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ABSTRACT 

 

Technological innovation requires a technical preparation in material, financial and human 

resources. However, without a clear corporate culture, the technical side of technological 

innovation will hardly develop in a satisfactory manner. 

 

 In this light, we analyze the origin of a culture based in innovation technology. We also 

describe, with the support of a large number of empirical and theoretical studies, the most 

important conditions for the generation of a corporate culture based on technological innovation. 
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ORGANIZATIONAL CULTURE FOR INNOVATION AND NEW TECHNOLOGICAL 

BEHAVIOR. 

 

Nowadays, the so-called “innovative corporations” can hardly be considered as such due to 

sporadic efforts and inspired actions; rather, innovative processes are achieved through a 

continued, progressive effort. In this line of thought, Letamendia & Marzo (1993: 23) point out 

that a company's innovative action must be a constant one, and not resulting from occasional 

efforts. 

 

 Therefore, we must say that an “innovative attitude” is a key factor for the success of 

these corporations. It is evident that innovation usually possesses a fairly incidental and 

capricious character, but it is more evident that successful innovations are the result of a previous 

disposition to accept the challenge put by any kind of opportunity, in such a way that this 

coincidental and changeable character mostly does not go beyond mere appearances. In this 

respect, Porter (1991: 83) stresses the great variety in the origins of innovation, when he remarks 

that sometimes it results from pressure, necessity or even adverse conditions. The fear of losing, 

sometimes, proves more powerful than the hope to win. 

 

 This issue requires an analysis of the characteristics and requirements of an 

organizational culture based on technological innovation. The relevance of this matter lies in that 

firms competing in this way should know which the shared values are. 

 

 It is not enough for CEO's to design the actions and behaviours that must be followed, 

but they should also creat the necessary conditions so that all the staff in the corporation accept 

and develop the desired organizational project, in order to design new technologies in products 

and processes. However, it is clear that actions of the high management, both simbolic and 

technical, set the trends of the corporation, to such an extent that Enz (1994: 11) has observed 
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that, if a section disagrees with management philosophy, the management will soon try to change 

the situation or, at least, reduce the importance of the said section. 

 

 This can be noticed even more clearly in firms which have made innovation the key to 

their competitive advantage. Hardly can a firm be considered innovative without the undoubted 

compromise of those who make decisions in the economic unit. This is why authors like Foster 

(1987: 71) and Martínez Sánchez (1994: 71) who are aware of the complexity entailed by any 

innovative process, especially if it is of a technological character. 

 

 In order to analyse all these issues, we shall firstly study the general features of 

technological and innovative behaviour in corporations, so as to understand the mechanisms that 

help to outline the “soft” aspects which define technological innovation. 

 

 Secondly, we shall define the organizational culture required to develop innovative 

process related to new technologies, in order to detect which the new tenets of shared knowledge 

are. 

 

GENERAL ASPECTS OF INNOVATIVE TECHNOLOGICAL BEHAVIOUR IN ORGANIZATIONS. 

 

Firstly, it seems to us necessary to bear in mind the fundamental difference between innovation 

and technology. In this respect, we may propose a first approach to innovation, as suggested by 

Drucker (1981: 263), for whom it is not a technical term, but a social and economic one; the 

criterion therefore is not that of science and technology, but a change in the economic and social 

atmosphere, a change in the behaviour of individuals as consumers or producers, as citizens, etc. 

Innovation creates new wealth or new potential for action, rather than new knowledge. 
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 Of course, this innovation may be of a technological character, but it can also be based 

on other concepts, such as, for instance, new forms of payments concerning customers, changes 

in product design and packaging, new forms of distribution, search for methods to motivate the 

members, etc. 

 

 In this light, innovation need not be related to notions like electronic components, 

biotechnology, engineering, etc., and also the added value which is obtained does not always 

correspond directly to the amount of resources invested. Thus, Fernández & Fernández (1988: 

131) remark that a seemingly relevant innovation may not go beyond a piece of technical 

virtuosity, whereas an intellectually less pretentious innovation may lead to a business of large 

proportions and high profit. Many are the innovations that have failed, simply because they were 

too forward-looking for their time. 

 

 Therefore, we may rearrange our ideas following López Moreno (1996), according to 

whom innovation may involve technology (both in products and in processes), management 

methods and social innovation. For our part, we must say that from now on we shall concentrate 

on the first possibility, that is, on technological innovation. 

