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1)Abstract

Entrepreneurial activities within firms have been a centre @dcitbn for
researchers in past years. Human capital is yet another unexpiosgective
affecting and contributing towards entrepreneurship. To uradhersthow
individual operate entrepreneurially within firm, we interad éxplore how
human capital is developed and how structure and practicegeimal and
external environment of the firm (in this case focusing on SagnElectronics
Corporation) affects human capital development, management andevsze v
In addition to examining the provided framework we also analyse human capital
from innovation prospective. Therefore, the paper contributeart®iexisting
literature in two ways: firstly, we exploring and expanding the&rent
framework of corporate opportunity identification and human dapa
incorporate innovation. Secondly we provide evidence to stpparent
research through a case analysis and also provide factoranonexin further
research.

2) Executive Summery

The research attempts on understanding how human capital adteras a
resource for opportunity identification and other entrepnealeactivities. The
importance of knowledge and learning is highlighted in entrepneship and
improving firm’s performance. The paper analyses and evaluates: Firstly, how
human capital acts as a trigger for corporate opportunity id=attdn followed
by a brief discussion on the types of human capital. Secoholy,and when
various organizational structure and practices reflects on tagorebetween
human capital and corporate opportunity identification. djr how
Entrepreneurial orientation manipulates human capital with a Furthermore,
how and when organizational structures and processes daentcd and
contribute towards motivating individual towards learniagd improving
quality of learning. And lastly, analysing the influence of hunmnasource
management practices and system towards innovative contriloftiodividual
in the organization.

Subsequently the case study of Samsung Electronics is ptoaideg
with detailed methodology highlighting method of datdemtion, case choice
and background. The case study elaborates Samsung Electranis bapital
management strategies, recruiting and training methods and orgarakat
policies and practices. Afterwards, the theoretical concepts prowdelde
literature are then compared with the evidence provided in thestabein the
analysis and discussion section to evaluate establiphmubsitions by the
literature. The analysis and discussion section is followed byp@usion of the
paper, consequently providing limitation of current researche@ments fo
further study.
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3) Literature Review

3.1)Introduction:

Past researchers have given a considerable thought to the falioins w
can affect the entrepreneurial performance of a firm. The components which
have been given major importance were strategycture, firm’s internal and
external environment and organizational values before corporate
entrepreneurship (hereafter CE) (Zahra et al., 1999; Phan et al., 200&kint c
years concentration is shifting towards understanding effects of CE’s activities
and outcome on firm’s performance rather than economic and strategic gain
(Narayanan et al., 2009), which in past research were considered obsolete.

Due to different dimension of corporate level entrepreneursike
formal and informal corporate level entrepreneurship, venturgtigategic
renewal (Sharma and Chrisman, 1999, Zahra et al.,, 1999), developing an
understanding of what we refer to as CE is of grave importance. Ria#mer
viewing CE with respect to all these factors about whicht &ds been said
already, we attempt to shed some light on human capital whi@nother
dimension of CE, accordingly with Shane and Venkataramar0j280own et
al. (2001), Ireland et al. (2001) and Zahra (2008) theory we focugfomng
CE as identification and exploitation of opportunities fiew venture creation.
Due to the conflict in the factors which affect opportunity cosatand
identification (Shook et al., 2003), we are focusing only onodppity
identification.

Entrepreneurial research circulates around opportunity icextiifn. It
revolve around the three basic question of “Why, When and how opportunities
arise for the creation of goods and services” (Venkataraman, 1997). So a
person’s ability to identify opportunity is considered as one of the major factors
in entrepreneurship domain (Gaglio and Katz, 2001).Till nowastrof the
research has studies opportunity with respect to alertnessidGangl Katz,
2001), creativity (Hills et al., 1998 risk (Mullins and Forlani, 2005),
motivation (Kuratko et al., 1997) and financial reward (Shephetd&Tienne,
2005). Only a few researchers have analysed relationship between apportun
and human capital (Davidsson and Honig, 2003; Dimov andh&hep2005),
knowledge and learning (Shane, 2000 and Dimov 2003). The kdtepof
research is more relevant to current study. Shane (2000) concludettieha
knowledge gained by past experience (customer, internal and exteariadt,
problems and gaps) is relevant to the opportunity ideniicgirocess. Dimov
and Shepherd (2005) talked about the relevance of general raapaal for
exploiting opportunity, on the other hand, Davidsson andidgidq2003)
demonstrated importance of specific human capital for opportunity
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identification. We will try to analyse these factors relevancuorent study
further and fill the gaps whenever necessary.

Human capital is considered one of the important firm resources for value
creation (Pfeffer, 1994; Hitt and Ireland, 2002) and with increadiggsson
knowledge and learning within current economic prospective (Gra9s;1
Coff, 1997; Stewart, 1997; Nahapiet and Ghoshal, 1998), importérneran
capital as a firm resource cannot be ignored. Knowledge isideved as
strength of the firm which reside in various forms buthi@ énd it is individual
who possess this knowledge and must learn from it (Gr@86)1earning on
the other hand, is influenced by knowledge and skills of pefdéch and
Dyer, 2004).Both the mentioned factors (knowledge and learmigyidually
and together leads to the formation of human capital of a firmknAsvledge
and learning play an important part in entrepreneurship (Zahra et98b;
Shane, 2000) and both plays vital role in shaping humantatatbie influence
of human capital on CE activities and outcomes is unavoidable.

In accordance with Becker, 1975; Coleman, 1988; Dess et al., 2003 and
Coff, 2005 human capital stand for knowledge, experience, skilfednfdual.
This knowledge provide individual with greater awareness and incthase
decision making capability leading to fruitful outcomes (Becker,
1975).Consistently with the resource based theory, human capi@hsidered
as intangible resource for a firm which creates a competitivardage as due
to the associated complexity as they are difficult to mifgarney, 1991; Black
and Boal, 1994; McEvily and Chakravarthy, 2002).

3.2) Human Capital as a Trigger of Corporate Opportunity |dentification
(Path 1):

While talking about human capital and entrepreneurship, wioshe
researchers’ associate human capital with organization issues (e.g.,
performance, strategy) rather than associating it with entrepreneehaviour
like opportunity identification and exploitation.( Hughes and Ualzas2010).

Human capital theory for entrepreneurship indicates that opyibes.
existing in external environment are better recognized hyithal with higher
quality of human capital. Each individual possess some laumel and skills
(for example- awareness of current market scenario, technological changes,
understanding of customer behaviour, past experience and erdaitiking)
required for firm’s development. All the above knowledge and skills can help to
identify and evaluate opportunities better and assist CE (Hos&tget.,
1998).As mentioned earlier, even though human capital can bevelysiinked
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with opportunity identification (Ucbasaran et al., 200802 Bhagavatula et
al., 2010) in external environment to increase entrepreneurial ibahaf the
firm, enough evidence are not available to support oppoytushéntification
within the firm (Hughes and Ucbasaran, 2010

Prior research provides two different views on opportunity ifiestion.
Theoretically it was assumed that opportunity exist inetm@ronment, waiting
to be discovered by individual (Alvarez and Barney, 2007; Z&2@8). This
theory was further supported by principle of “alertness” given by Kirzner
(1973) which conclude that entrepreneurs have the ability tioenprofitabk
opportunity before they even exist. The other view, based ocalognalysis
suggests that opportunity are not in external environnbentthey are created
by individual based on information gained from past experieand
understanding of current scenario (Schumpeter, 1934; Witt, Za®8a, 2008).
Even though both the views seem to derive different conclutiey, support
current study. If opportunities are indeed circulating in therenment waiting
to be discovered, individual with knowledge and skilll Wmow better where
to look for the opportunity. Thus a prior understanding afkat will help to
analyse the current situation, generate more ideas and behaprergurially
(Kaish and Gilad, 1991; Shane, 2000, Gaglio, 1997).Converseppiraunity
comes from creative mind, individual with higher level of humantabwill be
more imaginative and creative due to better understanding of preplere and
domain specific knowledge which comes from prior experience (Aeabi
1990, Hughes and Ucbasaran, 2010

As it is individual who identify and exploit opportiypibased on the past
knowledge and skills, it can be concluded that human capitah iimportant
factor responsible for firm’s entrepreneurial behaviour.

3.2.1) Types of human capital:

Human capital represents knowledge, skills, and capabilitieslvfidual
distinguished on the basis of whether the resource is tangibintangible
(Castanias and Helfat, 1991).If the knowledge or skills are etnaifgferable
within a scenario (for example- education) they are considered genarahhu
capital (Gimeno et al., 1997). On the contrary if the skills armivkedge are
not easily available and transferable they are regarded as Gpeeifan capital
(Becker, 1993).Specific human capital refers to knowledge and skillshichw
availability is restricted within particular territory. Due teetimtangible nature
of some forms of knowledge and skill, they are considered morablalover
others resources as they are hard to imitate (Kang and Snel),&@Dfads to
opportunity identification (Shane, 2000).
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Firm specific human capital is highly domain specific. It catssof
knowledge which individual learn from various firm definitiaperations.
Knowledge here is developed by learning; the whole process faroisle
where knowledge in a firm is created by learning and later learning cananh
firm’s knowledge and performance (Hatch and Dyer, 2004).Firm specific
human capital encompasses of knowledge about firm’s customer, internal
structure, products, and services (Gimeno et al., 1997).

Apart from firm specific human capital, individual may also uae
entrepreneurship- specific human capital which comes from direcdmech
entrepreneurial experience (Krueger, 1993; Unger et al., In Pressgiistsoof
skills and knowledge which individual possess to creatieeaploit opportunity
(Coff, 2005).

Both entrepreneurship- specific and firm specific human capital
important for corporate entrepreneurship. Entrepreneurship-spduifman
capital will help to identify opportunity in the internadnd external
environment. On the other hand firm specific human capital elp to
understand the feasibility of those opportunities. Even thouogth
Entrepreneurship-specific and firm-specific human capital areoriiaim, a
balance is required for growth and performance development ofirthe f
Entrepreneurship-specific human capital is important for dppiy
identification but if firm-specific human capital is lebsn it would be hard for
individual to realize the whether the firm has potential ressurskills and
capabilities to handle opportunity (Hughes and Ucbas&i(). On the other
hand if entrepreneurship- specific human capital is low thés very much
possible that the people may not be creative or take risk fatlgrohich will
endanger further development of firm.

