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Abstract
In a world of rapid and continuing change it is imperative that organizations maximize their return on all assets. One of the least-exploited assets is the knowledge that resides within the individuals and groups of the organization. It is possible to create an organization that has an appropriate culture and the internal systems and structure to realize the potential locked into these assets. This is what knowledge management attempts to do (Banks, 1999).
In this paper, there is presented different attempts to define what organizational culture is. Then is shown impact of organizational culture of project team on project results, which directly refers to organizational performance. It is also outlined main advantages of project oriented organization and compared some types of organizational cultures. And lastly, there is recommended the way, in which project oriented organizational culture should evolve to manage knowledge effectively and to better manage relationship with environment.

So, what is then organizational culture. First elaborations about organizational culture are found in early fifties (Jaques, 1951)[footnoteRef:2], when organizational culture became a subject of research. Organizational culture should be investigated in on background three other very important cultures as: culture of environment and country, in which manager was born and lived (imprinted culture[footnoteRef:3]), culture of country in which manager works (in case of international careers), and professional associations (which is composed of ethical code, professional code, prestige, attitudes, history and other factors referred to particular profession) [2:  Based on:. „Zarządzanie – teoria i praktyka”, Koźmiński, Piotrowski, 1998 p.399-481]  [3:  It's my own name of this occurrence. Imprinting is the term used in psychology and ethnology to describe any kind of phase-sensitive learning (learning occurring at a particular age or a particular life stage) that is rapid and apparently independent of the consequences of behavior. It was first used to describe situations in which an animal or person learns the characteristics of some stimulus, which is therefore said to be "imprinted" onto the subject.] 

Organizational Culture – clinical model of Edgar Schein[footnoteRef:4] assumes 3 components of organizational culture: artifacts, standards and values and assumptions. Submitting a diagram in the form of a triangle in addition shows, that the most visible part in the workplace are artifacts (can be seen by the naked eye). Standards and values are not so visible but during in-depth participatory observation and research can be noted how participants of organization do take decisions, how they turn to each other,  and how the standards and values (e.g. for ethics or approach to the environment) declared by them are respected. [4:  Ibidem, p. 458] 



Schein model of organizational culture

Least visible and aware part of the culture are assumptions. To reach the objectives of assumptions, there is necessary very insightful understanding beliefs underlying deeply in attendees of organization, concerning not only work but also their life views align them, how they organize themselves, their environment and relationships with the environment and who they spend their time with outside work, their attitude to spirituality, and from which culture imprinted culture they are rooted in. Often the participants themselves do not know what to what beliefs and assumptions they are directing towards, sometimes they call it intuition, sometimes voice[footnoteRef:5]. [5:  You can hear then: "something had make me do this ..." ] 


Five levels of culture according to King are:
· national culture – patterns affect personality occurring in populations of individual nations
· organizational culture — by Schein definition
· organizational climate – often depends on the context in which the organization is currently located and attitudes and responses to this context, it is a part of the culture and is characterized by change 
· under-organizational units cultures and subcultures – mix of local cultures, different perspective view of the organizational culture, with their behaviors, artifacts and assumptions[footnoteRef:6]. Although they are different, they do not fight with each other and coexists on different levels throughout the organization. [6:  Examples include Accounting Department and Transport Department in company involved in the delivery of construction materials] 

· climate team – attitudes towards team members during decision-making, tasks, sharing knowledge and evaluating work effects (King, 2008)
Such an approach is closer to author in the context of reflection on project management and project management oriented organizations, where a very important factor influencing the project results is culture of development team and a changing context of activities as a result of unique projects.

