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FOREWORD
Within the frame of the QUICK-program it was decided that a cluster analysis focusing on
the development of personnel and organization in SME:s was going to be performed. The
responsibility for this task was taken by the QUICK-partners of Lund University and Gdansk
University of Technology. As a base for this work we chose the krAft program for strategic
business development in Swedish SME:s that was operating during 2000-2009. The krAft
concept has unfolded into an almost universally applicable concept when it comes to business
development in various types of small and large organisations, in internships or partnerships.
The concept could be used to market, finance, develop and run business development
programs in all kinds of sectors together with appropriate partners. The idea of a team of
university academics and managers/consultants with practical experience is a cornerstone of
the concept, as the idea of improving leadership through business development. It can be an
important way in which higher education institutions can fulfill their partnership mission.
Lund University had a leading responsibility in the program and more than 600 SME:s
participated together with 19 universities in Sweden. An specific case is included in the book
which describes the interesting process of development by human growth of strategic
business development in SME in the local community of Astorp. The result of this
development was a fruitful collaboration between companies, community and university.
Another background for the analysis was the ongoing national research and developing
program Product Innovation Engineering program (PIEp) for development of innovation
capability in Swedish companies. In which Lund University plays an important role. Results
from both these Swedish programs were reflected upon by the partner from Gdansk with
special reference to Polish possibilities to implement similar programs.
Our intention is to inspire different actors for doing activities in order to support SME:s in
their process of developing innovation capability, innovations and strategic business
development.
This is not a prescriptive and exhaustive “manual”. Feel free to adapt it to your
circumstances, and see it as an inspiration to explore new ways of cooperation. Further,
innovation is not linear. Do not forget to iterate and jump back and forth between the
activities as your understanding improves and different context´s needs or priorities shift.
By these words we invite you to take part in this work book. During the work with this book
a mutual understanding and trust has evolved between the partners in Lund and Gdansk. We
hope this cooperation will continue in future projects across the Baltic Sea.
Lund and Gdansk 2012
Per Odenrick, Kenneth Daun and Piotr Szybek
Lund University
Marzena Starnawska, Marzena Grzesiak and Magdalena Olczyk
Gdansk University of Technology
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INTRODUCTION
This workbook is intended to help public and private actors in the SME sector to collaborate
more closely in the development of innovations in SME´s in order to strengthen key business.
The document was prompted by the observation of several barriers between actors particular
from different sectors. For example, the SME sector is largely a business-to-business or
business-to-consumer setting, where many product/service/system providers experience no
need to get access to different types of services from universities or the local municipality.
Further, representatives from SME´s often express lack of time or capability when external
proposals do not fit their traditional business sphere. It can also be difficult for actors outside
the SME´s context to understand the criteria of enterprising and their prior needs in a long
term.
This is not a prescriptive and exhaustive “manual”. Feel free to adapt it to your
circumstances, and see it as an inspiration to explore new ways of cooperation. Further,
innovation is not linear. Don’t forget to iterate and jump back and forth between the activities
as your understanding improves and different context´s needs or priorities shift.
See this as a generic approach including a range of practical exercises, case examples, lessons
learned, feedback, and practical tips, aiming to stimulate dialogue, reflection and learning
about how cooperation between different stakeholders around SME´s need based
development, can improve their own situation through a co-creation innovation process
together with SME.
Erasmus University/Rotterdam School of Management found that social innovations are more
important than technological innovations (Döös and Wilhelmson 2009, Pot and Vaas 2008).
Technological innovations like technological knowledge, ICT investments etc. explain 25%
of innovation success. In contrast, social innovations of management knowledge, education,
organization, learning and application of new knowledge explains 75% of innovation success.
Our focus for this cluster analysis is in line with this knowledge and our own experiences
oriented to the importance of the organizational and cultural factors for development of
business and innovation in SME:s.
The intention is to inspire different actors for doing activities in order to support SME:s in
their process of developing innovation capability, innovations and strategic business
development. Some of the content is based on experiences, results and reflections in two
national Swedish developing programs. One is the krAft program for strategic business
development in Swedish SME:s that was operating mainly during 2000-2009
(www.kraftprov.nu). The other was the national research and developing program Product
Innovation Engineering program (PIEp) for development of innovation capability in Swedish
companies (www.piep.se). PIEp started in 2007 and is intended to continue activities until
2016. These programs are only examples from Sweden. There are other programs to be found
also interesting for actors in the field of SME development. But, since Lund University was
and is participating in these programs we found it useful to describe just these programs.
Researchers from Lund University have deep knowledge about context and results from both
the krAft and the PIEp program.
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CONTEXT
Innovations in SME’s demands a solid understanding of enterprising by stakeholders and that
an SME’s innovative development can mean the introduction of new values. These values,
can only be developed in cooperation – and actors cannot develop them without interaction
with actors from other contexts.
The contexts are in our case the cluster of SME’s, universities and local municipalities.

What can innovative co-creation of a physical and mental infra structure mean to strategic
business or to knowledge and research?
What can innovative co-creation for strategic business mean to knowledge and research or
to physical and mental infra structure?
What can innovative co-creation for physical and mental infra structure mean to strategic
business or to knowledge and research
We leave these questions without answering them but they can perhaps be of some help in
starting a dialogue.
The aim of this cluster analysis is to give examples how SME´s can improve their companies
through human growth.
The development by a cluster of SME’s of their strategic business plans in order to increase
turnover can be achieved through human growth (the employees increase their knowledge,
their psychological abilities etc.). The participation of employees in companies’ development
processes presupposes a specific qualification, distinct from the competence needed to
perform actions and operations according to an agreement. This kind of participation can also
need another form of leadership, organization of work, steering systems etc. What can the
other contexts contribute in this perspective? What can it mean to them?
What can for instance the mental infrastructure mean for strategic business development? The
mental infrastructure means in this case different ways of distributing ideas, thoughts,
feelings, knowledge, experiences in a context and between different contexts. The mental
infrastructure can be compared to the physical infrastructure in which goods, articles, water,
gas, electricity, etc. can be transported.
What can the conditions be in order to develop sustainable functional mental infra structures
in and between different contexts? Who can have the responsibility for its development?
What can new knowledge and research results mean for strategic business development?
How can knowledge and research results be distributed to SME’s if they don´t see the need of
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it? How can people be aware about their need? Can it be possible to change one´s inner, in
order to emerge what the future can offer and still act in the “now”.
The story of krAft
During the years 2000-2009, a consortium of Swedish higher education institutions have
collaborated with managers and consultants from the business community, small and
medium-sized business enterprises (SMEs) and private and public support organisations. The
consortium had the following aims:
•

to help SMEs to develop their strategic businesses development

•

to initiate long-term relationships between SMEs and universities

•

to initiate and improve networking in the academic system

•

to initiate and improve networking between SMEs

•

to initiate and improve networking between universities and private/public actors
(industrial development centres, independent consultants, industry research
institutions, etc.) aiming at business development in SMEs

