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Wstep

Problemy ekonomii, polityki ekonomicznej i finansow publicznych wydajemy w serii
Prace Naukowe Uniwersytetu Ekonomicznego we Wroctawiu. Niniejsza publikacja,
stanowigca pierwszg z czterech czesci materiatow konferencyjnych, zawiera 36 opra-
cowan, w tym sze$¢ w jezyku angielskim. Zostaly one poswiecone aktualnym
problemom naukowo-badawczym z zakresu teorii ekonomii, realizacji polityki eko-
nomicznej — w wymiarze mikro- i makroekonomicznym — oraz zagadnieniom zwig-
zanym ze stanem finanséw publicznych w Polsce 1 na $§wiecie.

Liczne grono autorow prezentuje wyniki swoich dociekan naukowych w postaci
teoretycznych i empirycznych analiz zwigzanych z polityka fiskalng na szczeblu
centralnym i samorzagdowym, wykorzystaniem instrumentow polityki podatkowe;j
w odniesieniu do opodatkowania kapitatu, pracy i konsumpcji oraz z problemami
polityki pieni¢znej i rynku kapitatlowego w skali krajowej i miedzynarodowe;j. Po-
nadto zeszyt zawiera opracowania dotyczace nieréwnosci spotecznych, polityki re-
gionalnej i lokalnej, rozwoju produkcji rolnej, obszaréw wiejskich i przetworstwa
spozywczego, problemow sektora ustug turystycznych i transportowych, jak row-
niez rozwoju innowacyjnos$ci przedsiebiorstw, efektywnosci wydatkow na B+R oraz
polityki panstwa w obszarze rynku pracy.

Publikacja nasza jest adresowana do $rodowisk naukowych i studentow wyz-
szych uczelni oraz 0so6b, ktore w praktyce zajmuja si¢ finansami publicznymi, wspot-
czesnymi problemami polityki ekonomicznej czy ekonomii. Poszczegdlne artykuty
byly recenzowane przez profesorow uniwersytetow, w wiekszosci kierownikow
katedr ekonomii lub polityki ekonomicznej. Za ich rzetelne recenzje chciatbym ser-
decznie podzigkowac. Dzigkuje¢ rowniez pracownikom Katedry Ekonomii i Polityki
Ekonomicznej Uniwersytetu Ekonomicznego we Wroctawiu oraz wszystkim oso-
bom i instytucjom zaangazowanym w powstanie tej publikacji.

Jestem w petni przekonany, ze ksigzka Problemy ekonomii, polityki ekonomicz-
nej i finansow publicznych bedzie Panstwa inspirowa¢ do dalszych badan i dociekan
naukowych oraz przyczyni si¢ do powstania rownie interesujagcych opracowan
w przysztosci.

Jerzy Sokotowski
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Summary: Increased interest in cluster development results, among others, from the role they
play in the development of economic operators functioning in such an environment. At the
basis of activities and success of clusters lies a strategy that designates development trends.
It accounts for common resources and collaboration options for the participants, and also for
constantly changing environment. Designing such a strategy should take the form of a
continuous process, in which various aspects of cluster operation as a whole and the issues
concerning the cluster participants are covered. The Desk Research method was employed,
which included the analysis of all information submitted, i.e. available at websites, on cluster
development strategies. Ten strategies were selected at random out of several accessible
documents. The strategies were subjected to validation with the methods of cluster
development strategy formulation. That was done with respect to the analysis-based theoretical
concept of cluster and organisation development. The paper aims at identifying the most
important issues in devising cluster development strategy (stages, structure and content), and
their validation based on economic practice. The approach to formulating cluster development
strategy, proposed in the paper, combines the most important aspects of cluster operation and
development with the methodology of formulating organisation strategy worked out by
marketing sciences. Although clusters are different, they share properties of varied significance,
which are decisive for their development. Those properties should affect strategy distinctive
features and set directions for its formulation. The investigations demonstrate that in economic
practice, cluster development strategies vary with respect to scope, formulation methods, and
the content. Not all strategies examined comprise the components required, which indicates
those are incomplete, they consequently lack complexity or integrity.

Keywords: cluster, development strategy, strategy formulation methodology.

