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Foreword

This marvellous piece of research provided by Dr Philip Cordes-Berszinn con-
stitutes a long-lasting research agenda in the field of strategic management
with respect to the paradigm of dynamic capabilities. Why?

Since Teece and Pisano (1994) introduced the idea of dynamic capabilities
as the foundation of competitive advantages, two major questions remain
unanswered, or at least insufficiently answered. One is how dynamic capabil-
ities can be measured; the other is how they can be managed. Both problems
needed to be solved in order to have a profound and valid option to create,
develop, shape, control and utilize dynamic capabilities so as to establish and
maintain the competitive advantages of a company. Therefore, one needs
to know the dimensions as well as the determinants of dynamic capabili-
ties. This knowledge would allow one to form and to validate a structural
equation model that comprehensively and reliably explains the existence,
development and impact of such capabilities - especially that gives an
answer to the question of what factors determine dynamic capabilities.
If such an explanation exists, it will be possible to transform the identified
cause-effect relations into managerial tools for the task described above.

In recent years, a lot of publications (e.g. Ambrosini, Bowman and Collier
2009, Eisenhardt and Martin 2000, Zollo and Winter 2002) have intended to
answer these questions. Unfortunately, the setting of proposed explanations

¢ is incomplete;

¢ has not been integrated into an overarching paradigm;

¢ lacks empirical evidence;

» does not fulfil the requirements of the dominant ontological basic
position of the critical rationalism and so on.

Hence there are still research gaps and questions that demand an appropriate
answer. One of these refers to the question of how the organizational struc-
ture affects the evolvement of dynamic capabilities. Therefore this opus is
based on the eligible and legitimate intention to develop a ‘map’ of hypothe-
ses about the directed causal interrelation of organizational structures and
(according to Burmann 2002, knowledge-based) dynamic capabilities. This
is achieved by:

+ providing an integrated descriptive model (according to Burmann 2002,
Remer 1989, 2004, 2005) that allows one to characterize, classify and
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compare both phenomena (i.e. dynamic capabilities and organizational
structures) based on a common terminological and taxonomical system;

¢ developing a logic system of 131,072 combinatorial possibilities between
the variables of organizational structures and the variables of dynamic
capabilities;

* identifying and interpreting already existing and tested hypotheses from
studies (i.e. Argyres and Silverman 2004, Bunderson and Baumgarden
2010, Foss and Rodger 2011, Hansen and Lovas 2004, Leiponen and
Helfat 2010, Lin 2010, Meeus, Oerlemann and Hage 2001, Puranam and
Srikanth 2007, Tsai 2002, and Zhang, Tsui and Wang 2011) that offer the-
oretically as well as empirically valid and reliable explanations for the
directed effect of organizational structures on knowledge-based dynamic
capabilities;

e deducing own new hypotheses based on the findings and interpretation
of the examined studies;

e integrating all 160 hypotheses found in a reasonably consistent, termino-
logically precise and operationalized, partially empirically validated, and
finally instructive causal model.

Summing up, this scientific work shows the results of an excellent piece
of research, Its process, methodology and findings indicate the impeccable
capability of the author. Finally, one can say that this work indicates pre-
cisely and reasons profoundly a research programme at least for the next
decennium on both sides: on the side of organizational structures and their
impacts, as well as on the side of dynamic capabilities and their determi-
nants. With this unique, valuable and noteworthy contribution, Dr Philip
Cordes-Berszinn noticeably and substantially enhances the fundamental
understanding and explanation of dynamic capabilities — and therefore
contributes to the establishment of a dynamic capabilities theory.

Prof. Dr Michael Hiilsmann
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1

Introduction

1.1 Problem: Evolvement of dynamic capabilities through
the configuration of organizational structures?

A common explanatory approach for organizational success or failure
addresses the necessity for organizations to achieve and maintain a
so-called ‘system-environment fit'.' However, environments are changing -
sometimes drastically and fast.> Hence, a variety of research streams argue
that social systems such as organizations are required to adapt to these
changes.? Otherwise, a fit between the organization and the environment
cannot be maintained and organizational performance fails to appear. For
example, evolutionary theory-based implications for corporate management
are, inter alia, that the first priority to strive for is not profit but adapta-
tion and survivability.* Building on this insight, Teece, Pisano and Shuen
(1997) stated that the long-term prosperity of organizations can only be
achieved if they are capable of proactively adapting to their changing
environments through generating and exploiting internal as well as exter-
nal firm-specific competences.® Accordingly, organizations need dynamic
capabilities.®

The dynamic capabilities approach picks up the main assumptions of the
resource-based view’ and the competence-based view.* These trace compet-
itive advantages (as well as organizational performance) back to organiza-
tional resources and capabilities of using and combining these resources.’
With special consideration of the volatility and uncertainty of today’s orga-
nizational environments, the dynamic capabilities approach shifts the focus
from a static to a dynamic perspective.'” Therefore, in order to main-
tain the system-environment fit even in rapidly changing environments,
organizations are required to develop such dynamic capabilities.!’ Conse-
quently, it is of decisive importance for organizations to learn how the
evolvement of dynamic capabilities can be explained in order to iden-
tify associated mechanisms that can be addressed by managerial decisions.
Hence, an overarching research aim that needs to be fulfilled in order to
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enable organizations to achieve and maintain system-environment fits in
highly dynamic environments is the development of a holistic explanatory
model of the evolvement of dynamic capabilities.