The universities in Lund, Jönköping, Umeå, and Göteborg formed the original consortium,
but over time a large number of universities in Sweden has been involved in the program.
The programme is called krAft, an acronym in which: (k stands for “kompetens”
(competence) r for “reflektion” (reflection), Af for “Affärsutveckling” (business
development) and t for “tillväxt” (growth). The Knowledge Foundation of Sweden, a state
initiated organisation, identified five key areas in need of development in Swedish industry.
“Strategic Business Development” is the one of to which the krAft Programme belongs and
in which the Foundation has invested 6 million euros.
The intention was to develop and continuously distribute quality education for small and
medium sized companies. The training should increase the level of knowledge of the
participating companies when it comes to strategic business development by contributing to
the creation of sustainable structures of learning. The consortium has also striven to create
educational models for transferring research results from universities to companies.
Furthermore, the aim was to intensify the collaboration between different universities and to
facilitate the direct interchange of competence and experiences between companies.
“In 2000, a group representing four Swedish Universities (Umeå, Göteborg, Lund and
Jönköping) met for the first time. Their mission was to develop and test a business
development program. The target group was small and medium-sized enterprises (SME) and
their aim was, besides business development, to build sustainable relationships between the
target group and Swedish Universities. The first years were difficult. What we saw as a
promising concept was not gaining ground on the market. In 2002, however, interest started
to grow. From the modest start of 8 groups (36 companies) in 2000/2001, the membership
stood at 15 groups in 2002, 20 groups in 2003 and an all-time high with 46 groups (291
SMEs) in 2004! In 2005, resources limited us to16 more groups, even though demand was
higher. As the program was up and running, attention changed towards the sustainability of
the relationships .This has led to new efforts, as it now becomes more of a question of (long
term) change within the academia . With experience from the krAft-program representatives
from SMEs are interested in further contacts, but how to organize these more regular
contacts between them and the research/teaching community? This is not an easy challenge
at all and it is not likely to be one simple solution. Still we are optimists. A kind of a spin-off
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from the program was that those involved brought the krAft idea with them internationally.
To my knowledge, the program has up to this date been presented to audiences in Latvia,
France, Portugal, Germany and England. The positive responses to these presentations have
made us consider future prospects of internationalization.”
(Anders Melander, program director of krAft, 2005)
The krAft concept
Knowledge is not a product that can be easily transferred. Knowledge is something that
develops in the minds of people when they are exposed to stimuli (competence/knowledge)
that make them reflect on their present situation. Furthermore, and perhaps most importantly,
business development is about “getting your act together” and taking action so that the
business can grow. Based on these assumptions, we have developed the krAft concept for
fostering business development initiatives in SMEs.

Figure 1. The krAft concept

A standard group contained five to seven companies (two or three representatives from each
company), the program lasted during 12 months. The coordinating team with the “content
leader” (an academic person referred to as “project leader” in the figure) and the “process
leader” (normally a consultant/manager/entrepreneur, referred to as “krAft tutor” in the
figure) is to create the necessary openness and trust in the group. The basic formula requires
the krAft tutor to spend enough time in each SME to ensure that business development is
taking place. Experience from this work was discussed during the seminars. The role of the
academic was to contribute with pedagogical skills and theoretical input in appropriate forms
for the participants, as well as to be a link to competence in the entire Swedish university
system. In addition, about three days for each participating company was reserved for the
process leader and the content leader to work with the implementation of local projects
connected with the activities in the krAft group.
Kolb’s (1984) theory of experiential learning has been an important source of inspiration to
us. Kolb defines learning as:
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“…the process whereby knowledge is created through the transformation of
experience. Knowledge results from the combination of grasping experience and
transforming it. And since there are two dialectically opposed forms of
prehension and, similarly, two opposed ways of transforming that prehension,
the result is four different elementary forms of knowledge. Experience grasped
through apprehension and transformed through intention results in what will be
called divergent knowledge. Experience grasped through comprehension and
transformed through intention results in assimilative knowledge. When
experience is grasped through comprehension and transformed through
extension the result is convergent knowledge. And finally when experience is
grasped by apprehension and transformed by extension, accommodative
knowledge is the result. These elementary forms of knowledge … become the
building blocks for developmentally higher levels of knowing. The central idea
here is that learning, and therefore knowing, requires both a grasp of figurative
representation of experience and some transformation of that representation.
Either the figurative grasp or representative transformation alone is not
sufficient.” (pp. 41-42)
This model by Kolb has been important in the development of the krAft concept. The process
in krAft is focused on the development of divergent and convergent knowledge as an

Concrete Experience
feeling

Grasping via
APPREHENSION
Divergent
Accommodative
Knowledge
Knowledge
Active
Experimentation
doing

Transformation
via EXTENSION

Transformation
via INTENTION

Reflective
Observation
seeing, listenig

Convergent
Knowledge

Assimilative
Knowledge
Grasping via
COMPREHENSION

Abstract
Conceptualization
thinking, analysing

interaction between researchers and teachers from universities and representatives from
companies.
Figure 1. Structural dimensions underlying the process of experiential learning and the
resulting basic knowledge forms according to Kolb (1984, p. 42)
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Product innovation capability related to organizational factors
Research, practice and knowledge concerning efficient processes for product development
has increased a lot during the last 20 years and there is a lot of knowledge to apply
concerning tools, methods and processes. However, as an effect of the last years
rationalization and effectiveness strivings in industrial organizations, a further challenge is
identified and thereby a threatened long term competitiveness for several companies and
communities. The challenge is the one of the “space”, time and competence for innovation
capability development. A movement for the development of innovation capability,
addressing change and learning for a better innovative climate in the whole system is
therefore needed.
Innovation capability is a dynamic process which depends on organizational climate and on a
learning attitude within an organization. This means the ability an organization has to
continuously evolve their innovation capability through change in their processes and their
competencies when changing business environments require so. Innovation capability should
be understood as the developing capacity to create innovative solutions such as products and
services for new business opportunities. Furthermore it is about developing long term
innovation capability in the organization as a core skill for competitiveness. The concept of
innovation capability includes the work procedures, organizational and technical learning,
and adapting to new contextual environment.

Product Innovation System
Working methods for
product development
Innovation capability for product
development and processes
Working methods to develop
innovation capability
Preconditions to develop methods for
development of innovation capability

Figure 1: Description of the relation between the product innovation system and development
of innovation capability influenced by preconditions for organizational factors (from Olsson
et al 2009)
The ability an organization has to evolve its innovation capability depends on its
preconditions as visualized in Figure 2. One important aspect of preconditions is the
organizational factors. The organizational awareness of these organizational factors can help
organizations to create methods for development of their innovation capability. Some
examples of such organizational factors are leadership, employee participation, distributed
strategic reflections in the organization and user oriented processes.
Development of innovation capability can be seen as a social process rather than an
instrumental-rational one, in which you know from the start exactly what you want to do and
set up detailed goals, objectives and plans for what you want to accomplish. Accordingly, the
development process of innovation capability is not primarily about making decisions and
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solving well-defined problems but rather about clarifying and understanding what the
problems are.

Innovation and creative culture
The creative climate, can according to Ekvall (1996), be regarded as an attribute of the
organization. Climate plays part of an intervening variable in the context of organizational
processes. That means that the organizational climate influences the processes that deliver
innovative outcomes, which in turn affects operational results of the organization. Related to
the innovative outcome, one such effect is whether an organization provides radically new
products or only small improvements in the existing products. Organizations that are
regarded as innovative should differ in climate from those that are conservative or stagnated.
Innovative organizations are those who deliver profitable and innovative products or services
and thereby secure survival on the market. Ekvall developed the Creative Climate
Questionnaire (CCQ) instrument, for analysis of organizational units were the respondent act
as an observer of life in the organization. The instrument assesses the organizational climate
according to ten dimensions:

•
•
•
•
•

Challenge
Freedom
Idea-support
Trust
Dynamism

•
•
•
•
•

Playfulness
Debates
Conflicts
Risk-taking
Idea-time

Risk-taking and the idea-time are the most important factors for an innovative organization.
The risk-taking factor represents the tolerance of uncertainty in the organization. Decisions
and actions are rapid and prompt in the innovative organization and concrete experimentation
occurs frequently. On the contrary hesitant and cautious mentality governs in risk avoiding
organizations where committees, investigations and analysis precede all decisions.
The idea-time refers to the time people of an organization can use to elaborate on new ideas
that are not related to existing projects. Impulses can be tested and discussed in organizations
with idea-time, while in organizations with no idea-time all working time is specified and
occupied by operational matters.