Streszczenie: Wzrost zainteresowania rozwojem klastrow wigze si¢ z ich rola w rozwoju
podmiotow w nich funkcjonujacych. Fundamentem dziatalnosci i sukcesu klastra jest posia-
danie strategii nakreslajacej kierunki rozwoju, uwzgledniajacej wspolne zasoby i mozliwosci
wspotpracy podmiotow oraz ciggle zmieniajace si¢ otoczenie. Budowanie takiej strategii po-
winno przybra¢ forme procesu o charakterze ciagtym i rozwojowym, w ktérym uwzgledniane
beda rézne aspekty funkcjonowania klastra jako catosci oraz poszezegélnych jego podmio-
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tow. Zastosowano metodg¢ Desk Research — analiz¢ materialow zastanych, czyli zamieszczo-
nych na stronach www strategii rozwoju klastrow. Sposrod kilkunastu dostepnych dokumen-
tow, metoda doboru losowego prostego wybrano dziesig¢ strategii. Celem artykutlu jest
identyfikacja najwazniejszych aspektow formutowania strategii rozwoju klastréw (etapow,
struktury i tresci), oraz ich weryfikacja w praktyce gospodarczej. Celem naukowym artykutu
jest doskonalenie metodologii formutowania strategii rozwoju klastrow. Zaproponowane w
artykule podejscie taczy najwazniejsze aspekty funkcjonowania i rozwoju klastra z wypraco-
wana na gruncie nauk o zarzadzaniu metodologia formutowania strategii organizacji. Chociaz
kazdy klaster jest inny, to jednak posiadajg one wspdlne cechy o réznym stopniu waznosci,
ktére decyduja o ich rozwoju. Cechy te powinny nada¢ charakter strategii oraz ukierunkowac
proces jej formutowania. Przeprowadzone badania wykazatly, ze strategie rozwoju klastrow
w praktyce gospodarczej réznig si¢ pod wzgledem objetosci, metodologii formutowania
oraz tresci. Nie wszystkie badane strategie zawieraja wymagane elementy, co $wiadczy o ich
nickompletnos$ci, a w konsekwencji o braku kompleksowosci 1 spojnosci.

Slowa kluczowe: klaster, strategia rozwoju, metodologia formutowania strategii.

1. Introduction

Faced with the challenges posed by the conditions of operation in contemporary
times, characterised by turbulent changes in economy, society and the environment,
economic entities seek such modes of operation that would facilitate market success.
That is vital, because presently, as never before, so many resources and skills
necessary for a company to achieve success are located outside the firm, thus beyond
the direct control of its management. It is therefore necessary to seek collaboration
with partners, which is reflected in establishing networks, coalitions and alliances.
That happens at various levels, local, national and also international. Such cooperation
should: (1) be sought not only to carry out individual projects, but rather be aimed at
long-term time scale, (2) recognise that the primary objective is not mere resource
sharing, but a reduction in the level of failure risk, (3) be established on many levels,
with many participants involved, who represent different lines of business and
environments, (4) not be focused on individual tasks, but have a systemic character,
which implies that at various stages of the process new partners may be brought in,
(5) be characterised by mutual trust of the partners [Hamel 2006]. The assumptions
for economic cooperation described above indicate how complex it is. The
cooperation makes it necessary to adopt a consistent and flexible approach, allowing
for validation and updating of solutions. In the fast changing environment, such
cooperation is extremely difficult.

Cluster is one of the forms of organised activities, which to a large extent allows
the participants to collaborate in the manner described above. It is a certain form of
a network established by businesses and the supporting institutions, compliant with
a modern approach to the organisation, nature and effectiveness of the economic
processes. Clusters are thought to be of key importance for the competitiveness and
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innovation in businesses being cluster participants [Walczyk 2013]. They are also
perceived to be of value to science, research and educational institutions [Bartosik
2010] as they contribute to their development, which in turn facilitates regional
development, and indirectly the growth of economy.

Presently observed cluster development occurs on a larger scale than that of
other forms of business concentration, cooperation and entrepreneurship formation
[Molenda-Grysa 2012] which results from the challenges posed by contemporary
environment. Those originate in both globalisation and regionalisation processes.
Clusters are formed through bottom-up initiatives of the entities concerned, or top-
down initiatives of local governments.

As shown in the results of numerous investigations into clusters, not all of them
are successful [Walczyk 2014]. One of the reasons is that they occasionally have not
been able to orient their activities in relation to a long term perspective with respect
to determining objectives, cooperation area and achievable benefits. Consequently,
the strategy aimed at multi-aspect stable cluster development is either not available
or incomplete. Therefore, it is extremely important that cluster development strategy,
resulting from strategic thinking, should follow proper methodology and have well-
defined content.

2. Cluster properties important for strategy formulation

Clusters are in the scope of interest of both economic science and practice. Due to

observations and investigations carried out for many years, it has been possible to

confirm the diversity of such structures, and to identify many aspects of their operation.

According to M.E. Porter [2001, p. 81] “Clusters are geographic concentrations
of interconnected companies, specialized suppliers, services, companies operating in
related industries and associated institutions (universities, research, standardization
and trade associations) in specific areas, competing or cooperating”.

Cluster is perceived as a multidimensional phenomenon, where organisations
from different industries cooperate, thus forming a structure based on a network of
relations [Steinle, Schile 2002].

Essential cluster properties, identified on the basis of observations and
investigations [Mikotajczyk et al. 2009; Kierunki rozwoju klastréow... 2009; Gorynia,
Jankowska 2008] include the following:

*  Geographical proximity of cluster-forming entities. That involves spatial con-
centration of businesses emerging around a large company. The participation of
members located far away, however, is not excluded, as they can take part in
some cluster activities, e.g. research and development. Labour concentration is
in the cluster activity area, which exceeds the country’s mean value, being also
one of the characteristics.