Types of organizational cultures – review and development of the concept
 
In the section[footnoteRef:7] about organizational cultures are exhibit some author’s to attempts to define organizational culture approach. As the basic model is a model by Trompensaars and Hampden-Turner, assuming that the organizational culture — like in Schein’s model – consists of three layers:  [7:  Based on „Sustainability w biznesie czyli przedsiębiorstwo przyszłości – zmiany paradygmatów i koncepcji zarządzania”, Grudzewski, Hejduk, Sankowska, Wańtuchowicz, 2010, p. 213-228] 

· External – intellectual and human behavior
· Middle – standards and values
· Core – basic assumptions
This model in its structure does not differ from the model proposed by Schein so the author propose to describe organizational culture presented by Robert Dilts’[footnoteRef:8] model. This model applies to describe human in coaching and psychotherapy and seems to be ideally suited to understand and describe organizational culture, which also is man’s creation.  [8:  Based on: „Od przewodnika do inspiratora – Coaching przez duże C” – Dilts Robert., 2006, wyd PINLP, Warszawa] 

· Environment - this level is equivalent to artifacts in Schein’s model. Means everything what is related to external of organization, environment, artifacts
· Behavior – defines how behave participants of organization
· Skills – what organization knows, can, and the level of knowledge
· Beliefs - are certain truths, which are reproduced in organization and accepted as existing
· Value – what motivates the organization and its participants (family authority, money)
· Identity – who are and who they feel as participants of organization, who is the organization
· Mission – is a spiritual dimension. Level shows for what the organization exists but also why people live as its participants. 


Dilts’ Model

In this model, change on a higher level always entails change on lower, so: behaviors affect the environment (as modified) and change of beliefs affect skills, and these in turn at the lower levels (I do learn so this can be done).
In review the constituent elements of the organizational culture by Lawrence Suda[footnoteRef:9] were identified four elements shown in the following figure (model iceberg): [9:  http://pmchallenge.gsfc.nasa.gov/Docs/2006attendee-presentations/2006presentationsCD-attendee/Lawerence.Suda.pdf] 

· Behavior: Observable actions, e.g. eyecontact, greetings
· Attitudes: Opinions, e.g. superiority over others
· Beliefs: “Isms”, e.g. vegetarianism, socialism
· Values: Intrinsic ends, e.g. respect, love, justice

Organizational culture is a component of all these elements all organization employees. Changing the culture is therefore possible for persons with elements of culture that adhere to a target direction changes or/and by changing behavior, attitudes, beliefs and values of existing employees – of course most easily change items at the top of the model (behavior, attitudes) and most difficult these bottom (beliefs, values)[footnoteRef:10].  [10:  http://www.4pm.pl/dodruku/kultura_organizacyjna_sprzyjajaca_zarzadzaniu_projektami-45-1033.html] 


Culture may have negative and positive impact on the organization. Examples of positive impact in reducing complexity, improving communication what involves faster decision taking and accelerate the implementation of projects, smaller capital expenditure on control, more motivated employees and stability of the organization. Negative impacts pursuits shutting inwards, blocking new ideas, unwillingness to change, the fixation of old masters, thinking, lack of flexibility. With this approach is stated that in the modern economy more chance to success have the cultural-open to exchange organizations and provoking to those changes, flexible rather than a stable and not invokes specific changes in ambient, proactive rather than changing under the influence of external coercion, defining their surroundings and pre-emptive changes than being at the end of the changes.
By reviewing the different concepts of cultures can stumble on the following statement. Culture can remind family (ideal family model), where the leader is a good father, who decide for all and knows what is best for them. This more culture based on proximity and home atmosphere and motivate employees through membership. Culture type Eiffel Tower is very hierarchical culture with clearly defined paths of promotions and subordination and roles played by participants called resources resulting from job descriptions. Culture type “guided projectile” operated more like project oriented business, where are created interdisciplinary teams invoked to achieve strategic advantage. Members of this culture are "potentially equally", since they never know when a situation occurs that the head of project replace the crewman and opposite, and human value is measured by quality of work. Culture type incubator is primarily field to development and fulfillment of units, there is no structure and use first of all for creative activities. A sustainable culture proposed by authors is comprised primarily of rapid response to change, change management, quick decisions, projects and efficient communication. The disadvantage of such a culture is that it focuses too much on accelerating and efficiency of processes, and then loses focus from what happens outside the organization.