Actionable qualification
What can be the conditions of work for change of a context, a work which only can be
realized by new thinking and a different way to act according to agreed goals? This can be
seen as an actionable qualification consisting in reflection and new thinking for innovative
solutions that require a change of status quo. For instance solutions regarding the change of
•
•
•

the management form by any employee
an already profitable organization structure
the technology of the most profitable product

Facit was a company manufacturing calculating machines and typewriters, working on
mechanical principles. When electronic calculators and word processors arrived on the
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market, Facit did not respond by changing the business concept, but held on to the old profile.
As a consequence, the company disappeared, their factories closed down, people lost jobs.
What can be needed to make such actionable changes? Can there be any general conditions
for this?

Actionable tools
There are some tools which have been used during the whole Åstorp process in interaction
with others. They have been used as reference frames in order to see, communicate and
follow different “red lines” in complex cooperation situations. These tools, which were
connected with the origin idea, have of course been improved a lot in learning processes all
the time from the start 1997. Their improvements depend, of course, on the contribution of
inputs from many individuals from different contexts in the range from micro to macro
levels.
Today the tools can be used as prototypes in order to analyze existing conditions of general
actionable human cooperation in and between contexts. (Together with other economical,
technical, structural tools they can be useful in strategic, tactical and operative planning.) One
of these tools is the Enterprising Managerial Model (EMM) which can be used in order to
develop knowledge about the object of enterprising.

Enterprise Managerial Model (EMM)
In innovative cooperation aiming at the discovery of new ideas and taking them to action it is
helpful to have knowledge about enterprising as an object. Notice that this this is something
else than the competence to manage a company (Compare knowledge about a motor car and
the competence to drive it). The Enterprise Managerial Model (EMM) can be used in most
cooperation situations. This is so because EMM can be used as a general common reference
frame in communication between cooperators. It can describe a company’s key business idea
and how to realize it. (How much an entrepreneur will and can reveal can of course be a
question of trust and competence). The tool can also be used in order to understand different
terms as they normally are used in order to describe a business concept, and how they are
interrelated to each other.
The EMM can be used for instance in following situations
•

•

•
•
•

between entrepreneurs and their employees can mean that employees can see their
work in a wider context or the employees can understand the demand of changes and
possibilities to support them actively
between entrepreneurs and students can mean that the students can learn about the
context of an enterprise and b aware about how different functions are interrelated to
each other. The students can also in their communication with entrepreneur transfer
relevant “new” knowledge from the academic world to the entrepreneurs and even
transfer unsolved “problems” into the academic sphere. Even in these co operations
ideas can be arisen.
between entrepreneurs and researchers in order to find mutual research and
development interests
participators in a management group in their strategic development process
between entrepreneurs and authorities to get a common understanding of
consequences of different decisions can mean for the development of an fruitful
“enterprising – society environment”
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Accordingly the EMM can be used in order to create win-win situations in different action in
cooperation outsides normal business transactions and achieve which one partner can´t make
alone.

The KLS method1
The KLS method is constructed in order to indicate the character of cooperation in order to
judge what kind of action which is realistic to expect for an object’s purpose. The variables
K, L and S can mirror an existing cooperation situation and together with the EMM can
visualize what is to be done in order to develop a company’s demand of action. It can concern
the development of enterprising knowledge or other competence, leadership, and structure
which can lead to empowerment and to transform loyal but passive operators into active coworkers.
The KLS method is constructed in order to increase the participation of employees in a
company’s development process. This can mean increased empowerment and active inputs in
necessary change situations. Action in human cooperation often has been grounded on
concrete goals together with action plans, which are the product of an agreement. The
principal managerial skill has been to take responsibility in order to motivate and lead
employees to carry out management’s decisions. For this purpose results mostly from
research on motivation in work, from work sociology, organization psychology have been
used, in order to reach maximal economic result.
In order to act in existing situation to solve an unforeseen problem another competence can
be needed than the one developed for the performance of an action that must be performed
according to an agreement. The managerial skills used in routine situations may not be
sufficient, and a new kind of managerial skills has to be developed.
With the KLS variables the existing managerial style can be analyzed in order to see what
kind of action can be realistic to expect. After the analysis a concrete plan of desired change
of the KLS variables can be made depending on the demand of action. During that process
the KLS method also can be used in order to follow up the change process that has been
decided upon.
The KLS method can analyze existing managerial skills and can be used in order to decide if
there will be a need of change or not. If there is such a need the KLS can be used to make a
plan for such changes and to follow up the process of carrying them through.
The KLS method has been used in internal management programs, change processes in
companies and some of them are examined and described in different master thesis. There is
evidence that the economic result will increase for the company together with empowered
employees.

NEEDS
As can be seen from this description, the krAft program involves individuals and groups from
different organisations coming together to support SME:s in their business development. One
1

In Swedish Kompetens, Ledarskap, Struktur which means Competence, Leadership, Structure.
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of the central points of departure for the consortium that developed the program was that
people can have qualitatively different perceptions of training, education, knowledge,
competence, learning, business development, growth and other central phenomena included
in the krAft program. This is hardly controversial. But what does it mean if you take it
seriously and have it as the basis for organizing continuing education and learning in small
companies? A reasonable conclusion is that it is essential to begin with the participants own
understanding of the situation they are in. Thus, if we start from the assumption that people
act and react based on their understanding of reality, can this actually mean that a krAft
group’s most vital function is to challenge the business manager’s understanding of his or her
situation? In that case, the educational approach that is created has to make this possible,
even if it does not always achieve its goal.
It was the task of the seminar co-coordinators to create the necessary openness and trust in
the group. The basic formula argues that the krAft tutor spends enough time in each SME to
ensure that business development is taking place. Experiences from this work were discussed
during the seminars. The role of the academic is to contribute with pedagogical skills and
theoretical input in appropriate forms for the participants, and also to be a link to the
competence within the entire Swedish university system.
krAft was built on the idea that if you can engage managers, owners and/or employees to start
working with their own issues, and discussing them with others, and that doing this they will
also improve their managerial, leadership and team-membership skills. krAft was more
similar to traditional study circles that have a committed leader and in which the participants
co-operate in examining a phenomenon, than to the traditional subject-based school with
experts and authorities in control. Participants were assisted in creating situation-based
content and meaning. They received help in structuring their experiences. Together with
others, they described and put a label on a phenomenon, and realized that they were not
alone. They were exposed to how others view their respective work situations, views which
often were quite different from their own. In some portions of the program individuals were
challenged, but in others they received confirmation that they were thinking along the “right”
line.