* Diversity of cluster members. Those include firms, research institutions, univer-
sities, central and local government bodies and related units.
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* Members represent the same, or related industries (modern or traditional). That
facilitates specialisation in a given area, sharing common technologies and skills,
and also using the same business-related services.

e Coopetition of companies, which comprises both competition and cooperation.
That makes the relations between economic entities involve both competition
and collaboration. Competition enforces continuous progress, innovation and
improves effectiveness. Collaboration, on the other hand, contributes to joint
potential and expertise of cluster members, which makes it possible to carry out
activities that could not be performed by individual companies.

* Cooperation and strong bonds between cluster members. Interaction involves
working towards common objective, which is based on mutual trust. That results
in an increase in effectiveness of activities performed by cluster residents (e.g.,
through joint purchase, distribution channels, communication platforms, promo-
tion strategies, scale effects, etc.). Collaboration with research and business-re-
lated institutions facilitates access to the latest technologies, innovation transfer
and personnel development. Cooperation with governmental bodies improves
cluster’s conditions of operation, and provides financial support, advisory servi-
ces and infrastructure.

e Appropriate number of members, i.e. cluster critical mass, in Poland, for exam-
ple, minimum ten members are needed to form a cluster.

* Cluster identity related to the formation of the structure, establishing common
organisation culture, and a system for visual communication.

Cluster formation is stimulated by both globalisation processes and those
occurring in the regions. The first include increased market harmonization, growing
importance of standards in technology and procedures, and growing international
recognition of intellectual property rights [Gorynia, Jankowska 2008]. Regional
processes that stimulate cluster formation are manifested in the use of local natural,
material and human resources. Those phenomena contribute to the development of
information technology and telecommunication, which enhance the flow rate and
safety in the transfer of people and goods, and at the same time reduce the costs. All
these factors lead to the concentration of business activities at national, regional and
international level.

In addition to global and regional processes, other stimuli for cluster formation
include economic effects, namely scale advantage and reduction in transaction costs.

Scale advantages can be internal and external in character. In accordance with
the modern agglomeration theory, internal scale advantages are the factors that
explain the reasons for business activity concentration in a specific location [Gorynia,
Jankowska 2008]. External scale advantages make cluster become a specific industry
resource, formed in the process of location, and conducting the same, or similar
business activity in the same region. Geographical proximity facilitates the formation
of bonds between entities and provides a stimulus to cluster formation.
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Reduction in transaction costs is one of the most important reasons for residency
in clusters [ Walczyk 2012]. The reduction is possible due to relations between firms,
which contributes to the regularity of supplies of resources and services to client
companies. Repeatability of transactions lowers the costs of seeking contracting
parties, and also the costs related to drawing up the contract. Additionally, firm
operation in clusters broadens experience and establishes interpersonal relations,
which lowers costs related to coordination in transaction management and monitoring.
Reduction in transaction costs is enhanced by geographical proximity of cluster
residents, because it decreases transportation and travel costs, termed as “geographic
transaction costs”.

Table 1. Benefits from cluster residency

Entities Advantage characteristics

Firms Those result from establishing regular, or project-related collaboration with other cluster
members. They are found in many areas of activities and are generally quantitative
(measureable) in character. The typical ones include: increased specialisation and
innovation, better use of available resources and production options, broadened
knowledge, better access to information, new solutions and business activities, reduction in
costs, including transaction costs, possibility of carrying out large projects, staff potential
development, increase in brand equity, better adaptability to changing environment.

Science, Those result from options offered by collaboration with other cluster members. They
research produce advantageous effect on information and knowledge transfer, commercialisation
and of research outcomes, researcher development, the development of the environment that

educational | facilitates the start of spin-out and spin-off firms established by individuals related to
institutions | the academic community. Activities within cluster make it easier to join international
research groups and provide benchmarking of scientific findings, better position of
university or research institution in relations with business and authorities, exchange of
ideas and experience concerning forms of collaboration between research, economy and
local government. In education, the learning content is better fitted to the needs of the
industry businesses, which makes it easier for the graduates to land a job.

Region Those result from the effect produced by outcomes of collaboration of cluster members
on the region’s economic and social development. Clusters offer firms better conditions
of operation (access to specialised suppliers, services and labour market). Local and/or
trade networks of small and medium-sized companies are strengthened. The quality of
knowledge is improved, possibilities of learning at the level lower than the national one
are increased. In a given area, strong and competitive clusters facilitate faster economic
development of the region and contribute to the growing wealth of a local society,
which makes the region more competitive.

Source: [Zuber 2008; Mikotajczyk et al. 2009; Koszarek, Erlandson 2011; Afsarmanesh, Carmarinha-
Matos 2005].