 

 Within this context, Horwitch & Prahalad (1996: 216) list three ideal models of 

technological innovation: 

 

* Model I:Technological innovation processes occurring in high technology small firms. 

* Model II:Processes occurring in great corporations, formed by a number of divisions. 

* Model III: Processes that can be observed in great consortiums and which usually comprise 

various industrial sectors. 
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 The differences between these models are established in terms of technology vs. 

available capabilities, environment, market, internal processes, and innovation in a strict sense 

(product line, process or system). 

 

 Once we have delimited our area of study, we must admit that all the changes in this field 

are happening at a great speed, and all economic sectors are involved to some extent. Boddy & 

Buchanan (1984: 233) remind us that technological change is a continuous process, in which 

decisions frequently have to be made on new technology and how to apply it. This is why, 

although one has no clear notion about the role of this factor, and although its use does not imply 

a competitive advantage of a firm, such firm will be affected in some way or other. 

 

 Corporations supported by technological innovation often can adapt to a new product 

and/or market by means of a certain diversification. This is feasible given the understanding, the 

means and, above all, the mental disposition needed for such adaptation. This is what Roberts & 

Berry (1985: 3) call "being familiar with technology", or the situation by which there is within a 

company the awareness of a certain technology, but it need not have been applied. 

 

 Another feature observed in these economic structures is pointed out by Hassard & 

Sharifi (1994: 140), for whom technological innovation may only flourish when the corporation 

has a compromise with experimentation, and this is maintained in the long term. Thus, we can 

see that these values must be upheld for a long period of time, for the results can hardly be 

detected in the short term. 

 

 It is now that we are in a position to understand the definition proposed by Lowe & 

Hunter (1992: 251), according to whom corporate innovation implies putting ideas into practice 

in order to fulfil the tangible and intangible aims of a corporation. These ideas are sometimes 

new ones, sometimes old ones, but the purpose is always the same: to allow for the creation of 
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new and useful products and services, through which the corporation and individuals may 

express their ideology. Therefore, we can observe that in technological innovation there is a large 

percentage of the disposition of individuals and their organizational behavior. 

 

 Another issue to be raised would be the connection between the size of the corporation 

and the introduction of technological innovation. Solé & Valls (1989: 69) believe that large 

corporations frequently tend to be conservative, and therefore their excessively bureaucratic 

organizational structures may also prevent the arrival of ideas, and hence of innovation. On the 

contrary, small firms are believed to possess a great capacity to act with quickness and flexibility 

concerning the introduction of innovations. From this point of view, this is actually the case, for 

corporate gigantism usually involves a very slow reaction in many activities, which may hinder 

any process searching for new possibilities. 

 

 A distinctive feature of these firms is that they usually have a decentralized 

organizational structure, for otherwise the various departments and divisions might not be able to 

take risks individually. This is due to the fact that this kind of decisions are made by the 

corporate management, which frequently prevents the detection of some possibilities for useful 

innovation. Following this line of thought, Peters & Austin (1986: 120) state that commercial 

innovations are more likely to be applied in clearly decentralized corporations, even though their 

development is less coordinated. Innovation is achieved and the main reasons for delay are 

avoided by entrusting the functions of conception, creation and marketing to small and 

enthusiastic groups. 

 

 Also, it seems logical to believe that, due to the introduction of new technologies, there 

might be conflict and refusal by the workers, when they are faced with changes in productive 

and/or administrative processes, in those cases where the workers have not perfectly accepted 

this orientation (Claver, Gascó & Llopis, 1996: 371). 
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 This potential danger, present in every firm, may be diminished to some extent by 

diagnosing whether the firm has this orientation and, should it not be the case, by observing the 

degree of confrontation in order to take the necessary measures. Some advice aimed at 

preventing a conflict between employees and technological innovation is given by Bhalla (1987: 

187); according to this author, it would be possible to ease this conflict by using staff or helplines 

that may envisage the following purposes: 

 

A. Ensure the development and implementation of a large scale business/technology scheme for 

each business unit. 

B. Use each technological organization and its manpower to achieve maximum effectiveness as 

the basis for the objectives of the business. 

 C. Develop and manage the technological budget. 

D. Maintain a technological vision in order to maximize synergies. 

 

 Even assuming that the staff may be receptive towards technological implementation, it 

can be observed that, due to the changes and complexity such implementation acquires, an 

exclusive devotion to certain aspects is needed among a considerable percentage of workers. 