	Description
	Organizational Culture

	
	Family
	Eiffel Tower
	Projectile controlled (guided)
	Incubator
	Sustainable

	1
	2
	3
	4
	5
	6

	Relations between employed people
	Overall organic whole relationship with whole that one is associated
	Partial role in mechanical system interaction required
	Partial cyber system aimed at common objectives,
	Comprehensive spontaneous relationships resulting from the joint creation
	Overall relations, sustainable common action towards achieving the objective

	Attitude towards authority
	Status is assigned to a parental attitudes that are near and execute full authority
	Parent Status is assigned to roles, which are distant but powerful
	Status is achieved by working group members who have contributed to achieving goals
	Status is achieved by individuals being the model of creativity and development
	Status depends on the knowledge, competence, ability to change management

	Ways of thinking and learning
	Intuitively, holistic, lateral and repair errors
	Logical analytical, vertical, reasonably effective
	Focus on the problem, expert, practical interdisciplinary
	Process oriented, creative, ad hoc, pitch
	Thoroughly thought out, smart and efficient to stimulate changes in ambient conditions

	Attitude towards employees
	Family members
	Human resources
	Professionals and experts
	Contributors
	Cooworkers

	Ways to change
	"father" changes course, direction
	Changing the rules and procedures
	Change approach as objective is moving
	improvisation and tuning in
	The change follows quickly where appropriate

	Ways to motivate and reward
	Personal satisfaction that you are loved and respected, management by objects (things)
	Promotion to higher positions, greater role, managed by the description of the position
	Wage or recognition for results and fixed issues, management by objectives
	Participation in the process of creating a new reality, management by enthusiasm
	Ability to absorb ensures greater durability cooperation, management by changes

	Criticism and conflict resolution
	Prick up your second cheek, protect other losing face, not loose games of authority
	Problems were allegedly irrationality, unless there are adequate procedures for conciliation conflicts
	Constructive Criticism and concerning only tasks, then grant mistake
	Criticism is aimed at improving the creative ideas and not its negation
	Continuous vigilance helps solve conflicts which are treated as something normal like criticism that is creative and not destructive

	Approach to knowledge
	Higher rank intuition than knowledge into books, less hypotheses and deductive and more trial and error, call questionnaires, intuition over more objective data
	Skill in playing the role of and needed for promotion, adjusting "resources" to roles
	Close to the objectives and opening up to measures, learning is ones leadership roles
	Creative, but lack of practice, knowledge into books
	Thinking, learning and changes happening simultaneously


Table: Comparison of cultures – supplemented by author under "Culture company type sustainable to other cultures[footnoteRef:11]" [11:  Based on „Sustainability w biznesie czyli przedsiębiorstwo przyszłości – zmiany paradygmatów i koncepcji zarządzania”, Grudzewski, Hejduk, Sankowska, Wańtuchowicz, 2010, p. 226-227] 


In the literature can meet with different breakdown cultures organization – according to L. Suda four types of culture can be differ:
· Interoperability (Collaboration)– main values: interoperability, synergy, focuses on customer, the decisions not taken on the basis of data (people-driven)
· Control (Control) – has its roots in the military – main values: certainty, predictability, security, stability, discipline, order, standardization,
· Powers (Competence)– main values: achieve high/best quality, unique products and services, professionalism, training, competition,
· Excellence (Cultivation ) – Cultivation has its roots in religion – main values: development, faith, dedication, commitment, creativity, subjectivism, decisions not taken on the basis of data (people-driven)

Different division proposes, R. Yourker (classification c. Handy)[footnoteRef:12]: [12:  http://www.pmforum.org/library/papers/2004/CultureBudapest.pdf] 

