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Abstract The article presents selected, more important definitions of innovation in
an enterprise, paying attention to those of them which emphasize its immaterial
character. It describes models of the innovation process, concepts of the innova-
tiveness system and models of the innovative activity of a firm. It was found out
that the elements of these objects are a coherent entirety. The principle of the
presented research approach is the paradigm assigned to Schumpeter of merging
various activities within the innovation process. It turned out, however, that an
attempt to implement such a broad programme, namely the invention and the
imitation of innovation, often ends in failure. The reason is that we cannot rec-
ognize the tools of analysis and define the determinants of the innovation process in
the comprehensive Schumpeterian approach, however, we can resolve these issues
by studying each fragment of this processes of innovative character. The aim of the
article is to present the concept of the dichotomy of the innovation process in an
enterprise and indicate the way of using it in practice. Two autonomous processes,
crucial for the development of innovativeness, are distinguished in this concept,
namely the process of innovation invention in its immaterial form and the process
of innovation implementation which has got material and immaterial character. In
the strategy of an organization it is necessary to define the object and the scope of
analysis, at the same time considering the level of innovation ability of an enter-
prise; in a creative industry they may specialize in creating ideas, designing nov-
elties and offering innovative projects to an appropriately selected target
group. Traditional firms should develop and implement these projects in practice to
the benefit of customers. It should be emphasized that the choice of the subject of
innovative activity determines the innovation ability of the organization, the ability
to manage innovative projects and the use of modern (agile) management methods,
as well as management pragmatics. The article is of theoretical and empirical
character. To achieve the aim and verify the theses, following research methods
were used: literature analysis, impact factor analysis, professional conversations
with experts.
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1 Introduction

The survival and development of enterprises in unstable environment requires
unique competences of management staff and personnel, first of all in strategic
effectiveness, operating effectiveness, project management and innovativeness
skills. Innovativeness understood as the ability to create and implement innovations
is a contemporary method of manufacturing new products in a better or changed
way, method of improving processes and relationships, method of achieving the
strategic and operational goals of an organization (Fig. 1).

An innovative business model defines the catalogue of projects and goals con-
stituting the overall strategy of an enterprise. The strategy implementation justifies
undertaking restructuring and innovative activities, uses the project management
method, as well as supervision and control instruments. The creation of innovation
model can be used in the organization’s business activities for the development of
knowledge and innovation as well as raising its competitiveness.

The aim of the article is to present the concept of the dichotomy of the inno-
vation process in an enterprise and presentation of the results of empirical research.
The study has been created as an attempt to show the author’s concept of creating
and implementing innovations.

The following theses were adopted in the presented concept: innovation process,
regardless of the type of innovation, can be approached twofold, namely as the
process of invention of innovation and the process of implementation of innovation.
The determinants of both processes and research instruments are totally different,
nevertheless, in numerous innovation models it constituted a coherent whole: from

Fig. 1 The structure of project and innovation management in an organization. Source Author’s
own elaboration
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invention to innovation and to imitation of innovation, which remarkably compli-
cates practical implementation of this pattern.

In its strategy an enterprise can define the subject and scope of innovative
activity according to the possessed innovation ability, as well as project abilities to
dynamize and steer innovation activity. It has been assumed that innovation can
constitute both a complete innovation process and a part of this process that has an
innovative character.

As a thesis it was also assumed that the method of evaluating innovation ability
of an enterprise is an effective instrument of identification of competences and the
level of knowledge of the management staff and employees with regard to inno-
vativeness. The analysis of the level of knowledge, therefore the awareness and
motivation of employees within the mentioned scope, influences the effectiveness
of innovation process.

The article is of theoretical and empirical character. To achieve the aim and
verify the theses, the following research methods were used: literature analysis,
impact factor analysis, expert research and questionnaire method, professional
conversations with experts, conversations with managers regarding pragmatics of
innovation management in an enterprise.

