 76,9% I

Figure 4. Weighted averages for answers to the question about the
existence of a network of collaborators for respondents representing
various market sectors
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The question posed in the survey concerned the motives (reasons) for
cooperation in network structures (Cygler, 2009; Sobolewska, 2016). These
are internal factors resulting from the specificity of the company, the model
of management, objectives and strategy, as well as the relevant organizational
culture. The factors included:

e complementarity of resources understood as the opportunity to
supplement own, often insufficient, resources (both tangible and
intangible) by means of access to those available to a partner in
a network organization. That is the factor most often emphasized
as being decisive in the responses given by scientific entities, but
it is also increasingly often® viewed as significant for the operation
of business units. Access to resources through networking is often
a strategy to meet market needs in the fastest possible way. This is
often a necessary condition for the emergence of innovation and its
subsequent effective implementation;

e opinion regarding quality of resources. Organizations deciding to
cooperate do this in a non-random way. This factor is closely related
to the previous one, as the partner’s resources for cooperation are
expected to be not only complementary, in relation to those available
to the organization, but they also have to meet the quality criterion. It
should be noted that this requirement does not always related to the
highest quality, as organizations are not always able to estimate it,
or they simply do not have enough bargaining power. Quality, in this
case, means meeting the organization’s requirements. The definition
contained in the ISO 9001 standard can also be recalled, where quality
is understood as “(...) the degree to which a set of inherent features
meets requirements” (ISO, 9001: 2000). In this case, the concept fully
reflects the viewpoint of the survey participants;

¢ reputation enjoyed by the organization;

¢ ability to interact/experience, which stems from earlier cooperation
activities undertaken by the organization. This is strongly related to
the reputation of the organization as a partner for cooperation;

e system of connections with other organizations understood as
a network of available collaborators, a network of internal contacts
that have an impact on the organization’s knowledge resources;

e convergence of organizational cultures;

e adjustment of organizational structures of the organizations
cooperating with each other;

e organization size symmetry;

e convergence of goals and strategies.

1 Reference to previous research which analyzed factors influencing decisions of cooperation for business organizations
and scientific entities (Sobolewska, 2016).
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Answers pointing to the significance of individual factors in the decision
to undertake network cooperation are illustrated in the graph in Figure 5.
Participants of the study provided answers using a 5-point Likert scale,
where 1 meant a completely insignificant factor and 5 a factor of the highest
importance. In Figure 5, the results are shown using the weighted average of
all 87 responses.

Complementarity of resources 4,08
Opinion of resources (quality) 4,01
Ability to interact / experience 4,23
Reputation 3,80
Convergence of organizational cultures 2,90
A system of connections with other organizations 3,80
Adjustment of organizational structures 2,87
Organization size symmetry 2,57

Convergence of goals and strategy 3,31

Figure 5. Weighted averages for the answer to the question about the
factors deciding about cooperation in the network structure

The factors that were identified as the most important for building
network relations can be divided into two basic groups: those related to
resources (complementarity of resources, opinion on the quality of these
resources), and those associated with the good reputation of the organization
itself (experience in establishing cooperation relations, good credit or a system
of connections with other organizations). This indicates that the cooperation
partner is very often selected based on detailed interviews and analysis of the
context. This choice is not accidental, and good reputation evaluation — both
of the willingness to cooperate and resources — is an important, if not crucial,
factor. The organization’s resources can take various forms assessed by the
following inquiry. Organizations were asked to indicate, using the same five-
point Likert scale, elements constituting the resources that have the strongest
influence on their willingness to cooperate. The following were mentioned:

e technical infrastructure understood as equipment and facilities
available to organizations;

e research infrastructure, i.e. laboratories or particularly efficient R&D
teams;
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e employees or specific personnel working in the organization
(knowledge workers).

e knowledge and experience of the organization, manifested in
executed projects, held licenses, patents or certificates;

e technological processes taking place in the organization, their
efficiency, and effectiveness;

e opinion of the high quality of knowledge management in the
organization;

e opinion of the high quality of knowledge and business process
management in the organization, management of knowledge-
oriented processes;