Cooperation between contexts
During many years of cooperation between contexts, it has been more and more obvious that
some conditions have to be fulfilled in order to take en idea into successful action.
Management in a traditional way means that there will be one individual in charge with
power to take a definitively decision. This is not a normal situation an initial phase in
cooperation between different contexts, especially not to achieve a mutual need based
development. Such a development can almost only be grounded on mutual respect and trust
which can lead to commitment for concrete inputs, for instance economical or real action.
Without genuine commitment there always will be a risk that nothing will be done because of
internal preferential problems.
For an individual to commit oneself, purely voluntarily, to make an agreed input according to
somebody else’s demands, there is a need that the action be meaningful, and that there is
mutual respect and trust. To build this up normally takes a long time because it can only grow
organically in a long range of action – reaction situations in and between different meetings.
Respect and trust can then be seen as a consequence of how an individual receives, interprets
and responds to an experienced action. This will depend on an individual’s capacity
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including its “reference frame”. In most action situations one shows who one is, because in
action it will be visible if words and action are consistent or not.
Need based cooperation can mean an investment of time with much talk and lack of action.
Because of this time is as limited a resource as economic resources. In comparison with the
situation in the end of the phase of establishing a new company and when all investment
money is spent one has to answer the crucial question to continue or not. For this reason it
can be fruitful to be goal directed, direct, open and honest about expectations, demands and
possible realistic advantages.
In most processes, even those where it is meaningful to continue them, some leading
individual(s) is/ are a driving force. Our experiences are that if a “soul of fire” by some
reason leaves the process it can often mean that the process stagnates and turns back to earlier
direction or changes direction. Than we finish with the question “How to make need based
cooperation between contexts sustainable even if some “souls of fires” leave a process?
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SOLUTIONS and RESULTS
The krAft program
Academics from many research fields participated in the program development, realization
and quality assurance. In addition to the two coordinators in each individual krAft program,
learning is supported by an IT platform which could be used for individual program purposes
as well as for coordinators in finding appropriate competencies, cases and simulation games.
Learning is also supported by regular seminars for prospective and experienced coordinators,
who exchange ideas and experiences.
The hubs and spokes organisation of the consortium and the basic values and shared
understanding, should not be underestimated for the success of the program. Therefore, we
present, in short, some of the most essential characteristics of the consortium.
-

-

-

A combination of necessary small and large scale operations in close proximity to SMEs;
physical, geographical and psychological proximity; local and regional clusters; local
and contextual knowledge; short travelling distances; learning is situated; necessary
financial and expert resources on a national level to develop the program and to train
coaches; collegial quality assurance and improvements.
Equality among the partners (a mutual interdependence between partners); you belong to
the network as long as your contributions are valued by the others and as long as you
value their contributions; a willingness to exchange program experiences; openness
fosters creativity and commitment.
A heavy emphasis on activity and performance-based resource allocation has added to
the mutual trust that has been created in the consortium.

krAft addresses a number of vital issues:
•
•
•
•

Long-term partnerships between SMEs and universities will enhance informed business
development.
A closer relationship between SMEs and universities will contribute to more practiceoriented research in universities.
Well-organised networks, in hubs and spokes, provide local universities with an
opportunity to form regional partnerships within a national framework.
Such partnerships will improve the effectiveness of resources devoted to industry.

Three fundamental principles have guided such extended programs: First you must shape a
unified management team who agree on strategic issues such as direction, vision and mission,
basic values, and for the immediate future, a focus on the improvement efforts. Second, you
must ensure that all employees are engaged in the improvement efforts, and third,
management must see to it that an organisation is present for creating and following up on the
results and learning.
The krAft concept, with its basic pedagogical ideas, offers flexibility when it comes to
content. This makes it possible to adapt the concept to emerging themes and issues of societal
importance. The continued contribution of external partners is seen as the most important
resource, such as from customers, suppliers, collaborating partners, financers, etc. From this
perspective, organisation members develop new knowledge, skills and competencies based
on perceived external needs and opportunities. It could be called an outside-in instead of an
inside-out perspective on competence development.
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A foundation was created in the krAft program for continued co-operation between higher
education institutions and other organisations interested in business development among
SME:s. The concept is not restricted to certain industries or research disciplines. We have
experienced that such boundaries are arbitrary and we have found ways of communicating
across them.
The krAft concept has unfolded into an almost universally applicable concept when it comes
to business development in various types of small and large organisations, in internships or
partnerships. The concept could be used to market, finance, develop and run business
development program in all kinds of sectors together with appropriate partners. This needs to
be achieved through organic growth. The idea of a team of university academics and
managers/consultants with practical experience will remain a cornerstone of the concept, as
will the idea of improving leadership through business development. It will also be an
important way in which higher education institutions can fulfill their partnership mission.
For description of activities in the krAft-groups see Appendix 1 and 2.

The Åstorp case
The “Åstorp case” can be seen in this perspective. It started in the end of 1997 with an idea to
develop the trade and industry through human growth in order to increase the number of jobs
in the municipality. In order to be successful there was a need of a new character of
cooperation in and between the contexts of SMSE’s, local authorities and universities. The
idea was based on the following statements:
Individuals:
•
•
•
•

everybody is born with a neutral mind (Nobody has an instinct to damage other
people)
everybody wants to be loved
everybody’s actions will be appreciated
everybody wants and can develop oneself.

Enterpreneurs:
•
•
•

in order to employ people there has to be a demand of action
one important reason to increase to number of employees are an increased demand on
the offers of an enterprise
to meet new demands from customers or the world around in order to keep or
increase completion power in a company can be depended on their employees
willingly participation in important change processes

Municipalities:
•
•

•

a quantitative and qualitative balance between human competence can minimize
unemployment
employees, who live in the municipality can learn about enterprising in order to
participate in the development of their companies. This insight also can be important
in other environments (family, sport associations, municipality etc.)
increase the attraction of the municipality in order to get new establishments

16

General:
•

•
•

•

cooperation between independent contexts has to be based on actors who are owners
of the problems. Further that they have authority to take ideas, decide about economic
and personal inputs in order to get them realized.
focus on how to take own responsibility and find solutions for basic needs instead of
how to let experts eliminate symptoms
use research results and theory in psychosocial motivation, organization, economic,
education areas in order to develop environmental conditions which can support
innovative action in and between contexts. This instead of use theory to manage
people in action decided without their participation
it´s important to have a common knowledge about enterprising (this is different from
the ability to manage a company) in order to judge how different decisions can
influence the criteria if enterprising