2 Around the Term of Innovation in an Organization

Innovation, in its essence, is variously understood and defined. In already numerous
and broad literature there are a lot of different definitions and interpretations of the
term ‘innovation’. In majority of them the balance point of analyzing this issue is
basically put on the identification of various types of innovations, determinants of
this phenomenon, both material and immaterial ones, its designates and dimensions,
positive and negative effects calculated in a long and short term. The term is
associated with modernization, improvement, novelty or an original solution, an
idea, a new conception, an invention, a design.

Numerous authors draw attention to the problem with defining the phenomenon
of innovativeness. They emphasize that the precise definition of terms related to
innovation, such as type of innovation, innovation process, innovation system,
innovative activity, innovation management, influences the substantive and
methodological aspects of investigating this phenomenon, including the subject and
the scope of the study, the way of conducting the analysis, interpretation of the
results, and finally the innovativeness and effectiveness of enterprises.

In the literature we can find various approaches to investigating the innovation
process in an enterprise. Referring to a well-known concept of the innovation
process attributed to Joseph Schumpeter, expressing three elements of this process
as ‘Invention―Innovation―Imitation’, some authors who deal with this issue
indicate the key meaning of a selected element of the process, others emphasize the
unity of the process thus divided. Some researchers treat invention as the whole
innovation process, whereas others refer innovation to the practical application of a
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new idea, its market diffusion, they expose the process of the imitation of inno-
vation (Howells 2005 p. 1).

Practitioners having a lot of knowledge about innovation management in an
enterprise highlight the meaning of the context of innovation commercialization.
Many of them understand and treat innovation as a process of offering new prod-
ucts, processes and experiences to customers on the one hand, and measurable
benefits to the firm on the other hand.1

The most numerous group is made of authors who understand innovation as
activities related to the creation of an idea and its commercialization, in other words
—they include in their research both the process of invention, innovation and the
process of implementation of invention, they indicate its material and immaterial
character. In this stream there are definitions of innovation developed by
well-known authors, such as: Joseph Schumpeter, Peter F. Drucker, Michael E.
Porter, Philip Kotler, Ricky W. Griffin or Oslo Manual.2

A considerably smaller number of researchers emphasize that innovation in its
essence is immaterial, it constitutes its new element, object, project based on
knowledge and creativity. Such a point of view is represented by, among others:
Simon Kuznets, Percy Whitfield, Robert E. Lucas, Everett M. Rogers.3

1For example, Jeffrey Baumgartner believes that innovation is the ‘implementation of creative
ideas in order to generate value, usually through increased revenues, reduced costs or both’. On the
other hand, Mike Shipulski claims that it is a ‘work that delivers new goodness to new customers
in new markets, and does it in a way that radically improves the profitability equation’. Kevin Mc
Farthing defines innovation as the ‘introduction of new products and services that add value to the
organization’. Gijsvan Wulfen defines innovation as a ‘feasible relevant offering such as product,
service, process or experience with a viable business model that is perceived as new and is adopted
by customers’ (all definitions see: Skillicorn 2016).
2According to J. Schumpeter, innovation is the establishment of new products, new methods or
semi-finished goods (Schumpeter 1939, p. 84). P.F. Drucker regards innovation a special tool in
entrepreneurs’ hands, which is interpreted as an ability to launch new business activity or to offer a
different package of services to customers (Drucker 1992, pp. 40–45). In M. E. Porter’s view,
innovation is a technological improvement related to more effective and efficient fulfilment of
goals (with the use of marketing and management knowledge) (Porter 1990, p. 45). On the other
hand, R. W. Griffin claims that it is every organizational effort whose aim is to launch new goods
to the market (Griffin 2004, p. 424). In Oslo Manual it is assumed that innovation means the
invention and then the implementation of a new method, process, product, instrument, or other
business activity of a market character, organization of work or a relation with external envi-
ronment (Oslo Manual, 2008). In P. Kotler’s opinion, an innovative project—whether it will be
new products, services, processes or business models—upon implementation will give specific,
both positive and negative results (Trias de Bes and Kotler 2013, p. XVI).
3S. Kuznets believes that innovation is the application of new knowledge towards an invention
(Kuznets 1959, p. 30). According to P. Whitfield, innovation is knowledge and creativity building
a new element (Whitfield 1979, pp. 14–15). R. Lucas ascertains that innovation is the accumu-
lation of human capital translated into economic growth (Lucas 1988, pp. 5–7). In E. M. Rogers’s
view, innovation includes all areas which through subjective feelings are recorded and assessed as
a novelty, regardless of a real level of novelty of the said object or thought (Rogers 2003, p. 12).
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In the content of the definitions given we can distinguish at least three
approaches to the description of the essence of innovation. The article adopts two
approaches: the narrow and the broad one.