Process and knowledge management 3,95
Knowledge management in organization 3,13
Knowledge and experience 3,86
Technological processes 3,63
Employees 2,98
Research infrastructure 2,99
Technical infrastructure 3,11

Figure 6. Weighted averages for the response to the question about how
resource factors are decisive for cooperation in a network structure

Figure 6 shows the weighted averages of the obtained answersresults. The
organization’s orientation towards the efficiency of knowledge management
and processes; that is, the implementation of knowledge-oriented
process management requirements is particularly evident. Purely process
orientation, the aim of which is to develop the most optimal procedures
in the organization, both basic and auxiliary processes, is still an attractive
factor, but insufficient in the opinion of modern organizations. Considering
the answers obtained as a result of the surveys, it can be assumed that the
first hypothesis regarding the significance of the opinion on the quality of
business process management and the impact of this assessment on the
attractiveness of cooperation partners has been positively verified.
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The second hypothesis says that these processes become a key resource
in the implementation of network organization tasks. The aim of the study
is to verify whether efficiency in business process management translates
into the effectiveness of the entire project implementation, which in turn
determines the degree of implementation of the network organization goals.
As a result, it can be assumed that this will positively affect the opinion of the
partner and this opinion will be reflected in subsequent decisions regarding
the creation of a group of colleagues.

Further questions addressed to the respondents focused on whether the
good quality of processes that are implemented by one or several cooperation
partners positively influenced the three classic dimensions of the project, its
scope, time and costs (Figure 7).

Time
3,47
A
/
2]43\
Scope Cost

3,06

Figure 7. The impact of high-quality processes on the elements of the
project triangle

As can be seen in Figure 7, the respondents did not notice the significant
impact of process integrity of partners on the project implementation, which
does not mean, however, that it does not matter. This question was twofold, it
asked for an indication of the impact on a five-point scale, but it also contained
an open question. It turns out that the respondents, at the stage of project
planning and implementation, took into account the high quality of processes,
which in effect was a priori taken into account when planning project activities

When asked about what stage of the project, and to what extent
the process efficiency is particularly important, the respondents were in
agreement. Already at the level of initiating cooperation, the factor that
influences the selection of a partner was the resource in the form of its
procedural efficiency. 87.4% of the surveys pointed to this fact. The ability
to rely on an efficiently executed business process is also very important
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in the process of project planning, as indicated by 82% of respondents. In
the opinion of the respondents, the implementation of the project is only
the implementation of the agreed action plans. In this way, the second
hypothesis was verified positively. It can be concluded that while the high
quality of the processes taking place in the organization is not a factor that
significantly affects the project already during its implementation, it is a very
important condition for the initiation of cooperation, which also confirms the
answers given by the respondents under questions about the determinants
of network cooperation.

All of the organizations surveyed admitted that they were managed in
a procedural way. Each of them has clearly identified processes, and the
manner and effectiveness of their implementation is a constant object of
interest and monitoring by the organization.

As to the question of whether the project has been modified as a result
of the project currently implemented within the organization, then business
organizations had the highest proportion of modification of processes, and
the smallest extent of modifications occurred in the case of units from the
public zone (Figure 8). The latter can be explained by the fact that these units
operate under conditions strictly limited by the applicable legal regulations.
These modifications were temporary (limited by the time of network
collaboration), but the experiences resulting from the implementation of the
project in the network structure were, as acknowledged by the respondents,
recorded and are to be used in the further functioning of the organization.

University
34,6%

N

i \ Scientific
- ' »
usiness /,/ laboratory
43,6% o 30.8%

" 22,0%

Public

Figure 8. Impact of cooperation on the course of ongoing processes

In each organization, according to the responses of the respondents,
there is knowledge management resulting from the project implementation.
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The lessons learned experience, even when this methodology is not required
by the project organization, is recorded in the organization databases and
information systems. In the case of units representing science (universities
and research laboratories), a particular way to use the acquired knowledge
and experience is to publish them as reports and post-project articles.

