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Abstract 

This article aims at presenting innovation as a propelling element in the creational strategy process 

of technology-based companies. The ways those strategies are built—consciously and explicitly or 

by emersion—are not dichotomous aspects of the process. Both coexist, interact, and integrate the 

same process that contemplates deliberate and emergent features. The creational strategy process 

is configured by phases with specific characteristics. And the transition from one phase to the 

other is driven by a practice of innovation in organizational dimensions. This study about the 

strategy process and its relation to innovation practices has been developed from a synthesis and 

from reflections of the results from field research noting the importance of the evolutionary phases 

in the process and identifies innovation as the propelling element (case study). Formalization, 

systemization, analysis, and rationality in strategy building grow gradually, according to the 

growth of the company, revealing a more deliberate character. The growth process of technology-

based companies takes place in evolutionary stages according to its level of maturity and 

consolation in its strategic actions: predecessor, building, consolidation and development. It stands 

out that the transition of one stage to the next is triggered by an innovation practice in product, 

marketing, organization, production, or process. 

 

1 Introduction 

Organizations can develop strategies in different ways. Mintzberg and Lampel (1999) have 

classified ten schools and characterized them according to several emphasized aspects of the 

strategy-building process. Within these schools there are three prescriptive that emphasize how 

strategies should be formed (design, planning, and positioning) and six descriptive ones 

(entrepreneurial, cognitive, learning, power, cultural, and environmental) that concentrate on the 

process of the strategy concept. The school of configuration presents prescriptive and descriptive 



aspects (Mintzberg, Ahlstrand, & Lampel, 2000). Two aspects in this strategic process are evident: 

the deliberate aspect, which is based on logical and rational plans and aims at establishing 

objectives (proactive or adaptive), and the emergent one, which is more about flexibility, 

opportunism, learning, and intuition.  

The rational model in the strategy-building process is strongly related to the system of 

strategic planning, which—after two decades—is still widely used by companies. The rational 

dimension emphasizes the importance of the exhaustive analysis of all available alternatives for 

decision making, the systematic monitoring of the environment, the adoption of planning methods, 

and the unification of strategies, taking into account the identification, evaluation, and the 

selection of the most adequate possibility (Hough & White, 2003). Another vision of the strategy-

building process emerges and posits that the strategies can be adapted, requiring dedication, 

intuition, and connection between thoughts and actions in a flowing learning process. The molding 

strategist uses his knowledge and experience to mold his future (Mintzberg, 1987a). 

Bhide (1994) stated that the deliberate method of building strategies does not apply to 

companies on the technology market. The new technology-based firms (NTBFs), characterized by 

the intensive application of scientific knowledge to products and processes, do not show a 

structured and systematic process to develop their strategies. On the contrary, they present with a 

dynamic process, showing a growing incremental and informal focus in their strategy-building 

process.  

In this context, the investigated problem can be summarized in the following question: 

How can one configure the strategy-building process in NTBFs? This article aims at showing the 

cycle in the building of strategies and its main propelling element: innovation. 

A case study was carried out using a methodical procedure with the objective of describing 

and analyzing the specific forming elements of the strategy-building process in three companies in 

the industrial hub in São Carlos/Brazil. 

 



2 Creational Strategy Process Literature: some observations  

2.1 Strategy: creational process 

The strategic process can be defined as the creation of strategies for a determined 

organization. This concept implies a close relation between forming and implementing strategic 

actions (Manderscheid & Kusy, 2005), considering the adaptation of strategies according to 

environmental changes. The premise of this approach is the creation of deliberate and emergent 

strategies of an organization that define the direction of the company in a continuous learning 

process. To be complete, this process has to include deliberate and emergent features (Andersen, 

2004; Mintzberg, 1978). 

Although it is a widely discussed topic, there is little knowledge about how a strategy is 

implemented and the benefits arising from this procedure. There are several ways to develop 

strategies in organizations including the deliberate one, based on logical and rational plans as well 

as the establishment of proactive or adaptive objectives, and the emergent one, based on 

flexibility, opportunism, experiences, learned facts, and intuition. Specific features and the stage 

of development of each organization must influence the choice of its strategies as well as the 

degree of the formalizing process. 

The deliberate aspect, the traditional and dominating one in literature, is based on the 

rational search for alternatives to obtain the best result for the use of analytical instruments to 

interpret reality. The main tools representing this slope are strategic planning and strategic 

management. Among the authors who adopt the deliberate vision, some belong to the schools of 

planning, positioning, and design. The emergent aspect has been growing stronger, pointing out 

that strategies can be created in a continuous learning process, based on daily experiences in the 

organization. Among the authors that share this vision are the ones of entrepreneurial, cognitive, 

and learning schools (Mintzberg et al. 2000; Mintzberg, 2004).  