In the narrow approach innovation is a cognitive process of creating and
developing ideas, concepts, projects―basing on knowledge and creativity―which
are called novelty, a new element by the creator or recipient, the target
group. Innovation (creativity) in this approach can be identified through the eval-
uation of the expected results, or the evaluation of the quality of innovative projects.
In this sense, innovation refers to every object which takes the immaterial form, e.g.
an idea, a new method, an innovative design. Creativity is understood here as the
quality of an object (concept, project) and not the trait of the man, the creator.
(Bartol and Martin 1991, p. 281).

In the broad approach, innovation is any, in principle beneficial, creative and
original change in various areas of an organization’s activity, bringing novelty and
progress in comparison with the existing state assessed positively in the light of the
effectiveness criteria of a given organization (Kozioł et al. 2017).

3 The Unity of the Divided Process

The presented definitions have been developed and expanded in numerous models
of the innovation process, concepts of innovativeness system presented in literature
or in developed models of the innovative activity of enterprises. Examples of
selected solutions concerning innovativeness of enterprises are presented in sub-
sequent Figs. 2 and 3.

The model of progression of innovation process is the development and
expansion of Schumpeter’s innovation process system, particularly in the diffusion
(dissemination) part of innovation. The components of this part (stages of the
process) as a result of mutual influences are a coherent wholeness. However, a
complex, difficult stage of the process of invention of innovation which was called
‘an idea’ was presented very briefly, without an attempt of its operationalization.
What is more, the stage (sub-stage) of the evaluation of the innovative project in the
pre-implementation stage is also missing.

Fig. 2 The progression of innovation process. Source Author’s own elaboration based on: Tidd
and Bessant 2013, p. 89
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Presented above innovativeness system includes two subsystems: innovation
process in the traditional, classical approach and the innovation management pro-
cess. It emphasizes the significance of strategy and strategic planning, monitoring
and operating control, motivation for innovative activities and organizational cul-
ture constituting the context of the system (Fig. 3). Inclusion of innovative activity
in the implementation of strategic goals of an organization is really justified,
however, innovativeness with regard to operating effectiveness, important from the
point of view of productivity and competitiveness of an organization, should not be
limited.

According to the authors of the innovation process model comprising six types
of integrated activities (steps), the reason for limiting innovativeness, already at the
beginning of the process, is the type of managers’ activities. They mainly con-
centrate on solving current problems, they attach less importance to finding
opportunities for its development, especially ideas, innovative projects increasing
competitiveness. Presentation of the proposals of an innovative process solution
with the provision of the plan of its implementation decreases the resistance of
various groups of interest to innovation and improves its completion. Detailed
proposals included in the model aim at improving the innovation process as a
whole. However, they do not contain internally coherent parts of the innovation
process that could be successfully implemented in practice.

The extension of the innovation process which goes further is presented by
Pauric McGowan (1997) and Amabile (1983). Twelve stages of this process create
the algorithm of the procedure similar to the decision making process model, more
broadly to solving problems in an organization. The proposed procedure may also
turn out to be not useful in the innovation management process in an organization.
The described process models are insufficient to increase the implementation
effectiveness of innovations.

