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Abstract

Today's dynamic and highly volatile environment underlines the relevance of cor-
porate entrepreneurship in all types of organizations to respond to current and
forthcoming forces in a sustainable way. While extant research has identified several
factors that impact corporate entrepreneurship, our understanding of how corporate
entrepreneurship is impacted by strategic human resource management (SHRM)
is underdeveloped. Drawing upon a dataset from 185 HR managers in Eastern
Switzerland, Liechtenstein, and Western Austria, this study replicates the study of
Wei et al. (2008) and examines the role of organizational culture in the SHRM
adoption and implementation process and transfers their research design into the
context of corporate entrepreneurship. The results indicate that SHRM impacts the
implementation of organizational culture and that different HRM systems affect
the implementation of different types of organizational culture.

Keywords: strategic human resource management, organizational culture, corporate en-
trepreneurship
(JEL: M1, M10, M12, M14)

Introduction

To be able to survive in the long run in today's increasingly turbulent and highly
volatile business environment (Corbett et al., 2013; Hughes & Mustafa, 2017;
Giones et al., 2019), organizations "can either innovate their future or become
victims of innovation" (Kuratko & Morris, 2018, p. 43). To respond to present and
coming environmental forces, corporate entrepreneurship, i.e., the entrepreneurial
behaviour within established organizations (Stopford & Baden-Fuller, 1994), has

been identified as a major strategy for revitalization and increased innovativeness in
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all types of organizations (Hayton, 2005; Ireland et al., 2009; Corbett et al., 2013;
Hughes & Mustafa, 2017; Kuratko & Morris, 2018; Hampel et al., 2020).

Previous research has identified several factors that can influence corporate en-
trepreneurship, such as organizational structure and leadership (e.g., Miller, 1983,
Zahra, 1996; Antoncic & Hisrich, 2001), strategic management (e.g., Barringer
& Bluedorn, 1999), organizational culture (Zahra et al., 2004; Wei et al., 2011), re-
wards and reinforcement, autonomy, work discretion, and time availability (Steven-
son & Jarillo, 1990; Hornsby et al., 2002; Hayton, 2005; Kuratko et al., 2005;
Hayton et al., 2013). This is promising, but one can argue that it is the employees
who make entrepreneurial activities a success (Tang et al., 2015) who can be a
source of sustained competitive advantage (Ulrich, 1987; Wright & McMahan,
1992) and thus, who are vitally important to corporate entrepreneurship (Hayton,
2005; Schmelter et al., 2010; Zhang & Jia, 2010; Tang et al., 2015; Amberg &
McGaughey, 2016; Florén et al., 2016). Surprisingly, the internal management of
human resources and its relationship to corporate entrepreneurship has received
only a litdle attention (Wei et al., 2011; Tang et al., 2015; Amberg & McGaughey,
2016; Florén et al., 2016; Moustaghfir et al., 2020) while, at the same time, orga-
nizations still struggle with proper strategies to initiate entrepreneurial behaviour
among their employees (Kuratko et al., 2014; Kuratko & Morris, 2018).

Strategic HRM (SHRM), which can be defined as "the pattern of planned human
resource deployments and activities intended to enable an organization to achieve
its goals" (Wright & McMahan, 1992, p. 298), aims to manage employees in
an increasingly fast-changing and uncertain environment (Kramar, 2014). It is
argued that firms must align their HRM with their strategies, such as corporate
entrepreneurship (Wei et al., 2011; Tang et al., 2015; Florén et al., 2016), to
remain competitive (Guest, 1987; Moustaghfir et al., 2020).

While in the last decades, research on SHRM has made considerable progress in
investigating its relationship with firm performance (Jiang et al., 2013; Jackson et
al., 2014; Tang et al., 2015), our understanding of how SHRM is adopted and im-
plemented and what impact it has on corporate entrepreneurship is underdeveloped
(Hayton & Macchitella, 2013; Tang et al., 2015; Amberg & McGaughey, 2016;
Florén et al., 2016). Additionally, research on SHRM has called for investigating
factors unique to an organization and may result in competitive advantage (Jackson
et al., 2014). Organizational culture, which refers to "a complex set of values,
beliefs, assumptions and symbols that defines the way in which a firm conducts its
business" (Barney, 1986, p. 657), has been defined as such a unique resource and
source of sustained competitive advantage (Barney, 1991; Chan et al., 2004).

Therefore, this study aims to examine the role of organizational culture in two
SHRM processes (i.c., the adoption and implementation of SHRM) and their
effects on corporate entrepreneurship. In doing so, this study replicates the study
of Wei et al. (2008) "The Role of Corporate Culture in the Process of Strategic Hu-
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man Resource Management: Evidence from Chinese Enterprises”, which analyses
the role of organizational culture in the adoption and implementation process of
SHRM and its effects on organizational performance in Chinese firms and transfers
their research design into the context of corporate entrepreneurship by using a
sample of German-speaking enterprises. Hence, this study enriches our understand-
ing of the interactive role of SHRM and organizational culture by evaluating the
findings of Wei et al. (2008) in a different organizational and cultural setting.
Additionally, this quasi-replication contributes to the cumulative body of research
knowledge (Bettis et al., 2016), employing different measurement instruments to
assess different organisational cultures and HRM systems. Furthermore, this study
particularly contributes to emerging research on mediating processes in SHRM
(Wei et al., 2008; Jiang et al., 2013; Jackson et al., 2014; Tang et al., 2015). As
outlined in Figure 1, this study compares two theoretical perspectives that, besides
the contingency theory, have been utilized to explain the interconnection of SHRM
and organizational culture at an organizational level, namely social context theory
(e.g., Wei & Lau, 2005; Wei et al., 2008) and resource-based view (e.g., Ngo &
Loi, 2008; Tang et al., 2015).