3.3) Organizational Structuresand Processes as M oder atos of the
Relationship between Human Capital and Corporate Opportunity
| dentification (Path 2):

Till now we have talked about the fact which suggests @hhigher
human capital for the firm will facilitate better opportunitgentification.
Despite the facts provided, it is not always the case thas fiuth higher
human capital have greater opportunity identification capabiigy firm with
weak human capital. The reason behind this is the mismanagefmiemtnan
resources in the internal environment of the firm (Wright et 801®, which
might supress the creative potential ,risk taking abilityewiployee and trap
them in a non-innovative routine of regular work. As opputyuidentification
is a function of knowledge and skills, it is essent@al manage existing
knowledge and facilitate exchange and combination of infeomafNahapiet
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and Ghoshal, 1996; Zahra, Nielsen and Bogner, 1999).Prior researdsdiseu
importance of human capital management and its association with
organizational structured but the research lacks in providimguniversally
agreed upon measures to overcome the flaws in internal environraedt
increase creative potential of employee(Hughes and Ucbasaran,J0{D).
reason behind this can be the assumption that due to diffengamizational
structures no single practice can help to overcome the giitcinternal
environment but a combination of these practices can.

Hughes and Ucbasaran (2010) combined the different reseguobvide
all the factors which were agreed upon and considered importanotyof the
researchers. The first component in the support system of ineamiabnment
Is abutment for risk taking attitude (Hornsby et al., 20B2yton, 2005),
employee should be rewarded if the outcome is profitable for thgpay
which will motivate them further to seek more opportunitiesha same time
firm should have resources for damage control if things don’t work out in
anticipated manner. Secondly employee should be given deasaking
freedom to achieve organizational goals in non-conventionabdsit possible
manner (Hornsby et al., 2002; Kuratko et al., 2005).Thirdly devadogilevel
of interaction between individual for exchange of knowledge @mdbination
of idea throughout the organization Ireland et al., 2003; Ha@db5; Jansen et
al., 2006; Kelley et al., 2009).Lastly support from authdiigyres in terms of
both motivation and resources (for example- information, timeywkedge) so
that individual can actively locate opportunity and act endrsgurially
(Hornsby et al., 2002, 2009; Kuratko et al., 2005; Shepherd et al., 2007).

For CE to exist within firm, human resource management (hereafter

HRM) practice depends upon factors like demolition of dominatitthin the
firm so that employee can actively participate in decision makifigs
collaboration within firm will inspire employee to devel@ more flexible
attitude towards risk talking and creativity (Luchsinger and bgad987).
Encouragement in form of compensation can be provided for thiwsepto
behave more entrepreneurially but a constant monitoringeaf performance is
equally essential to keep the employee on the right trackghés and
Ucbasaran, 2030

For employee to behave entrepreneurially incentive provideddiheua
combination of both intrinsic (for example: authority, calibdegnity) and
extrinsic rewards (for example: compensation). Even though Sy&32)
suggested that intrinsic rewards are reason enough for individ behave
entrepreneurially, extrinsic reward can further encourage employeddoebe
entrepreneurially (Balkin et al., 2000; Chandler et al., 2000).i8etral., 2008;
Ireland et al., 2009 suggested that compensation offered onasis of
contribution rather than result, will motive employee towardk taking and
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creatvity. Barringer and Bluedorn (1999) supported this theortheir finding
that compensation practices if restrained by financial controtesult in short
sightedness among individual which will affect long termatsggy and outcome
of the organization. Therefore long term rewards strategy wilbnigtfacilitate
opportunity identification (Ireland et al., 2006a, b) but ibwdd also help in
disposing firm’s human capital to obtain desirable result.

Giving individual liberty and freedom to take decisions witlihe
organization may influence their opportunity identification ¢apgg in a
positive way (Burgelman, 1983; Lumpkin and Dess, 1996). Prayidif-
governance to employee will help them accustom with daily eseenaia better
way, maintaining a level of flexibility and comfort so thatytlean work more
efficiently (Hayton, 2005; Luchsinger and Bagby, 1987). This tatds the
employee to not only identify and explore opportunity &lsb to face problem
in the market which else way they would be unconcerned of atefeAg.,
Hornsby et al., 2009).

Higher autonomy encourages unrestricted behaviour withia th
organization which leads to establishment of relationglmpng employee
(Hayton 2005) which facilitates sharing and combination ofwkedge and
skills leading to opportunity identification as final outt® (Kang and Snell,
2009, Hughes and Ucbasaran, 2010).

Organizational structure and practices assist development of human
capital via social capital development. Establishing connectiorithin
organization enable higher level of communication which adsregdichange of
knowledge and skills (Hayton, 2005). Ireland et al. (2003)gssted that
interaction of individual with different background and spetialwill
encourage information exchange and modification leading to isétaignt of
innovative ideas encouraging entrepreneurial behaviour.

As each individual possess different set of skills and kedge,
opportunity identification should be supported whenwvadial having different
knowledge within the firm come together. Reciprocity is necessatyease the
creation of new ideas and thoughts when individual throwesganization
comes together for opportunity identification (Hughes andadatan,2010).As
Hornsby et al.1999; Sethi et al., 2001 suggested that “ cross-functional” crew
positively influencing entrepreneurial results by facilitatingnavative
performance, firms focus more on encouraging team work and developing
social skills within organization. Team work amplifies dyabf learning due to
interaction among individual, on the other hand establiskaowgl skills helps
to develop awareness and understanding among employee fftererdi
background (Jones et al. 1995; Nonaka and Takeuchi, 1995).
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Motivating employee to exploit their knowledge and skillsr
opportunity identification demands management support (Eesgaer et al.,
1990; Hornsby et al., 1999, 2002, 2009; Chandler et al.0;26{ayton,
2005).The support can be 1) inspiring individual to activedrticipate in
entrepreneurial activities, enforce reward system for innovative ideasslby
et al., 2002) 2) providing necessary guidance and resources (Kwatatig
2005) 3) encouraging employee to develop a risk takinmi@dtiand prepared
for damage control if the outcome are not positive (Burgelman, 198@fo%d
and Baden-Fuller, 1994) 4) investing in entrepreneurial aetdvitrather than
outcome of human capital (Hitt et al., 2001).Organization atppelps to
bridge the gap between individual and organization whicltowage
information exchange (Hayton 2005) but the extent to whick $oipport
system works depends on the relation between manager and eenfffyrnsby
et al., 2009). Managers that are unapproachable by employeeokdly have
weaker social ties.

To support entrepreneurial behaviour and motive employee to be creative,
leadership is another important factor (Dess et al., 2003).Leadesipposed
to define and establish organization’s goals and convey them to employee and
encourage them to pursue those goals in best possible way. Leaders
required to maintain oneness within organization by coatisly encouraging
knowledge exchange and modification for corporate opportunityifdatibn.

The above analysis commend that to obtain positive qutptérnal
structure of firm should be supportive for employee. Otherwisdogma® may
lose track of firm’s strategies and human capital may not be used appropriately
to identify and exploit opportunities. Lack of support axtreme domination
will supress the creative potential of employee. On the other dvgyachization
offering support to employee in form of resources, motivation earmburage
team work are more likely to get better entrepreneurial owgcghiughes and
Ucbasaran, 2010

3.4)Human Capital and Cor por ate Opportunity | dentification (Paths 3):

Human capital and opportunity identification is manipulatbyg
Entrepreneurial Orientation (hereafter EO) of the firm. EO can be dedméhe
firm’s ideology towards creativity, innovative activities and toleranceato®
risk to actively look for profitable opportunities in eronment (Lumpkin and
Dess, 1996; Miller, 1983).EO highlights the approach, conventmd decision
making characteristics of the organization to act more entrepralhguri
(Lumpkin and Dess, 1996).EO is considered important for improving firm’s
performance but recent studies are focusing more on internal istubs
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organization (De Clercq et al., 2010) which were not given noocisideration
by prior researchers.

An EO describes the attitude of firm towards seeking newrtynmty for
profitable venture creation (Lumpkin and Dess, 2005).So an EOecaadn as
knowledge framework for organization. The framework elaborates formdtion o
information hierarchies on the basis of old information learnewigaide newly
gained information. It helps to overcome inconsistent in&ion and fills the
gaps arising due to these inconsistencies (Fiske and Taed,; Walsh,
1995).Due to the abundant of information available in é¢hgironment, EO
helps to understand which information is important for firm’s growth and
performance improvement so that individual can ignore irrelevatat ahd pay
attention towards firm-specific resources. As EO represent ideadbgan
organization, it can be concluded that it defines how indalievorking for that
organization will handle and interpret information for opportuitgntification.

In  dynamic surrounding, along with necessary human capital
entrepreneurial motivation is also necessary for efficient performantee of
firm. In this case an EO might help to direct the human dapitthe firm in
right direction so that individual within the firm can wmstand the new
opportunity space and react accordingly while others would hetacisling the
hazard rising from the irregularities in the environmental .sTénirepreneurial
intentions (Bird, 1992; Krueger, 1993; Krueger and Brazeal})l®@rease the
possibility of opportunity identification as individualre more flexible and
aware. This encouragement to act entrepreneurially even in adver#eooasd
more likely to come in supportive surrounding, where individwalinspired to
be creative and the policies of firm are flexible and welcome innavateas.
While social norms (Ajzen, 1991) have a direct effect on individealaviour,
EO may influence the desirable course of action and define firm’s flexibility
towards those actions.