What happened in the practice?
The following summary of concrete action can be helpful perhaps in order to give some
thoughts and ideas about conditions in order to be aware about one’s need and then see and
develop common solutions for these different needs. That will mean solutions which only can
be finding in cooperation between different contexts.
In the beginning (in the end of 1997), in Åstorp, the cooperation between the SME’s and
local authorities the cooperation was one sided. It was almost only communication about
building permits and so on. For instance one entrepreneur once expressed: So far the
municipality is going well on its own and we ourselves have during a long time been very
successful. Let it continue that way!
One big problem in the municipality was a very high rate of unemployed people compared
with other communities, in spite of that a lot of the entrepreneurs had a need to recruit new
employees with another competence which the unemployed missed. Because of this an
important question was raised “How can a dynamic balance between people’s demand of
livelihood and the entrepreneurs’ need of competence be developed?” Can this solution also
be connected to SME’s key business development? Can individuals´ growth be connected to
key business development in order to increase the turn over? If the answers will be YES, it
can lead to the creation of new jobs, because an increased turn over grounded on a bigger
demand of a company’s products can need more work and increased number of employees.
With this background the community took initiative to a new cooperation with SME’s. The
network (ÅNF) with the purpose to cooperate in order to find solutions for this balance was
established. One of the first decisions in ÅNF was to found the Seminar of Enterprising as an
operational organ to ÅNF.
The concrete work in ÅSF was at first to manage and administrate tree different development
programs. One with the purpose to develop new entrepreneurs (twelve months with eleven
participators), one with a group of existing entrepreneurs in order to increase their companies
turn over through human growth (seven months with nine entrepreneurs) and a third program
with the purpose to develop “change leaders” (Four participators during two years) in order to
learn how to manage the two above programs and to coach actionable change processes.
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An article from the inauguration ceremony of ÅSF
Another task in ÅSF became to build up a common program for the development of trade and
industry in the local area in a common process. This was done in cooperation between some
active local entrepreneurs and actors from the community. It was important that this program
was developed in an actionable change process and not by experts. When this product has
grown during a period of about twelve months it was time to start an according realization
process quite different a traditional implementation process led by experts.
For this reason, connected to the release of the program to which leading individuals from
different contexts were invited, they were asked to cooperate in order to find ideas to realize
the programs intention and to be the Ambassadors if the program. To this cooperation, on
total freely base, three entrepreneurs, three managers from the local authority and two leading
politician (one from the majority and one from the opposition) except the management team
from ÅSF took the responsibility to develop concrete projects.
In the communication with entrepreneurs about their need it was known that many
entrepreneurs experienced that they were quite alone in critical decision situations. They
would have appreciated to have somebody to talk with. That reason was the ground in order
to find a common place for entrepreneurs to meet colleagues in a trustful way. “T he
Wednesday lunches” started which means that entrepreneurs and leading people from the
community meet the last Wednesday in every month except June, July and December.
During the lunch there also will be a speech about good relevant examples from different
contexts. Buying and selling was forbidden during the lunch.
The above happened during almost five years and can be seen as “a cultivating phase” in
springtime. Some people without insight in the process expressed that it was only a lot of
talks and few visible important result. They didn’t listen to those participants from the
different projects pronounced that they have learnt a lot and got new insight which had been
useful to them. During a period it became difficulties to expand the development. Some
participators said that it’s remarkable other people don’t can see the great importance of this
kind of new insight.
It can be compared with one have built a house ground it first when one built the façades it
will be visible. In Åstorp the ground work became “visible” after about five years. It
happened when a lot of and more new companies were established in the municipality than in
neighbors communities and local journalists noticed this. One local newspaper became
interest in to know why and started to interview managing directors from this established
companies.
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Then many of them said it depended on the good “climate of enterprising” (mental
infrastructure) In Åstorp and together with according statistics from Svenskt Näringsliv
reports regarding about their yearly investigation about the “enterprising climate” it suddenly
there became an attitude change among those who had been doubtfully.
This became important and in order to take the next step namely to involve Lund University
in the cooperation which led to the start of the FiN krAft project. This project was developed
between Åstorp, Lund University and some entrepreneurs. This project resulted in a “triple
helix network” Unicamp Åstorp (UÅ) with the purpose to ennoble the trade and industry
through competence, reflection, business development, growth (FiN krAft).
Ennoblement here was analogous to ennoblement of, for instance, wood: instead of selling
logs one can make planks, and still better, furniture. This means introducing knowledge and
qualification. As has been said before, there is a higher level of qualification, different from
the one needed to make a product or manage a process. It is the qualification needed to come
upon new ideas, to innovate, to organize a mental infrastructure where innovations can take
root and an environment where it can thrive. To introduce that qualification is t o
e n n o b l e t h e a c t i v i t y o f a c o m p a n y, rather than the raw materials or half
products.
This was a continuation of developing the mental infrastructure in the municipality. The
participants in UÅ are (it still exists) entrepreneurs, people from the community who have
been involved in the step-one process and still inspired of this kind of change. In UÅ we
could integrate the knowhow from the ÅSF experiences with the krAft project.
UÅ took over the development initiative from the ÅNF, which instead became a meeting
forum with traditional information exchange between different contexts. U Å’s important
contribution in the further process were following two projects
•

•

One was development of the curriculum “From employee to coworker”. The purpose
was to develop insight of employees about enterprising in order to understand and
actively take part in important change processes and make one owns situation
understandable in a wider context
Another project was to make the Enterprise Management Model (EMM) useful in a
company in order to develop the “internal network” and its communication with the
“external network”

The first question above: Can it be possible that cooperation between different contexts can
lead to mutual different important results besides common business related?
The experiences from above process can the answer be “Yes”, during some conditions.
General important can that conditions be, which only can grow in personal communication:
• Genuine knowledge and respect of each other’s common human values
• Real understanding of each other’s existing situation, problems and needs
• Agreement on common solutions which are based on needs
• Knowing that it´s only in action, one can show who one is. If “talk and action” is
compatible in action situations it may further the growth of sustainable trust and
respect.
The second question: What can the need be in order to establish new cooperation in order
to increase enterpreneurs’ turn over beside the ordinary business transactions?
Our developed insight is that there is a need of common knowledge about enterprising which
can be used in order to understand a company’s existing situation and how other contexts can
influence.
19

The third question: What can be the common denominator for different contexts?
Between a municipality and entrepreneurs we recognized two connections namely human
beings and their qualifications. The education system provides entrepreneur with different
skilled individuals and with a close cooperation there will be opportunities to improve the
competence balance both qualitative as well as quantitative.
The education system can integrate knowledge about enterprising in already existing
education, which will mean that presumptive employees even can be able to participate and
contribute to a company’s development process.
I public interest this contributions can together with employees’ improved responsibility and
authority in their work situation can lead to personal (inhabitants) growth, which also can be
to good use. For instance in the families (children development), sport associations and local
political organizations co operational development.
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Product innovation capability related to organizational factors
The qualitative input of this study elicits six organizational factors that is important for
development of innovation capability (Olsson et al, 2009, Norell-Bergendahl 2008):
- User understanding and involvement
- Resources
- Risk-taking permission and environment
- Learning and reuse of knowledge
- Balancing creativity and structure
- Leadership
The results from the interviews and the surveys support each other and stress the importance
of having time to freely debate ideas throughout the organization. The most important factors
for an innovative company, time for ideas and risk taking, are the most urgent to be improved
in order to develop the innovation capability, according to the survey and the interviews.
Another factor, that need attention for the development of the innovation capability and
specifically brought out in the interviews, is the need for increased user understanding and
user involvement.
Today changes of organizations are much influenced by lean production thinking and a focus
on standardization of working routines. Standardization is important in order to improve
process quality, but if standardization is decreasing “risk taking” and reducing time and
support for ideas, innovation capability can be decreased. The balance between structure and
creativity can also be describes as a balance between divergent and convergent knowledge
according to Kolb (1984) as seen in Figure 1. An individual in an organisation, working with
innovation, should have enough space and time for performing active experiments and also
possibility to gain user insights and understanding by involving themselves in user contacts.
Innovation capability can be defined as a capability to handle future problems and challenges.
It is important not only to think of the situation today. This can be connected to the role of
educational programmes on under graduate level at universities. It is necessary that the future
needs of companies and organisations to a higher degree are influencing the content and
learning outcome in courses at universities.
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REFLECTIONS from Gdansk University of Technology
Marzena Starnawska, Marzena Grzesiak, Magdalena Olczyk

