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ABSTRACT

During the last decade, the integration of management systems (this includes any
management system that is used to achieve the goals of an organisation example PASCAL,
ISO standards and enterprise resource planning), has become an increasingly important
strategy adopted by organisations, as it represents an alternative to operating with multiple
management systems in parallel (Abad, Cabrera & Medina, 2014:860). Despite the established
need for the integration of management systems, research on how to carry out integration has
yet to be developed fully and an elaborated methodology of integration needs full realisation
(Bernardo, Casadesus, Karapetrovic & Heras, 2012; Rocha, Searcy, Karapetrovic, 2007;
Wilkinson & Dale, 1999a; Zeng, Shi & Lou, 2007).

The aim of the current study was to develop a framewaork for organisations that could be used
for the integration of management systems in a structured manner. This study was undertaken
by exploring the views and opinions of senior management through fourteen face-to-face semi-
structured interviews. Thereafter, an online survey collected 220 responses from four South
African multinational organisations involved with management system development and
implementation. The research instrument used a seven-point Likert-type scale for the
respondents to rate each question. The data was analysed statistically primarily using factor
analysis to confirm the significant factors and then structural equation modelling to test the

relationships between the factors, which ultimately confirmed the developed framework.

The beneficiaries of this research are primarily organisations that have three or more
management systems in an organisation. The framework will also be valuable to management
in industry and policymakers since it addresses key integration issues, such as employee
performance, organisational culture, employee motivation and policy as factors when

considering integration of management systems.

Keywords: integration, management, systems, employee performance, standards,
innovation, factor analysis, structural equation modelling, framework, policymakers, policy,

organisational culture, employee motivation
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CHAPTER 1

CONTEXTUALI SRESEAREH

1.1 INTRODUCTION

The purpose of this chapter is to provide an orientation to the thesis and the background to the
study, an overview of the research problem, the research question, the aim and objectives, a

brief overview of the methodology and the significance and effect of the study.

1.2 BACKGROUND TO THE STUDY

A system such as ISO 9001, ISO 14001 and the PASCAL accounting system is a chain of
interconnected components, processes or actions that produce strategic results. These
systems can be put together to work in harmony forming new systems. This putting together
can be done by integration or combination. When we speak about integration, it means to bring
parts of a system that are interwoven together to form a complete whole that cannot be
separated (Bernardo, 2014). A similar concept is combination, which brings different systems
together but which can be separated (Parnell & Hershey, 2005).

However, many organisations do not realise the benefits of integrating management systems,
as they presently appear as a paper-based exercise. For example, ISO 9001, ISO 14001 and
Occupational Health and Safety Assessment Series (OHSAS) are said to be integrated as
Safety, Health, Environment and Quality (SHEQ) system but in effect, it is three systems
working in parallel (Bernardo, 2014; Santos, Mendes & Barbosa, 2011). This means that they
are combined to a certain extent but not totally integrated. In other words, there is the intention

of integration but the result is not integration.

With the increase of the use of ISO systems, an increase of 3% per year (ISO, 2015), and the
need for organisations to reduce operating expenses, it is important to integrate more systems

effectively and efficiently to avoid additional overheads.

1.3 RESEARCH PROBLEM

An integrated management system (IMS) is not being used as a tool to improve organisational
efficiency (according to Carvalho, Picchi, Camarini and Chamon, 2015 is the need to consider the

processes in terms of added value, obtaining results in performance and of the process, and



continuous improvement of the processes based on objective measurements) and this can
partly be attributed to why South Africa is experiencing its highest unemployment rate of 27.7%
since 2007 (StatsSA, 2017). Organisations are working with management systems in a silo,
where these systems are operating in parallel with other management systems which inhibits
the main (operational and financial) drivers (Garcés-Mascarefias & Penninx, 2016; Rebelo et
al . 2014; Dor dotaniMS. Thereforg,lthe prab@rh siatement for this study was

stated as;:

There is a poor understanding of an IMS and organisations need a better tool to

integrate management systems.

1.4 RESEARCH QUESTION

The research question for this research was:

What would be a suitable framework that could be used to integrate management

systems in a structured manner towards improving efficiency in an organisation?