· Culture of force (the power Culture) – receded organization managed by owners of small and medium-sized companies – owner as the root and often the only business, decisions are usually quickly, without careful consideration to all possibilities 
· Culture Role (The Roles Culture) – emphasizes functional organization breakdown, very thoroughly and clearly defined roles and responsibilities, the force is heading and not with expertise 
· Culture Tasks (The task force Culture) – promotes work in groups to achieve specific results (oriented projects), values ones expertise on specific issues, often occurs in organizations with a matrix structure 
· Culture Unit (The Fictional Culture) – organizations of this culture are based on units, which emphasize its crucial role in the play, pursue organization 

The above schemes do not cover all ways of describing cultures. Many companies had already reached sustainable level. To go a step further and inspection-expertimental culture is (Davenport, 2009). Go beyond sustainable culture means not only manage and create knowledge but also conscious planning, coordinating and learning from the tests and experiments. This gives permission for culture of making errors and puts strong emphasis on stand-alone testing hypotheses assuming that there are no failures only feedback. Allows creating indeed more than react to it, as well as rapid withdrawal from successful business areas. Advantage over the other cultures is to approach to projects with small steps using prototyping method. The main principles are:
· Training managers in the design of testing and experimentation
· Application software supporting approach "experiment and learn"
· Gathering knowledge
· Regular repetitions of experiments, continuous verification assumptions and performance
· Central support group, a central coordinating centre of tests, projects, prototypes.
To perform work organization in that way, company should achieve a high level of maturity in the field of knowledge management. (PDCA Plan, Do, Check Act) in inspection-experimental organization is as follows: 


PDCA cycle in inspection-experimental culture, based on Davenport 2009[footnoteRef:13] [13:  Based on HBR Polska, 10.2009 s. 64-65] 


Author believes that the evolution of cultures in the companies on higher levels will go more precisely in the direction of flow inspection-experimental culture.

Knowledge and knowledge management

Polish Association of Knowledge Management defines knowledge management as a complex of areas taking into account the knowledge engineering tool, issues of funding, creation, transfer and use of knowledge from public sector (education, health, environment), development, transfer and application of knowledge in economic organizations and administrations (Drelichowski, 2004). Knowledge management is also defined as a approach recognizing generation and application of knowledge as a main function of organization and attempting to develop methods to increase efficiency and collection of intellectual capital, it means the sum of available knowledge organization (Kociatkiewicz, 2008). Knowledge management is simply ensuring that the Organization has the necessary knowledge, maintain it, enlarges, develops and uses (Banks, 1999).