An EO is certainly related with gaining knowledge and usihgt t
knowledge efficiently, as it structures organizational attitudeehvexplains the
way in which people acquire and utilize information (Keh et24lQ7). When
individual work in group within the organization, entregenal action will
lead to combination of ideas which might lead to formatibnew ideas. Thus
social exchange within the organization can lead to formaifonew human
capital, generated out of combination of information from differadividual
which encourages further entrepreneurial actions. (De Luca anahéta-
Gima, 2007)

Therefore a firm with powerful EO is likely to discover more
opportunities. The reason being the strength EO providix torganization by
defining knowledge framework, which helps individual to understaddeime
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available information at organizational level in dynamic emrment. This can
be better explained by Krueger (2000) theory which demonstifadeseed of
intention for any possible action. Thus an EO clarifies dtrategic intention
(Hamel and Prahalad, 1989) of an organization which may hdigidual to
identify opportunity better than others as they will ustird the requirements
of the firm. Even with exceptional human capital, opportuniight go un-
noticed if firm is not willing to peruse those opportigstfurther, withholding
the employee to look for opportunity in future (Wiklund a®thepherd,
2003).EO can save individual from this darkness and motivat® towards
creative thinking and developing risk taking attitude towandsvative ideas.
These will extent the entrepreneurial potential of employetheswill try to
analyse environment deeply considering different possible scerReicent
studies support this argument by explaining the positiflaence of EO on
product innovation (Atuahen@tma and Ko, 2001) and firm’s performance
(Bhuian et al., 2005) in the organization.

3.5)The Dynamic Natur e of the Relationship between Human Capital and
Corporate Opportunity | dentification (Path 4):

Till now we have talked about the effect of human capital omppity
identification in corporate entrepreneurship. We think that relationship is
reciprocating in nature. Individual identify opportunity basacknowledge and
skills, the process of identification and exploitation ofsthepportunity opens
another door for individual to learn and modify human capitahe process.
Due to the dynamic nature of environment it is not possthlgetform actions
and take decisions on the basis of same set of human resourgesyftong.
The argument is supported by recent studies proposing thatanbn
development of knowledge and skills by learning (Dess et28I03) is
compulsory in CE.

As mentioned earlier human capital is a combination of kedgd and
skills. This knowledge can be subjective (for example- edutabr gained
from experience of individual. Out of the two modes of acquiringwkedge
past experience is given more importance (Unger et al., In Pressivitliral
have prior entrepreneurial experience then it is possiblettiey will identify
opportunity better than others and this experience will fm@aid enhance their
knowledge and skills throw learning. Researchers argued tloatldéaige is
something which is created by combination of past experiende auitrent
environment changes to facilitate existing opportunitied amchange of
thoughts and information between individuals (Nahapied daahoshal
1996).And since opportunity identification is a factor ottbknowledge and
skills, it is most likely to be affected by the pair of exchaaigeé combination
which in turn will lead to modification and creation of kvedge which
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improves quality of human capital for the organization. McCaetegl., 1994
supported the theory by suggesting that the process oftapjyp identification
and exploitation in turn creates opportunity for individt@allearn and create
knowledge.

3.6 Organizational Structures and Processes as M oder ator s of the
Relationship between Corpor ate Opportunity | dentification and Human
Capital (Path 5):

Even though individual acquire experience from opportunity
identification process, the extent of learning from the procdegsends on
individual’s motivation to learn (McCauley et al., 1994) and the level of
learning from the opportunity identification process (Corbett, 2007).

The encouragement to learn might come to overcome the knowledge
inconsistencies i.e. to understand technological charfgésre to identify
opportunity in past before the competitor or the motivatooget high incentive
by exploiting a profitable opportunity (McCauley et al.,, 1994).thiit
encouragement to learn it is possible that individual mdyirfaloutine work
without brainstorming and learning just from everyday experi¢dodo and
Winter, 2002).

Learning is basically done from prior experience (Bazerman, 1990;
Corbett, 2007). As every individual have a different interpretataf
information, it is possible that evaluation is incoresist based on biased
judgement. Due to this the process of learning is different for endiyidual
and prone to flaws which may lead to irrelevant and misigadonclusions
(Zakay et al., 2004). To overcome this flaw, the concept of “double-loop
learning” (Argyris and Schon’s 1978) was introduced. The theory suggests
constant monitoring, to be more aware of the whole learning ggote order
for the individual to understand what they are doing and hads relevant,
continues assessment of the gaps between objective anadnetindamental.
Therefore active learning (Hughes and Ucbasaran, 2010) is a requirarttest i
organizational framework not only to avoid ambiguous learbigalso as a
competitive advantage for the firm.

The absorptive capacity (Hughes and Ucbasaran ,2010) of dodlvi
working in the firm is a function of structures and proess®y which
knowledge is leveraged, transferred , created or modified within the
firm(Lichtenthaler, 2009). This absorptive capacity affects the |ara
motivation for learning in both internal and externaviesnment. In external
environment individual may learn from their competitor, custonoersvents
happening in the surrounding which are not directly assatiat the firm. On
the other hand individual can learn within the firm from kremlge gained by
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past experience of others, this may rely on firm’s methods (structure and
processes) of conveying that knowledge.

The knowledge generated from CE activities has to be conveyeerigrop
to the individual for developing a better understandinthefknowledge and its
implication Crossan et al., 1999; Zahra, Nielsen and Bogn&®9. 1For this,
adequate organizational process has to be implemented asndvabéavation
of learning can be highly influenced by organizational stmécand processes.
Constant monitoring of work within the organization grdviding employee
feedback along with recommendation may help individual to ingr@&@nell
and Dean, 1992; Griffin et al., 2007).Periodic training for the eyaad to
develop betir understanding of opportunity space and organization’s goal is
important to keep them on the right track. Internal commupitand fancy
incentive will encourage the employee to learn more. Internal coroatiom
can be developed throw career counselling where the employee would
understand the scope of learning and establish persatiaive , team based
exercise where individual communicate, share and combine knowledge will also
help in spreading knowledge throughout the firm (Crossan dt98l9; Zahra et
al., 1999; Kang and Snell, 2009).

Organization which implements structures and processes (meghtio
above) may or may not be benefited. Galunic and Rodan )1B@&s and
Hansen (2005) argues that the reason behind this is thguiynkassociated
with the tacit knowledge gained from experience which makedfitudi to
share and combine both in internal and external environnt@allective
learning in a team based structure is a way to overcome disafid improve
knowledge base. When individual work in a team share their views astioque
with others (Argyris and Schon, 1978; Crossan et al., )1998ative ideas are
generated from a combination of different set of knowledge atid. dle@arning
capability can be further improved by properly analysing and gingn
information for the ease of understanding. Comprehensive formats where
information is manually recorded in form of report and bluetpisnhelpful not
only for smooth fulfilment of the task and future learning blso for better
understand of strength and weakness of the whole procelés &id Winter
2002).

To conclude, the effect of opportunity identification on the firm’s human
capital depends on individual’s inspiration and characteristics (ability and
quality) of learning. Encouragement may be given to employeprdyiding
them with a platform where they can work by themselves individwal in
teams and reflect on learning throw past experience and from sharing
knowledge with others. On the other hand characteristics of ihgaras
mentioned above are influenced by firm’s framework and methods (structure
and processes).This comprises of incentive based creativitymdoviédge and
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learning along with proper delivery and cataloguing of useful infoomat
(Hughes and Ucbasaran ,2010).

3.7)Influence of human r esour ce management practise on innovative
perfor mance of individual (path 6):

Innovation is one of the most researched topics in CE. Fromah
capital prospective, prior research has given more attention teffibet of
decision making methods on innovative performance (e.g., Balkin &iSan,
1993; Balkin & Gomez-Mejia, 1984, 1987; Balkin, Markman, & Gomez-8jeji
2000). Within organizational context the central quest®mow firms can
promote innovation in the highly uncertain environment with aiptitisg of the
innovation not being successful. Balkin et al.,, 2000 maak itithe firm want
individual to be more innovative then they should be readynake risky
investment, the theory also highlights the importance of eosgtion level
based on the level of risk.

The compensation level depends very much on the environmeitich
the firm exists. If the firm is in a high risk environment welevated level of
uncertainty the compensation level are also going to beasgtompared to a
mature firm in a stable environment Balkin and Gomez-Mejia (1984hjle
studying organizational behaviour, where individual generatigkuin teams, it
is hard to follow the compensation theory as individuatkan group and some
employee may actively contribute while others don’t. Therefore compensation
system should be designed on individual basis, so thalogae who are
contributing are rewarded accordingly so that they are motivatée tmore
innovative, on the other hand this will also encourageiy@smployee to
participate in innovative activities. Agency theory suggdstsd firm which
monitor innovation and tie a reward solely with the inn@ratand not the
outcome are considered more entrepreneurial (Hayton, 2005).

3.7.1) HRM systems and innovation:

Research shows that even though innovation of any firm is a factor of risk
acceptance and incentive offered Soutaris (2002), it is influencea by
combination of HR practices like team work, motivation, and ai#ation
along with incentive. The combination of above factors is variable depeoiding
the radical knowledge requirement of the industry (Laursen, 20Q2sém and
Foss 2003). Although the above practices combined may halmavative
performance of the firm, the influence of each of these factors i/ higtustry
specific. Industries with high knowledge requirement are more affected by
performance related pay due to fast growth and changing knowledge
requirement. On the other hand team work is may be considered moréimpo
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for firms with medium knowledge requirement, Laursen (2002).Wgesighat
due to high variability associated with the factors ( team wawkhorization,
incentive), combination of the factors may not going to beappmtontributor
in the innovation aspect CE. The analysis is supportedahysen and Foss
(2003) theory who explained that the combination will offelelitdvantage due
to lack of consistency in the requirement.

Briefly covering, incentive paid to individual based on elective
performance are the central issue while exploring the innovative asp&é.
However the level of incentive paid is not fixed and it wépdnd on dynamic
nature of internal and external environment. Individual havsetoreative and
aware every time due to the uncertainty associated with the atvev
contribution. Future research should pay more attention to tihngarizational
complexities, as they affect the innovative performance of the organizat
(Balkin & Gomez-Mejia, 1984, 1987; Hayton, 2005

Above piece of work is structured around “human capital framework of
corporate opportunity identification” model by Hughes and Ucbasaran(2010).
Even though Hughes and Ucbasaran(2010) covered discrete adpegisam
capital including types of human capital, influence of human capital on firm’s
performance, effect of - entrepreneurial orientation, structure ameégs®s of
organization on human capital and vice versa. The paper lack in ddfimman
capital from innovation prospective, as the study focosdsuman capital from
corporate opportunity identification prospective and ca@fsropportunity
identification is a function of both creativity and innoweati we think that
defining innovation from human capital management prospedivgevitable.
We address and analyse the proposition suggested by Hugigés a
Ucbasaran(2010) including another dimension of innovatiohinwibuman
capital which bring attention to importance and influence nolovation to
corporate entrepreneurship and human resource management practices.