Cooperation among SMEs – challenges and potential for implementation in
other contexts
There are many ways in which SMEs can cooperate. These are either constituted as a
result of top down policy, aimed at encouraging cooperation between companies or they
evolve naturally and organically without substantial or any support, as results of bottom-up
processes.
One group refers to networks as organizations supporting inter-firm cooperation and
collaborations such as chambers of commerce, business clubs. Such organizations work as
support structures, serve to expand entrepreneurs business contacts, represent their interests,
help to share standards, experiences among companies operating in the same industry.
Another kind are cooperative connections between companies geographically and sectorally
linked. SMEs collaborate in local production systems or industrial districts, and they do so,
as for years this has been the industrial tradition of a certain area. On the other hand, there is
a strong emphasis in contemporary on clusters and cluster initiatives today in many
industries among parties from different contexts (universities, business, municipalities). One
of the most significant examples are industrial districts of Terza Italia or Silicon Valley
cluster.
The last group are more artifacts of social processes happening between
entrepreneurs named as social networks/personal contact networks of entrepreneurs.
Cooperation between SMEs can be very strongly enhanced thanks to the strong and good
quality of social relations – social networks between entrepreneurs. Social networks of
entrepreneurs grow and change organically.
In practice, it is difficult to distinguish a particular network phenomena in a structure
of businesses working together. One of the examples are industrial districts in Third Italy,
, where cooperation linkages between companies overlap with cases of institutional support
for inter-firm cooperation together with entrepreneurs being connected on the basis of social
networks, strengthened by the spirit of togetherness.
KrAft is a unique combination of described above forms of cooperation among
companies. There is a requirement for groups to consist of 5-7 companies that are supported
by content and project leaders. It is possible that companies represent only one industry but
also, they can operate in different industries. The implementation of krAft project or one
based on a similar idea brings more results than originally planned.
Companies and their representatives encounter and get to know other companies and their
representatives, consequently:
-

common knowledge and experience sharing increases trust and leaves space for many
other opportunities for further, extra cooperation, not necessarily limited only to krAft
project aims, there is a lot of ex-post activity
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-

good experiences of learning environment of university world and other companies
helps entrepreneurs to discover their networking potential and shift from
individualistic to more collective orientation, the attitudes of companies are changed
- companies extend their capability of cooperating with competitors, not only in vertical
value chain. So again, it means win-win situation.
The research made on 1 500 Polish SMEs (Grzybowska, 2010) indicates that they are in
some form of cooperation in innovative projects with customers (67%), with suppliers
(55%). Roughly 80% of the surveyed indicate no need for extended cooperation in cluster
form. More, the most common barriers for cooperation in innovation are:
- financial problems and obstacles ( for 68% of companies)
- law regulations (48%)
- poor quality of cooperation format (22%)
- no information about cooperation opportunities (20%)
- lack of viable benefits from cooperation (17%)
- lack of interest in cooperation among other enterprises (17%)
- limited usefulness of the cooperation results for enterprises (16%)
- no interest in cooperation among research institutes and universities (13%)
The above barriers, indicate clearly that there is a lot of potential for KRAFT to be
implemented in Poland, as enterprises consider them as external rather than internal i.e.
incumbent in their nature. The main expected challenge for the implementation is the issue to
what extent enterprises will afford financially, to participate in the project. Also, a lot of time
will have to be invested in the getting to know process, so that SMEs and individuals would
acknowledge it is a win-win situation.
When such networks of cooperation are created, still, there is a lot of job to be done in
terms of developing social capital (and trust as its facet) among companies. European Social
Survey results clearly indicate, that eastern and central European economies suffer from the
lack of trust attitudes in society and economy as opposed to Scandinavian countries. In
Sweden and Denmark more than 65% of the respondents agree with the statement “you can
trust majority of people”. In case of Poland only little more than 17% do so and similarly in
Slovenia more than 21%, Czech Republic 22%, Latvia 18%.
This brings considerable challenge for Eastern and Centrals as well as some Southern
European economies and societies in terms of successful implementation of projects such as
KRAFT. Still, these are indicators of trust culture. Obviously, trust culture cannot be
improved and build in short term or as a result of hard regional policy instruments. Graban
resumes that regional leaders and authorities treat social capital technically, using it as
additional resource that can be easily controlled and managed and as he claims – approach it
as if it was situated in a vacuum. A lot of policies support the cooperation among SMEs ,
between industry and universities. These all work as boundary conditions for innovation
generation and diffusion. Rather, as Graban proposes, social capital, is culturally determined.
It comes from cultural identity of a region rooted in its geographical location, natural
environment and resources, as well as industrial and transport infrastructure of a community
where people get involved in economic activities
Because krAft addresses long term partnerships, closer relations between SMEs and
other stakeholders, well-organised hub-spoke networks that grow organically with no predefined outcomes for individual enterprises, it is likely that it can work as pillar for building
small communities/environments of trust. The environments develop in long term, and are
taking to designed trajectory.
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The networks of companies working in krAft may work as potential starting points
for developing cluster initiatives and clusters, and the growth of interdependencies can
happen thanks to internal dynamics and external support.
Rosenfeld (1997) shows different groups of results that are outcomes of cooperation within
clusters. He emphasized that it is not capabilities of individual firms but dynamics of a
cluster/network as being the key to the success. So there are different dynamics in the
groups:
- Overachieving /working/ - companies that constitute self-awareness and are able to have
output higher than individual parts
- Underachieving – where there are opportunities but are not taken advantage of, they are not
realized
-Wannabe – where there are some cluster criteria met, but critical elements are missing and
critical mass is not achieved.
Therefore, a monitoring and involvement of university and business representatives in the
management and operation of krAft groups will also work as fuel for the organic evolution
of interdependencies between companies.
In the light of mentioned barriers for cooperation, it can be assumed that because of
the strong emphasis on the learning and shared understanding of the krAft project
assumptions and priorities, SMEs will be able to appreciate and acknowledge the process of
building cooperation. Companies, will grow to develop instrumental trust where– each party
trusts that others have capability and skills to do something. Also axiological trust which
relates to issues of disclosing business problems or information to others and that others will
act ethically is impoertant. The last is fiduciary trust, meaning that individuals give
something and know that it will be taken care of and given back to them. The three aspects of
trust are basic constituents for how krAft works.
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Organizational cluster creation within Swedish enterprises – estimation of
application of the Swedish solution to the Polish market.