Observations and numerous investigations into cluster-related issues make it
possible to identify advantages gained by individual cluster members, which result
mainly from geographical proximity and their mutual relations (Table 1).
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3. Concept of cluster development strategy

Organization strategy is one of basic management instruments. As seen in practice,
under market economy conditions, good strategy has been a key factor in the success
of many companies. On the other hand, many failures can be explained by strategic
management errors. Strategy can be defined in a number of ways, most frequently, it
is understood as purposeful action. When an organization is successful, that is
generally assumed to result from a good strategy, i.e. specific, coherent and purposeful
set of decisions and actions performed in a given time [Kozminski, Piotrowski 1999].
Many definitions of strategy are found in sciences related to strategic marketing.
In the present paper, the following definition has been adopted: “Strategy is the
determination of the basic long-term objectives of an enterprise, and the adoption of
courses of action and the allocation of resources necessary for carrying out these
objectives”. Thus, it is a process of establishing by an organisation long-term
objectives, drawing up plans and taking actions, and also allocating resources
necessary to achieve those objectives. In other words, it is a program of defining and
attaining objectives of an organisation, and also of carrying out company mission
[Zuber 2008].

Strategies are intended to operate from a few to several years. Constructing
organisation strategy should be a continuous and progressive process, and not a
single-event occurrence which leads to drawing up a document. The basis of strategy
drafting should be provided by the results of a detailed analysis of internal and
external environments (that of the macro-environment and competitive operators), in
which special emphasis is put on development forecasts. The results lead to formulas
that define long-term development of the organization, including mission, vision,
strategic objectives, specific objectives and actions. For a strategy to operate, it is
necessary to indicate funding source, and the means of performing and monitoring
actions included in the document. The most important characteristic of strategy is
flexibility, so that the strategy could be modified to accommodate internal or external
changes.

Devising cluster development strategy is an extremely difficult task due to the
complexity of the organization structure. That results from the diversity of operators
who are cluster members, the nature of relations between them, different expectations
and possibilities of action performing. To ensure effective cluster operation, its
development and success, it is essential to adjust cluster strategy to the strategies of
individual participants. Collaboration within cluster must be based on identifying
common objectives that are possible to attain by individual members of the cluster
and their mutual trust. At present, while formulating the cluster strategy, it is
necessary to adopt the from-outside-to-inside approach. That means the environment
is the starting point, and the internal conditions are taken into account later on
[Frankowska 2012]. Thus, the final form of the cluster development strategy is
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greatly affected by the condition and needs of the environment, competitiveness
capacity of the industry, availability of technologies, expertise and funding sources.

The observations above indicate that the process of devising cluster strategy
development (reflected in the structure of the document) should include the following
stages:

1. Cluster characteristics (concept, the most important information) — history,
basis and reasons for establishing cluster, cluster members and functions those
perform.

2. Determination of the cluster development potential — the analysis of external
and internal conditions at macro and micro level. The following factors need to be
taken into account: the industry competitive capacity, the trends that affect the
industry development, the potential of cluster residents and the relations holding
between them (value chain). This stage should be concluded with the SWOT analysis,
which could help identify strategic problems in the cluster development.

3. Cluster strategic identification — setting the directions for activities and
development. That covers the vision, mission, objectives (tree of objectives) and the
effects of accomplishing them. Important issues at this stage of the strategy
formulation include indicating the sources of funding for activities related to cluster
objectives, organisation and structure, and also the strategy monitoring system.

Cluster characteristics. At this stage a short description of the cluster is made.
The information provided includes the foundation date, names of cluster initiators,
coordinator and his/her tasks, legal status, operation area, properties and model type
(open, closed). It is extremely important to present the membership structure i.e.
cluster mapping, which gives the cluster residents and categorises them into firms,
support institutions, R&D units. While presenting firms, it is necessary to specify
their main area of operation, supporting institutions, size and the legal status. This
component may also describe activities of the cluster performed so far, the effects of
those, and collaboration of entities.

Determining cluster development potential. In devising cluster development
strategy, the diagnosis of internal and external strategic potential is of key importance,
as the results provide the basis for determining directions of cluster activities.