Proposition 1a:  Firms with a superior human capitaébaB identify
a greater number of opportunities in a given period.

Proposition 1b:  The relationship between human capitad an
corporate opportunity identification will be strongest
when both firm-specific and entrepreneurship-specific
human capital is high.
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Proposition 2: Firm structures, processes, and practices wil
moderate the relationship between human capital and
corporate opportunity identification.

Proposition 3: An entrepreneurial orientation will pesly
moderate the relationship between human capital and
corporate opportunity identification.

Proposition 4: Experiences with corporate opportunitytiiesition
will incr ease the quality of an organization’s human capital
base.

Proposition 5: The increase in the quality of human capésilting

from experiences with corporate opportunity identificati
will be positively moderated by the extent to which
organizational mechanisms designed to motivatedhiegr
and improve the quality of learning (such as knowledge
articulation and codification) are in place.

Proposition 6: innovation is one of the important fagtof human
resource management with respect to CE andfiiwe’s
which monitor innovative contribution and associate
compensation with investment rather than outcome are more
entrepreneurial.

Proposition 7: HRM practices (team work, compensatitierex)
are industry specific and, Different industry requires a
distinct combination of these practices along with risk
management to improve innovative performance of the firm.

Figure 1: Human Capital framework of Corporate Opportunity Identification.

# General human capital

» Entrepreneurship-

« Firm-specific human Firm Internal Entrepreneurial
capital Environment Orientation

Human Capital

Corporate Opportunity
Identification

specific himan capital
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4) M ethodoloqgies

4.1) Case choice and background:

The case study is focused on Samsung Electronics Corpoyaditer
being launched in 1938 as an export business in South Koreausgmroup
now functions in various business area including advarteetinologies,
construction, semiconductors, petrochemicals, fashion, medicotels hand
finance. The group’s leading company is Samsung Electronics; it manufactures
and sells high end electronics and digital media produrctsternational
market. To analyse human capital with in corporate opportunitytifidation
and innovation prospective a case study was more appropriatepasvide
entire description in a better way as compared to quantitappeoach (Jick,
1979),the feasibility reside in the fact that “ human capital” is a relationship
based ( Hughes and Ucbasaran. 2010) phenomenon which carttdre be
examined under case study. Likewise, Yin (1994) also suggésted/hen the
centre of study is a more recent topic based on real-life circumstances, and
when the question like “why” and “how” are asked case study should be a
favourable approach.

Using a single case facilitates examiner to study more inedgsand
crucially consider every aspect of the situation (Burns, 2000).Thereforglea sin
case can not only accord to the existing theory, providing fattich can
establish authenticity of the provided phenomenon bearit also highlight the
flaws in the current theory and point the researchers in rigittain to explore
otherwise neglected issues (Burns, 2000; Eisenhardt, 1989). thoeigh
researches argues that a single case makes it almost imposspiavitte
generalized results (Eisenhardt, 1989), Yin (1994) argued sihgte case
approach is used to analyse particular situation which mtenad from
established standards or setting where the phenomenonusadet-explored in
both theoretical and experimental research. The scope of learningHesma t
single cases makes them preferred choice over quantitative apfsaeacsung
Electronics is powerful suitor for single case methodology because farrerist
in diverse technology requirements of the industries demarmastant
innovation and opportunity identification; the distincharacteristics of
Samsung Electronics are rare in industry which makes it suitablsirfgle
study approach.

Changes in the technology industry are frequent and often &uftis
from existing dominating technologies (Tushman and Anded€286). The
technology shift requires modification of existing knowledge akills and
creation of new knowledge throughout the organization to ideatity exploit
new opportunity. Thesehanges in skills are a factor of firm’s processes,
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structures, motivation and quality of learning. The innieeatesponse of
Samsung Electronics (SEC) towards these radical changes makes its
contribution inevitable towards human capital literature. Partiguthe key
strength of Samsung namely “new technology”, “innovative products” and
“creative solution” highlights the importance of strong human capital of the
company for opportunity identification, knowledge creation enatlification

in the industry, which is the central aspect of this study.

4.2) Case construction:

The data for the study was collected from secondary sources due to
restricted time frame and easy access to company database. Staaséidal d
the company was collected fnoannual report, company’s website and Mintel
database. Case data was collected from Howard Business review, Fortune
magazine, Journal of public relation and research, scholar articlgsaandase
studies over the year 2009-2011. New publication were searclhegl the
terms “Samsung human capital”, “Samsung people”, “organizational
behaviour”, “Samsung structures and processes” , “Board of director” and
“human capital management”. The time frame of 2009-2011 is significant due
to radical changes in the technology industry and increasmpglarity and
demand of Samsurgproducts in market. Last few years have been important
for Samsung in terms of decision making for external growtlpirfgowith
recession, technology changes, launching new products and faayhg
competition in the electronic market which is the leadingoseat Samsung
group) and internal development (hiring new talents, retaiaxigting one
providing high compensation to employee). These decisions define company’s
ideology towards innovation and creative thinking which exgynfhe human
capital management requirement for the company.

Even though  the data was collected on the basis of piiopes
concluded from theoretical research, there were no defined set of ogadsti
keep the study unrestricted so that more than required irsaghbe provided
leading to modification of existing theories and constamciof entirely new
phenomenon (Andersen and Christensen, 2005).

Authenticity of data is achieved by using data only from rediaolurces.
As Yin (1994) suggested, validity of data would be estadtisthrough
triangulation by using multiple sources conformation for eacbcepiof
information to attenuate the possibility of mistakes. Obsemnst and
conclusion derived were properly referenced and cross checkedut@ é¢nat
the case study reflects only on valid facts.
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4.3) Case analysis:

The case study data was examined in loops to identify themes (Yin, 1994)
between the proposition suggested by the literature aadl tivé firm is doing.
The data was then arranged in an array of key words supportingetbry of
human capital. This method provides the ease to determing;senand
understand the human capital activities of SEC (Faria and ®jgri02).And
to search for resemblance and contradictions between informatiadgaand
theoretical assumptions.

5) SEC Case Study

Established in 1938 by Byung-Chull Lee as a fruit and isugdod
Export Company, now Samsung group is one of the bigggstrabe body in
South Korea and the world, with revenue of $ 227.3 billion in 2010 an@15,
employees worldwide (Khanna, Song and, Lee, HBR Juug 2011).
Samsung group is best known for its chief affiliate Samsuegtrgnics (SEC)

— world’s largest manufacturer of consumer electronics products like:
Semiconductor, cell phones, television sets and LCD panels. ee@s
approximately 117,000 people in domestic and internatioffates. Nearly
66,000 employee work in South Korea, out of which 27,000 am&ingpin
research and development department, which is 41% of overall empioyee
South Korea. Roughly the total numbers of local employee abroad &@&051
They work in various branches like Sales, production, R&D ferdbmpany.
Even though the numbers of SEC employee have sharply increaseddddm

to 2010 ( Chang, 2012 ), the ratio of domestic employee te thesrseas more

or less remains the same (figure 2).Chairman Kun-Hee Lee and hig &ami
currently in possession of less than 4% (Chang 2008) of Samsung Growgp share
It is argues that they possess more shares throw cross- stimgholdifferent
branches of Samsung group. Focusing on SEC, prior to the Aremcifl

crisis 1997, the traits of SEC’s organizational structure were handles by
Headquarter Executive Staff. The name was changed to Group Strategic
Planning Office (GSPO) in 2007; still many call it by itsgoral name. The
basic activities of GSPO were auditing, planning, finance/accauaiml the
hiring/firing of all executive within the Samsung group.
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Figure 2:The number of employees in SEC ( in thousands)

2001
2003
2005(1st Q)
2010(1st Q)
0 20 40 60 80 100 120 140
2010(1st Q) | 2005(1st Q) 2003 2001
M Domestic 66 50 33 20
M Foreign 51 67 55 47

In early 1990’s Chairman of Samsung Lee- Hun Hee identified an
opportunity in digital technology market for expending SE@ital technology
was gaining popularity in the cameras, audio device and othetrogliec
equipment. Japanese companies which were dominating the consumer
electronic market at that time were focusing on analog techymanongd were
reluctant to adapt new technology. This was indeed an optgrfor SEC to
build the creativity, agility and innovativeness and supiiesis rivals in a new
market. This was a turning point for SEC to grow as a brandtemational
level.

Once known for making low-cost convenient store produds§; 8§ now
the most respectable innovative and profitable brand isurnar electronics.
SEC had doubled the market capitalization of Sony, replacing it as world’s
leading consumer electronics company. Today SEC is world leadeaskimgn
highest number of memory chips, colour television and flaephCD display
and 1s fighting Motorola be become world’s second maker of mobile phones
after Nokia ( Lewis , Fortune Sep 2005).

SEC’s products are popular worldwide known for their innovative
features and good quality. The company is moving at a fasstbatly pace.
Almost every week Samsung announces “World’s First”, “World biggest” or
some other product in some area. They have registered for thetmghaser
of U.S. patents every yeall6 000 in 2004 as compared to Intel (Lewis, Fortune
Sep 2005).
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5.1) A Tightly Fitting Hybrid system:

Two decades ago fewer people would have imagined the transfmrmat
of SEC from a low-cost equipment manufacturer to a world leademsuoger
electronics (R&D, marketing and design) with a brand more preasgtihen
Pepsi, Nike or American Express. In the past twenty years, SEC has been
joining western business practices with its essentiddypanese system,
integrating its tradition low cost manufacturing strengtithwskills and
dedication to bring high margin, high quality product to market.

To cultivate the skills of making high quality productsratively low
cost, in 1993 ee launched the ‘new management initiative program’ to import
best practices from Western countries, related to talent managestrategy
formation and compensation into SEC’s existing business model. The aim of
launching this model was to retain core competencies suchaasfacturing
power and plant operation, but at the same time improve magkesign and
R&D. Implementation of this mix and match strategy took threego Firstly
to identify, adapt and implement most appropriate westernigeaciSecondly
steady but continuous effort to make SEC culture more openribyinyg
outsiders in and sending insider abroad. And lastly, Vatdron by the
chairman to protect long-term investment from short term financedspre
(Khanna, Song and, Lee, HBR Julfug 2011).