Knowledge based culture

Many scholars and practitioners claim that a supportive organizational culture can enable the successful implementation of knowledge management technology initiatives (Park, Ribiere, Schulte, 2004). 
Knowledge management is a major business improvement model. The KM label, however, is already losing its capital letters and although organizations in all sectors, and of all sizes, are developing a KM approach and activities theKMterm is often avoided because of its connotations of centralized control and because there is no clear definition of knowledge. Similarly, although the development of a knowledge friendly culture is generally recognized as a central requirement, few organizations attempt to meet this problem head on. More common is the implementation of KM activities with explicit business impact – ‘quick wins’, which help affect and change attitudes and processes. Knowledge management is about people connecting with people. It is about recognizing the strength that comes from working in multi-skilled teams. It is essentially about being part of the product and service delivery team – not being an optional extra (Agell, Oxbrow, 1999).
In test report among companies with 500 Fotune list it was found that culture and reputation have significant positive effects on knowledge transfer. However, the study found no support for the role of incentives. The findings lend credence to the notion that knowledge transfer is a social activity in which employees must willingly engage and is one that cannot be incentivized. The findings reinforce the idea that knowledge transfer is not a socially neutral process. It is a social activity occurring within a social context, the success of which is largely influenced by who employees see as their partners in this process, how well do they know one another, and whether or not they view knowledge as something to be shared with their colleagues. Therefore, managers need to pay careful attention to the social context within which knowledge transfer efforts are taking place (Lucas, 2006). At the end author indicates the potential impact of identity, knowledge structures and major changes in the volume of employment, which may also affect the transfer of knowledge and should be the subject of further study.
The results of other studies indicate that collaborative culture influences organizational learning which in turn influences business performance (Lopez, Peon, Ordas, 2004). At the same time, it was indicated that a culture of collaboration in itself is not the factor helping in achieving competitive advantage. Culture of cooperation must modify, through learning, organizational guidelines and attitudes to assist to gain advantage. One of the limitations of this study is the fact of other variables such as organizational structure, leadership and strategy which affect learning. Also shown that learning cab not be tested without examining social context.
KIC (knowledge innovation culture) is another look at the culture of knowledge management. The innovation-based culture of knowledge is defined as type of values, behavior and system that raises the competitive edge and ensure sustainable growth (...) by creating knowledge. It refers especially to innovative knowledge, ideas, methods and means culture institutions and spiritual culture (...) (Sheng, Sun, 2007)
Other researchers (e.g.. King, 2008) challenge the central role of the organizational culture as a helpful when implementing knowledge management philosophy, pointing to the other relevant factors, which can be seen on three levels: individual, group and organizational.

	KM-related outcomes at three levels

	Individuals
	Teams
	Organization

	Willingness to search and notice, searching and noticing behaviors and willingness to form new patterns of cognitive association
	Degree of collaboration
	Innovation processes and performance

	Behaviors that reflect new cognitive associations
	Communications methods, media and quality
	Responsiveness to change

	Sharing behaviors
	Amount and effectiveness of sharing of knowledge
	Amount and quality of collective learning

	Knowledge-use behaviors
	Degree of virtualness
	Amount and quality of collaborative problem solving

	Individual learning
	Amount and quality of cooperative learning
	Amount and quality of knowledge embedded in products, processes and relationships

	Role clarity
	Team efficiency, effectiveness and timelines of performance
	Capabilities created

	Job performance
	Project success
	Utilization of KM processes, KM technologies utilized, KM strategy employed, effectiveness of creation, acquisition, sharing, transfer and other KM processes,
existence of KM artifacts such as communities of practice, expert networks, discussion forums, best practice repositories
KM-related changes in organizational vision and mission
Success of KM
Return on KM investment

	Job satisfaction
	
	


KM-related outcomes at three levels

King’s research shows that relationships between knowledge management and organizational culture are an important part of "knowledge management" knowledge, nevertheless seen them on several levels and that these levels impacts on each other so that changing to one automatically implies a change to another
In shaping cultural knowledge in addition to the organizational structure important is the role of the business process layer, which allow the creation of knowledge and its easy movement (Sabri, 2005) and organizational culture connections with external environmental of organization (Chang, Lee, 2008).

Projects. 

Project Management Institute in a guide to the project management Body of Knowledge defines  project as periodic project undertaken to create a unique product or service (PMBOK, 2000). This definition requires attention to several essential aspects. The word periodic indicates that project activities in opposition to the business process is not a constant activity and has clearly defined beginning and end. The project is also venture, meaning that are involved in it needed to carry out product or service specified resources. Objective indicates the need to define the result and the necessity of planning ways to handle, while product specifies the result or criterion after which it is considered that the draft ended success or failure. 
Chong and Brown argue that all concepts of business projects are based on the common assumption that business is a combination of the following factors: capital, time, work, and a little luck (Chong, Brown, 2001). Both argue that it can be shown that for consistent presence of failure or happiness lies something more and that such consequence should be a source of concern, while the aforementioned items target links management. 