Sub-questions to be addressed in the research comprised the following,

1 What are the factors that should be considered for the development of a framework for

the integration of management systems?
1 What is the relationship between the factors when integrating management systems?
1.5 RESEARCH AIM

The aim of this research was to develop a framework that can be used by organisations for

integration of management systems in a structured manner.

1.6 RESEARCH OBJECTIVES

Objective 11 to identify a set of factors from the related literature that could be applied to

develop the framework.

Objective 27 to identify an appropriate research methodology to investigate the relationship

and validity of these factors.

Objective 37 to formulate the framework statistically using the data from objective 2.



1.7 RESEARCH SCOPE

The research was mainly conducted within the Information and Communications Technology
(ICT) organisations which were involved in developing and implementing integrated systems.

This knowledge was then translated into management systems.

1.8 METHODOLOGY
The next section briefly explains the research approach.
1.8.1 Research approach

The research paradigm that was followed was first qualitative with semi-structured face-to-face
interviews to test the conceptual framework derived from the literature review. Then
guantitative analysis was conducted to validate the most significant factors of the research that
emerged through statistical factor analysis. Thereafter, structural equation modelling (SEM)
was used to test the hypothesis on the relationship between the factors. The research
methodology is discussed in greater detail in Chapter 4.

1.9 VALIDITY AND RELIABILITY

The research validity and reliability are discussed extensively in Chapter 4.

1.10 RESEARCH ETHICS

The research was conducted by following the Unisa ethics policy, which required an ethics
certificate before data collection could be started. After approval from Unisa, School of
Business Leadership was received with ethics number, 2016 _SBL/DBL_033_FA, the research
commenced. Please see Appendix 4 for approval letter.

1.11 SIGNIFICANCE AND OUTCOME OF THE RESEARCH

This framework from the study will assist organisations to integrate management systems in a
structured manner to achieve efficiency and effectiveness. This should assist in the objectives
of reducing the operating costs of the organisation. More specifically, the following

organisations could benefit:

i organisations that are currently using existing multiple management systems in

parallel;



1 organisations that have management systems and want to commence this journey;
and
1 national bodies, such as the South African Bureau of Standards (SABS), will find the

framework informative and may be used to develop an integrated standard.

1.12 STRUCTURE OF THE THESIS
This section presents the layout of the thesis.
1.12.1 Chapter 1: Contextualising the research

The objective of Chapter 1 is to contextualise the research by providing an appropriate
introduction and defining the background. The research problem, aims and objectives of the
research are also described.

1.12.2 Chapter 2: Literature review on integration

This chapter discusses the theoretical aspects related to the research. One of the intentions
the literature review was to present the different aspects of integration that support the

research so that the research instrument (questionnaire) could be compiled.
1.12.3 Chapter 3: Review of the literature on standardisation and combination

This chapter presents a discussion of the theoretical aspects related to standardisation and
combination as two important processes during integration. One of the intentions for
standardisation and combination literature was to present the different aspects that support
the research so that the research instrument (questionnaire) could be compiled. The

conceptual framework is presented.
1.12.4 Chapter 4: Research design and methodology

The chapter provided an opportunity to present the structure of the research methodology. It
also reflects a justification of the chosen research design and approach by referring to literature

from prominent research methodology authors.
1.12.5 Chapter 5: Data analysis and discussion of the research results

The chapter presents the data analysis and a discussion of the research results of integration

of management systems. The statistical approach used is reported here and aligned to the



research methodology in Chapter 3. An interpretation of the data is also presented together

with the developed framework.
1.12.6 Chapter 6: Findings, conclusions and recommendations

The chapter presents the findings, a discussion of each research objective and how they were

achieved. The conclusions and recommendations of the research are also presented.

1.13 CHAPTER SUMMARY

The chapter introduced the topic and positioned the issues that the research intended to study.
The problem statement was discussed. The objectives have been developed, providing the
platform for an extensive literature review to be undertaken. This is reported in Chapters 2 and
3.



CHAPTER 2

LI TERATURE REVI EW

Bryman (2012) declares that using existing literature on a topic is an approach to develop an
argument about the significance of your research and where it leads. In order to research the
IMS, the following are presented: an introduction to integration theory, the various integration
approaches and the evolution of integration as a process. Furthermore, the research aimed to
provide a plenary review of literature in the field of integration and take stock of its integration
achievements and challenges to date. This chapter is divided into 17 sections.