This stage should comprise:

Analysis of the region’s economic potential with respect to cluster. That involves
the analysis of regional strategy documentation with the focus on the region’s main
specialisations [Mitek 2013] and support to cluster policy. The analysis also includes
the importance the industry cluster represents in the economic structure of the region.
That could be determined using selected indicators (net revenues from sales, rate of
employment, exports volume, outlays on innovation) compared with those for the
whole region. At this stage, natural, material and human resources of the region and
competence in the existing institutions and business-related environment need to be
assessed. That is vital for lobbing, attracting investors, negotiating services for
companies located in the cluster, and also when applying for the EU funds.
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Analysis of the cluster external potential. That involves the examination and
assessment of the competitiveness capacity of the main part, or parts of the cluster
activities, and also the identification of trends and factors that affect cluster
development. It is therefore necessary to evaluate the importance of a given industry
for the economy (contribution to GNP, the value of the marketed production,
investment outlays, R&D outlays, employment, export volume) and its attractiveness.
To evaluate the attractiveness, the Porter’s five forces method could be used. The
method makes it possible to gain knowledge on the intensity of competition in a
given industry, bargaining power of customers and suppliers, possibilities of start-
ups and threats from substitutes. Setting trends for the industry development should
be comprehensive in character. Changes in the organisation and position of the
industry (including the business-related institutions), relations with customers, added
value of the products, and others need to be covered. When determining the cluster
external potential, it is necessary to take into account the fact that the cluster operates
in a wider context of macroeconomic factors and trends. Those factors are beyond
the control of the companies located in the cluster, however, they must be closely
observed and responded to. Those include political, legal, economic, social and
cultural, and also technological aspects [Gierszewska, Romanowska 2014]. When
using strategic analysis methods, such as PEST or the scenario method, it is essential
to identify those factors, determine how they affect the cluster development, whether
they produce a positive or negative effect, and how strong this impact is. The results
of the analysis of the cluster external potential provide a basis for the evaluation of
the attractiveness of operating in a given industry, and for specifying the main
opportunities and threats. They also constitute an important aspect of the cluster
internal potential, therefore they contribute to the drawing up of development actions
for cluster members, which are consistent with world-wide trends.

Analysis of the cluster external potential. That includes the identification of
resources, and also of present and potential market segments, on which cluster
members operate. At this stage, it is most important to specify key products and areas
of interest. A special emphasis should be given to unique competences and product
specialisations. The analysis of the resources possessed by cluster residents can be
presented in the form of a matrix of functions and resources, in accordance with
Hofer and Schendel (Table 2).

On the basis of the analysis of resources and expertise, it is possible to define the
area of joint activities, which could be profitable to all cluster members.

Cluster SWOT analysis. It comprises opportunities and threats, and also strengths
and weaknesses, which affect the cluster competitiveness potential and can be used
to determine development directions. The results of the analysis of the cluster
potential, seen from the internal and external perspectives, provide a basis for
distinguishing a group of problems that hamper cluster development, and to
determine, e.g. the areas that need intervention.
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Table 2. Matrix of cluster functions and resources
Function R+D Produ.ctlon Marketing Finance Management
and resources Services
Allocation Investments Investments Outlays on Funding Information
of financial in research in production | promotion. sources. technology
resources infrastructure. | and technology | Participation | Own share in systems.
Trainings for | infrastructure. | in fairs. projects. Strategic
personnel Trainings for | Economic Trainings for analysis.
personnel missions. personnel Trainings for
Trainings for the company
personnel management
Physical Laboratories. | Technological | Professional Level of Equipment
resources Equipment for | lines. Modern | promotional Information for the cluster
design offices | machines and | materials. Technology meeting site.
equipment. Internet provision. Equipment
Logistics website Value of assets | available to
infrastructure the company
management
Human Employment | Employment | Employment |Employment Employment
resources structure structure structure structure structure
Organisational | Certificates, Quality Market Means of Managerial
resources patents management | research. communication. | expertise.
granted, system. Distribution Organisational | Organisational
improvements | Production system. structure. culture.
introduced. management | Trade and Controlling Leadership.
Organizational | methods. marketing Mechanisms
modes Production expertise of control and
logistics coordination
Technology Technology Production Cluster brand. | Information Information
and technical | potential capacity. Internet—based | technology technology
resources Manufacturing | cooperation system system
potential

Source: [Downar, Frankowska 2012].

Cluster strategic identification. Information collected in the strategic analysis
makes it possible to recognize the fundamental issues of cluster existence, activities
and development. This stage starts with the formulation of cluster mission and vision.

Mission can be treated as the cluster self-expression and gives answers to
questions, such as why it should exist, how it is to operate, what it aims at, whose
needs and in what way it is supposed to satisfy. The issues also concern the cluster
role in the social context [Gierszewska 2003]. The mission should indicate cluster
organizational identity, set directions for activities, refer to the future, and cover
challenges that concern all cluster members [Obtoj 2001]. For the mission to be
effective, it is necessary that it should constitute a coherent business concept
underlying the character of the cluster. The cluster residents must believe the mission
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is feasible and that it successfully combines the common cluster values with their
own ones [Bembenek 2012].

Vision should determine the concept of the model of the present and future cluster
structure, of its operation and development defined by aspirations, creativity and
imagination of cluster residents [Janasz, Janasz 2008]. Thus, the vision provides an
optimistic image of the future possibilities, and in this way, it is a representation of
the cluster structure and its position in the environment.