According to social context theory (Ferris et al., 1999), organizational culture acts
as an antecedent to the adoption of SHRM, carrying over the effects on corporate
entrepreneurship. By contrast, drawing on the resource-based view (Barney, 1991),
implementing organizational culture acts as a mediator between SHRM and corpo-
rate entrepreneurship.

Social context theory: Organizational Culture as an Antecedent to the Adoption of SHRM

Organizational SHRM Corporate

Culture Entrepreneurship

Resource-based view: SHRM as an Antecedent to the Implementation of Organizational Culture

SHRM Organizational »| Corporate
Culture Entrepreneurship

Based on Wei et al. (2008)

By evaluating organizational culture in the processes of SHRM adoption and imple-
mentation, this study contributes to a systematic study of SHRM processes (Wei et
al., 2008; Chow et al., 2012) and enables a better understanding of 1) how SHRM
is adopted and implemented (Zhu et al., 2005) and 2) how it influences corporate
entrepreneurship. The results of this study are expected to offer important insights
for understanding how organizations can benefit from SHRM to remain competi-
tive.
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The paper is structured as follows. The following section reviews the relevant
literature on the theoretical perspectives of social context theory and resource-based
view on the SHRM adoption and implementation process and, on these grounds,
develops two hypotheses. The data and methods are described in the preceding
sections, followed by the study's results. The study ends with a discussion of the
findings, the implications for theory and practice, and future research avenues
derived from the study's limitations.

Theoretical Background

Corporate entreprencurship broadly describes the strategic intent of an established
organization to be more proactive, innovative, and risk-taking (Miller, 1983;
Kaya, 2006; Hayton et al., 2013) to discover, evaluate, and ultimately exploit
entrepreneurial opportunities (Hayton et al., 2013; Amberg & McGaughey, 2016).
With the successful implementation of a corporate entrepreneurship strategy, orga-
nizations can achieve superior performance (Hayton, 2005), long-term growth,
and sustainability (Amberg & McGaughey, 2016). The success of the strategy's
implementation depends on an organisation's ability to create and acquire new
knowledge and integrate this knowledge and existing capabilities into new forms of
novel combinations (Hayton et al., 2013; Hayton & Macchitella, 2013; Tang et al.,
2015).

Therefore, the facilitation of a corporate entrepreneurial strategy depends heavily
on the firm's capacity to strategically manage its human resources to identify,
acquire, and integrate new knowledge (Burgelman, 1983; Tang et al.,, 2015).
On the other hand, the underlying organizational culture can foster discretionary
knowledge-sharing behaviours (Burgelman, 1983) as it possesses the values that
describe the relationship between the organization and its employees and between
the employees themselves (Schein, 2017).

Hayton et al. (2013) identified different theoretical perspectives to explain the rela-
tionship between SHRM, organizational culture, and corporate entrepreneurship.
While at the individual level, the behavioural view and the social exchange theory
help to explain corporate entrepreneurship, at the organizational level, research has
relied upon the contingency theory, the resource-based view (Hayton et al., 2013),
and the social context theory (e.g., Wei & Lau, 2005; Wei et al., 2008).

Drawing on contingency theory, research has analysed the moderating effects of
organizational culture and SHRM and found that corporate entrepreneurship is
achieved through a fit between organizational culture and SHRM. However, re-
search examining the moderating effects has failed to explore the underlying SHRM
processes that critically impact organizational change and development (Wei et al.,
2008).
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This study employs a mediation analysis which has been argued to be a process
analysis (Wei et al., 2008; Jiang et al., 2013), to analyse the SHRM adoption and
implementation process and their impact on corporate entrepreneurship. Thereby,
apart from the contingency theory, this study compares the theoretical perspectives
of the social context theory and the resource-based view.

Organizational Culture as an Antecedent to SHRM

According to the social context theory, organizational culture resembles a kind of
an organization's social environment that influences the adoption of SHRM (Ferris
et al., 1999; Wei et al., 2008; Wei et al., 2011). Schein (2017) states that the
values founders bring to their newly created organizations are enduring, influenc-
ing, and permeating organizational systems, structures, and processes, including the
HRM system as well. The organizational culture, therefore, reflects the vision of
a firm, constituted from the ideas and values articulated as a mission, philosophy,
or business strategy by the founder. With the successful implementation of these
ideas, they become institutionalized through implementing management practices
(Ngo & Loi, 2008). From this perspective, organizational culture is considered an
environmental factor that determines how an organisation is managed (Wei et al.,
2008). It is argued that organizational culture influences the adoption of SHRM
in causal order, as the founder's orientation toward employee relations and decision-
making is firmly anchored in a formal organization (Hayton & Macchitella, 2013).

Consequently, SHRM is more likely found in organizations that recognize their
employees as a potential determinant of organizational effectiveness (Orlitzky &
Frenkel, 2005; Jackson et al., 2014). Toh et al. (2008), for example, found that
the choice of an HRM system is highly related to an organisation's culture. Or-
ganizations that emphasize people-oriented values are more likely to establish a
high-commitment HRM system.

By examining three types of organizational culture based on the competing values
model and their effect on the adoption of SHRM, Wi et al. (2008) confirmed this
causal ordering in Chinese firms. The results show that the perceived importance
of SHRM partially reflects the organizational culture of a firm. If a firm has an
orientation towards the strategic management of its human resources anchored in
the organizational culture, it is more likely that the firm will adopt an SHRM
approach. This orientation is mainly rooted in group and developmental cultures,
which significantly impact the adoption of SHRM, while hierarchical cultures were
not found to have any impact. This is consistent with the findings of Wei & Lau
(2005), which revealed that market orientation significantly influences the adoption
of SHRM. If a firm is more market-oriented, it also places greater emphasis on the
strategic management of its human resources.