When talking about technological innovation Freije Uriarte (1989: 21) underlines that its 

knowledge and mastering requires a higher preparation, which in turn leads to specialization and 

practices that may diminish the adaptability of manpower and the firm itself. In short, it is felt 

(Claver & Llopis 1989: 3) that an economic unit that has spread technological innovation among 

its members must continue to specially nurture such ideas, for otherwise all competitive benefits 

would be lost. 

 

 Another aspect that accounts for the behaviour of firms competing by means of 

technological innovation is a small fear of taking risks, to such an extent that Ansoff (1979: 120) 
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says that "they have an preference towards risks"; indeed, these firms have accepted that success 

is not achieved at the first attempt. Implicitly, these firms are acknowledging that the future is 

uncertain. This view is also shared by Adair (1992: 25), Parker (1982: 21) and Peters & 

Waterman (1991: 254), amongst others. 

 

 In the field of technological innovation, distinctive competence derives from a collective 

learning, involving how to coordinate production technologies while integrating the manifold 

technological trends (Pralahad & Hamel 1991: 51). Barrett (1995: 36) goes as far as to hold that 

innovation requires an incremental learning process which continuously emphasizes 

experimentation and systematized thinking, rather than a fragmented one. 

 

 Once we have seen all this, we must take into account Levitt's (1991: 54) warning, 

reminding us that provided people are reasonably free to follow their own inclinations, there will 

be innovation, for they will find the necessary means to offer improvements. This leads us to 

start analyzing the features and distinctive traits of this organizational culture. 

 

CORPORATE CULTURE BASED ON TECHNOLOGICAL INNOVATION. 

NEW PROPOSALS FOR SHARED BEHAVIOUR. 

 

Within our attempt to describe the characteristics and conditions that must support a corporate 

culture based on technological innovation, we shall follow a logical order, beginning by defining 

corporate culture, that which is based on innovation, the one which is technology-oriented, and 

finally that which would be defined as culture of technological innovation. 

 

 We may define corporate culture as a set of values, symbols and rituals shared by the 

members of a certain firm, describing the way things are done within an organization when 
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solving internal managerial problems, together with those related to customers, suppliers and 

environment (Llopis Taverner 1992: 22). 

 

 Given this definition, we can see, for instance, that without a strong, shared culture which 

is clearly innovation-oriented, hardly can a firm be competitive due to innovative development 

(which is also pointed out by Deshpandé, Farley & Webster 1993: 33). These problems are 

summarized by Davidson (1992: 14) as follows: "Invoking innovation does not ensure that such 

notion will be accepted by all participants". 

 

 Focusing now on innovation-oriented culture, we may define it, in an initial approach, as 

the need for the maximum number of innovative ideas to appear within a certain period (Fons-

Boronat 1992: 16). AECA's (1995: 32) proposal is much more precise: Innovative culture is a 

way of thinking and behaving that creates, develops and establishes values and attitudes within a 

firm, which may in turn raise, accept and support ideas and changes involving an improvement 

in the functioning and efficiency of the firm, even though such changes may mean a conflic with 

conventional and traditional behavior. For innovative culture to succeed, certain requirements 

must be met, involving four kinds of attitudes: 

 

 * Corporate management is willing to take risks. 

 * The participation of all members of the firm is requested. 

 * Creativity is stimulated. 

 * There is shared responsibility. 

 

 A similar view is that of Canalejo (1995: 210), who considers that an innovation-based 

organizational culture must possess the following values: client-orientation, compromise with 

objectives, challenge and initiative, exemplary behaviour, team work and permanent 

improvement. 
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 To sum up, in order to obtain competitive advantage by means of a search for new 

business processes, it becomes a must to possess previously a culture supporting such search. In 

this respect, Vrakking (1990: 99) states that the cultural perception is a prerequisite for 

innovative behaviour having effective results. 

 

 As we have already said in this paper, there may be many ways to innovate, technology 

being one of them; therefore, we must define the general conditions of an organizational culture 

based on technology. For this purpose, we shall quote Berg (1985: 244-246), for whom there is a 

basic difference between technics and technology. Technics means the method, procedure and 

equipment used in any productive or administrative process; of course, such process (be it 

productive or administrative) requires a certain degree of skill and art. The knowledge of these 

skills, art, methods and procedure is technology, and it would constitute a body of knowledge 

about technics. 