To carry out mission and vision, it is necessary to define strategic objectives
of cluster activities and development with respect to strengths and weaknesses,
and also opportunities and hazards specified in the SWOT analysis. The task requires
a comprehensive approach, which includes the following components
[PriceWaterhouseCoopers 2011]:

» strategic direction — the position the cluster intents to take up in the long-term
perspective,

* range — the main activities to be focused on,

e competitive advantage — the key cluster strengths and the means of utilising them
in the most effective way,

* resources — the way of utilising resources, which includes skills, infrastructure,
finance, relations, technical competence.

* conditions — external (political, economic) factors that may affect the cluster
development,

* interested entities — the major expectations of the key members and impact of
those on cluster development.

Determination of common objectives is of key importance for cluster integration,
gaining experience and trust, which are essential for further cooperation. The
objectives must be appropriately formulated, precisely defined, measurable, realistic,
scheduled, organised and logically interrelated. They have to offer advantages to
cluster residents and related institutions. Typical range (strategic areas) of cluster
objectives are [Koszarek, Erlandson 2011]:

e joint research and development,

e export promotion, new markets,

e education and education institutions,

e support to innovation and innovation implementation,
e joint application for government contract,

* benefits from scale advantage, cost reduction,

e joint marketing,

e provision of services for firms,

* lobbing.

The number of strategic (major) objectives should not be greater than four or
five. When the strategic objectives are determined, it is necessary to state and
describe, in a detailed manner, activities which ensure the accomplishment of those
objectives. The effects, possible to be reached, and benefits for cluster members
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should be assigned to activities. The effects are often specified for the strategy as a
whole, due to the fact that objectives can be highly convergent. It is also essential to
schedule the activities, categorizing them as short, medium and long-term ones, to
define the potential sources of funding, instruments that could be used to measure the
outcomes, and the participants engaged in the activities.

It is necessary to ensure favourable conditions so that the plan of activities drawn
in the strategy could be implemented. For the plan to be efficient and successful, the
system of cooperation must be built, based on the competence and reliability of the
partners. That needs appropriate cluster organization and structure. It is therefore
necessary to define the final form of cluster organization and its character (open,
closed), and to indicate which entities can become cluster members. It is also
important to specify the powers and responsibilities of the authorities and other
bodies that are located in the cluster.

The final component of the development strategy consists in designing the
strategy implementation and monitoring system. It will primarily allocate the
responsibilities for the strategy implementation. It will also focus on the strategy
implementation and on providing collaboration mechanisms, which coordinate and
integrate activities, and also increase the effectiveness of the funds allocated to
activities. The system should account for the regular observations of external and
internal conditions, and the coherence between the activities and the adopted strategy.
Monitoring should be applied to both the results of activities taken, and the cluster
general development. The results of the monitoring will be helpful when taking
corrective actions and complementing the strategy implementation plan.

4. Cluster development strategies in economic practice

First clusters started to emerge in Poland after 1989, but it is only in recent years that
their dynamic development could be observed. In addition to being just fashionable,
those created a welcome opportunity for less economically developed regions.
A strong stimulus to cluster formation was provided by Poland’s joining the European
Union. The cluster concept present in the Europe Strategy 2020 is an important tool
of economic policy [European Commission 2010]. In this document, cluster is
regarded as a factor that contributes to the economic development under the
conditions of strong global competition. That belief was reflected in the priorities
chosen for Poland’s economy. It was assumed that the competitiveness of Polish
economy will increase both in the EU and on the global market. In this context, an
important role was played by the support given to businesses seeking innovative
solutions, which were largely facilitated by the company location in the cluster. The
policy intended to support clusters was introduced already in the years 2004-2006, it
was enhanced in the budget perspective 2007-2013. As a result, many clusters were
formed, in 2014, their number was estimated at approx. 250 [Brante Partners 2015].
They operate in different sectors of the economy, and most frequently have the legal
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status of an association or a commercial company. Many less formalized structures
are also found.

Observations and investigations into this subject show, however, that not all
clusters become successful. The question why that happens cannot be answered
directly. The complexity and multiple aspects of the cluster structure imply that
many reasons may be involved. Those could be related to the cluster formation stage,
evaluation of the development potential, the selection of collaboration area and
orientation of their activities. The reasons could also be associated with the social
context, e.g. lack of trust between cluster members.

Therefore it seems necessary to identify and maximally minimize the possible
causes of failures when the cluster is established and developed. To achieve that, it is
vital to formulate cluster development strategy in a correct way. The strategy has to
state, in a precise manner, what assets are delivered into clusters by individual
members, what profits they can expect due to the location in the cluster, and what are
means and time perspective in which those profits could be earned. Achieving that is
only possible when all cluster members are engaged in designing the strategy and
when proper methodology is used. As indicated in the present paper, the methodology
of formulating cluster development strategy should include the following stages:
(1) cluster identification, (2) determination of cluster development potential, and
(3) cluster strategic identification. Those stages correspond to the structure of the
strategy and its content.