Patel et al. (2013) provide evidence on SHRM to promote organizational ambidex-
terity. On the one hand, it enables the ability to exploit existing opportunities
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while, on the other one, creating the opportunity to explore the challenges of
future markets. Hayton & Macchitella (2013) support these findings by evaluating
two opposing types of organizational culture and HRM systems and their effects
on corporate entrepreneurship. The results show that organizations emphasising
strong individualistic values are more likely to implement an individual-oriented
HRM system, while collectivistic cultures tend to adopt a collective-oriented HRM
system. While at both extremes, the level of corporate entrepreneurship is relatively
low, an intermediate position between individualism and collectivism will yield a
higher level of corporate entrepreneurship. This is because individualism seeks to
facilitate a kind of non-conformist thinking and thereby supports radical creativity,
while collectivism is necessary for the acceptance and support of new ideas. Zahra
et al. (2004) and Morris et al. (1994) provides further evidence on the U-shaped re-
lationship between individualism versus collectivism and their influence on corpo-
rate entrepreneurship. Additionally, Zahra et al. (2004) showed that organizational
cultures emphasizing decentralization, external, and long-term orientation yield in
higher levels of corporate entrepreneurship.

In summary, the social context theory perceives organizational culture as a contex-
tual factor that precedes an organizational strategy (Saffold, 1988). As strategic
decisions are supposed to be the outcomes of a reflection of the mindset of cor-
porate leaders (Schein, 2017) and SHRM is linked to a firm's strategy, SHRM
is influenced by the organizational culturethe organizational culture influences
SHRM in a sequential manner (Wei et al., 2008). An appropriate organizational
culture will facilitate an SHRM process that is intended to enhance the level of
creativity, innovation, and entrepreneurial Scaffold (Hayton et al., 2013). Against
this background, we propose that

H1: Organizational culture has a positive effect on the adoption of SHRM,
while SHRM mediates the link between organizational culture and corporate en-
trepreneurship.

SHRM as an Antecedent to Organizational Culture

The resource-based view sees organizations as bundles of resources (Barney, 1991)
which are heterogeneous among organizations as they are not perfectly imitable
or mobile (Chan et al., 2004). From this perspective, corporate entrepreneurship
falls back on a unique bundle of strategic resources characterized by value, rareness,
imperfect imitability, and the ability to exploit these resources (Barney, 1991).
However, as the real world is not in static equilibrium, Chan et al. (2004) added a
dynamic perspective to the resource-based view, arguing that organizations require
more than just superior resources. They need a valuable, rare, and imperfectly
imitable capability to renew and reallocate resources to achieve business goals in
constantly changing environments. In other words, the sustainability of competitive
advantages depends not only on the nature of resource bundles at any one point
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in time but also on a firm's ability to renew, reallocate, rejuvenate and redefine its
resources to cope with the changing business environment. This is in line with cor-
porate entrepreneurship, which argues that organizations are forced to continuously
reconsider and renew their competitive advantages (Corbett et al., 2013).

Chan et al. (2004) identified, among others, two core resources that constitute
the above-mentioned dynamic and complementary resources of a firm: One is the
capability of an organization to manage its human capital effectively under volatile
environmental conditions (i.e., SHRM, e.g., Ulrich, 1991; Schuler & MacMillan,
1984; Chan et al., 2004). The other one is an organizational culture that possesses
all of the characteristics of a strategic resource and thus, has the potential for creat-
ing a sustainable advantage (Barney, 1986; Fitzgerald, 1988; Chan et al., 2004).
In combination, organizational culture and SHRM are potential co-specialized
resources that serve the need for dynamic capabilities (Chan et al., 2004).

As "the resource-based view explanation rests upon the role of HRM in building
unique, difficult to imitate resources that create value" (Hayton et al., 2013, p.
385), SHRM contributes strategic value to organizations as it links HRM to
business strategy and manages organizational change by creating an organizational
culture that emphasizes creativity and innovation (Brockbank, 1999).

In this respect, Lau & Ngo (2004) found that organizational culture is the missing
link between the HRM system and corporate entrepreneurship in terms of product
innovation. HRM systems are required to develop an organizational culture con-
ducive to innovation, while organizational culture acts as a mediator between HRM
and the development of new products. Likewise, Ngo & Loi (2008) confirmed that
HRM flexibility positively affects adopting an adaptability culture, which in turn
impacts market-related outcomes such as new product development. Chow (2012)
identified organizational culture as the mechanism through which SHRM affects
firm performance. Superior performance is achieved if SHRM fosters an innovation
culture that provides a creative place to work that is exciting and dynamic.

By investigating the influence of different HRM practices on four different culture
types, Yeung et al. (1991) found that different domains of HRM activities have a
differential impact on organizational culture. While reward and staffing are found
to be the most relevant drivers for developmental cultures, communication is
most important for developing group cultures. To establish hierarchical cultures,
organizational design is most important, while staffing was found to be the most
important HRM practice for adopting rational culture.

In summary, the resource-based view argues that corporate entrepreneurship builds
upon a unique bundle of co-specialized strategic resources. As such, SHRM plays
a central role in building unique and difficult-to-imitate resources and aligning
employees with the organization's strategy. Regarding corporate entrepreneurship,
employees are expected to proactively initiate entrepreneurial activities and solve
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problems. Therefore, employees will have a shared understanding of the strategic
intent of HRM, which results in a certain type of organizational culture (Wei et al.,
2008). Against this background, we propose that

H2: SHRM has a positive effect on the implementation of organizational culture,
while organizational culture mediates the link between SHRM and corporate en-
trepreneurship.