Nowadays, under the conditions of global economy, competitiveness of enterprises
provides basis for their development. It is crucial to identify the factors and their significance,
which influence the level of competitiveness. It could be helpful in an aware strengthening of
factors playing the key role and contribute to the improvement of competitiveness as well. If
we look through the prism of trends and results regarding management practice (such as the
knowledge-based economy) it is clear that the key factors of competitiveness are relating to
qualifications and competence of employees. In the knowledge-based economy just the
knowledge and permanent innovations are the decisive success factors. In this context it is
important, whether and to which extent Polish SMEs exploit the potential created by
knowledge-based economy and what measures should be taken to enable SMEs a better use
of their knowledge.
Joining to any cluster is an organizational innovation for many SMEs, therefore the
possibility of implementation of this kind of innovation depends unquestionably on the
knowledge and skills of the company’s employees.
Implementation of innovation requires unique skills from the employees. On the other hand,
they could improve their skills by the innovation’s implementation. However the lack of
employees’ specific skills could cause a bottleneck in the process of organizational changes
implementation. If companies want to implement any changes in the long run, they should
define the necessity of systematic and long-time development of their human resources as a
prerequisite. For realization of this objective, a skills map should be done. The map would
enable the determination of qualifications required and held by employees, and would be
useful for planning the trainings as well.
As it has been presented in the competence state analysis carried out by Plawgo and
Kornecki, a higher level among employees has been found in relation to competencies which
they can acquire during their work, while it has been lower in case of competencies requiring
extra trainings. The employees’ knowledge arising from experience and a trade knowledge
are the ones most valued by managers. However, the skills enabling cooperation with
environment are the key skills regarding managers. High qualifications of managers enhance
the competitiveness, in particular the ability to adapt easily by companies to a changing
environment even in case of disadvantageous changes for a company. (Plawgo, Kornecki,
2010)
Creativity is a necessary, but insufficient condition for (of) innovativeness. Creativity
being defined as an ability to raise question of how you can do something better combined
with knowledge of designing organizational changes. Innovation is the realization of
creativity. The internal factor, that strengthens the innovativeness is the organizational culture
which accepts the flexibility, the right to mistake and is open to different styles of work and
management, willing to take risks. Members of a strongly results-oriented organization are
being supported by motivation systems, mostly financial ones (e.g. commission, bonus).
Barriers to the development of creativity and innovativeness could not be omitted.
The innate shyness, lack of openness towards the outside world and its diversity, low selfesteem, fear of creative behaviors as reprehensible, lack of confidence in the validity of their
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observations and ideas, lack of faith in the effectiveness of their own work and reluctance to
share knowledge are the most essential barriers resulting from by the employees’ personality.
Among the most important internal barriers within an organization could be pointed
out:
- applying risk reduction strategies (rather orientation towards survival than development);
- a sense of uncertainty regarding situation in the organization, trade or economy,
- operating under pressure to solve the current problems,
- lack of management continuity, which makes the development of long-term strategy
difficult and often makes also new managers questioning the organization itself and its past
achievements,
- for a large part of managers and owners, creativity is not seen as an advantageous growth
factor and therefore in such organizations a development of mechanisms encouraging
creativity or establishment of a pro-innovative culture is not being pursued,
- lack of an organizational culture including the motivation system and communication,
making the employees being aware of the performed by an organization tasks and allowing
them to indentify themselves with the organization.
If the enterprise wants to develop, increase its innovativeness level, build and exploit
its innovativeness potential, it should support from the organization level its creative
potential and pro-innovations attitude. The question is whether the Polish SMEs are willing to
take the additional effort to make (execute, carry out) the firm’ diagnosis, the modification of
existing procedures (e.g. the rights delegation, the responsibility division, preparation and
introduction of a motivation scheme rewarding creative activities) or improve the employees
skills by trainings.
According to research carried out within the last few years, (Dzierżanowski M.,
Rybacka M., Szultka S. & oth. 2007; Żołnierski 2005, Mazurek-Kucharska 2007)
entrepreneurs are noticing the fact that their surroundings are changing, which makes them
act in certain ways and to undertake such activities as enhancing creativity and
entrepreneurship which would enable them to adjust themselves to the changes. These
incentives might be social or market-related. The surveys identified the following marketrelated indicators of innovative entrepreneurship: funds allocated to innovations,
innovativeness, high quality of products or services and business success. Among social
indicators were: creativity and creative thinking, organizational culture and change culture.
The fact that the management of a company is open to innovation, organizational culture
where creativity of employees is welcome and appreciated, placement of a unit responsible
for innovation in corporate structure, information and ideas flow within a company, access to
funds enabling financing innovation, the level of education, experience and qualifications of
employees and managers, monitoring competition and market situation as well as the
elaboration of a product niche operating strategy: these are the factors which facilitate
conducting successful innovation activity. Nevertheless, despite the fact that entrepreneurs
instinctively feel the presence of the change factor in their surroundings and realize that they
have to redefine the management strategy and processes, they are unable to identify specific
factors and indicators of innovativeness. Their main imperfection is a lack of ability to
implement ideas in practice. Due to the fact that the factors influencing innovation activities
also have influence on one another, it is sometimes impossible to identify constant factors
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which activate innovation processes. The theory on this subject usually identifies the
following factors which determine entrepreneurship: economy, finance, organization, politics,
culture and psychology. They make the list of determinants in respective categories
influencing the effectiveness of innovation processes. Due to the changing nature of business
environment and the companies themselves it might also turn out that a list of determinants
was appropriate for a company in the past, but it is no longer appropriate in given
circumstances.
Innovation awareness of both managers and employees should facilitate creating the
right climate for implementing innovations. This awareness may mean being open to new
solutions, enhancing activity and creativity, appropriate motivational schemes, and on the
other hand looking for new solutions and sources of financing them. Nevertheless the
managers of small and medium companies still do not fully understand that raising
employees` qualifications and enhancing their creativity should not be treated as a potential
threat, but as a chance to increase the company`s competitive advantage thanks to the
increase of an innovativeness level. The employees` skills might be used to decrease or even
to eliminate certain barriers in introducing innovative solutions.
It should be underlined that the employees play the crucial role in the innovation
process. The organizational culture making the workers feel more responsible for the
company’s success and supporting them to take up creative activities, reinforces at the same
time company’s development and becomes a decisive competitiveness factor.
Unfortunately the creativity, in the employees’ opinion, is not a highly valued by managers/
employers characteristic. The results of research show that only slightly more than 14% of
employees pointed the creativity as a feature appreciated by the employer and even less in
later studies.
The implementation of innovation requires not only openness and creativity, but also
specific employees’ skills. They may acquire or improve their skills through participation in
various courses and trainings. Generally managers agree that employee’s training is a chance
for company’s development. These declarations contradict employees’ answers concerning
the support by employers of initiatives regarding continuance of education. Only one-third of
employees said that managers encourage their initiatives.
The lack of relation between skills improvement and promotion has been stated,
which makes the educational process less attractive to employees and discourage them from
activity in this area. Many of workers noticed as well, that no activities within company
leading up to a creation of strong bonds between company and its workers have been taken
up.
It follows that, in the area of education and employee carrier management, many of
enterprises should implement tools in order to manage their human resources in an
innovative way. It is especially important for SMEs. Therefore it is necessary to search for a
way that would convince the managers to implement their declarations concerning the use of
an intellectual capital. On the other hand, promoting and stimulating the activity of
employees, rewarding the good ideas, establishing and maintaining the relationships between
employers and employees takes time and patience. The results of this policy implementation
could be seen in a long-time perspective. Polish SMEs which introduce the new solutions
usually develop them by themselves, sporadically buy them as ready-made or prepared on
request by an external company.
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The research results show that organizational innovations are the majority of
implemented innovations, both in case of either requiring or not financial expenditures. In the
