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1. Introduction

The growing importance of the public sector
for socio-economic development of the country
isreflected in the greater interest of researchers
seeking answers about effective methods and
tools for the management of public sector
organizations. One of the important directions
of research are issues of strategic management
of the public organizations and searching for
solutions improving their efficiency in that
area, especially in an increasingly dynamic
environment.

One of the proposed solutions is to use
the resource-based view (in short: RBV)
which focuses on the interior structure of
the organization, as well as its resources and
capabilities that will better meet the emerging
challenges. This view has been widely used
and appreciated in the management of
private organizations. It lacks, however, the
broader reference to literature in order to
successfully implement it in the management
of public organizations. This article presents
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an overview of research studies relating to the use of RBV in the management of
public organizations.

2. Resource-based view - solution to environmental turbulences

Public organizations working as open systems operate in conjunction with
the environment. Interaction between the organization and its environment
occurs while it is assumed that the impact of the environment on organizations
is much greater than vice versa. The theory and practice of management clearly
indicate the need for a proper diagnosis of the environment as an essential
element of building an organization’s strategy, although the very concept
of the environment and its components can be handled differently (Szymaniec-
Mlicka 2014). Diagnosing the environment is a prerequisite for the successful
building of the organizational strategy. However, it should be noted that
in the face of increasing complexity and dynamics of the medical entities,
this task has become more difficult and the conclusions drawn from
the analysis are now less certain. The environment of public organizations tends
to be turbulent, which results in their politicization and consequent inability
to predict upcoming changes on one hand, and - on the other hand - their
complexity stemming from the existence of a large number of stakeholders
within public organizations, whose expectations they are forced to fulfill,
and which often are mutually exclusive (Fraczkiewicz-Wronka, Szymaniec
2014).

Literature in the field of management as one of the possible prescriptions for
increasing environmental turbulence indicates the resource approach - Resource-
Based View - which assumes that the success of the organization lies within the
organization itself, or to be exact - in its valuable, intangible and not perfectly
imitable resources (VRIO condition) allowing it to achieve a sustainable
competitive advantage (Barney, Clark 2007). The development of this view is
closely linked to the growing turbulence of environment, as in the context of its
unpredictability, resources and competences are more stable base to generate
strategies (Grant 2003).

This approach is particularly appreciated in the works of R. Krupski (2012,
2011) since it is the basis for building flexible strategies enabling a quick
adaptation to dynamic changes in the environment and seeking the opportunity;,
which is a key competence in the face of increasing environmental turbulence.
The work of M. Bratnicki and B. Zabkowska (2007) points out the resources as
being particularly important in an increasingly unpredictable environment,
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particularly emphasizing the role of knowledge management. A. Kozminski

(2005) stresses the importance of resources in conditions of “generalized

insecurity”, that is the unpredictability of the external environment and internal

organization. The organization should strive for potentialization (accumulation
of potential, the ability to act in unpredictable situations) and also try to enable
the provision of free resources, especially those that are intangible (KoZzminski

2005). Also in english literature, the resource approach appears as a response to

the increasing dynamics of the environment:

e MLE. Waterhouse (1992): In a turbulent environment the manager (or leader) is
not only a supervisor, a controller, but should also play the role of a gardener,
that is - take care and develop the organization’s resources, mainly human
resources. In addition, strategic planning process in such environment should
put more emphasis on stakeholder engagement, relationship with them;

e B. Dreyer, K. Grenhaug (2004): In conditions of uncertainty and turbulence
of the environment, organizations should strive to increase their flexibility -
the ability to respond rapidly to emerging challenges within the environment.
Thus, the flexibility of the organization can be seen as the strategic resource;

e E. Fredericks (2005): An organization’s response to the increasing dynamics
of the environment should result in an increased strategic flexibility of
organization, which is based on the implementation of the resource approach,
which focuses on the organization’s resources in the way so it is able react
quickly to changes and emerging opportunities;

e M.L. Pettus, YY. Kor, JT. Mahoney (2007): In a dynamically changing
environment, organizations need to build strategic competencies, mainly
strategic resource flexibility, allowing them to adapt to rapid change;

¢ S. Lev, A. Fiegenbaum, A. Shoham (2008): In a turbulent environment, the
organization’s most important resource is the knowledge and ability to be
absorbed, while the ambient turbulence gives organization the opportunity to
transform potential into real absorption capacity, simultaneously improving
its overall performance;

e B.E. Perrott (2008): In a turbulent environment, it becomes necessary to develop
skills of building strategies (including environmental analysis), which will
allow for better management and adaptation to change.

As indicated earlier, the environment of public organizations is turbulent,
which makes the process of management and decision-making more
difficult and thereby affects the performance of the organization (Boyne, Meier
2009). That is why, according to the author, it seems appropriate to approach
the problem of the use of the resource-based view in the management
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of public medical faciliites and its impact on the efficiency achieved by the
organization.