Methodology

Sample and Data Collection

The data for this study were collected through a standardized questionnaire among
HR managers within Eastern Switzerland, Liechtenstein, and Western Austria. This
region, also known as the Rhine Valley, seems an ideal setting to study corporate
entrepreneurship due to its reputation for innovation (Kraus et al., 2017). An
"Alemannic" mentality characterizes this region, i.c., people in this area have a high
sense of goal-orientation and individual responsibility and are seen as hard-working
and ambitious. Besides, the region has a distinct innovation rate and a high indus-
trial density shaped predominantly by privately held businesses (Durst & Brunold,
2017).

The questionnaires were mailed to 553 HR managers within the Rhine Valley
that have taken courses on HRM at the university with which one researcher of
this paper is affiliated. In total, 241 completed questionnaires were received either
partially or fully. Only fully completed questionnaires entered the analytical stage to
ensure data quality, resulting in a final set of 185 questionnaires, corresponding to a
valid response rate of 33.5 per cent.

The sample includes firms with various ownership profiles, such as state-owned
enterprises (SOEs) and private firms. Of the 185 firms in the sample, 27 (14.6%)
are SOEs, and 158 (85.4%) are private firms distributed over 24 different sectors.
Manufacturing firms account for 36.8 per cent, whereas service firms account for
63.2 per cent. Table 1 shows the sample characteristics regarding the location of the
business, firm size, and ownership profile.

Table 1. Sample Characteristics

Country Total  Percent |Firm size Total  Percent |Ownership Total  Percent
Austria 74 40.0 Micro (< 10) 18 97 State-owned firms 27 14.6
Liechtenstein 24 13.0 Small (< 50) 26 14.1 Private firms 158 85.4
Switzerland 81 438 Medium (< 250) 35 18.9

Other 6 3.2 Large (> 250) 106 57.3

Total 185 100.0 185 100.0 185 100.0
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The average age of the firms in this study is 76 years, with a standard deviation of
61 years. The average number of employees of the respondent firms is 3'209 with a
standard deviation of 7'643 employees, ranging from one to 54'000 employees.

Measures

The main constructs of this study include corporate entrepreneurship, organization-
al culture, and SHRM. Corporate entrepreneurship was measured using Miller's
(1983) scale on entrepreneurial orientation and its adaption by Covin & Slevin
(1991) because of its high reliability, validity (Richard et al., 2009) and its applica-
bility in organizations located in German-speaking countries (Kraus et al., 2017).
The scale has been repeatedly applied to measure corporate entrepreneurship (e.g.,
Barringer & Bluedorn, 1999; Kaya, 2006; Florén et al., 2016) and consists of
three dimensions with three items each to measure the proactive, innovative, and
risk-taking orientation of an established organization on a 5-point Likert scale
(Covin & Slevin, 1991). The reliability alpha values of proactiveness (Cronbach's
alpha = .78), innovativeness (.87), and risk-taking (.73) indicate high measurement
reliability (Nunally, 1994).

As the concept of the HRM system is central to SHRM (Jackson et al., 2014),
SHRM in this study was measured using the typology of culture-oriented HRM
systems developed by Hinteregger and Durst (2018). The developed typology
encompasses four different types of HRM systems, which can be viewed as relevant
for this study's purpose as these systems not only refer to high-performance HRM
practices but also address HRM systems more comprehensively. The HR managers
were asked to describe the extent to which the organization has adopted several
HRM practices comprising four different HRM systems on a 5-point Likert scale.
The items were then scaled into four measures to indicate the relative dominance of
each of the HRM systems. Twelve items were removed as their factor loading did
not reach the common threshold for acceptance of 0.4 (Basilevsky, 1994), resulting
in 16 items to measure each of the four HRM systems (see Appendix I for a full list
of items). Cronbach's alpha coefficients were calculated to assess the measurement
reliability of the constructs as well. While the constructs of employee- (.73) and
profession-oriented (.71) HRM systems indicate high reliability, task- (.62) and
innovation-oriented (.69) HRM systems represent acceptable measures of reliability
(Nunally, 1994).

Organizational Culture was measured with the Organizational Culture Assessment
Instrument, considered a psychometrically sound instrument of the competing
values model (Cameron & Quinn, 2011). The model incorporates four dominant
types of organizational cultures, namely, clan, adhocracy, hierarchical, and market
culture. For each type, four items were adopted to measure the extent to which the
cultural type is present in the organization. The HR managers were asked to rate
whether the description of cultural values and orientations is true for their organiza-
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tion on a 5-point Likert scale. The items were then scaled into four measures to
indicate the relative dominance of a specific organizational culture. As all Cronbach
alpha values (.86, .76, .81, and .86, respectively) exceeded the threshold of 0.7, the
measures represent high reliability (Nunally, 1994).

Following prior research (e.g., Wei et al., 2008; Wei & Lau, 2005), this study
controlled for firm size and firm age by the natural logarithmic transformation of
the number of current employees and the years since the foundation of the firm,
respectively. Additionally, two dummy variables are added to control for the effects
of industry (0 representing manufacturing firms, 1 = service firms) and ownership
structure (1 = SOEs, 0 = private-owned firms), which were previously found to

influence the entrepreneurial behaviour of an established firm as well (e.g., Kaya,
2006).

Analytic Procedures

The analytic procedure of this study follows previous research addressing the rela-
tionship between organizational culture and SHRM (e.g., Chan et al., 2004; Ngo
& Loi, 2008; Wei et al.,, 2008) and consists of two steps: First, we examined
the psychometric properties and the discriminant validity of the multi-indicator
constructs including all independent and dependent variables. Second, to test the
hypothesized relationships between organizational culture, SHRM, and corporate
entrepreneurship, a structural equation modelling (SEM) approach was applied
using AMOS version 23 software. SEM is an ideal technique to study mediation
as mediation analyses are characterized by temporal ordering, causal relationships
(which can be both causes and effects), and multiple correlations (Wei et al., 2008).
By contrast, regression analysis fails to model mediation effects adequately as it re-
quires an assignment of each variable as either cause or effect a priori (MacKinnon

& Fairchild, 2009).