In this way Samsung adopted a hybrid management systeneassacé
experiment. The hybrid model was first implemented in SEC budr aft
remarkable growth in the affiliate, the model was executed throughhe
Samsung Group.

5.1.1) Samsung’s Japanese roots:

When Samsung was founded, South Korea was a Japanese colony.
Samsung’s founder and chairman (Lee’s father) received his whole education in
Japan. The sector which the company choose to enter and hkelfitwess
consumer electronics, memory chips and LCD panglmarket segment once
dominated by Japan. Thereafter SEC started to rise in domestic madeast
Japanese model of unrelated multifariousness and verticalcatiah.
Multifariousness was easy to implement in South Korea due to country’s weak
external ties as it allowed the company to relay on internaheiated cash
originated from one operation to invest it in another operafitve Japanese
pyramid labour model also suited South Korea as the country’s managerial
labour market was under developed making mobility across coigotaugh.
Implementing Japanese model also facilitated developmestocik market and
provided sufficient competition for talents, along with retagniradition values
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of respecting elders. This led to the advancement of senitdised
compensation and promotion system. The Seniority based systeénit’san
implication on SEC are later discussed in detail.

SEEKING THE BEST OF BOTH WORLDS:
Samsung’s Hybrid Management System

Imagine introducing a focus on innovation into a company optimized for continuous
process improvement. Or merit pay and promotion into an organization with a strong
tradition of reverence for elders. These are just some of the challenges Samsung has
faced in creating its unique hybrid management system.

TRADITIONAL SAMSUNG’S
JAPANESE SYSTEM HYBRID SYSTEM WESTERN SYSTEM
STRATEGY

Diversification strategy Diversification but
more focus within
businesses Focus strategy

Ability to tap into
both internal and
external capital Dependence on external
markets capital markets

Focus on continuous opera-

tional improvement to pre- Focus on continuous

pare for price competition improvement and
applied R&D but
also on innovation,

Dependence on internal
capital markets

marketing, and Focus on innovation,
design to establish marketing, and design
brand and premium to establish strong brands
pricing and premium pricing

Long-term relationships with
suppliers based on deep,
unconditional cooperation

Long-term coopera-
tive supplier relation- Contingent relationships
ships but with some with suppliers based on
level of competition market pricing

Dependence on internal HUMAN RESOURCES

labor market, which results Interweaving of

in long-term employment internal workforce
with outsiders
attracted through Dependence on external
market-based labor market attracted by

compensation market-based compensation

Limited recruitment, mostly

once a year, and only for Annual recruitment

entry-level positions for entry-level posi-
tions; open recruit- Open recruitment of the best
ment for experienced candidates for all positions
specialists 32 noeded

Seniority-based promotion )

and compensation; Coexistence of

standardized incentives seniority-based

and merit-based
promotion and
compensation; mostly
standardized but
some individualized
incentives

Merit-based promotion and
compensation; individualized
incentives
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5.2) SEC HRM practices

SEC aim to become one of the world’s leading electronic company in the
twenty first centaury (Samsung Electronics 1997, Annual Rel®#86). To
reach this goal SEC faces the challenge to not only acclimate &nssisbng
competition but also build advanced self-developing pecodapabilities in the
international market. The company has been long aware of these gealk
SEC Chairman Kun-Hee Lee address these issues in the June 18&f8irFra
Conference. The HRM practices implemented by SEC over the time have been
explained below.

5.2.1) Recruiting method and buy strategy :

SEC follow the ‘buy’ strategy suggested by Bae, Chen and Lawler
(1998) to hire people from external labour market in order toewaehi
competitive advantage in the international market. The compamghwirs
initially very traditional in terms of hiring employee of orfprean ancestry is
now trying to globalize the recruitment process by acceptingicappn from
different countries and background (construed later in ““ bringing Outsiders In”
section), implementing international internship program iandsting more in
overseas recruitment (Chang, 2012). The company is focusingeotifythg
ways to attract and retain highly talented individual splgcecientists and
engineer to fulfil its core business requirement. Lee, Gang, Lee lam@002)
in their book ¢ Samsung Rising’ stated that SEC recruit highly qualified people
and its ability to identify strength of each employee, antyaisg) appropriate
division is superior as compared with other Korean compabis.@f the
clerical workers in SEC are highly educated and hold either master’s or doctoral
degree (Lee et al. 2002).

SEC’s first step away from the traditional hiring process in which
employee were mainly hired on the basis of past relationsthahcompany,
was in 1957 when it started ‘Gonechae’ an open employment system through
which employment opportunities are made public via advertisemamts
television , in newspaper or on the SEC homepage (Lee 1997) . Tem syas
inspired by hiring system in western countries. ‘Gonechae’ basically consist of
a written examination to check English proficiency, a general ledyd test
and an essay test based on specific topic (Lee 1997). ApartHesm levels, in
order to hire individual who are more suitable for SEC’s environment, the
company developed Samsung Aptitude Test (SSAT). SSAT comprise of two
segments namely SAT and personality test. The SAT section esktatients
on mathematics, statistics, and reasoning and current eventekigew The
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personality test consists of interview and question g$sess personal back
ground, past behaviour and future plans. Assessment tog@efeonality test
consists of case analysis and group-based discussion. (Chagjp, 201

In addition to established recruitment system SEC also restudents
and fresh graduates from scholarships and internship programnGuyr&eEC
have started internship program for students from European, AsdrSouth
American countries to attend graduate program at Korean univé@igng,
2012). To attractive key players working in US companies to $&C, high
level sometimes even executive level positions are offered.

Bringing Outsidersin:

Due to the prejudiced culture of SEC, for decades the onlydeuttie
company recruited were of Korean ancestry. In 1983 when SEC entered the
memory chip market, it hired engineer and executive from a non- Korean
background. These people later played crucial roles withiortdjenization and
positively contributed towards Samsung success in the meochgoyindustry.

Lee tied to use this same strategy while hiring senior execy8vievel
employee), but the company faced an alarmingly high resistancewtibin
the organization (Khanna, Song and, Lee, HBR JAlyg 2011).

The incumbent managers and other employee made the life adeostsi
tough by setting the newcomers to fail by withholding imgatrinformation,
amplifying their mistakes and excluding them sociallyisTreaction in part was
justified as initially Samsung’s recruiter didn’t have the proper understanding of
what was expected of them. Sometimes the new recruits who have performed
well in their pat jobs didn’t fit into the tightly knit nature of Samsung’s culture.

But the few disappointments magnified prejudice within the ozgéion
(Khanna, Song and, Lee, HBR Julfug 2011).

Taking the example of Eric Kim who was recruiting in SEC in the in
1999 as chief marketing officer, today he is considered the pioneer of “Samsung
DigiAll” marketing campaign and strategy that turned Samsung into a truly
global brand. Even though Kim got the full support of SEEO Yun Jong-
Yong, he had a hard time getting support from other senior geBaltticularly
in the first two year of his work at SEC people were reluctasupgport him
and he was emotionally isolated from them. In the year 2004, \migen
contracted ended, he left SEC to become chief marketing officer at Intel
(Khanna, Song and, Lee, HBR Julfug 2011).
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Learning from this Yun took steps to make the survival of nevers
easy within the organization by arranging them to spend firstfenths in the
advisory capacity, so that they can understand the cultur¢haidcolleague
before taking their posts. He also formed a formal mentoring cibe@mn
which he personally met every S- level employee to provide andveecei
feedback.

SEC’s effort of recruiting MBA’s and PhDs from a non-Korean
background was blocked by political, cultural and sociasgure which was
heightened by the language barrier. To overcome this Globae@tr&roup
was established which report directly to the CEO. Member of tresg-non
Korean graduates from western business and economic programhavieo
worked for leading companies like McKinsey, Goldman Sachs aetl were
required to learn basic Korean before taking up their posts.y bfahem were
usually send back to their home countries to work.

Cultural fit was one of the biggest challenges SEC faced. OuedG8
non- Korean MBAs recruited into GSC, 135 are still working for Sarg as of
2010. Of these, the most successful are those who have maeleffoot to fit
in the Korean culture (Khanna, Song and, Lee, HBR-JAlyg 2011).

5.2.2) Promotion hierar chy and grading system:

The grading system for SEC (table 1) is divided into two segments
general manpower and R&D and design. The first one has a pysamndure
with five status rank: the highest level is boo-jangn@ral manager) which is
followed by cha-jang (deputy general manager), kua-jang (manager)eaa
(assistant manager) arghwon (staff) which is further divided into three
depending on educational level. R&D and design also haverarthy with
four ranks:sawon (staff), seonm (assistant manager), chaiek{seniority) and
soo-seog (head) (Lim 1999).1t takes approximately eight year to teactatus
of kua-jang, this explains why most of the Korean companies ingj\ @EC are
facing imbalance between management and staff. The grading sys&i@@ as
also inclining more towards managers in terms of responsilifity position
(Samsung Electronics 2006, SEC’s Annual Report 2005). In order to correct the
flaw in the traditional management style in which the senioysyesn dominate
decision making for promotion, SEC later broached a merit- edgmérsonnel
system. To develop the grading system for the career developnemnpluiyee,
the existing minimum number of year for each grade was alteredetage
number of employment years, which increased the opportunity of early
promotion for talented employee. Currently at SEC two different syséeens
used for promotion of managers and staff. Promotion of staflisi@tie on the
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basis of length of service, results of examination and jebfopnance
evaluation; on the other hand promotion for managers is moliaad towards
ability-oriented system. For managers no examination is requredjotion
system is more influenced by performance, recommendation, awards,
international experience, past duties and experience (Puwtikiem2001) .The

new grading system for SEC focus more towards developing aneeff
promotion system which motivates the employee for improthegability, but

at the same time giving employee with a sense of job security (Chang, 2012).

Table 1 : Job grading and job family at SEC.

General job family Job family for R&D and design
Job Job Scholarly
grade Sub-grade Status ranks grade Sub-grade Status ranks attainment
G7 Il Grade GM E5/C5 IIT Grade The head
I Grade (Boo-jang) IT Grade (Soo-seog)
I Grade
G6 II Grade DGM
I Grade (Cha-jang)
E5/C5 111 Grade Seniority
IT Grade (Chaek-im)
I Grade
G5 II Grade Manager
I Grade (Kua-jang)
G4 II Grade Assistant E3/C3 IV Grade Assistant Master/doctor
I Grade manager 1T Grade manager
(Dae-lee) (Seon-im)
G3 Il Grade Staff (Sa-won) Il Grade Predecessor Bachelor
I Grade I Grade in office
G2 — E2/C2 - College
Gl - €C1/€1 - High school

Notes: GM., General Manager; DGM, Deputy General Manager.
Source: Samsung Electronics (2006), Annual Report 2005.