Ahead of the original thought of a necessity to create a fit between organi-
zations and their environments are several different approaches!? that can
be assigned to contingency theory.’* Accordingly, it is necessary to cre-
ate a fit between the situation of an organization and its organizational
structure,'* which is constituted by the interplay of instrumental variables
for the (re)structuring of organizations such as degrees of decentralization,
functionalization, delegation, participation, standardization or decomposi-
tion of organizational activities.’® Every organizational structure consists
of parameter values of each of these variables on a continuum between 0
and 100 per cent, which reflects a continuum between absolute order and
total chaos. The interplay of such variables in turn leads to an overall orga-
nizational order configuration. According to Remer (2005), the associated
strength of organization determines the degree to which the behaviour of
organization members is steered through organizational regulations.'® A fit
between the organization'’s situation and the actual manifestations of these
variables of organizational structures in turn leads according to contingency
theory to organizational performance - for example, economic or social
success.'’

Consequently, if dynamic capabilities enable the maintenance of a fit
between organizational configurations and their situations, and if the
antecedents of dynamic capabilities can be found - beside others — some-
where in the organizations’ structures,'® it stands to reason that orga-
nizational structures might influence the evolvement of dynamic capa-
bilities. Following this thought, organizational structures can be seen as
a potential determinants of dynamic capabilities, which is additionally
approachable by organizations’ management through the configurations of
the abovementioned variables of organizational structures.’” Whereas in
contingency theory organizational structures are the dependent and the
organizations’ situations are the independent variables,® the above line
of thought reverses this logic: organizational structures as the indepen-
dent variable influence dynamic capabilities. By providing the foundations
for competitive advantages,?’ dynamic capabilities in turn influence the
competitive situation to which competitors need to adapt in order to
survive,

Therefore, the research focus of this work is the relation between orga-
nizational structures as one determinant of dynamic capabilities and the
evolvement of dynamic capabilities. Figure 1.1 provides a schematic illus-
tration of influencing factors (determinants) of dynamic capabilities that are
approachable by organizations’ management, which reveals the associated
management problem.

The overarching research question follows this research focus:
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Determinants of
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Key: DeDC 1-n: Determinants of dynamic capabilities

Figure 1.1 Schematic illustration of the research focus within the set of determinants
of dynamic capabilities.

How do organizational structures between chaos and order affect the
evolvement of dynamic capabilities?

However, it is neither unambiguously clear which variables organizational
structures between chaos and order refer to, nor what exactly can be under-
stood by dynamic capabilities. Due to this lack of a consistent terminological
basis at this stage of the research, it is not even clear which areas of orga-
nizational realities are addressed and, hence, what exactly the context of
discovery is.?> Hence in order to link both constructs — organizational struc-
tures and dynamic capabilities - with each other, it seems necessary to
develop a consistent terminological system.

An extensive use of different understandings and hence different variables
of dynamic capabilities exacerbates compiling the state of the art in research
on their antecedents,” including organizational structures. Therefore, the
first subquestion of this research is:

Which variables of dynamic capabilities reflect a terminological system
that provides an operationalization that is as holistic as possible and that
is consistent with determinants of dynamic capabilities?

The independent variable of this research - organizational structures - is
subject to the same methodological problem: a multitude of individual
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and sometimes eclectically selected variables, such as centralization or
specialization, result necessarily in the risk of ignoring potentially impor-
tant ‘adjusting screws’ of organizational structures. Therefore, the second
subquestion is:

Which variables of organizational structures reflect a terminological sys-
tem that provides an operationalization that is as holistic as possible and
that is consistent with that of dynamic capabilities?

Having answered these two subquestions, both terminological systems have
to be combined in order to reveal associated effects emanating from mani-
festations of variables of organizational structures between chaos and order
on variables of dynamic capabilities. Hence, the third subquestion is:

How do the manifestations of the variables of organizational structures
affect the manifestations of the variables of dynamic capabilities?

1.2 Relevance: Theoretical gaps of relations between
organizational structures and dynamic capabilities

To show the theoretical relevance of the research question, according
to Chmielewicz (1979), it is necessary to identify a research problem.*
Therefore, a lack of scientific explanations regarding the respective causal
interrelations has to be revealed in order to deliver the causal foundations
that are necessary to solve the management problem raised in Section 1.1.
Hence, it is necessary to show a lack of knowledge regarding the cause-
and-effect chains between organizational structures and the evolvement of
dynamic capabilities. The theoretical relevance of the research question is
based mainly on two research gaps:

» the lack of a holistic understanding of knowledge-based dynamic capabil-
ities;

* the lack of knowledge about the relations between holistic understand-
ings of both organizational structures and knowledge-based dynamic
capabilities.

These research gaps are closely intertwined with each other because the latter
cannot be closed before addressing the former gap.

An overview of existing creation and development mechanisms of
dynamic capabilities is given by Barreto (2010). Accordingly, the main com-
monality that has been drawn on to explain an evolvement of dynamic
capabilities is organizational learning.”® Organizational learning has in turn
been analysed also from a variety of different perspectives.’* However, there