To test mediation effects, Kelloway (1996) suggests calculating both a non-mediat-
ed and a mediated model. By evaluating model fitness, it is possible to determine
whether mediation is present or not (Wei et al., 2008). Preacher & Hayes (2008)
suggested that all mediators were entered into a single model instead of calculating
each mediation effect individually. This procedure reduces the likelihood of param-
eter bias due to omitted variables, allows for analysing the relative magnitudes of
indirect effects, and compares competing theories against one another in a single
model.

To evaluate the models, we followed the suggestion of Hu & Bentler (1999) to
use a multi-index presentation format which includes the standardized root mean
square residual (SRMR) combined with either the Tucker-Lewis index (TLI), the
comparative fit index (CFI), or the root mean square error of approximation
(RMSEA). For the sake of completeness, the Chi-Square statistics for all models
are reported as well, although its validity should be viewed critically due to its
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sensitivity to sample size (Bentler & Bonnet, 1980; J6reskog & Sérbom, 1993).
Therefore, it lacks power for smaller samples (Kenny & McCoach, 2003) for why
it is no longer used as a basis for acceptance or rejection (Vandenberg, 20006). For
a good model fit, Hu & Bentler (1999) suggest an SRMR below 0.08, an RMSEA
below .06, a TLI above .95, and a CFI above .95.

To test the psychometric properties in the first step, we run a confirmatory factor
analysis (CFA) on an overall model with 11 latent factors and 41 indicators, as
illustrated in Table 2.

Table 2. Comparison of Measurement Models

Measurement model v df AIC SRMR RMSEA CFI TLI
1. Null model 4252.54 820 4334.54 234

2. One-factor model 2475.69 mn 2655.69 152 110 .50 AT
3. Eleven-factor model 1004.67 713 1300.67 .069 .047 .92 .90

Note. One-factor model: All items were combined as one latent factor
Eleven-factor model: The model consisted of three three-item entrepreneurship factors, four
four-item cultural factors, and four four-item HRM factors

As can be seen, the eleven-factor model fits our data relatively well (y? = 1,004.67,
p < .05, SRMR = .069, RMSEA = .049, CFI = .92, and TLI =.90) and shows
a significant improvement from the null model. To test the discriminant validity
of the constructs, we compared the eleven-factor model with a one-factor model
that combines all items into a single factor (Wei et al., 2008). Finally, we applied
Akaike's (1987) information criterion (AIC) to evaluate the relative fit of the mod-
els (Jéreskog & Sérbom, 1993). Again, results show that the eleven-factor model is
preferable over the one-factor and null model; thus, the construct distinctiveness in
this study is confirmed.

Results

Table 3 reports the main study variables' means, standard deviations and correla-
tions.
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As can be seen, both SHRM and organizational culture are significantly correlated
with corporate entrepreneurship. Regarding the latter clan (proactiveness: r =.162,
p <.05; innovativeness: r = .204, p < .01; risk-taking: r = .204, p < .01), adhocracy
(correlation coefficients ranging from .620 to .650, p < .01), and market culture
(correlation coefficients ranging from .374 to .481, p < .01) are positively correlated
with all dimensions of corporate entrepreneurship, hierarchical culture is signifi-
cantly negative correlated with innovativeness (r = -.153, p < .05) and risk-taking (¢

=-.166, p < .05).

Regarding SHRM, innovation- (correlation coefficients ranging from .425 to .470,
p < .01) and task-oriented HRM systems (r = .292 with proactiveness, p < .01;
r = .171 with innovativeness, p < .05; r = .280 with risk-taking, p < .01) are posi-
tively correlated with all dimensions of corporate entreprencurship as well, while
employee-oriented HRM systems are only positively correlated with innovativeness
(r =.155, p < .05). In contrast, the profession-oriented HRM system is negatively
correlated with innovativeness (r = -.175, p < .05) and risk-taking (r = -.193, p <
.01).

Regarding the interconnection of organizational culture and SHRM, results show
that an employee-oriented HRM system is positively correlated with clan (r = .563,
p < .01) and adhocracy culture (r = .208, p < .01), while negatively correlated with
hierarchical (r = -.203, p < .01) and market culture (r = -.188, p < .05). Likewise,
an innovation-oriented HRM system is positively correlated with clan (r = .391, p
< .01) and adhocracy (r = .587, p < .01) culture as well, but negatively correlated
with hierarchical culture (-.206, p < .01). By contrast, profession-oriented HRM
system negatively correlates with clan (r = -.306, p < .01) and adhocracy culture (r =
-.310, p < .01) but positively correlates with hierarchical culture (r = .627, p < .01).
Task-oriented HRM system positively correlates with market (r = .572, p < .01),
adhocracy (r = .183, p < .05), and hierarchical culture (r = .267, p < .01). Finally, all
three dimensions of corporate entrepreneurship were also correlated with each other
(correlation coefficients ranging from .485 to .645, p < .01).