5.2.3) Evaluation system:

Assessment of individual performance in SEC for promotion and
compensation is done throughout the year at different level, lomsddferent
criteria. The appraisal system is massively affected by merit-paynsysid
incentive system due to this the SEC HR cycle has 180-360 perfmgman
reviews (Chang, 2012).Individual in SEC are assessed on the dfasi
criteria: performance and proficiency. The assessment of performance is done
twice a year for promotion and compensation in June and Novemmber.
proficiency evaluation is conducted once a year in September. Td¢wras of
performance and proficiency evaluation have a high impact on careethgrow
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and success (Pucik and Lim 2001). Assessment of performanceesatdonvo
levels, first by the direct supervisor and then by higher-lealagers. On the
contrary for competence, the first evaluation is done by higvedt manager
and then by direct supervisor. Generally, the first level of bohassessment
determines the final grade. Performance evaluation basically focustdse on
improvement in terms of work quality, and achievement of quaive
objectives. On the other hand proficiency evaluation isedon the basis of
employee’s dedication towards the company and what steps they are taking or
how did they contributed to take the company one step forwamd. notable
company policy is that in the first two years include only eygé training and
development; in this interval no performance evaluation medblore attention
Is paid towards developing aptitude and ability of indraldto make them more
apt for the company environment.

In proficiency evaluation, managers generally focus on the tyworntant
factors: problem solving competence and employee oriented chatasteris
Problem solving competence is based on employee ability uotwste plans,
take important decisions under pressure, motive others in adsiewation and
manage organization. Factors influencing employee-oriented charactesist
the ability to meet challenges and self-improvement, eagermesshare
knowledge and experience with others, influential personalitygh
concentration and progressiveness towards established, gmald human
nature and morality. SEC introduced a 360- degree appraisal sigstestore
fairness and credibility in the evaluation system. Alon¢hwhe opinion of
supervisor, conception of both subordinate and colleaguesoaisedered in
determining the final grade of employee. SEC recently introduced self
assessment in the appraisal system to increase employee motaradicareer
development (Chang, 2012).

5.2.4) Compensation structure and practices:

Prior to the SEC’s merit-pay system (yun-bong-je), Seniority based
compensation system (ho-bong-je) was used. In seniority Isys¢ein there
was considerable pay difference between male and female and collegghand h
school graduate. With increasing competition and internationalizatf the
company, such pay-system which automatically increases coatjpengver an
interval of time was a burden on the company. Therefore the systam w
replaced by merit-pay system which rewards performance and proficiency. In
merit-pay system the best employee secure a grade A or B in thresnaessts
(one proficiency appraisal and two performance appraisal) receive ten ex
fixed pay increase apart from the basic salary. On the other handyemplo
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scoring low grade have to wait for another twelve months for peaioce and
proficiency based payincrease (Chang, 2012).

Another incentive scheme introduced by SEC mainly for research and
development department was ‘core manpower incentive’ (TDI: target
development incentive). This was introduced to motivate the gepldo
maintain high level of research in massively competitive enmient. Later,
the same scheme was implemented in marketing (MDI. Market Develbpmen
Incentive), planning and administration (SDI. Strategy Development
Incentive).These incentive are paid to employee who maintain kegjbation
grades and make considerable contribution towards company penagit
SEC also encourages competition within the firm by offeringectve
compensation like productivity incentive (PI) which differérom
division/individual based on the performance and profit shgiff®) (Chang ,
2012).

5.2.5 Training and HRM development system:

SEC gives high importance to employee education in defining company’s
success. SEC CEO Lee supervises hiring talented people basen nmciple
“right people for right position” and “incentive compensation”. The company
work on the philosophy of “Be the number one” (Yoo and Lee 1987).
According to which SEC provide extensive training to pedpledevelop
themselves as potential leader of the future. In 1995 SEC nubdifie
traditional HRM policy and implemented merit-pay system inciwlpromotion
and compensation depend on performance and competency to assiikaty
and productivity at the same time lowering the labour costeobtljanization.
SEC is moving away from traditional Korean HRM practices as it ltdsest
number of non-family member executive on top management pgsitio
compared to any other native company.

SEC is well known for its capable training program in which evew
employee has to go through four week of extensive in-htraseing. The
training focuses on transforming a graduate to ‘Samsung man’ (Kim 2007). The
training program is similar to military training culture apvides employee
information about history, values of the organization, technésglect and
general company policies. This help individual to understardenvironment
better and connect themselves with company’s visions. Specialized college
graduate from different field participate in a one-year trainingnara covering
diverse business field, including onsite work assignments. SEC’s training
program is designed carefully to make sure that employee capaisility
enhanced through-out the process (Chang, 2012).

29 |Page



To develop international outlook training is now coispry for
individual recently hired or already working at various level in SECnémare
separated into different group according to rank and performanceintrai
provided at managerial level focus on developing brand logaity motivating
people to achieve tough goals (Chang 2008). SEC provide training for employee
at international level by ‘overseas regional specialist courses’ (table 2), the
motive behind this course is to enhance international war&fodeveloping
social capital by shaping personal ties while learninguabbocal business
environment and gaining specialized knowledge specific to &yart region
and/or culture. Every year around 400 employees are sent overseaswe be
regional experts. Employees are inspired to participate in gicesti MBA
course abroad to develop their current knowledge by learnisgdss skills
and strategies which may help the organization in long(latar explored in
“Sending Insiders Out” section). ‘Twenty first centaury leadership courses’ was
designed for higher level managers to develop leadership, gaemplicated
business problem and ability to think internationallye3é courses focus on
developing knowledge base according to current and changisgqess
environment. The target here is to encourage executive to take mefsures
organizational reform. Employee are also given chance to travehdiland
observe Samsung performance first hand in (Lee 2006) other areas after the
initial training.

It can be concluded that currently, Samsung’s training system is based on
building leaders for the future and creating excellent cotpocalture by
providing employee with high quality education, training opportesiti

Table 2.  Education system for each grade at SEC.

Course Job grade Term Note

Overseas regional —Assistant | year —Building international workforce

specialist course manager overseas —Shaping personal ties and bonds
—Manager

MBA course —Manager 2 years Fostering employees’ insight into
—General manager the current complex business

environment

Twenty-first century  General manager 6 months Fostering the leadership and

CEO course international thinking faculty
Executive 6 months Awareness of the changing

business environment

Source: SEC’s internal data.
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Sending Insiders Out:

SEC followed the Japanese imperial government practices to send elit
officer overseas so that they can lean and bring innovative iidgaised from
other cultures. SEC acting similarly, send individual with hmtential to
Japan for advanced degree in engineering; United States farfadhcation in
management and ,marketing. After returning, these employees f&f chi
positions and utilize what they have learned for the growthebtganization
Khanna, Song and, Lee, HBR Julfiug 2011.“Regional Specialist Program”

Is one of the remarkable steps SEC has taken for globalizRbompast twenty
year, SEC sends talent individual through a comprehensive 12|aregpkage-
training course after which they are sent abroad for one yearfirEhesix
month focus on adapting to the environment, establishetworks by making
friends and examining the country. The next six months they ocatrproject
of their own choice. In the beginning, employee were only semveloped
countries but in the past 10 years, SEC is focusing more on egpegagions
for example China, India and Africa Khanna, Song and, Lee, HBR-3ulg
2011.

After the training specialist come back at major posts at headquairier, or
business units home or abroad. Here they try to experimentheitbuccessful
foreign practices within SEC’s environment.

For example one of the first veterans was send to Thailar@B 1He became
fluent in Language and build social capital. He stayed tloer®IBA from one

of the prominent Universities of Thailand. From his captivation heldped an
understanding of country’s regulations and tax system. His close ties helped him

to familiarize SEC’s TV, audio, and video products to Thailand’s aristocratic
and to recruit a vice president of Hitachi to Samsung at a time when Hitashi

a Market leader and Samsung were practically unknown Khanna, Sdng an
Lee, HBR July-Aug 2011.

Another regional expert went to Indonesia and used his fjuehtocal
language and social capital developed over time to estabfiates subsidiary.
Additionally an expert who was sent to Bangalore in 2009 dpedl@ project
to aid rural community there and then applied the knowledge fthis
experience for the development of electronic products which Bayrmsan sell
in these areas Khanna, Song and, Lee, HBR-Allg 2011.

5.2.6) Firm’s organizational culture:

When Byung-Chull Lee founded Samsung Group, he establidieed t
mission to ‘value human resources’. Since then the company is following the
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same policy and as SEC is one of the affiliate of Samsung ,gitdugss shared
management technique and corporate culture of Samsung. Apart from the
cultural values which SEC share with the other companighdnSamsung
group, there are some policies which are exclusive to SEC; thagae
policies define the growth of culture in the company beyond tladaries of
Samsung Group. One of these unique aspects has been its exedetived
culture (Jeon and Han 1994).The reason behind the solitaryibehat’ SEC is
due to the continuous measures taken by Chairman Kun-Hee L8&@In
particular as it’s the flagship company of the Samsung Group. Due to the
success of SEC in global market, later the some of these cultunahsefcere
established in other affiliate of the Samsung Group as well. Trerethe
organizational culture of SEC is not at complete variance otltler affiliate
companies (Handbook Economic News 2002, . 38

The corporate philosophy of SEC is inspired by ‘injaesang (ideal image
of HR) which comprise of core competencies such as creativity,
professionalism, humanity and leadership. A new job interview odethas
designed and implement by SEC based on injaesang which focusesessing
candidates on the basis of their personality and ability apart froepéuogalized
knowledge they have learned. The satisfaction level of emplogee i
considerably high in Samsung as compared to other Korean fiemodhigh
compensation (compensations is at minimum 10% greater thanother
company) and various welfare programs (Lee 2006). Another valuable feature
of SEC’s corporate culture is loyalty, with an emphasis on integrity and a can-
do- spirit (Chang, 2012). SEC affirms corporate ethics, integritghipiting
personal profiteering or bribe taking. The company has alptemented ways
to educate both new recruits and incumbent employee. The biggdshgba
that SEC will face in future will be to conserve the strong sehseyalty and
organizational discipline among employee, which have beercatrito its
growth (Chang, 2012).