Fig. 3 Complete innovativeness process. Source Author’s own elaboration based on: Trías de
Bes and Kotler 2013, pp. XV–XVII
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The quoted definitions of innovation and other notions and terms with respect to
the innovativeness of an organization according to their authors are understood as
systems, objects, whose components, as a result of mutual influences, constitute a
coherent wholeness. A general principle for the presented research attitude is the
paradigm of uniting various activities (stages) within the innovation process and
establishing the evaluation of an innovative project at the stage of its choice and
commercialization. It is assumed that the subject of implemented undertakings is
not a particular stage of the innovation process but all the activities related to it.

4 Dichotomy of the Innovation Process―An Outline
of the Concept

The innovation process, regardless of the character and type of innovation and the
way of its emergence, includes two stages, two autonomous processes:

The process of innovation invention, consisting of the stage of creating the first
concept, a draft concept (an innovative project concept emerges),4 the stage of the
materializing the idea (parametrization of the innovativeness process), and of the
stage of idea evaluation (the evaluation of innovative project in pre-diffusion stage).
The ex-ante evaluation of innovative project is performed, among others, in the
context of the project feasibility, and then its functionality and effectiveness.

The process of innovation implementation, comprising the stage of the concept
selection, namely the innovative project and implementation method, that is the
control over the implementation of the innovative project function and the stage of
discounting value from the implemented idea, namely the interception of value
from the innovative project (see Fig. 4).

An innovative project in the stage of the process of innovation implementation
differs significantly from the project emerged in the stage of innovation imitation. In
particular, they differ in identification of problems and defining goals, the approach
to creating and using ideas (innovation), the level of use of the possessed resources
and designing technologies, competences of designers, the level of risk, time and
budget for implementation, or the project business value.

Innovation invention projects have vaguely defined goals and the ways of their
implementation. It sometimes happens that they are implemented according to the
principle that the solution is known but the goal and the application of the project
are not defined precisely. The budget is not specified and the time of the project is

4A significant element of the analysis is the use of project management idea in innovative
activity―constituting a value for an enterprise. The notion differs from traditional ventures in
terms of the dynamics of progression and the rate of the benefits achieved. According to some
researchers, an innovative project is not precisely defined in literature, it can be defined as
invention of innovation, an idea, a draft of something. A project is also an intended plan of action,
a concept, an initial schedule, a programme. Its uniqueness concerns not only the way of
implementation, but also products or benefits which may arise in its effect (Duncan, 1995, p. 4).
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not defined, and the predicted benefits are uncertain. This type of projects occur
unexpectedly and they are an opportunity for an enterprise (Kelley and Littman
2009, p. 3), they are an innovation that takes on an intangible form (see the
definition of innovation in a narrow sense).

On the other hand, the goals of innovation implementation projects most often
arise from the strategy of an enterprise. Their financial budget, the time of imple-
mentation and, which is the most important, the business value are defined rela-
tively precisely. In their essence, projects of implementation (commercialization) of
innovation are similar to the class of agile projects (Agile Project Management),
which are in the range between standard, and extreme projects are implemented
according to the plan (Wysocki 2013, p. 390; Kozioł and Ćwiertniak, 2018, p. 186).
They usually take on a material form, less often intangible (see the definition of
innovations in a broad sense). In short, in the innovation inventiveness process
unique skills of the creators and motivation of the researcher’s learning and
achievements are indispensable, while in the process of innovation implementation
these requirements relate to managerial abilities and skills, material motivation and
promotion.

The differentiation between both types of projects also concerns the competences
of designers. In an innovation invention project creativity and talent as well as
divergent thinking are of key significance, whereas in an implementation of inno-
vation project these are entrepreneurship and competences with regard to innovative
project management or convergent thinking.

In such an approach entrepreneurship is understood as recognition, evaluation,
refining and use of an innovative project.

As it was mentioned, in this stage it is necessary to perform the evaluation of the
innovative project with particular consideration to the limitation of the project
feasibility, the situation of the organization, the level of its functionality and
effectiveness in the short and long term.5

Fig. 4 Two-dimensional progression of innovation process. Source Author’s own elaboration

5A helpful tool for evaluating an innovative project is the NASA (National Aeronautics and Space
Administration) preparedness method. With this method, you can define and evaluate an idea from
the conceptualization phase of a solution to the stage of its maturity, in which the idea takes the
form of a solution that can be applied in practice (Mankins 1995, p. 5).
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The commercialization of an innovative project requires competences in project
management, the use of modern (agile) management methods so that one could
implement subsequent stages of this process.