 

 Under a different point of view, we should remember the analysis performed by 

Rogovsky (1988: 8), who distinguishes between cultures oriented towards an imperfect or 

ambiguous technology and those possessing a perfect or simple technology. In the case of the 

former, decisions are taken in face-to-face meetings, decentralization has a specific role and the 

most admired participants are professional staff. On the contrary, those cultures possessing a 

perfect or simple technology are characterized by standardized rules and procedures concerning 

calculation, plans and statistics in decision making, the use of centralization in their organizatio-

nal structure and the preference for technical staff. 

 

 After making these distinctions, we are now in a position to establish that the difference 

between technological culture from technology is that the former is based not upon physical 
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reality, but upon the structure of symbolic reality and its daily manifestations in organizational 

life. 

 

 Now we can state that the culture oriented towards technological innovation is the one 

showing, as its main shared value, first innovation, and then technology. In this light, there is a 

general belief within the company that, through continued innovation (which will involve the use 

of technologies, mastered by the whole labour force), such company will protect its position in 

the market, and even there is a possibility to reach and maintain advantageous positions within 

the market. 

 

 As can be seen in Figure 1, the corporate values based on technological innovation are 

the intersection of several factors: an innovative culture, a culture based on technology (as a 

variety of the former) and the CEOs' acceptance, who act as a stimulus and transmission of these 

beliefs. 
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 Thus, the way in which competitive advantage is defined, new technology is developed 

and participants are trained, will be a sound basis for a set of clear corporate values supporting an 

organizational culture with these values (Mirvis, Sales & Hackett, 1991: 132); in other words, 

Dussauge & Ramanantsoa (1987: 211) tell us that this category of beliefs requires the firm 

acceptance of all organizational strata. 

 

 At the same time, Schneider, Gunnarson & Niles-Jolly (1994: 21) hold that the 

employees, within these cultures, must agree with the management's beliefs in the following 

points: 

 

1. Success derives from an awareness of the market and the needs of end consumers. 

 
FIGURE 1. TECHNOLOGICAL INNOVATION: CULTURAL CONTENT. 
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2. What matters is the quality of an idea, not the power and authority of the person who proposed 

it. 

3. In order to obtain good results, creative people need the support and compromise of the 

organization. 

4. Important decisions must be taken gradually, for there usually exist high risk levels in 

innovative processes. 

  

 Despite one of the features of this type of culture is that all organizational participants 

share the same values. It must not be forgotten that not all innovation cultures are the same 

(Weiss & Delbecq 1987:51), and also that, even within the same firm, there may be deviations in 

this respect in the shape of subcultures (King & Anderson 1995: 106). 

 

 Although these two aspects may coexist (diversity of cultures inside and outside the 

organization), we shall try to describe some general characteristics deriving from a typical 

culture based on technological innovation. 

 

 An initial trait of all firms possessing a shared view of technological innovation is 

pointed out by Akash (1993: 60), who follows Wallach (1983). This author states that an 

innovation-based culture is related to the ethical behaviour of research under two perspectives. 

On the one hand, the nature of this culture leads the staff to seek results in innovation, without 

forgetting about ethical principles; on the other hand, the creative nature of this cultural 

taxonomy leads the management to develop policies that may increase the ethical behaviour of 

research. 

 

 Due to this reason, we may not say that firms oriented towards technological innovation 

as a shared value do not have the customers in mind, but exactly the opposite, because the 

internal and external vision of this firms in their activity, makes them search for their consumers' 
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needs. Thus, Calori & Noel (1986: 64) remind us that this type of culture, amongst other 

features, is characterized by trying to "come closer to consumers". Davis & Olson (1986: 193) 

also comment on the "high standard of service" existing in this taxonomy. Finally, within the 

same line of thought, Humble & Jones (1989: 46-47) relate this cultural orientation to the 

purpose of often rendering the present products and services that the firm offers to the market, so 

as to improve customer satisfaction and obtaining profits. 

 

 Another characteristic of this culture is the fact that it allows a considerable degree of 

autonomy and initiative to the members of the corporation. This results from stimulating and 

motivating the staff towards technological innovation, refusing bureaucratic notions that may 

hinder the said cultural taxonomy (Ruiz & Mandado 1989: 61). 

 

 Moving on to another issue, if we relate corporate size to the possibility of developing a 

culture based on technological innovation, we may initially believe that, the lower the number of 

people present in the organization, the higher the possibility of these beliefs being accepted. 