2.1 INTRODUCTION

The globalisation process during recent decades has led to the strong internationalisation of
the world economy. This has intensified competition and forced organisations to search for
new ways to succeed in markets that are globalising and converging. Most integration theories
have been advanced within the background of Western academics and although their
pedigrees differ, and subsequently their ontological and epistemological foundations,

European integrationists share quite a lot of common ground with Western academics (Wiener

& Diez, 20009) . | n ot her wor ds, many t heorists

integrationd, w kg donis mubhantore tintited yto organesdtions, for instance
explaining results of intergovernmental conferences, criticising a particular conceptualisation
of integration, or seeking to understand the historical development of a particular aspect of

integration. This problem, as well as the criticism of it, is not new.

In the last decade, the number of management systems (MSs) and standards has increased
considerably. The purpose of these MSs is to facilitate organisations to address various
stakeholder requirements systematically. The International Organisation for Standardisation
(ISO) has developed standards for some of the MSs, such as quality, environment, customer
satisfaction, and auditing, among others. Research has shown that maximum benefits from
(standardised) MSs are obtained when they are integrated into one holistic MS (Jorgensen,
Remmen & Mellado, 2006). Furthermore, Maryska and Sladek (2017) accentuate that the
management of an organisation is responsible to stakeholders and is also responsible for all
activities and actions that are realised in the organisation. According to stakeholder theory
(Freeman & Reed, 1983), organisations must take into account the interests and expectations

of their various stakehol deousorinddsidualiwhoecdn affest

66any



the achievement of an organisationdés objectives,

organisationods objectivesodbd. Further mor e,
formation, procedures for example remain stable for as long as the system maintains itself as
viable within the larger medium or domain, which it helps to sustain through interactions with
other systems that are also self-produced, yet adaptive within the larger medium (Horn &
Wilburn, 2005). Thus, the research of complexity is bounded by the capacity of self-sustaining
systems to interact and adapt autonomously within the self-defining boundaries that sustain
the agent intra-actions and inter-actions. Organisations are complex systems, and
management is not only accountable to their shareholders; they must also take into account
the needs of various groups or individuals who have direct or indirect relationships and stakes
in their activities: employees, customers, government agencies, non-governmental
organisations (NGOs), suppliers and the media. As the number of MSSs versus standardised
MSs increases, their integration becomes a necessity (Bernardo, Casadesus, Karapetrovic &
Heras, 2012).

Eminent scholars (such as Anderson, 1981; Blau, 1960) have contributed significantly to the
development of information theory and social theory respectively. Reflecting on the
development, achievements and problems of approaches (ontological and epistemological
form) to integration, the presentation of complexity and systems theory will allow for comparing
and relating individual approaches to each other.

2.2 SYSTEMS THEORY AND COMPLEXITY THEORY

In recent years, systems thinking approaches and the application of complexity theory to
evaluation seemed to have gained momentum, if judged by the publication of books and
journal articles. These approaches are appealing because they are non-partisan. A complex
system is defined by relationships rather than by its constituent parts (Walton, 2016). Sub-
systems and individual components typically have functions or goals, but given the complexity
of relationships between components, it is impossible to characterise the system on the whole
as having a unified purpose (Manson, 2001). Therefore, this approach opens a unique path
toward bridging and integrating conflicting factors regarding an IMS, as identified in the

conceptual framework of an IMS.
2.2.1 Areview of complexity theory

With the lens of complexity, we are able to see whole systems as irreducible examples of
knowledge in action, thus establishing a clear link between behaving and thinking, or between

Afdata of sense and data of c o@Gomplaxity theornyésast a

becal

(Lone



unified body of theory; it is an emerging approach or framework. It is a set of theoretical and
conceptual tools; not a single theory to be adopted holistically. Complexity theory contains
several different approaches, substantive foci, and theoretical priorities (Thrift, 1999).
Furthermore, Horn (2008) argues that complexity theory introduces an orientation that allows
consideration of social systems in terms of both the information and communication exchanges

that make social systems distinct from their biological foundations.