The resource approach has an established position in strategic management
theory but it does not give a lot of space in the area of strategic management of
public organizations. This is due to the fact that it focuses strictly on resources
that “feed” the system, which works basically the same in both public and private
organizations. On the other hand, public management focuses mainly on the
results the organization achieves and they are fundamentally different for the
public and private sector (Klein, McGahan, Mahoney;, Pitelis 2011). It is, however,
difficult to agree with this approach as it brings down the whole RBV only to
the analysis of the resources, excluding the most important issue which is that
resources recognized as strategic can effect an improved performance of public
organizations. Previous research on a public resource concept amongst public
organizations was related mostly to the possible use of a specific resource in the
organization, a priori assuming that the organization adopts the philosophy of
the resource approach. A review of the conducted research is to be found in the
next section of the article.

3. Resource-based view in management of public organizations - a review
of the literature

The following part of the article presents the results of literature review
provided for publications focusing on the use of the resource-based view in the
management of public organizations. The overview of literature was carried out
between June and September 2014, searching the following databases: EBSCO,
Emerald Management Plus, Science Direct. The author is well aware of the fact
that the literature review presented below certainly is not complete, nor it is
comprehensive, nevertheless it provides a general overview of the researchers’
approach to the possibility of implementing the resource-based view in the
management of public organizations.

The conducted research has shown that the resource-based view is not
particularly valued in the management of public organizations, while research
examining the relationship between organization and resource-based view
focuses on the potential of a specific resource to be used as strategic in achieving
asustainable competitive advantage, and at the same time improve organizational
performance. Similarly, as indicated by the theory of resource-based approach,
the primary focus was on intangible resources of the organization as those which
have, in a way, the VRIO framework already built into them (Szymaniec 2012).
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As a whole, the resource-based view, as a key resource for the strategic
management of public organizations, has been most widely appreciated in the
work of .M. Bryson, F. Ackermann, C. Eden (2007), where, along with case
study, proposed was the use the so-called mapping as a tool for creating public
organization’s strategy. Under the proposed method, managers would be able
to come up with the kind of map combining distinctive competencies of the
organization with its aspirations, objectives and expectations of stakeholders,
and on this basis create an organizational strategy, thus making it more
efficient.

Direct indication of the resource-based view as an appropriate strategy
for public organizations in a turbulent environment can also be found in
the work of B. Butler (2009), where - with the help of focus groups - the
possibility of implementing RBV in the management of public organizations in
a dynamic environment was examined, and the identification of the resources
and competencies necessary to cope with the environmental dynamics and
uncertainty was made. The key organizational resources and competencies in
the turbulent environment are:

e organizational culture focused on providing the highest quality of service,
e knowledge and its exchange within the organization,

e involvement of managers in the improvement of the organization,

e ability of organizational learning.

Knowledge as a strategic resource can also be found in the works of: D. Chan
(2006), A. Goel, G. Rana, R. Rastogi (2010), G. Harvey, Ch. Skelcher, E. Spencer, P.
Jas, K. Walshe (2010) oraz M.S. Sandhu, K.K. Jain, J.I. Kalthom bte Ahmad (2011).

In his research based on a survey questionnaire sent to employees of public
libraries, D.Kan strived to identify resources and competences that enable public
organizations to achieve above-average results. The results of the research,
being most crucial second to knowledge, indicated the following resources
and competences: communication skills, interpersonal skills, analytical skills,
technical skills, organizational and planning skills, creativity, innovation,
leadership (appearing also in the work of A. Gurtoo (2009)), responsibility and
adaptability. If an organization does not obtain satisfactory results, it should
introduce a refinement plan aiming to improvement the indicated resources and
competences among their employees.

A.Goel, G. Rana, R. Rastogi (2010) pointed out that knowledge and appropriate
management positively influence the organizational, managerial and financial
aspects of the organization’s performance, thus allowing it to achieve sustainable
competitive advantage. An organization of above-average knowledge is able to
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create new combinations of traditional resources which is also beneficial with
regard to achieving higher efficiency.

G. Harvey, Ch. Skelcher, E. Spencer, P. Jas, K. Walshe (2010), developed, based
on the literature review, a model where the primary premise was the assumption
that the development of absorptive capacity of knowledge within the public
organization positively translates into the results achieved by this organization.
It is through the absorptive capacity of knowledge that one should understand
the process of acquiring, assimilating and implementing knowledge. This
capacity is particularly important for public organizations due to the fact that
they exist solely to meet the expectations and needs of their stakeholders, and in
order to do it effectively, they must therefore be knowledgeable about their needs
and expected methods of their meeting.

M.S. Sandhu, K. K. Jain, ]J.I. Kalthom (2011) bte Ahmad, coming from the
assumption that knowledge is a strategic resource for organizations, used
a questionnaire addressed to the employees of public organizations, trying
to identify the barriers of knowledge sharing within organizations, as well as
possible actions to encourage this type of behavior. The results of the research
showed that employees personally believe that knowledge sharing is conducive
to improving the competitiveness of the organization. At the same time, they
pointed to the lack of a proper knowledge-sharing strategy within organizations,
or failure to be presented with such strategy by the management, as one of the
barriers to successfully implement this process. An important role was also
played by personal motives (selfishness) and other organizational barriers, such
as lack of technological information conducive to the sharing of knowledge,
lack of rewards and recognition, lack of time or, last but not least, lack of
interpersonal skills. Identified initiatives to support knowledge sharing were as
follows: management support, development of IT technology, and cooperation
between offices.