Table 4 presents the results of testing the mediating effect of SHRM in the orga-
nizational culture - corporate entrepreneurship relationship (i.e., SHRM adaption
process).
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Table 4. Organizational Culture as an Antecedent to the HRM System

Corporate Entrepreneurship

Predictors Innovativeness Proactiveness Risk-taking
Direct effects *

Clan Culture -.038 .023 .060
Adhocracy Culture .858™* 541 .502**
Hierarchical Culture .040 .056 -.050
Market Culture -.027 158" .212*
Indirect effects®

Clan Culture .044 .063 .025
Adhocracy Culture .010 .089 .088
Hierarchical Culture -.006 .001 .018
Market Culture .018 .045 .067

Note.n =185; * p < .05 ** p < .01

Controls: firm size (log), firm age (log), manufacturing enterprise (dummy-coded), state-
owned enterprise (dummy-coded)

Model fit:

@ Non-mediated model: y* = 36,68%, df = 13; SRMR = 0.082; RMSEA = .099; CFl = .96; TLI = .85

b Mediated model: 3 = 84,51%, df = 36, SRMR = 0.099; RMSEA = .080, CFI = .96, TLI = .88

As can be seen, neither the non-mediated nor the mediated model shows accept-
able fit indices (SRMR above .08, RMSEA above .06, and TLI below .90),
except the CFI, which exceeds the required threshold of 0.95 for both models.
However, following the two-index rule of Hu & Bentler (1999), Hypothesis 1,
proposing a mediating role of SHRM between organizational culture and corporate
entrepreneurship, is rejected.

Table 5. The HRM System as an Antecedent to Organizational Culture

Corporate Entrepreneurship

Predictors Innovativeness Proactiveness Risk-taking
Direct effects ®

Employee-oriented HRM System a7 .048 .008
Innovation-oriented HRM System A474%* 4T3 468
Profession-oriented HRM System -145 -.074 -160*
Task-oriented HRM System 176 287 314
Indirect effects®

Employee-oriented HRM System -.045 -.041 .001
Innovation-oriented HRM System 473 281 .278**
Profession-oriented HRM System -115 -.033 -7
Task-oriented HRM System 123 a7 Je4*

Note.n =185;* p <.05; " p <.01

Controls: firm size (log), firm age (log), manufacturing enterprise (dummy-coded), state-
owned enterprise (dummy-coded)

Model fit:

2 Non-mediated model: y = 27128, df = 13; SRMR = 0.069; RMSEA = .077; CFl = .97; TLI = .87

b Mediated model: y* = 62,810%, df = 36, SRMR = 0.07; RMSEA = .049, CFl = .99, TLI =.96
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Table 5 presents the results for testing the mediating effect of organizational culture
in the SHRM - corporate entrepreneurship relationship (i.e., SHRM implementa-
tion process).

Results show that for the non-mediated model, the SRMR (< .08) and CFI (>
.95) indicate a good model fit, while the RMSEA (> .06) and the TLI (< .90)
do not. On the other hand, for the mediated model, all fit indices (SRMR < .08;
RMSEA < .06; CFI > .95; TLI > .90) report a good model fit and thus, indicate
that the mediation model is preferable over the non-mediated model. To further
investigate if a mediating effect of organizational culture exists, we followed the
instructions of Kenny et al. (1998) and decomposed the total effects of the HRM
systems on corporate entrepreneurship into direct and indirect effects. Mediation is
confirmed when indirect effects are significant (Kenny et al., 1998). Results show
that the indirect effects of innovation-oriented HRM systems (ranging from .278
to .473, < .01) on all dimensions of corporate entrepreneurship and the indirect
effect of task-oriented HRM systems on proactiveness (.172, p < .05) are significant
and thus, indicate the mediating role of organizational culture. However, profes-
sion- and employee-oriented HRM Systems do not show an effect on corporate
entrepreneurship at all. Thus, only partial support for Hypothesis 2 is found. The
path diagram in Figure 2 illustrates the entire structural model.

Profession- A9** .| Hierarchical
oriented Culture
16*
Employee- .66** | Clan - -
oriented "] Culture Risk-taking
2% A7 T
Innovation- 49** | Adhocracy A4x* Innovativencss
oriented Culture
2% N
17 PLLE
14*
Task-oriented Market Proactiveness
4T7%% Culture

Notes.n = 185; ** p<0.01; * p<0.05

Controls: firm size (log), firm age (log), manufacturing enterprise (dummy-coded), state-owned enterprise
(dummy-coded);

Model fit: 3> = 62,810%, df =36, SRMR = 0.07; RMSEA = .049, CFI = .99, TLI = .96

Each HRM system is found to benefit the implementation of a specific organiza-
tional culture: While a profession-oriented HRM system has a significant positive
effect on the development of a hierarchical culture (.49, p < .01), a task-oriented
HRM system encourages the establishment of a market culture (.47, p < .01).
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Likewise, employee-oriented HRM systems are significantly positively related to the
design of a clan culture (.66, p < .01), while innovation-oriented HRM systems fa-
cilitate adhocracy cultures (.49, p < .01). Additionally, task-oriented HRM systems
also slightly improve an adhocracy culture (.14, p < .05), while a profession-orient-
ed HRM system hampers its development (-.16, p < .05). Innovation-oriented
HRM systems are also found to contribute, though to a lesser extent, to the
development of clan (.21, p < .01) and market (.12, p < .05) cultures as well.

Regarding corporate entrepreneurship, adhocracy cultures are found to be the only
type of organizational culture which positively affects the proactive (.42, p < .01),
innovative (.44, p < .01), and risk-taking (.74, p < .01) behaviour of an established
organization. However, due to its direct positive effects on risk-taking (.17, p <
.05) and proactiveness (.17, p < .05), an innovation-oriented HRM system is also
identified to directly influence corporate entrepreneurship.

Taking all effects together, adhocracy cultures fully mediate the effect of an innova-
tion-oriented HRM system on innovativeness while partially mediating the positive
effects of this HRM system on risk-taking and proactiveness. Moreover, adhocracy
cultures fully mediate the effects of a task-oriented HRM system on proactiveness
and risk-taking. Therefore, we found that SHRM is an antecedent to implementing
a certain organizational culture.