Complexity focuses on emergent behaviours that result from interactions within and among
self-organising and adaptive systems (Barlow & Waldrop, 1994; Richardson, 2005). The goal
of the complexity sciences is to comprehend and explain general laws of pattern formation

(Barlow & Waldrop, 1994), which signify transitions within autonomous, open systems.

Gummesson (2008:16) indicates that complexity theory (see Manson, 2001) is recognising
that numerous variables interact, that the number of unique situation is unlimited, that change

is a natural state of affairs, and that processes are iterative rather than linear.

The rise of complexity in the social sciences can be viewed as linked to concerns over
globalisation, particularly bipolar stability in the wake of the end of the Cold War (Singer, 1971).
Complexity copes with the difficulty of incorporating structure and transformation, stability and
change, and the interactions of multiple actors operating at a variety of systemic levels, through
the concepts of emergence and a complex adaptive system. In general systems theory, a
system is commonly seen as fino more than

patterns of interactions and relationships among them.

As an example, in research by Walton (2016), 41 key informant interviews were conducted on
expert views on applying complexity theory and evaluation. Participants interviewed included
public sector evaluation and policy professionals (14), private evaluation consultants (10),
academics with experience in evaluation and policy research (16), and one manager of an
NGO. The majority of participants were located in New Zealand (26), with the remainder
located in Australia (4), the United Kingdom (8), Canada (1) and the United States (2). It was

found that participants described complexity in two broad ways:

1 complexity of interventions; and

I complexity of social systems within which interventions are delivered.

These categories are not mutually exclusive, with some participants noting that these two types
of complexity interacted. Complexity of social systems, for example, encourages complexity of
interventions. Participants who focused on complexity of interventions were often evaluation

practitioners, and they focused on application of systems methods to evaluation. Those

8
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participants who focused on the complexity of social systems were likely to be engaged with
complexity and systems approaches wider than the evaluation field and in policy, politics, and
health and social service fields.

2.2.2 Anoverview of the challenges of complexity theory

Walton (2016) found that a barrier to complexity implementation was the neglect of the
normative element. It was seen that, while complexity informed methods, mostly of a modelling
nature, may focus on interactions and dynamics between actors within a system, methods
often overlook power within these dynamics. To counter a lack of power analysis, Walton
(2016) found that several participants emphasised the use of participatory methods, critical
systems approaches and dialogical processes alongside modelling or quantitative methods.
Complex system concerns, such as initial conditions and tipping points, may well apply when
evaluating even simple interventions, and it is the process of defining boundaries of the
evaluation that will at least partially determine whether an intervention is viewed as simple,
complicated or complex (Walton, 2016). For example, while a vaccination may be a simple
intervention, effectively delivering the vaccination to a population requires a host of local
negotiations within organisational and cultural systems, which themselves could be considered

complex systems

The attempt to theorise multiple inequalities simultaneously without a necessarily hierarchical
and nested relationship between them puts pressure on the old conceptualisation of a system
which is stretched to breaking point.

2.2.3 Areview of systems theory

The systems theories of Russel Ackoff (1999a) are based on an analysis of the concept of
systems and on system thinking. This theory is preferred because the IMS is a system of
systems. The main aim of this thesis is to understand how the elements constituting the system
best can interact to produce the expected outcomes. Ackoff defines a system as a set of

elements that satisfy the following (Ackoff, 1999a):

1 The way each element behaves has an effect on the performance of the whole. As an
example, the way different management systems are integrated in a safety
management system, quality management system and environmental management
system, each has an effect on the other.

1 The behaviours of the parts and their synergies holistically are interdependent. This
means that the way one factor behaves, affects the entity and the manner it affects the

entity depends at least on how another factor behaves.