The long transformation of the company from a low-cost product
company to a reputed quality brand has brought Samsungédbla state rather
than on top. To constantly move upward, the company ndeghar level of
diversity and decentralization in its hybrid model. The leveldiversity is
required so that SEC can become a Chinese company in china rather tha
Korean company who does business in china. SEC needs to find n&@lvandd
implement new practices to move further from its current strefdta effort
which SEC would put to reach new heights is worth watgchin competitors
throughout the world.
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6) Analysis and discussion

6.1)Testing preposition 1a:

SEC understands and accepts the relationship between human capital and
opportunity identification. Currently SEC employs approximatéli/7,000
people in domestic and international offices. Out of the 66,00008e®
working in South Korea, nearly 27,000 (41%) are working in rekeand
development department. A strong R&D base has given an edgeet
company, once known for selling low cost products SEC has refimsdto
become one of the most innovative and dignified brandhen consumer
electronics industry. SEC is now known for surprising peojile a completely
new product. The company has also registered for the highedien of U.S.
patents every yearl6 000 in 2004 as compared to Intel (Lewis, Fortune Sep
2005).

The case is persistent with both the theories of oppoyrtigentification.
Firstly, the Japanese and Korean roots of founder Byung-Chull delatan of
most of the high authorities of the company has given the aaynan fortuity
to understand South Korean market, legislation system andnekg®
companies, their policies and practices, this duel knowlbdge helped SEC to
feasibly understand and identify opportunity in the coresuatectronics market
Thus case supports literature concerning, if opportunitiese created by
individual based on information gained from past experiendeuaderstanding
of current scenario (Schumpeter, 1934; Witt, 1998; Zahra, 2008)hkgrare
better identified if individual have proper understanding ofcilmeent scenario
(Kaish and Gilad, 1991; Shane, 2000, Gaglio, 1997) .

Secondly, the case also provide evidence to support oppgrtunit
identification theory of “alertness” by Kirzner (1973) with the opportunity SEC
identified in the early 1990’s in the emerging digital technology market. The
company which has always followed footsteps of Japanese comflemiSsny
or Hitachi took this step out of order to expend the comgartiier using a
technology which their competitor where unwilling to impearh Since then
the company has tried to combine traditional approach of Hpanése
companies with western practices which gave them a diverse ofietive
opportunity space.

Even though the case supports both the theories, SEC’s inclination is
more towards part experience and understanding for opportunityficigion
and as human capital the central issue, the company focuses on magermi
ways to attract and retain highly talented individual espgcsalientists and
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engineer to accomplish their core business necessities and Doal#ractive
key players working in major companies to join SEC, high levatetimes
even executive level positions are offered.

In conclusion, SEC associate human capital with opportunity

identification and the evidence is consistent witleposition 140 cease that
human capital contributes towards innovative performance of the firm.

6.2) Testing preposition 1b:

SEC’s human resources can be apportioned into conventional and
unconventional human capital. SEC gives eminent emphasis ployea
education for the growth of the company. Employee at SEC are higiipted
holding either masters or doctoral degree. Recruitment process obittpany
Is partially based on test of English proficiency, generaladge, subjective
and objective question to assess the learning from solikeesducation. Apart
from the standard recruitment process, SEC also hire fresh univgnatyate
through internship programs (currently internship program fodemts and
graduates of European, Asian and South American countries). Otduer t
recruitment, current employees are also inspired to participate itigmes
MBA courses and advanced engineering courses abroad. Sbhethatan learn
new practices and later implement them for the benefit of the cogmpae
evidence provided with the case is consistent with tleeatiire in terms of
importance of specific human capital over general human capital (¥,
2009 and Shane, 2000). The Founder and Chairman of SEC spend a
considerable amount of his time in Japan which dominatedcdinsumer
electronics market at that time. He learned about various Japamaparges
and their practices and later implemented these practices in thd hymlel of
the company. While recruiting, excluding general knowledge basegast
education, individual are also evaluated on their personalityityaland
specialized knowledge in required field. To be a part of SEC evdiyidnal
have to clear Samsung Aptitude Test (SAT) to check competencieof t
employee with the company. SEC also concentrates and investsspecific
human capital in terms of various training programs provideckraployee at
various levels. Every new employee has to go through extensiveouse
training of four months. The training focuses on transfogngraduate to
Samsung employee (Kim 2007).The training program targets ondprgv
employee information about company’s history, technical aspect, general
company policies and values and culture of organizatieeryEnon-Korean
employee has to spend first few months in the advisorgaiypto understand
their culture and colleague before taking their positions. Theingaprovided
to develop specific human capital is not only to expend 8&pacific human
capital but also to essentially develop entrepreneurshipfigpbaman capital
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has well. Specialized graduate from various fields take partdryear training
program covering different business fields and onsite workgms&nts.
“Regional specialist programs” train employee at international level to first
develop social capital by shaping personal ties while learaimgut local
business environment and gaining specialized knowlsgdgeific to a particular
region and/or culture and the later develop and build projabeafown choice
in specific regions. The compensation system of the companyt-({pag)ji also
keeps creativity and productivity of individual as the cebeéore providing
incentive.

The case is consistent with the literature regarding the impertanooth
general and specific human capital and how specific humanakagi of
considerable importance for opportunity identification in im&rand external
environment (Shane, 2000).0n the other hand, the case is iteohaigh the
literature in terms of balance between firm specific human capital and
entrepreneurship specific human capital (Hughes and Ucbasarab), T2(@l
company focuses more on the development of firm specific human lcapita
Training program within SEC are compulsory for each employee irrespettive o
the position, company’s ideology behind this is to develop and renew specific
human capital, but at the same time tie people to the orgamzadi that it is
hard for them to leave the organization. On the contrary tevy talented
employees are given chance to go abroad, run their own prgegarticipate
in events like “regional specialist program” which are the key sources to
develop entrepreneurship specific human capital. The graditensyd SEC is
also inclined towards managers (people at chief position whmare likely to
take entrepreneurial based decisions) in terms of positionresmbnsibility
(Chang, 2012) leaving the rest of the staff to follow behind those people.

To summarize, the case does not supparbosition 1kn terms of the
balance required in the firm between entrepreneurship specific hcapéial
and firm specific human capital for opportunity identification.

6.3) Testing preposition 2:

Both intrinsic and extrinsic compensation practices are uis&EC to
reward people for their performance and proficiency. The current merit-pay
compensation system grade individual on the basis of: ofieipnzy appraisal
and two performance appraisals. The employee receiving grade of A or B
receive extra pay raise on the other hand employee scoring lower grade have t
wait one year for salary increment.

Apart from the merit-pay system which is implemented througkioait
company. SEC also keeps introducing schemes for Research and development,
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marketing and planning and administration department gbtkie emploge

have initiative to work extra hard as they are the strengtheafdmpany. Also,
in order to encourage team work and competition the firm offeltective

compensation like productivity incentive (Pl) which is digtiished on the
basis of performance and profit sharing for individual or/and division.

Apart from extrinsic rewards, the company also offer intrinsic rewards
like promotion to motivate employee towards working hard. Thading
system is more like a pyramid structure, the movement upwarder eads
slow but later traditional system was modified for the fastenwent of talented
employee. Currently at SEC two different systems are used for pronuaitio
managers and staff. Promotion of staff is done on the basis ofsfdik®® job
performance evaluation, length of job. On the contrary the promsyistem of
managers is more ability oriented and it is done on the bakis
recommendations, awards, past experiences (Pucik and Lim 2001).

Assessment for promotion and compensation is done thoatigfe year
at different level with the opinion of supervisor, subordreatd colleague. But
the first two year are dedicated completely for training with rsessmnent.
Therefore the evidence provided with the case is uniform wihliterature
seconding both the theories of Balkin et al., 2000; Clearedlal., 2000 which
support the importance of both intrinsic and extrinsimpensation system for
employee to behave entrepreneurially by maintaining a balanaedre both
the compensation method and Morris et al., 2008; Irelantd, &089 theory of
long term compensation by designing incentive schemes based on yearly basis.

Training is provided for both new and incumbent employee of SEC a
different level on the basis of rank and performance. These trainingapreg
are designed to motive employee by reminding them organizhtiahees and
goals to develop loyalty, at the same time making outsidesseani the culture
and traditions of the company this help individual to actleptenvironment
better and connect themselves with company’s visions. The evidence in the case
agrees with the literature regarding freedom provided to take desisio
(Burgelman, 1983; Lumpkin and Dess, 1996) facilitate oppoytunit
identification and help individual to perform more efficign{Hayton, 2005;
Luchsinger and Bagby, 1987). Talented individual are given acehtarexecute
project of their own choice at home or international office. Thevadiehind
this is to develop entrepreneurial attitude but at dmaestime develop social
capital which can be later useful for the company.
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Even though the case agrees with the literature in terms of ceatjmm
freedom provided to employee to take decisions, motivation anelageng
entrepreneurial attitude enough evidence is not provided pposu other
practices like risk talking attitude (Burgelman, 1983; Stopford Baden-
Fuller, 1994), resource availability (Kuratko et al., 2005) developing the
internal environment. The data provided for social capital dpusdot
(Hayton, 2005) is inconsistent with the literature due téucall and language
barrier existing in the organization which the literature didn’t take in account. In
SEC it is hard for any individual to survive without propamnduage training
and organizational understanding. Even though the compaakimgy steps to
bring more outsiders in and help them to overcome the barriacaafptance
within the company, which is hard due to existing preedand negative
attitude towards outsiders. Due to these weaknesses, exchangewtédge
and skills within the company is laborious as SEC relay hearilynowledge
from external sources and training for every employee. The lack ofl socia
capital within the company hinders the exchange of knowledge arsl skill

Thus, the case is uniform withveposition 2concerning how structure
and processes within firm moderate human capital and apyyrt
identification. Further research in this area is required consgdr@impact of
cultural and traditional structures on organizational system and practices.