Discussion and Conclusion

This study examines the role of organizational culture in the SHRM adoption
and implementation process on corporate entrepreneurship. Therefore, this study
responds to calls for studies to investigate the unique factors of an organization in
the SHRM process (Jackson et al., 2014) and contributes to a better understanding
of how SHRM impacts corporate entrepreneurship (Hayton and Macchitella, 2013;
Tang et al., 2015; Amberg & McGaughey, 2016; Florén et al., 2016).

In doing so, this study evaluated two theoretical perspectives on organizational
culture in the process of SHRM on corporate entrepreneurship in the context
of organizations located in the Rhine valley: Based on the social context theory,
organizational culture is perceived as a kind of an organization's social environment
influencing the adoption of SHRM which carries over the effects on corporate en-
trepreneurship. By contrast, the resource-based view rests upon the role of SHRM
in implementing an organizational culture that enables the entrepreneurship of an
established organization. Our findings support the second proposition: that it is
more likely that SHRM implementation may act as an antecedent to organization-
al culture, which in turn has a positive effect on the development of corporate
entrepreneurship.

This is contrary to the findings of Wei et al. (2008), who evaluated organizational
culture in the process of SHRM on organizational performance. Although the
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dependent variables under investigation are different, the aim of evaluating the
SHRM adoption and implementation process by analysing the mediating effect of
organizational culture and SHRM is the same. Wei et al. (2008) found the organi-
zational culture to be an antecedent to SHRM adoption, which positively impacts
organizational performance supporting the social context theory. When comparing
the underlying samples of both studies, the contradicting results concerning the
mediation effect may refer to the sample characteristics and the different stages
of organizational development. While the average age of the firms in this study
is 76 years, the firms in Wei et al.'s (2008) sample are 14 years on average.
Additionally, the average number of employees of this study's sample firms is 3209
in comparison to 1'264.

However, we argue that the findings of both studies do not necessarily contradict
cach other. Rather, both studies contribute to the reciprocal relationship between
organizational culture and SHRM (Deal & Kennedy, 1982; Den Hartog & Ver-
burg, 2004) and indicate that the direction of influence is likely to change during
the life cycle of an organization. Therefore, the social context theory seems more
appropriate in explaining the influence of organizational culture on SHRM adop-
tion in smaller and younger organizations. In contrast, the resource-based view
seems more appropriate in explaining how these established values and behaviours
are shaped by SHRM implementation in larger ones.

On the other hand, the differences might be related to the characteristics of the
national cultural context. Chinese cultures, for example, are characterized by high
power distance. Hence, the implementation of an SHRM approach rises and falls
with the strategic decision of top-level managers (Wei & Lau, 2005; Wei et al.,
2008). Moreover, as strategic decisions are supposed to be the outcomes of a reflec-
tion of the mindset of the top-level managers (Schein, 2017), the implementation
of SHRM is therefore influenced by the culture of an organization sequentially.
By contrast, German-speaking cultures are characterized by low power distance.
In such cultures, employees are more likely to be actively involved in innovation
processes (Tyler et al., 1995), and thus, HRM managers can take the initative
and implement an appropriate organizational culture utilizing SHRM that enables
corporate entrepreneurship.

Our results confirm that SHRM implementation critically impacts organizational
change by establishing an appropriate organizational culture (Yeung et al., 1991;
Brockbank, 1999; Lau & Ngo, 2004; Ngo & Loi, 2008) that positively influences
corporate entrepreneurship. Thereby different HRM systems influence the develop-
ment of different types of organizational culture. To foster corporate entrepreneur-
ship, an adhocracy culture is found to be the most promising organizational culture,
which is implemented through an innovation-oriented HRM system. This HRM
system encourages the development of innovative initiatives and fosters utilization,
creativity, and entrepreneurship and is characterized by little control, continuous
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improvement, and the acquisition of new resources. It creates flexible work systems
that promote and enhance alliances through intensive training and development,
emphasizes new ideas and additional efforts, and places a particular focus on the
long-term relationship with employees and the promotion of multiple skills.

However, the relationship between organizational culture and corporate en-
trepreneurship is crucial. Organizations are facing increasingly dynamic and com-
plex business environments (Corbett et al., 2013; Hughes & Mustafa, 2017), but
organizational culture cannot be quickly developed or changed (Zahra et al., 2004).
The results of this study indicate that SHRM, in terms of an innovation-oriented
HRM system, can help to deal with this situation as it has not only a direct
impact on the long-term development of organizational culture but can also directly
influence corporate entrepreneurship in terms of proactiveness and risk-taking.
Therefore, it offers the flexibility to partially adjust the organizational behaviour in
the short term, while it helps sustain competitive advantage through establishing an
appropriate organizational culture in the long term.

Theoretical Implications

The study's findings contribute to current research on organizational culture,
SHRM, and corporate entreprencurship in several ways. While previous research
on SHRM has focused on the content of HRM systems, including best practices
and bundles of HRM practices, characteristics or orientation of HRM functions or
its impact on organizational performance (Panayotopoulou et al., 2002; Wei et al.,
2008; Jackson et al., 2014), research that investigates the relationship of SHRM at
an organizational level to uncover how the SHRM process impacts organizational
outcomes are limited (Wei et al., 2008; Tang et al. 2015; Amberg & McGaughey,
2016; Florén et al., 20106).

This study responds to this situation by replicating the study by Wei et al. (2008)
and transferring their research design into a different organizational and cultural
context. However, as the study of Wei et al. (2008) has focused only on three
cultural types of the Competing Values Framework that are particularly relevant for
Chinese firms (Wei et al., 2008), the present study has extended the research design
of Wei et al. (2008) by examining all competing types of organizational culture
presented by the Competing Values Framework.