most of cases, the implemented organizational innovations were at the same time a strategic
goal for an enterprise.
The significance of proper organizational culture creation for continuance of the
innovation process has been mentioned earlier. The client’s needs are changing and thus the
company should create appropriate conditions for flexibility and creative thinking. Such an
organizational culture could became one of the enterprise’ pivotal competitive attributes.
Organizational culture encouraging innovative processes could be created in several ways
(Elpida, 2010):
1. Dividing the responsibility - defining the motivation system, the employees’ rights and
obligations will allow to take over the responsibility for the performed tasks.
2. Encouraging and rewarding employees to implement innovations – rather using the
employees’ potential than reaching for external solutions.
3. Describing the business’ objectives instead of defining rigid processes - detailed
planning and accurate implementation of business processes often stifles workers
innovative ideas.
4. Encouraging employees to compete – keeps the group’s permanent readiness to
perform do tasks.
5. Exploiting assets and outsourcing part of tasks– using strengths allows to maintain the
efficiency and competitive position, simultaneously - less important tasks could be
moved to more experienced partners.
Many entities are being included into the innovation process implementation. They are
being connected in various ways. As a general rule there are market links, however nonmarket connections in the field of R&D or innovativeness (e.g. cooperation between
companies or with research and development units) are being increasingly observed. Of
course, the taken up cooperation might have a diverse nature, time or geographic range,
include varied kind of knowledge. The cooperation established by SMEs within the
innovation process could give results of an original innovation on a trade scale, profitability
growth, export growth or increase in market share. More recent research suggests that Polish
SMEs are more active in acquiring knowledge and establishing cooperation with the
environment. It is a positive phenomenon. We should hope that observed in recent years an
increasing trend of number of reached agreements will be continued through the proper
management of education concerning innovativeness, execution of the pro-innovation policy
support and information share. (Grzesiak, Mikulska 2008; Grzesiak 2007)
The most common sources of the SMEs innovative ideas are internal, for example
employees’ knowledge and codified knowledge (enterprise’s documentation), but SMEs
attribute less significance to them. It could be caused by the insufficient employees’ skills, so
enterprises are forced to look for information in the economic environment. Consequently,
the most common external sources of innovative ideas are the clients, trade fairs, conferences,
exhibitions, business contacts, competitors, suppliers, magazines and scientific publications.
(Grzesiak, Mikulska 2008; Grzesiak 2007)
Implementation of krAft solution within Polish SMEs would be definitely a new
attitude in solving the organizational problems in a company. At the beginning it could be
tested within the more innovative SMEs, which are more open to novelties. However a
success of this venture is being difficult to predict.
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Small and medium size enterprises cooperation with educational
institutions – a possibility of krAft project implementation in Poland
It has already been mentioned that one of the most basic objectives of the krAft
programme is to „initiate long-term relations between SME's & university and improve
networking between universities and other actors, aiming at business development in SME's”
The important question here is if there are suitable conditions to initiate such a cooperation in
Poland? Is there a need or at least understanding that such a cooperation is needed among
SME's and universities?
To find answers to these questions we can refer to the latest research conducted
among 202 Polish entrepreneurs (including SMS's) and 213 membersof academic staff as part
of a project „Enterprising University”. It shows that over 1/3 of enterprises concerned
cooperate with scientific institutions, and more than 60% of scientists have been addressed a
proposal of such a cooperation by enterprises. Moreover, it turns out that entrepreneurs look
for such a cooperation more frequently and eagerly at universities than scientists do among
enterprises. It seems then, that enterprises show a huge potential and need of a cooperation
with scientific and academic staff.
The main reason why the cooperation between universities and enterprises is not so
widespread is that entrepreneurs seem to ignore the R&D offer. They do not know in which
fields such a cooperation is possible, even though they need support and consultancy when it
comes to new technologies or new techniques implementation. This research shows that a
necessary condition for a success of a project like krAft in Poland is to extend the offer of
such a cooperation to enterprises clearly stating its scope, and to initiate this cooperation by
scientific institutions. It is particularly important for a cooperation between SME's and
universities, because it seems that small and medium size enterprises ignore the fact that a
cooperation with universities in the field of strategic business development is possible at all.
SME's often mistakenly take it for granted that a cooperation between enterprises and
universities is restricted to huge, technologically advanced enterprises, and its scope is
limited to work on new technology or production technique implementation.
Furthermore, the conducted research within the frame of Enterprising University
shows that entrepreneurs feel that it is mainly universities who benefit from such a
cooperation. Commonly, universities are satisfied with advantages coming from such a
cooperation, however, entrepreneurs strongly feel that benefits are not evenly spread
(entrepreneurs questioned about such a cooperation point to the fact that scientists want to
keep the majority of its benefits for themselves and are not eager to contribute enough).
This lack of partnership spirit does not contribute to a better cooperation between enterprises
and universities.
At the same time, entrepreneurs point to the financial contribution on their behalf to
do with this cooperation. Whereas both universities and enterprises declare willingness to
invest their time to expand their cooperation, they are not so eager to invest their own
financial means, however. To overcome this barrier, both sides are most frequently very keen
to take benefit from other financial sources such as EU projects but not so willing to take
advantage of spin-off cooperation. These results show that a financial contribution can
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constitute a big problem for many enterprises who are otherwise willing to participate in
krAft project.
krAft project has been founded to initiate a long-term cooperation between
universities and SME's. However, the research conducted so far show that Polish enterprises
and universities seem to couple and work on ad-hoc problems only. A vast majority of
enterprises point to an ad-hoc expertise delivered by a scientific institution as a dominant
form of cooperation between an enterprise and a university. Only 5% of enterprises has
cooperated with a university on a long-term basis on a common business venture. In view of
these results, the implementation of KRAFT project would constitute a new opportunity for
both sides.
krAft project results point to behavioral aspects (such as trust) as playing a key role in
building up a good cooperation between its partners. Research conducted among Polish
enterprises and universities has confirmed a key role of trust in building a fruitful
cooperation. In Poland there exists a huge difference on how factors contributing to building
up mutual trust are seen by universities and enterprises. Polish scientists regard personal
relations and frequent contacts/meetings with entrepreneurs as highly important. Polish
entrepreneurs on the other hand consider practical, down-to-point approach and order keeping
ability as being factors most strongly building trust between them and universities.
Entrepreneurs understand “practical, down-to-point approach” as a cooperation tailored to
their clearly stated needs. Moreover, both sides highly value personal integrity and keeping
one's promises. They treat them as a sine qua non condition for fruitful cooperation. In this
context, it seems that KRAFT formula matches well all determinants needed to build up trust
between Polish enterprises and universities, because on one hand it is based on frequent
personal meetings between sides, and on the other business development cooperation would
certainly be perceived as “practical, down-to-point approach” by entrepreneurs.
It has always been one of the most basic objectives of krAft project to initiate and
strengthen cooperation between universities and private and public organizations of business
environment, whose aim is to enterprises development. It seems that this objective could
constitute a real challenge in Poland, however if it turned out to be successful, it would fill an
existing gap in this field, for cooperation culture between universities and enterprises of
business environment is of a very low quality in Poland. Nowadays as much as 70% of Polish
universities do not resort to help of institutions of business environment to contact
entrepreneurs. The remaining part of universities only contact such partners to arrange for a
placement for their students. The same can be said about Polish companies (especially
SME's), who reluctantly look for contact with universities through private and public
institutions of business environment. This passiveness of both entrepreneurs and universities
is due to the fact that both sides ignore the possibilities institutions of business environment
have, poor information flow, and first and foremost lack of good practice in this field.
Summing up, krAft project together with all objectives it has set meets (in view of
latest research) entrepreneurs' and universities' expectations both as far as form and kind of
potential cooperation are considered, breaking barriers, which have prevented such a
cooperation so far. Certain conditions have to be met in Poland for this project to be
successful. They are due to specificity and degree of development of Polish economy as well
as cultural and social differences. What deems necessary is that scientific institutions
undertake marketing and promotional activities on a larger scale and tailor their offer to the
needs of SME’s.
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