CONCLUSION

Perfection is very important in the area of processes. The processes that the
organization implements in an efficient way are invariably a factor creating
a good opinion about that organization. It turns out, however, that they do
not exhaust the list of factors. Cooperation with an organization managed in
a model business process-oriented way is attractive, although companies are
increasingly paying attention to their operation’s long-term perspective. That
can be observed in the recent emergence of knowledge orientation, where it
is knowledge and management of business processes that are the most valued
factors when making decisions about cooperation. Organizations respond to
changing market demands and high volatility in markets. No market sector is
foreign to the necessity to constantly adapt products and services in order to
tailor them to the requirements of the modern customer. That, in turn, forces
organizations to adapt and modify their processes. Hence, the processes,
even the most perfect ones, lose the status of immutability, and the very fact
of developing a given process is no longer a guarantor of market success.
This does not imply, however, that business process management is losing
its importance. On the contrary, it is an approach that drives the organization
to closely reflect on its internal phenomena and activities. As such, business
process management prompts organizations to learn not only about the process
itself but everything related to its conditions, inputs, and outputs. All of that
translates into a huge knowledge base that must be utilized by the organization.
Therefore, modern process-oriented enterprises — almost intuitively, on the
basis of evolution — lean towards a process and knowledge orientation, with
a view to becoming attractive cooperation partners for network organizations
In the introduction to the article, a research question was posed, which
states that business process orientation in an organization is one of the most
important factors influencing the creation of a network organization. This is
evident in the described research. An undoubted limitation of the research
presented in the article is its scope. The second is the inhomogeneity of the
trial. It was chosen in a targeted manner, among organizations which, according
to the author’s knowledge, undertook cooperation activities in the form of
a network organization. A lack of randomness turns out to be an advantage in
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this case (because it limits the number of surveys in which the obtained answer
will exclude the participant from participation in the research, for example,
through the lack of experience in cooperation outside the organization’s
structures). On the other hand, it is a limitation, because these organizations
have, in the vast majority, good experience in the field of cooperation.

Results suggest that in the network structures under scrutiny, resources,
and abilities to cooperate play a more important role for partnership than the
organizational or cultural similarities of the institutions involved. In addition,
we found that knowledge management and organizational experience is
perceived by participants as more critical for successful cooperation than the
quality of personnel.

A flexible and efficient structure, such as a network organization, has to
seek “perfect” partners. However, those partners cannot simply recognize
the need to adjust their processes; they must also effectively implement
them. Management of knowledge-oriented business processes is a means to
meet these requirements.
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Abstrakt

Wspdtczesnie coraz czesciej mamy do czynienia z powstawaniem organizacji o cha-
rakterze sieciowym. Sq to organizacje zaktadane w celu realizacji konkretnych zadan
i sq tworzone przez niepowigzane organizacje. Wybdr kooperanta nie moze byc i nie
jest przypadkowy. Jest to proces, w ktédrym wykorzystywana jest wiedza o ewentual-
nym partnerze i jego zasobach, a takze mozliwosciach. Autorka stawia teze, iz orien-
tacja organizacji na procesy, a takze na zarzqdzanie wiedzq jest silng determinantq
dla podejmowania wspdtpracy sieciowej. W celu weryfikacji tak sformutowanego
pytania, zostata przeprowadzona ankieta. Pytania o czynniki wptywajgce na decyzje
o podjeciu dziatania wspotpracy w ramach struktury sieciowej, zostaty skierowane do
grupy nielosowej. Organizacje, ktore uczestniczyty w badaniu, majq doswiadczenie
w prowadzeniu projektow w ramach struktury sieciowej. Badanie ma charakter przy-
czynkowy, moze byc¢ jednak punktem wyjscia dla dalszych rozwazan oraz do proby
budowy modelu o charakterze ogdlnym.

Stowa kluczowe: organizacja sieciowa, zarzqdzanie procesowe, zarzgdzanie
procesowe zorientowane na wiedze, determinanty wspotpracy, proces zarzqdzania
wiedzq, organizacja elastyczna
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