Mintzberg (1987b) questions the dichotomous formulation/implementation of strategy, 

stating that strategy is developed in a conscious and deliberate way or in an unintentional process. 



To be complete, the process of strategy building should include deliberate features as well as 

emergent ones (Andersen, 2004; Mintzberg, 1978; Mintzberg & Waters, 1985). Many strategies 

are clearly deliberate and others clearly emergent. Some strategies can get closer to the one or the 

other extremity, but the majority is found on intermediate terms because the elaboration of a 

purely deliberate strategy impedes continuous learning, and the elaboration of a purely emergent 

strategy impedes organizational control (Mintzberg & Waters, 1985; Mintzberg et al., 2006). 

 

2.2 Creational strategy process in NTBFs 

The sensitization of the public toward NTBFs first came up in the early 1980s, when 

several traditional industries were faced with severe problems, and some fast-growing companies 

started to appear. The NTBFs are seen as an important font for new jobs, as important promoters 

of technological changes and of innovation in the economy (Almus & Nelinger, 1999). 

The organizational environment of such companies is characterized by their dynamism and 

high degree of uncertainty (McGee & Sawyer, 2003). Internal aspects are also relevant in the 

strategic process, with an immediate and specific implication in the management, like structure 

type, politics, procedures, abilities, systems, management style, and organizational capacities and 

competencies, among others. However, the external and internal conditions refer to situational 

factors and must be taken into account when building a strategy. It is important to stress that these 

factors—or their intertwining, demanding a certain influence on the strategic process—vary from 

firm to firm.  

The NTBF life cycle influences the process of strategy building and innovation. As the 

strategy process grows in predictable and distinct stages, the understanding of those stages can 

help the organization to prevent traps and to develop the necessary competence for every single 

challenge (Kampas, 2003). Kazanjian (1988) defines 4 stages for the life cycle of NTBFs in 

relation to environmental variables, strategy, structure, and decision: (1) conception and 

development of the product/technology, (2) marketing, (3) sales growth and staff increase, and (4) 



concentrated stability in the development of a new generation of products, in the stabilization of 

the market position and in the search for new opportunities. In the initial stages, the innovation 

centralizes on the product, and in the following stages on business technology.  

2.3 Innovation practices 

In the last decades, the concept of innovation has raised an intense debate among 

academics, politicians, and entrepreneurs. The reasons for this rising attention are the profound 

impacts that innovations, especially in technology, have had on companies, the economy, the state, 

and society as a whole. In a more and more competitive world, it is necessary to be proactive in 

several operation modes. The main instrument for this is innovation. 

Innovation can be understood as the implementation of a new or well-improved 

product/service, a process or a new organizational method in terms of business, in the work place 

organization or in external relations (Sebrae, 2009). 

Innovation is part of a development context of new technologies or of an invention 

paradigm. Innovation implies developing activities in a different way from what has already been 

utilized in an organization, taking initiatives to improve the product, the process, or the 

procedures, increasing their value and performance. It can be realized in a radical or incremental 

way. In the first case, a breakthrough is sought in terms of knowledge and the development of 

products and processes, a breakthrough that normally demands new production techniques as well 

as new technologies. The second is looking for a constant improvement of products, processes, 

and existing services.  

To achieve a better understanding, different innovation concepts can be combined, as 

identified in products, services, processes, marketing, and management in the organizational 

routine. Applying these innovation practices enables a company to conquer a space in a highly 

competitive market. Innovation, which represents the incorporation of new ideas, practices, or 

objects in individual operation units, is relevant to companies already established in the 

competitive market. They take risks that trigger changes in the accumulation of goods or services 



and production methods, in the establishment in new markets, in the use of alternative provision 

fonts, and in the elaboration of new organizational forms (Bhaskaran, 2006; Johannessen, Olsen, 

& Lumpikin, 2001). 

Moreover, the NTBFs, the subject of this study, are companies that make intense 

technological effort and that stand out in the development and marketing of new products, 

processes, and technologies. (Pinho et al., 2005). They are considered inductive of and dependent 

on innovation. Innovation is their main feature, the factor which most contributes to classifying 

them as NTBFs.  

 

3 Innovation as a propelling element of the evolutionary stages in the creational 

strategy process 

This section aims at presenting the features of strategy building in the studied companies 

(A, B, and C) as well as the propelling element in the component phases of this process. While 

analyzing this strategy-building process of the NTBFs, some aspects stand out: 

1) The stage prior to the company foundation, in which actions are defined to be 

determining their performance for many years, is important. 