9



1 However, subgroups of the elements are formed and each has an effect on the
behaviour of the whole and none has an independent effect on it. That is to say the
elements that make up the system are so interconnected that it is not possible to form
independent subgroups of them. In an integrated management system, it is not
possible to separate the subgroups because one person might be doing the work
pertaining to two or more systems. However, it is possible to identify the different

management systems especially for the purpose of auditing.
2.2.4 A summary of the theories presented

Therefore, it is important that the different management systems interact well and the success

of an IMS cannot be determined by a single measure, but by several measures. Complexity

theory emphasises the importance of non-linear changes: small events can lead to large-scale

changes in systems, for example, precipitating the bifurcation of paths of development. Within

the natural sciences, the example often cited is that of a small disturbance to the atmosphere

in one |l ocation, perhaps as small as the flappir
other systems, leading ultimately to a storm on the other side of the globe (Capra, 1997).

The systems theory gives a description of how a system functions and the best ways of
interactions within the systems to produce the best results. There are two key principles in this
theory (Lee, Shiba & Wood, 1999).

1 One important factor leading to success in a system may not depend on whether each
element performs its function, but on whether the elements interact well. Therefore, the
success of an IMS does not necessarily depend on the success of other management
systems, but on whether these management systems are well combined in the IMS.

1 Secondly, any single measure of success is misleading, and it is only possible to
understand and track the success of a system by following a carefully chosen collection

of measures.

Complexity theory challenges further aspects of systems theory, especially those forms
associated with Durkheim (1966). The notion that equilibrium was the norm to which a system
would return if there was a small deviation, via the mechanism of a negative feedback loop, is
challenged by the discovery of positive feedback loops that drive a system forward beyond
equilibrium (Arthur, 1994; David, 1985). Thus, the research of complexity is bounded by the
capacity of self-sustaining systems to interact and adapt autonomously within the self-defining
boundaries that sustain the agent intra-actions and inter-actions. This may directly imply that

if elements are put together to form a system, then they gain some essential properties.

10



However, an important issue to consider here is the interaction between these elements. As
complexity is concerned with pattern formation, the focus of this research is on transformations
that provide organisations for growth, change and learning (Horn & Wilburn, 2005). These
boundaries or parameters remain stable for as long as the system maintains itself. Therefore,
the current research was positioned around the theory of complexity which looks at the factors
at the different levels of an organisation and their inter-relationships with one another.

2.3 INTEGRATION WORLDVIEWS

In this section, the researcher provides an extensive review of seminal integration worldviews

as an important contribution to the evolution of integration theory.
2.3.1 A presentation of the philosophy of integration

Lindberg (1963) refers to Ernst Haas, who is one of the most influential neo-functionalist
integration theorists. Haas once defined i
several, distinct national settings are persuaded to shift their loyalties, expectations and

political activities toward a hew centre, whose institutions possess or demand jurisdiction over

thepreeexi sting national stateso (Haas, 1975) .

First, Haas refers to social aspects when he discusses loyalties that need to be shifted and
then he refers to the political aspect of the development of new political institutions.

Inter-governmentalists have proposed a definition that is coming from a different approach
within the range of integration theory. This definition focuses more narrowly on the creation of
political institutions to which member states subscribe. Therefore, Haas's definition includes
approaches that deal at least with the political integration process, while some of them (for
example Anderson, 1971) goes beyond this proposal and addresses social integration as well.
The presentation of the definitions indicates that integration is now more of a process as both
the neofunctionalists and inter-governmentalists are more concerned with the process of

integration than with the political system to which that integration leads.

The varying schools of thought, and various scholars have explained the altered chunks of the
integration animal. The researchers explain that their parts are in fact part of the animal or that
their parts are the most important ones, the others being of marginal interest. Interestingly, it
is the academic context where national differences seem to matter most, rather than the socio-
political context. Furthermore, it is interesting to note that classic integration theories have

been developed and advanced in the United States instead of in Europe (Haas, 1975).

11
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Furthermore, Haas and inter-governmentalists understand integration as an outcome rather
than the process that it needs to be. However, their work needs to be included in our
understanding of integration as it undeniably now forms an important component in the field of
integration that needs to be better understood. Wiener and Diez (2009) suggest that the
development of integration theory can be divided into three broad phases. These are preceded
by a normative proto-integration theory period. The three phases are respectively explanatory,

analytical, and constructive.