However, Pearson (1989: 89) says that the ambiguity of empirical studies indicates that there is 

no ideal corporate size when it comes to innovating; this depends on other organizational 

aspects, such as the corporate structure and culture. Therefore, even if it has a large size, a 

corporation may develop a successful policy based on technological innovation, provided that, at 

least, there is a great cohesion among its members. Also, these values must play a predominant 

role, and a flexible rather than a rigid organizational structure is needed. 

 

 A noteworthy feature of this culture is that, although technology is at the forefront of all 

the shared values, the role of the staff is a fundamental one, especially regarding innovation. 

Thus, Compain (1986: 145), Fernández & Bello (1987: 186), Morcillo (1991: 28), Perry (1995: 

16), Peters (1989: 377) and Tushman & Moore (1988: 209), amongst others, believe, despite 
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their own different formulations, that the staff is the basic ingredient in any technological 

innovation process, and therefore of a culture which possesses this orientation. 

 

 A much more precise view is that given by Dussauge, Hart & Ramanantsoa (1992: 203) 

who, rather than the staff, emphasize the utmost importance of team work, which is reminded 

through daily rules and customs. 

 

 The importance of the human factor in technological innovation leads us to new ideas on 

shared behaviour, involving the acceptance of change as something inherent to the organization 

itself. There is a need for a culture that considers change as a usual component, which is a part of 

day-to-day work, and that raises no obstacles to the alteration of established rules. In other 

words, the culture must stimulate the process of generating new ideas and applying them either 

internally or to the market, with the ultimate purpose of changing the markets, adapting the firm 

to their discontinuities and thus obtaining competitive benefits. This vision of the need to 

introduce the concept of change in a culture of technological innovation is stressed by Amat 

(1989: 81), Brannen (1991: 59), Deal & Kennedy (1985: 113), Fernández Lasquetty (1989: 76), 

Fernández & Casino (1988: 107), Foster (1993: 43), Monzón (1995: 123), Santodomingo (1988: 

12) and Van Muijen et al. (1993: 245), amongst others. In short, if firms want to be 

technologically innovative, they must eliminate cultural barriers for change, for they would make 

them lose their competitive advantage. 

 

 CONCLUSIONS 

 

Technological innovation requires a technical preparation in material, financial and human 

resources, which will largely determine the success of the aims sought by firms competing in this 

way. 
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 However, although this is a fact, it is none the less true also that without clear values and 

orientations shared by all the members of the corporation, the technical side of technological 

innovation will hardly develop in a satisfactory manner; in other words, the "hardware" of 

technological innovation requires the "software" of a corporate culture which is aimed at such 

innovation. 

 

 In this light, we have analyzed (figure 1) the origin of a culture based in innovation 

technology as an intersection between: 

 

 1. The acceptance of CEO's. 

 2. A culture based on innovation. 

3. A culture oriented towards technology as part of innovative culture. 

 

 At the same time, we have described, with the support of a large number of empirical and 

theoretical studies, the most important conditions for the generation of a corporate culture based 

on technological innovation. Our proposal is based on the following points: 

 

 *The corporation has a compromise with experimentation. 

 *There is a long-term approach to results. 

 *There is a capacity to act swiftly and flexibly in order to start a process of technological 

innovation. 

 *A relative informal atmosphere prevails concerning the relationships between the 

members of the firm. 

 *There is a predisposition towards constant learning. 

 *The organization has a decentralized structure. 

 *A predisposition to accept risks can be perceived by all members of the corporation. 
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 *There is a power to adapt to a new product and/or market by means of a relative 

diversification. 

 *Systematic thinking prevails over fragmented and sporadic thinking. 

 *The employees are reasonably free to follow their inclinations in technological 

innovation. 

 *Team work is a must.  

 *Creativity is stimulated. 

 *Responsibility is shared. 

 *What matters is the quality of an idea, not the power and authority of the person who 

proposed it. 

 *Creative people have the support and stimulus of the corporation. 

 *Due to the high levels of risk, important decisions are taken gradually. 

 *A culture based on technological innovation is related to the ethical behaviour in 

research. 

 *There is a constant awareness that the ultimate aim of technological innovation is to 

satisfy consumers' needs. 

 *Members of the corporation are given a considerable degree of autonomy and initiative. 

 *Change is accepted as something inherent and usual within the organization. 
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