6.4) Testing preposition 3and 4 :

The Entrepreneurial Orientation and reciprocity of relation batwaiman
capital and opportunity identification of SEC can be analysetbrm of a
timeline. 1) The awareness of current scenario and learning from Japanese
companies led to the formation of Samsung group by Byung-Chkell When
SEC was formed, it mainly manufactures low cost, conventionad ptoducts.
2) In early 1990°s company’s attitude towards welcoming innovation helped it
to experiment with the digital technology while the competitwere still
working with analog technology. This was a breakthrough agiged the
company to move one step forward from its competitor agdolayers in the
consumer electronics market. 3) In order to improve company’s performance
and remove the tag of cheap, low quality products, SEC implemégted
model in 1993 to integrate western practices with Japanesel nbdhe
company. Learning from this resulted in modification of curigaictices on
various levels (for example: replacement of seniority based systeneiitypay
system.). 4) SEC was initially very traditional in terms ofrigremployee of
only Korean ancestry is now trying to globalize the recruitnmotess by
accepting application from different countries , background anihting
international internship program to attract talent from differpanies. 5)
Started sending adroit employee is send to various for@gntries to gain
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education in various fields for example: engineering, desighnaanagement.
6) Organizing training program provided at various level tevelbp

international outlook and understanding of the currentrenment and then
later implement learning. 7) Now company is known for highligu product

targeting elite market with continuous research on technologpighchumber
of patents.

The evidence provided with the case is consistent with theatiire
concerning the dynamic nature of opportunity identificatiod &arning for
human capital development (Dess et al., 2003). Entreprenexpakience is
acquired by individual throw learning and experience gaineldichathey later
implement to identify more opportunities (McCauley et al.,4098 domestic
and international market. Even though the evidence provideshsstent with
Lumpkin and Dess, 1996; Miller, 1983 conception of EO araieél and
Prahalad, 1989 analysis of positive relation between EO andrtappy
identification, major stress has been towards learning froomces in the
external environment. Enough evidence is not provided whereidodl of
SEC are given opportunity to behave entrepreneurially within aa@m and
developing human capital from each other and forming informéiierarchies
in the organization. Therefore the evidence does shed lighteoaxistence of
EO “for the company” but not for “in the company”. Similarly demonstration of
learning from opportunity identification and exploitatios supported by
argument which highlights ties developed in external enment or learning
from resources in external environment, negligible evidence isdawhich
demonstrate developing knowledge and skills from experiencehefsoin the
organization.

In brief, the evidence provided in the case is consistehtpwitposition 3
in terms of importance of experience for opportunity identificaiohenough
evidence is not provided to suppameposition 2in terms of explaining the
existence and influence of EO in the organization.

6.5)Testing preposition 5:

The motivation and quality of learning for SEC can be analysetthen
basis of two factors 1) external environment (competitors, evéntmternal
environment (structures and processes).

When Samsung group was launched it was a fruit and sunddy-goo
Export Company in South Korea. But later the group reinvethtetiselves and
launched SEC which is now considered the most innovatived birarthe
consumer electronics industry. The catalyst of launching SEC wdspaaese
roots of the company. The founder of SEC had his educatiorpan Jahich
was dominating the consumer electronics market, which gave him & goo
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understanding of the market and later inspired him to la@tG. Consumer
electronics industry, is ruled by technological changakenmarket. SEC was
aware of this and they sensed the shift from analog techntdegyds digital
technology which gave them a competitive advantage over majopacoes
who were reluctant to come out of the comfort zone and adoptewwology.
Meanwhile the company realized that the Japanese model of the goispan
appropriate in long run especially in international market.oVercome this
glitch they combined the Japanese model with western praciibesworkel
well for SEC and the performance has remarkably improved; now SEC has
replaced Sony to become world’s leading consumer electronics company. The
company still follow the hybrid model integrating new pradieehich they
learn from their competitors and customers throughout the world.

The structure and processes of SEC where influenced by theataind
traditional values of South Korea. Due to the prejudiced culture Qf, $&
almost two decades the only outsider the company hired wel€om@an
ancestry. As SEC was working at international level, to uraigtsinore about
overseas market and to have a diverse work force, people were hired from
different countries working for prestigious organizatioe lintel. Internship
program where also organized to hire specialized graduates thubuti®o
world. To motivate current employee to perform better grading systeime
company was modified so that the existing minimum numbeeaf for each
grade was altered to average number of employment years, whiclsetttba
opportunity of early promotion for talented employee. The pramatystem is
more inclined towards past experiences, recommendation, award) gt
rather than number of years worked. Constant assessment of indisidoae
and feedback and recommendation are provided on the basis ofatiiorm
collected from supervisor, subordinate and colleague. This faedlitédst
upward movement of talented individual. The compensatistesy also takes
performance and competency in account and incentive are provided basis
of that. To inspire people especially researchers and designdis toore
innovative, special incentive schemes are provided for the spaegartments.
Apart from this employee are drawn towards various domestic and overseas
training programs to learn and develop human capital anduséethese tools
for company’s benefit.

Overall, the evidence provided in the case is consistenttinathterature
in terms of external (learning and motivation from past failure, petiton,
customer and technological changes) and internal (learning @tn¢ation from
education, training, active learning, appraisal and compensaystems)
environment practices (Hughes and Ucbasaran, 2010). But enoughaviths
not been provided to elaborate how team work in SEC facilig@sing
(Argyris and Schon, 1978; Crossan et al., 1999), which hastbedacal point
of the literature. Negligible evidence is provided to explaiw lkaowledge is
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conveyed throughout the organization (Crossan et al., 1999a Jdielsen and
Bogner, 1999). This gap can be filled by the theory of Galuntt Rodan,
1998; Haas and Hansen, 2005 which suggested that nlo¢ gtdctices have to
be implemented and might not help to motivate employee mnpdove the
quality of learning as tact knowledge is difficult to duplicate.

Therefore, the evidence in the case is homogeneous withethesition 5
regarding the importance of organizational mechanism to motieteirig and
improving quality of learning for a positive impact on humaapital
development and corporate opportunity identification.

6.6) Testing Preposition 6 and 7:

SEC functions in consumer electronics market. The industry is
demanding in terms of technology and design .The risk invas/edry high as
the response is unpredicted for every product and chanceseagetltiat the
product or technology might not be accepted, SEC understendrd they try
to attract key players working in major companies to join SEGh hevel
sametimes even executive level positions are offered. The asssskmmajor
compensation offered in form of promotion and incentive isedan individual
basis for SEC. Promotion system is more inclined towards abilignted
activities as the risk associated with the industry andvation requirement of
the industry is high. Promotion is given on the basipesformance and past
experience.

The merit-pay compensation system evaluates every employee based on
their performance and proficiency throughout the year, contributivartts
innovation and firm’s performance is important criteria of evaluation. The effect
of performance and proficiency assessment has a high impact on career
development and success (Pucik and Lim 2001). Employees wdiicho f
contribute have to wait another year and they have to go thtbagissessment
process again.

The evidence provided in the case is consistent with Hayton, 2045
suggested that compensation system should be desigmedivadual basis and
incentive should be directed towards innovation rather thatoma, primary
incentive offered in SEC are individual basis and performance valuatimme
throughout the year rather than on the outcome provided. The alas
highlighted the requirement of high compensation for higik @&nd high
knowledge industries, seconding the concept given in literddyr8alkin ,
Gomez-Mejia ;1984 and Laursen 2002.The case also support theddepe of
compensation offered on external and internal environment tegiBialkin &
Gomez-Mejia, 1984, 1987; Hayton, 2005.
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Therefore the evidence provided with the case is consistent with
preposition Gandpreposition 7 highlighting a need of further study in this area
based on organizational and cultural differences to get a better insight.

7) Conclusion

The paper has two aims, first to analyse and contribute tih¢loeetical
framework given by Hughes and Ucbasaran (2016f) corporate opportunity
identification from a human capital prospective. And secorfdrtber explore
the framework from a case study prospective. Examining the theoretical
concept was necessary as human capital is now considered as importan
contributor towards corporate entrepreneurship. And developingetter
understanding of the concept was indispensable. Therefore a congorehen
presentation of distinct features extending the literaturefwaamental as no
such inclusive review exist. From a critical prospective, it appbatscertain
conclusion based on human capital development can be furtteerded to
include some important points which were left out in curfeamework, which
will help in developing a better understanding of the topicthen, to analyse
the prepositions suggested by literature, case study of SEC wds Aisd
information provided in the case study was compared agaedtely word in
the literature to review the consistency/inconsistency of lusrahgainst the
facts provided in the case study. The case allows evaluationiofiz@oncept
of human capital from corporate opportunity identification pectipe. It is
apparent that SEC considers human capital development agpartant factor
for entrepreneurial behaviour such as opportunity identificatiand
exploitation. Company policies and practices has providedfisamt insight
towards assessing phenomenon stated by the literature ivblichto further
examine and extend the theory.

8) Limitations and further research

Even though the case study is based on multiple outlanlisevents,
there are various limitations associated with it. Firstlglitetive method of
data collection was used where data was collected from secomuaces
which constraints the analysis, as different researcher havecttospective
and they can potentially derive different conclusions for same ofet
information. In addition, another weakness of the methodologgnsralizing
the whole work around single company in single industry. Ellengh case
study approach facilitates in-depth analysis of the focusegb&ny, it restrains
from deriving any generalized conclusions. Furthermore, the waptlidgints
and elaborate the concept of human capital and corporate opportuni
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identification by Hughes and Ucbasaran(2010) but the frameprorkded is
not comprehensive enough to explore cultural and traditesyects and their
influence on human capital management.

Further research in this field should empirically assessdffeow cultural and
traditions factors moderate human capital management in intercaxernal
environment and how internal environment practices affect humanalcapi
management and formation. Although past studies largely iassdmuman
capital with social capital development it largely ignore pghablem arising in
information exchange due to traditional values of an orghoizahe evidence
provided here suggested that due to increasing internatidraiiza the major
companies the problem of cultural and language differences dtamivhich
hinders formation of information hierarchies as employee from differen
background have to work together. It is therefore essential teideonthese
factors in human capital study and understand their effect in ugario
circumstances in internal and external environment. This walp towards
comprehending the influence of human capital on opportunity identiincatio
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