Among numerous attributes of a creative idea (innovative project) preferred by
managers and entrepreneurs the following are mentioned: the achievement of
competitive advantage, the inception of value from innovation, the adjustment to
the existing business model, as well as originality and flexibility, namely the
possibility to refine and develop the idea (Gruber et al. 2015, pp. 205–225).
M. Holmes, T. R. Holcomb, P. G. Klein, R. D. Ireland presented the sequential
model of judgments made by entrepreneurs, which considers four criteria (Holmes
et al. 2013): ideation, profitability, desirability and activity. The model explains
how an entrepreneur evaluates the project, starting with evaluation of a creative idea
and ending in evaluation of the venture implementation.

As it can be observed, the determinants of both the processes and research
instruments are considerably different. Also the competences of the designers and
the products of their work are dissimilar. In the process of invention of innovation it
is a unique idea communicated to the firm in which it emerged or the environment
of the organization. Implemented in the process of the implementation of innova-
tion, it creates value for the project buyer, it becomes his intellectual property. In
fact, at least two innovative projects are being created (two innovations) that can be
implemented in a different place and time.

Scientific and research institutes, universities, authors of software, planning and
design companies, advertizing agencies, or R&D units functioning in corporations,
and even single positions of authors constitute the creative industry with high
dynamics of creating (producing) innovative projects. Offered within the industry or
outside it they bring benefits to project authors.

In its innovation strategy an enterprise can choose a broad range of innovative
activity, including both the process of invention of innovation and the process of the
implementation of innovation. However, it requires the extension of innovation
potential and ability,6 necessary for implementation of both processes and their
fragments at the same time. High costs and high risk of the venture are the reason
for which only few organizations can afford it due to financial reasons, material
resources, competences and others.

The majority of enterprises, especially those which belong to small and
medium-sized enterprises assume in their strategy the development of innovation
ability in the area of implementation of innovation. An innovative organization of
this type has the capability of identifying and taking over innovative projects, ideas

6The effectiveness of an enterprise with regard to creating innovation is determined by resources
developed in the past (innovative potential), as well as appropriate skills and capabilities of their
current use. Innovation, which should be emphasized, must be coherent with the strategy of the
organization and originate from it. In this way the organization expresses its readiness to introduce
innovation and defines the methods of implementing innovation. In other words, innovation ability
is the ability to apply the act of creativity of new ideas, inventions, which results in innovation
whose diffusion brings benefits to the enterprise (Koziol et al. 2017).
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from its environment, adjusting and developing a project, commercializing and
incepting value from innovation. It has resources and capabilities to discover and
make use of opportunities to develop new products and processes in order to meet
market needs (Hogan et al. 2011).

Some enterprises implementing innovation also attempt to get involved in the
process of creating innovation, especially those which function in the innovative
environment. They create alliances of knowledge, networks of inventions (Tödtling
et al. 2009), bases of knowledge, various forms of knowledge exchange, for
example ‘Edu-Time’, undertake cooperation in innovation creation (co-innovation)
(Bonney 2012). The last of the mentioned activities, co-innovation, consists in
joined creation of innovation to build common values and increase the level of
competitiveness. The basis, the creative determinant of co-innovation is the use of
IT instruments, particularly e-learning. These instruments, in an significant and
purposeful manner, stimulate the flow of knowledge between the concerned enti-
ties. They can take on other organizational forms, for example they can be a set of
independent, in the legal sense, business units, implementing various projects and
projects coordinated by a company—an integrator which has distinctive, unique
competences.

In this process, the so-called management pragmatics is particularly useful.
According to interviewees—i.e. managers—Polish enterprises are developing
innovative activities, introducing beneficial changes within the stage (stages) of the
innovation process, using for this purpose external sources of knowledge, experi-
ence of international enterprises in particular.