Project Management

Project Management Institute in a guide to the project management Body of Knowledge defines project management knowledge as application of knowledge, skills, tools, techniques for project activities so as to meet its requirements. Heerenks concludes that the project management process requires a small organizational structure (the development team), which is often a separate microcosmos within the organization and after reaching the desired end process requires a small structure has terminated (Heerkens, 2003). Author believes that the project is unique, which occurs only once, and often does not have information about previous projects of this type, with each project will involve a great confusion involves taking risks.  (  knowledge management = limiting risk knowledge management)
Project management system should help in answering such questions as: what tasks are required to complete to final product requirements? Who is to perform these tasks? How best to communicate project information to all concerned? When do the individual jobs? How much will the project cost? What happens if certain tasks are not completed on schedule? (Chatfield, Johnson, 2004)
On this basis, the author in this paper proposes a definition of project management, and so is “applicable knowledge, skills and tools to manage a temporary organization formed in order to produce a unique product or service”.

Sources of competitive advantage in project oriented organizations.

Competitive advantage is the ability to gain advantage over competitors through prospecting and implementing high margins[footnoteRef:14].  [14:  Based on: „Zarządzanie – teoria i praktyka”, Koźmiński, Piotrowski, 1998] 

Problem of competitive advantage for project oriented organization can be seen in two ways: external and internal. 
In terms of internal projects also compete. Compete for resources. About time. About success. Of workers. And most important, and what there is open between companies – about priorities. A consequential priorities of the internal client (for companies priorities are set by external client). The organization becomes a place where so-called project-wars have place.
Since then in a knowledge-based and project oriented organization priorities will be determined in the wisely manner. Process management and prioritization should look like: 



Project management and prioritization cycle

After priorities assignment knowledge should be used in a project at any stage of the following:
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Project management using knowledge management[footnoteRef:15] [15:  www.projectportfolio.pl, 12.02.2010] 


Once the strategic objectives for the organization are set the identification, analysis and assessment, prioritizing and selection of projects to portfolio should be based on the identification, development, maintenance and proper knowledge resources.
After deploying knowledge management within team, the way to obtain competitive advantage from a team level might look like this:

schema of project teams’ competition (author’s own development)
Teams with more advanced knowledge management procedures and greater experience are more likely to get less manageable project to do. In turn, for organizations that can achieve more advanced projects which put indirectly on company profits.
 In terms of external competitive advantage is understood as the unique position of companies on the market (industry) in relation to its competitors, channel lower cost and prices, or lower cost with even higher prices, better services, faster deliveries, better collection of brands and others. Advantage of project oriented organizations often refers to the flexibility, responsiveness and ability to recruit the best professionals in the section of project which involves a high quality product.

Organizational culture, project culture and project development team culture.

Project is temporary subculture. Subculture appointed for a limited period in order to achieve certain benefits. Each project creates its own standards, artifacts, competences because it has its leader. According to Prince2 methodology, the project manager is responsible for its lifetime and is required to deploy its own rules, treatments and documentation if those given in organizations do not provide appropriate control over the project. In this sense, the project is one in levels of culture according to King model.


Parts of organizational culture (author’s own development)

By appearing earlier in the article table with the classification of cultures project oriented culture optometrist culture type guided projectile. Constantly changing purpose, usefulness participants organization in the context of their services, uncertainty when who will need changing teams, uncertainty roles, hierarchy and often very new ventures are difficult to manage and synchronize. 

Conclusions

Implementation of knowledge management in the projects although raises efficiency projects may not be enough to achieve competitive advantage. It is thought that in order to achieve competitive project oriented organizations evolved simultaneously in two directions. The ideal model would mix knowledge based culture and inspection-expertimental culture. This allows for the efficient use of resources and testing new ideas and rapid withdrawal less profitable projects. To achieve this is to begin changes from project managers responsible for individual teams. Workers should be provided with all possible sources of knowledge and organizational climate, which allows the perpetration and learning from mistakes. This requires a high trust and committing part time and resources on testing new markets, products and practices, but seems to be profitable in the future.
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