Additionally, to measure SHRM, Wi et al. (2008) have adopted items from the
SHRM scale developed by Huselid (1995) and a specific SHRM scale developed
for Chinese firms by Zhao (2011). Hence, this study has employed a more suitable
measurement tool for studying different HRM systems in the German-speaking
context and their interconnection with the process of corporate entrepreneurship at
an organizational level.
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Although this study has employed different measurement instruments for the spe-
cific focus on the German-speaking context, the present study shows the applicabil-
ity of the research design of Wei et al. (2008) for studying the reciprocal relation-
ship between organizational culture and strategic human resource management in
general. It thus enriches the toolbox for studying the relationship in a different
cultural setting in particular.

Finally, this study highlights the vital role of adhocracy culture in mediating the
relationship between SHRM in terms of innovation- or task-oriented HRM system
and corporate entrepreneurship. Thereby, this study contributes to the cumulative
body of research knowledge on the reciprocal relationship between organizational
culture and HRM (Deal & Kennedy, 1982; Den Hartog & Verburg, 2004; Betis et
al., 2016) and adds support to the mutual compatibility of the social context theory
and resource-based view (Hayton et al., 2013).

Practical Implications

The paper's results have some implications for managerial actions as well. As the
business environment has become more complex, dynamic, and fragile, developing
unique resources such as SHRM and organizational culture is essential to tackle
present and future challenges. The current pandemic has undetlined that organi-
zations are forced to adapt quickly and permanently to an ever-changing environ-
ment. The organizational culture at the same time cannot be changed that quickly
(Zahra et al., 2004), which underlines once more the critical role of SHRM. Given
that, managers should understand the importance of allocating time and resources
to HRM to assure that the organization has the desired organizational culture to
meet the challenges at the given moment (Bhaduri, 2019).

As different HRM systems impact organizational culture differently, the existence of
an appropriate SHRM system is crucial to the success of strategy implementation.
Both internal consistency and vertical fit of SHRM are required to guide the
cultural development of an organization in the desired direction (Delery & Doty,
1996; Cabrera & Bonache, 1999; Becker & Huselid, 2006; Chow & Liu, 2009;
Bhaduri, 2019).

The findings presented in this study suggest that the awareness of this required con-
sistency and fit among the HR managers involved seems to lack behind. As Schuler
(1986) already noted, numerous competing choices must be made when designing
an HRM system. Therefore, HR managers must carefully elaborate on the existing
and desired organizational culture to design an HRM system aligned with corporate
strategy and thus reduces the danger of reaching unintended outcomes of SHRM
(Jackson et al., 2014). This again underlines the crucial role HR managers have
in designing and promoting new organizational cultures that align with the overall
corporate strategy.
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Limitations and Future Research

Several future research avenues can be derived from the limitations of the study.
Regarding data collection, using a one-respondent source is usually perceived as a
limitation (Tzafrir, 2005). Corporate entrepreneurship, for instance, was assessed
only by the HR managers, even though one can argue that the higher management
is involved in strategic issues, questions related to corporate entrepreneurship may
be mainly addressed at the top management level. Likewise, organizational culture
was assessed only by the HR managers as well and thus might have led to a
biased picture of the overall organizational culture. Therefore, future studies should
involve respondents from other functional areas as well.

As this study focused on the cultural dimensions proposed by the competing
values model, other types of organizational culture such as developmental, rational,
innovative, or bureaucratic (Wei et al., 2008) may have been overlooked. Therefore,
future studies that assess different types of organizational culture are required to
extend the external validity of the study results.

Moreover, this study has focused on a very specific geographic region in the centre
of Europe. As organizational cultures often have different characteristics across
national borders and therefore affect entrepreneurship differently (Zahra et al.,
2004), the findings of this may be at least partly unsuitable for application in other
geographic regions. However, the findings of Voordeckers et al. (2014) showed
that entrepreneurial practices and behaviour are often very similar across national
borders. Hence, future studies should test the observed effects in other countries
to check the transferability of the presented results and the findings of Wei et
al. (2008) to other cultural settings to enhance further the cumulative body of
knowledge on the replication under study.

Finally, in addition to national cultures, other factors may influence the relationship
between organizational culture, SHRM, and corporate entreprencurship, such as
knowledge management and learning, leadership style, network relationships, or
other organizational capabilities (Wei et al., 2011).
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Appendix 1: tems Measuring Culture-oriented HRM Systems
Employee-oriented (alpha = .73)

1. Training and development activities are concentrated on teambuilding and inter-
personal relations.

2. Recruitment and selection processes focus on the teamwork skills. Internal or
network-based recruitment instruments are preferred.

3. Performance appraisal highly relies on team performance and the ability to work
with others.

4. Job advertisements emphasize the personal work environment and stress charac-
teristics such as teamwork, openness and mutual trust.

Innovation-oriented (alpha = .69)

1. Training and development activities are comprehensive and continuous. They
require extensive investments of time and/or money and are concentrated on the
versatility of the employees.
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. Recruitment and selection process focus on the versatility of the employee as well

as on the potential to develop new skills.

. Compensation and rewards emphasize new ideas and extra efforts.

4. Personnel planning put particular attention to the long-term relationship with

the employee and the promotion of multiple skills.

Task-oriented (alpha = .62)

1.

Training and development activities concentrate on the further development of
existing skills rather than on the development of new ones.

. Compensation and rewards balance market wages with incentives focusing on

the short-term productivity targets.

. Performance appraisals highly rely on the measurement of objective and quantifi-

able results.

. Dismissal of personnel is mostly related to the lack of performance or insufficient

target achievements.

Profession-oriented (alpha = .71)

1.

Training and development activities concentrate on compliance with present
behaviours, procedures, and standards.

. Compensation and rewards are based on top-down appraisal systems.

3. Personnel planning put particular attention to the reoccupation of vacant pos-

itions to ensure a smooth functioning of existing processes and systems.

. Dismissal of personnel is mostly related to problems with hierarchical systems or

internal processes.
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