As regards the practical aspects of cluster development strategies, an attempt
was made to analyse actual cluster development strategies, which were validated
against the methodology assumptions. Out of several documents available online,
development strategies of the following clusters were selected at random:

1. Baltic Sea Eco-Energy Cluster — Battycki Klaster Ekoenergetyczny — BKE
[Strategia Rozwoju Baltyckiego... 2009].

2. Lower Silesia Tourism Cluster — Dolno$laski Klaster Turystyki — DKT
[Strategia Rozwoju Dolnoslgskiego... 2013].

3. Food Cluster in the Pomerania Province — Klaster Spozywczy w wojewodztwie
pomorskim — KS [Strategia Rozwoju Klastra Spozywczego... 2008].

4. Tourism Cluster in Sopot — Klaster Turystyczny w Sopocie — SKT [Strategia
Rozwoju Klastra Turystycznego... 2011].

5. Lubuski Metal Cluster — Lubuski Klaster Metalowy — LKM [Strategia
Rozwoju Lubuskiego... 2013].

6. Mazovian Chemical Cluster — Mazowiecki Klaster Chemiczny — MKCH
[Strategia Rozwoju Mazowieckiego... 2014].

7. Pomeranian Cluster ICT (now called INTERIZON Pomeranian Cluster ICT)
— Pomorski Klaster ICT— PKICT [Strategia Rozwoju Pomorskiego... 2009].

8. West Pomeranian Sailing Cluster — Pomorski Klaster Zeglarski — PKZ
[Strategia Rozwoju Pomorskiego... 2013].
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9. Greater Poland Furniture Cluster — Wielkopolski Klaster Meblarski — WKM
[Strategia Rozwoju Wielkopolskiego... 2007].

10. West Pomeranian Timber and Furniture Cluster — Zachodniopomorski Klaster
Drzewno-Meblarski — ZKD-M [Strategiua Rozwoju Zachodniopomorskiego...
2007].

Selected clusters represent eight industries and are located in different regions of
Poland, but the majority of them are based in the north of the country.

The strategies of those clusters were developed in the following years: 2007 —
WKM, ZKD-M, 2008 — KS, 2009 — BKE, PKICT, 2011 — SKT, 2013 — DKT, LKM,
PKZ, 2014 - MKCH.

The strategies clearly differ in the volume of the document, the number of pages
is given for each cluster: BKE — 51, DKT — 118, KS — 70, SKT — 58, LKM — 20,
MKCH - 49, PKICT - 108, PKZ — 40, WKM — 113, ZKD-M — 47.

In seven of the documents of concern, emphasis was placed on the participation
of all cluster members in devising the strategy in cooperation with external experts.

The analysis of the strategy structure in accordance with the proposed stages,
and also of the content showed the following:

Cluster characteristics: In a majority of the strategies, present and potential
members were presented and characterised, the group of founders was specified,
legal status and the cluster model were given. Except for three cases, no information
was available on the cooperation of the firms beforehand, which is important because
cooperation is often a major factor in cluster formation.

Determination of the cluster development potential. All strategies analysed had
this component, but differences could be seen in the methodology and the component
location in the document. In five strategies, the analysis of the region’s potential, as
a support to cluster policy was not provided. The cluster engagement in the region’s
major specialisations is not indicated, either. Each strategy gives a detailed analysis
of the sector in which cluster operates, it specifies the most characteristic features,
the development potential, significance for the region and economy. Unfortunately,
not all strategies present major trends that affect the global development of the sector,
which could negatively affect the proper identification of opportunities and threats,
or development problems in the industry, in which the cluster operates. In the
strategies of concern, differences can be found in the determination of the cluster
development potential, especially in the assessment of resources, skills and key
competences, which help identify cluster strengths and weaknesses, and also
collaboration area. In a few cases, this potential was determined in a very general
way, with emphasis put on qualitative assessment. In the methodology of cluster
development strategy, the SWOT analysis is given a prominent role, as it provides
the basis for the strategy formulation. Therefore, the absence of this analysis in three
documents seems puzzling.

Cluster strategic identification. In all the documents of concern, it can be seen
that this strategy component was worked out on the basis of the results of determining
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cluster development potential. The most important statements that substantiate
cluster existence and govern its development, namely vision and mission, were
correctly formulated from the standpoint of the assumptions. Both the vision and
mission were translated into objectives, the range of which is presented in Table 3,
and which provided a basis for constructing the tree of objectives.