2) As the companies were founded due to an initial demand for the use of technology on a 

specific product, three company foundations follow a market impulse, with a demand for the 

product by other companies and the university (company B). 

3) Companies’ managers’ lack of administrative knowledge led to difficulties and crises, 

which the companies had to overcome in order to grow and develop. 

4) There was an absence of a formal planning process for the company foundation, once 

the attention of the entrepreneurs turned to the feasibility of producing goods. Thus, in this first 

stage the attention was drawn to the product and not to the market. 

The growth process of the NTBFs was evolutionary, according to their level of maturity 

and consolidation of their strategic actions. The stages were as follows: predecessor, building, 



consolidation, growth, and development. In those stages the creational process is characterized as 

more or less emergent and deliberate (figure 1). According to how the company evolves, there is a 

gradual increase in formalization, systematization, analysis, and rationality in the building of 

strategies, revealing a more and more deliberate character. Deliberate or emergent characteristics 

at each stage and the transition from one stage to another are triggered by an outstanding event—

an innovation—revealed by the specific management of the company, and they demand a change 

of strategy. 

Figure 1 - Evolutionary stages and the process of strategy building 

 

One can see that in the predecessor stage, the manager stops the technological knowledge 

from being incorporated into the product and visualizes, based on the demand, the possibility of 

founding a company. Focusing on the product, and having founded the company, the specific 

organizational details become more and more influential on the firm’s strategies, and due to an 

administrative lack and wrong vision of the market, the company starts to face challenges for 

which it is not prepared. Based on these initial difficulties, the manager tries to consolidate the 

company, establishing partnerships (universities, clients, suppliers) to develop technology, expand 

their operations on the market, and work on administrative reconstruction. Growth is established 

once the vision of the manager implies taking advantage of environmental opportunities. During 



this development, the manager emphasizes business diversification with the expansion or 

redefinition of the product line and the performance in new markets.  

Therefore, strategy building happens in evolutionary stages, and it is remarkable that the 

passage from one stage to another is distinguished by an event that is seen as the origin of strategic 

change, characterized by an innovation on marketing, organization, product, or process. In the 

evolutionary stages, deliberate and emergent processes integrate, evidencing their emergent 

character in the initial stages and their deliberate character in the later stages.  

The transition from one stage to the other is triggered by an innovational landmark. This 

landmark can have several motives, depending on the stage of transition. These motives could 

include the application of a specific technology to the concept of a product at the stage of founding 

the company; the relation of the market to identify the insertion of the product (marketing 

strategy); the process development followed by operational efficiency; or the creation of new 

product lines and the development of new markets. 

These events are shown in the form of a black diamond above the transition lines between 

the stages they represent—in fact, a moment when strategy building receives an important 

impulse. The evolutionary stages also look at many aspects like the life cycle of small companies, 

proposed by Churchill and Lewis (1983), as this considers that the maturity of a company is 

directly related to the consolidation of its strategic actions. These authors, however, do not 

approach the stage that precedes the company foundation. Thus, we can see the importance of the 

precompany stage in the evolution of NTBFs. Focusing on the product has a strong impact on the 

following stage, at which the company has to face market bottlenecks. At this stage, reflections on 

the market and the clients are superficial and general, and innovation practices are applied to the 

technology of the product. Identifying the clients’ needs and the market potential is part of the 

maturing process that takes place when the company starts interacting with the environment. In the 

case of NTBFs, previous actions to formalize business have affected their efficiency, thus leading 

to including the precompany stage in their development.  



 

4 Final considerations 

The vision of the creational strategy process seen from a rational, analytical, and 

reductionist perspective and expressed by the traditional and dominant strategic schools like 

design, positioning, and planning does not permit the contact with a system that is based on a 

dynamic context, consisting of intuitive, creative, and informal processes led by a visionary and 

participatory management. To be complete, the system has to approach its deliberate as well as its 

emergent features. 

The cycle of strategies presented here approaches emergent and deliberate processes in a 

permanent coexistence, interaction, and integration. The creational strategy process could be 

useful in the explanation of the strategic process in small NTBFs. However, given that the 

creational process and the development of small companies generally follows a relatively close 

profile, the presented cycle can be useful—with some specific considerations—to explain this 

process.  

Innovation as a propelling element in the cycle of evolutionary stages of the creational 

strategy process uses orientation as a special character and should be understood as a 

representation that approaches the reality of a group of companies. However, it does not make this 

cycle more complex than reality. 
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