Table 2.1: The three phases of integration theory

Phase When Main themes Main theoret!cal reference
points
Explaining 1960s 1 What are the consequences of | Liberalism, realism, neoliberalism
integration onwards integration?
1 Why would integration in
Europe take place?
Analysing 1980s 9 Try to understand the type of Governance, comparative
governance onwards political system in Europe.
9 Try to describe the political Political and policy analysis
process in the EU.
1 Explanation of the EU
regulatory process.
Constructing | 1990s | The type of social and political | Social constructivism,
the EU onwards outcomes that develop through | post-structuralism, international
integration. political economy
1 How are integration and Normative political theory and
governance conceptualised? gender approaches
9 How should they be?

Source: Wiener and Diez (2009)

There needs to be caution regarding Table 2.1, however, considering that most strategies
integrate various dimensions of the theory. To divide the respective phases as presented may
not be as clear-cut as suggested. The phases are therefore meant to identify the emergence,
development, and, at times, dominance of particular theoretical tendencies, but do not suggest

that these were the only (and sometimes not even the dominant) ones.

2.3.2 European economic integration process as the departing point for

integration

Peters-Berries (2010) accentuates that the European Union (EU) follows two main ways of
making judgments. It can issue an instruction, which creates a shared purpose for all

participating states, but allows the national authorities to decide on the implementation
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process. Secondly, it can issue a regulation, which must be immediately implemented
throughout the EU.

Furthermore, Peters-Berries (2010) posits that the European integration process has many

accomplishments which can be summarised as follows.

A free trade agreement with the EU through the establishment of a customs union.

No restrictions on people traveling in 15 countries. People can decide where they want
to work, and where they want to travel. This is without any restrictions on borders of
entry.

European citizenship allows citizens to have a common passport.

The currency is standardised through the euro, which was completed in 2002.

The integration of laws and regulations regarding economic, environmental, health,
social and transport issues.

1 The transfers of parts of national sovereignty to supranational EU institutions.

It can be deduced that European voices are advocating a form of social inquiry which is

different from the American social science model, which is more normative and theory driven.
233 A presentation of Blaués structural theo
Blau (1960) proposes the following types of models of integration:

Egalitarian model: This is integration of values in the sense often found in international
relations theory: actors are seen as having O6¢co
joined together in a way that both actors have equal value, as opposed to the term conflict
coupling which indicates that a higher value for one actor not necessarily means a higher value

for the other actor as well.

Hierarchical model: Thi s is O6integration of valuesd of t
discipline is most frequently found in psychology and sociology, and perhaps particularly often

in social psychology. This model explains that the values of the values are arranged in a

hierarchy so that dilemmas can be solved by picking the value highest in the hierarchy.

Similarity model: Here integration is seen as a process of increasing similarity between
actors. There are many kinds of similarity: similarity of rank, similarity in demographic
composition, in economic structure or in political structure. The last cases are usually referred
to as homology, a similarity in structure so that each member or one actor can find his or her

6opposite numberdé in the other actor. Anot her
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similarity, would be harmonisation of laws and regulations. In the literature on the Easti West
conflict, this is usualhgsikandwhs as, withdhe imgitgto nV ®8 3 «
assumption that the higher the similarity, the more peaceful the relationship.

Interdependence model: Integration is here seen as a process of increasing interdependence
between actors. Interdependence can be cultural, political, and economic, but the latter is
probably the one most usually thought of in this connection. Interdependence is often referred
to as 6symbi mbidtispdocessiis.wherebytbbtleactsryare equally effected either

positively (benefit) or negatively (challenge).

Loyalty model: This model can be explained whereby each actor contributes equally to
ensure the supported parts make up the whole. This is normally undertaken through
commitment and dedication from member states to ensure the process is well supported,

normally by allocating resources.

Allocation model: This model presents that the allocation model can only function effectively
if it can make a reasonable contribution to the component parts. This offer may be seen as an
output from the whole to the parts, as when a nation provides individuals with identity,
protection and a sense of purpose, and the regional or universal organisation serves as a
multilateral marketplace for persons, goods/capital, services or information, effectively
redistributing these resources where they can best be put to use. But the point here is that all
six constitute conditions of integration, and probably also conditions that are neither necessary,
nor sufficient for integration to take place. Hence, against this background the search for a

definition that can be used at all levels, regardless of conditions and consequences.