5 Identification of Innovations Implemented in Tourism
Enterprises—Case Study

The aim of the analysis presented in this part of the article is to evaluate the
innovative activity of enterprises, with particular attention to the number and type
of introduced innovations. In the course of the analytical work, cooperation was
established within three hotels and three travel agencies. The results of these
analyses are presented in Table 1, where are presented the characteristics of
enterprises, while Table 2 describes their innovative activity.

Table 1 General characteristics of the enterprises

Specification Hotels Travel agencies

Employment 50–100 10–20

Przychody 3–15 mln Euro 1–3 mln Euro

Scope of operation Regional, international International

Assessment of financial condition Good Good

Source Author’s own elaboration
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With the reference to numerous classifications of innovations the Oslo Manual
Methodology was chosen as it distinguishes product, process, organizational and
marketing innovations.

In the period covered by the study, i.e. in the years 2015–2017, four marketing
innovations, three process innovations and three product innovations were imple-
mented in enterprises. In particular, they concerned: creation of the key clients
databases, development and implementation of a new way of promoting and
advertising foreign tourist trips, the use of social media in marketing activities,
experimental implementation of a flat organizational structure limiting the number
of organizational units and posts, creation of the trade fair and congress industry as
a new form of tourism product, creation and promotion.

As can be noticed, mainly innovations in the product, marketing and organi-
zational process, were dominating, improving, imitating, being a part of the classic
innovation process, bringing measurable benefits to the analyzed companies and
their customers.

6 Final Remarks and Conclusions

The main conclusion that can be drawn from the conducted analysis is that from the
perspective of time some of the authors’ views and presented models have become
obsolete. The presented theory of innovation and so-called ‘innovation triad’ as the
description of the process from invention through innovation to imitation—the
process presented at a high level of generality, homogeneity, low disjunctiveness,

Table 2 Innovative activity of enterprises

Specification Hotels Travel agencies

Number of innovations
implemented in the last three years

4 6

Type of implemented innovations 2 product
1 marketing
1 organizational

1 product
3 marketing
2 organizational

Is there a relation between the level
of innovative activity and the
achieved results, in the short and
long term perspective, taking into
account the productivity? Yes/No

Yes No

Do you evaluate innovative
projects in the pre-implementation
phase? Yes/No

Yes No

What methods do you use to
evaluate innovative projects?

The amount of profit
after implementation
of innovation

The amount of profit after
implementation of innovation
The customer satisfaction

Source Author’s own elaboration
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treated as a field of analysis, the subject of the research of numerous authors. It
appeared, however, that an attempt to invent and apply innovation often ends in
failure since we still cannot explain what premises, cultural and economic stimuli,
the way of implementation of innovative projects, reactions of the markets generate
changes conditioning the diffusion of a new product or service.

We cannot recognize the tools of analysis and define the determinants of
innovation process in the comprehensive Schumpeterian approach, but we can
resolve it by studying each of these processes separately. Therefore, we can discuss
the aggregate (holistic) approach to the innovation process as well as partial
approach towards it, which constitutes the fragment of the innovation process. Both
processes were presented in the concept of innovation process and in the practice of
innovative activity of the analyzed hotels and travel agencies. Management prag-
matics is a factor supporting innovation process. Organizations lacking sufficient
resources did not invest in the sphere of research and development (basic, applied
development works), but instead they tried to use external sources of knowledge,
where the costs of innovative projects and the risk of failure are much smaller than
in the case of conducting own research.

It is in the strategy of an organization that the object and the scope of the analysis
must be defined, considering the level of innovation ability of an enterprise, in the
creative industry they can specialize in creating ideas, designing novelties and
offering innovative projects to properly selected target group. Traditional firms
should develop these projects and implement them in practice with benefits for their
customers.

As we can observe, the choice of the object and the scope of innovative activity
determine innovation ability of an organization, the ability to manage innovative
projects and the use of modern (agile) management methods, as well as innovation
policy supported by management pragmatics.
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