A. Gurtoo (2009), in his work, strived to identify resources and competencies
of public organizations in India prior to the introduction of reforms aimed at
marketization of their business from the early 90’s, and which enabled smoother
transition through the process of changes and faster adaptation to the new
reality, as well as maintaining a competitive advantage. Identified resources
included: leadership, loyalty of employees and their experience, knowledge
sharing, access to government information (due to the public nature of the
organizations).

In addition to knowledge and the resources mentioned above, the research
also included resources such as: human resources (Kamoche 1997, Carmeli 2004,
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Carmeli, Schaubroeck 2005, Ridder, Bruns, Spier 2005, Fabiyola, Manicka Vasugi,
Murugadoss 2010, Sadatsafavi, Walewski 2013), intellectual capital (Herremands,
Isaac 2004, Kong 2007) and reputation (Smith 2008, Kong, Farrell 2010).

K. Kamoche (2007) points to the necessity of paying closer attention to the
development of human resources in public organizations as an essential factor
influencing their success. He pays particularly close attention to the fact that
it is not possible to build a competitive advantage for the organization on the
basis of human resources without the awareness and understanding of the
potential that lies in them by the management. Only then will managers be
able to create an effective human resources strategy, translating into success of
the organization as a whole. A similar assumption can be found in the works
of A. Carmeli (2004) and A. Carmeli, ]J. Schaubroeck (2005). Studies from 2004
confirmed that, in an uncertain environment, organizations with strategic
human capital (defined as having employees who are educated, engaged in
their work, and meeting the VRIO framework criteria) achieve better financial
results. In 2005, this relationship was supplemented with the assumption that
the impact of human capital on the results of the organizational performance
will be the greater, the higher is the perceived value of human capital among
the management. Apart from the awareness of managers, another crucial
element for the development of human capital is the issue of creating a working
environment conducive to building human capital based on the RBV concept
(Sadatsafavi, Walewski 2013).

H.D.Ridder, H.J. Bruns, F. Spier (2005) focused in their work on the identification
of key assumptions under the competences of RBV with regard to a successful
implementation of changes within the organization. The analyses conducted did
not point directly to the generally perceived human capital. The specific role
has been attributed to the involvement of managers in the process of change
and their competence in creating new rules for the organization. Commitment
and values one stands for (in a way, work ethic) as special features of employees
(human capital) which make it possible to achieve above-average results were
identified also in the work of K. Fabiyola, SP Manicka Vasugi S. H. Murugadoss
(2010).

From human capital, we move onto a broader category of intellectual capital
as a key organizational resource. Intellectual capital is a combination of the
three inseparable categories of resources: human capital, structural capital
(organizational learning, knowledge, processes, IT systems, brands, patents,
licenses, infrastructure, strategies and organizational culture) and, finally,
relational capital (internal and external relations) (Kong 2007). These works
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emphasize the role of intellectual capital in building a competitive advantage
by enabling organizations to develop unique abilities, relations and processes,
resulting in the development of leadership skills and overall welfare of the
organization (Herremands, Isaac 2004, Kong 2007).

The reputation of an organization is also considered a strategic resource in
managing public organizations. Literature studies conducted by E. Kong and
M. Farrell (2010) show that, in the case of non-profit organizations, reputation
and image are key resources in building and managing good relations with
stakeholders - they allow the organizations to gain stakeholders’ support,
including financial support (e.g. grants). The research also shows the relatively
fragile nature of the reputation and image, highlighting the need for ongoing
management of these resources and their improvement. The need for proper
management of reputation and image can also be found in the work of A.D.
Smith, who believes that reputation should be constantly built and maintained
as an important element of the overall organizational strategy. Furthermore,
the organization should also be prepared for the eventuality of its reputation
becoming undermined by developing relevant plans of action.

4. Conclusions

Implementing the logic of the resource-based view in the management
of public organizations in a turbulent environment seems to be the right strategy.
With that being said, however, there are still no clear results confirming this
assumption. Research so far conducted has focused on a particular resource
as a medium of a competitive advantage. In the opinion of the author, instead
of considering a particular resource to be the key (human capital, knowledge,
leadership) to success in a dynamic environment, one should instead focus more
on promoting the approach of the resource-based view in the organization as an
effective strategy. This means that the organization would be forced to look at
its own resources and competences, and - depending on the situation - combine
those resources which could give it a competitive advantage. Therefore, the
organization should be flexible (Krupski 2008).

In further research, the author intends to focus on verifying the relationship
between strategic orientation of the organization (market-wise or resource-wise)
and organizational efficiency. The author will also try to find answers to the
question whether basing the strategy of public organizations on the resource-
based view will help them achieve success in a turbulent environment.
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particularly popular in public management, although, as pointed
out by the literature, it may be the solution to environmental
turbulences that public organizations also have to face. This
article focuses on presenting a review of to-date research relating
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