Table 3. Range of strategic (major) objectives for selected clusters

Range of strategic (major) objectives Entities — Clusters
Joint research and development LKM, MKCH, WKM
Export promotion. New markets BKE, LKM, MKCH, ZKD-M
Personnel. Education and education institutions BKE, DKT, KS, LKM, PKICT, PKZ, SKT,
WKM, ZKD-M
Support to innovation and innovation DKT, KS, LKM, MKCH, PKICT, PKZ,
implementation ZKD-M
Joint application for government contracts DKT, MKCH
Benefits from scale advantage. Cost reduction BKE, SKT, WKM, ZKD-M
Joint marketing BKE, DKT, KS, LKM, PKICT, SKT, WKM
Development of cooperation between firms, DKT, KS, LKM, PKICT, PKZ, SKT, WKM
support to firm development
Lobbing (for the cluster, industry, region) BKE, DKT, KS, LKM, SKT, WKM, ZKD- M

Source: developed on the basis of the author’s research.

The tree structures of the objectives of the development strategies vary, and they
can be categorised into a few groups:

a) Several strategic objectives. Each of those was accompanied with a short
description and substantiated.

b) A few strategic objectives. Activities were assigned to each of those, together
with a description and an implementation plan.

c) Four-five strategic objectives. Activities were assigned to each of those,
together with a description and schedule, effects and potential source of funding.

d) Primary objective, strategic objectives and operational objectives. Activities
and entities performing those were assigned to operational objectives.

e) Strategic objectives not accompanied by any description or explanation.

f) Primary objective, areas of operation and objectives assigned to those, and
expected outcomes.

The adopted structure of tree of objectives affected the form of their presentation,
which in turn, influenced the detail level of this part of development strategies of
selected clusters. Except for three documents, in majority of strategies, the
formulation of development objectives was followed by indicating the sources of
funding for attaining those objectives. Activities aimed at constructing such a cluster
organization that would facilitate the accomplishment of objectives were described,
yet most strategies focused on designing an effective system of partners’ cooperation.
The strategy implementation and monitoring system was the last component of
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selected documents that was subjected to analysis. Such a system was absent from
two documents, in the others, responsibility for strategy implementation and the
assessment of the results of activities were assigned to the general cluster development.
Only two documents emphasized the necessity of monitoring external and internal
development conditions, and the coherence between the tasks performed and the
adopted strategy.

5. Conclusions

Cluster has become an increasingly popular form of organizing economic activity.
It allows members, representing various industries and backgrounds, to collaborate
on different levels. The cluster constitutes a certain kind of network of firms and
supporting institutions based in a specified geographical area. They contribute largely
to the development of economic operators located in the cluster, and to their profit
making, which results mainly from geographical proximity and relations between
cluster residents.

The complexity of cluster structure, multitude of the aspects of its operation, fast
varying environmental conditions and different expectations of the members
sometimes result in failures. It is essential to properly orient the cluster activities.
Cluster development strategy plays the most important role in this respect.

To construct cluster development strategy, it is necessary to:

* Engage the representatives of all cluster residents. That will contribute to the
adjustment of the cluster development strategy to the development strategies of
individual members.

e Design appropriate methodology for development strategy formulation. The me-
thodology needs to combine knowledge of clustering with the methodology of
formulating organisation development strategies. That will allow improvement
in strategy correctness and cohesion.

In the paper, an attempt was made to systematize the components and content of
cluster development strategy in order to improve the methodology of strategy
formulation. On the basis of the analysis, scientific findings, results of observations
and investigations into clusters, and theories of organization development strategies,
it has been assumed that the construction of the cluster development strategy should
include three stages, which correspond to the structure (parts) of the document.
Those are: cluster characteristics, the determination of the cluster development
potential and the cluster strategic identification. Each of those stages has to include
tasks which will lead to the specification of the content, which, in turn, will produce
a complete, coherent entity. Although clusters vary, the properties they share should
define the strategy character and direct the process of strategy formulation.

The methodology of cluster development strategy formulation, described in
the paper, was used to validate development strategies of selected clusters. It was
shown that actual cluster development strategies varied in volume, the formulation
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methodology and content, which indicates that different approaches could be used
when dealing with the issue.

In the cluster development strategies analysed, six documents (60%) can be
evaluated as complete, because they contain all the components and the corresponding
content. In the remaining documents, methodology errors were found, both at the
strategic analysis stage and the cluster strategic identification.

The errors identified at the stage of strategic analysis (cluster characteristics and
the determination of the cluster development potential) include: the lack of the
region’s potential analysis, unidentified trends that mostly affect the development of
the major cluster segment, too general determination of the cluster internal potential,
and the absence of the SWOT analysis of the cluster.

At the strategic identification stage, the major methodology errors are related to
the lack of information on the funding sources, the cluster structure and organization,
and the monitoring system. Varied approach to the construction of the tree of
objectives, which affected the strategy accuracy level and completeness, should also
be noted.

The analysis of the selected development strategies also showed differences in
the identification of profits that result from the collaboration within the cluster. In
some cases, those were determined prior to the formulation of the objectives; in
others, they were presented as the effects of the strategy implementation. It could be
inquired when the benefits for individual members of the cluster, resulting from their
cooperation, should be identified. At this stage the question is not answered, although
it seems the awareness of the advantages does contribute to the operation of the
cluster.
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