The models expressed by Blau (1960) identify the different social structures and their people
to depend on each other to gain trust, loyalty and maintain relationships in organisations. This
is seen as critical juncture for the integration process where different levels of an organisation
or nation states align their systems so that it is not just a social system, but a process that is

active and alive.
2.3.4 The three dimensions of social integration

Entzinger (2000) indicates that the basic definition of integration includes three, methodical,
clear dimensions in which people may (or may not) become an accepted part of society: the
legal-political, the socio-economic, and the cultural-religious. These dimensions correspond to
the three main factors that interplay with immigration and integration processes: the state, the

market, and the nation. Figure 2.1 provides an overview of the social integration process.
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Figure 2.1: Heuristic model for the empirical research of integration processes

Source: Entzinger (2000)

It must be noted that the three dimensions that are presented are not fully independent of one
another. The legal-political dimension may condition the socio-economic and the cultural-

religious dimensions, as represented by arrows in Figure. 2.1.

1 The legal-political dimension refers to residence and political rights and statuses. The
fundamental question that must be answered is at what stage do we determine whether
immigrants are fully fledged members of the political community. The position of an
immigrant or the degree of integration has two extreme poles.

- One of these is the position of the irregular immigrant who is not part of the host
society in the legal-political sense, though perhaps being integrated in the other two
dimensions.

- The other is the position of the immigrant who is (or has become) a national citizen.
In between there is enormous variety, which has increased in recent decades as a
conseqguence of attempts of European states to regulate international migration and
the new statuses and rights stemming from the EU migration regime (among others,
EU nationals versus third-country nationals or TCNSs).

1 The socio-economic dimension refers to the social and economic position of residents,

irrespective of their national citizenship.
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At this point, immigrants can audit their access to and inclusion in territories that are important
to a resident. One question is whether immigrants have the same access to institutional

facilities as normal residents do? Can they find work, housing and health care easily?

What is the outcome of i mmigrantso partici
comparable qualifications? Since needs and aspirations in these domains are relatively
universal (basic needs are largely independent of cultural factors), access to and participation
of immigrants and natives in these areas can be measured comparatively. The outcomes,

particularly when they are unequal, provide useful inputs for policies.

1 The cultural-religious dimension pertains to the domain of perceptions and practices of
immigrants and the receiving society, as well as their reciprocal reactions to difference
and diversity. If newcomers see themselves as different and are perceived by the
receiving society as culturally or religiously different, they may aspire to acquire a
recognised place in these respects. For their part, the receiving society may or may not
accept cultural or religious diversity. Here again we find two extremes.

- At one extreme, new diversity may be rejected and immigrants required to adapt
and assimilate into mono-cultural and mono-religious societies.
- At the other extreme, ethnic identities, cultures, and worldviews may be accepted

on an equal level in pluralistic societal systems.

Between these two extremes again are many in-between positions, such as accepting certain

forms of diversity in the private realm but not, or only partly, in the public realm.

This third dimension, and the specific positions of immigrants and immigrant groups, is more

difficult to measure, basically for two reasons.

9 First, it is less about objective differences and diversity (ethnic, cultural, and religious)
than about perceptions and reciprocal normative evaluations of what is defined as
different and the consequences of such categorisations. Categorisations may become
stereotypes, prejudices, and ultimately part of immutable racist ideologies. Moreover,
the basis of categorisations may change. For example, in the guest worker period
(1960-1975), the fact that an increasing share of immigrant workers were Muslims was
not seen as relevant. It was only from the 1990s onwards that such migrants and their
families were categorised as coming from Muslim countries.

1 Secondly, categorisations and reciprocal perceptions manifest differently at different
levels (i.e. at the individual, collective, and institutional levels), and their consequences

may also differ. If contacts between individuals are coloured by prejudice, interactions
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may be uncomfortable, but may have a limited effect. Yet, at the institutional level, if
employers base their recruitment of workers on stereotyped or prejudiced perceptions
and procedures, the consequences for individual immigrants may be quite negative.

To summarise Blau (1960) posited that integration must take into consideration different actors
and how they integrated into the process as critical, whereas Etzinger (2000) defines
integration as a process or a series of interactions that people or immigrants go through in a

host country, which gives them access to legal and political rights.

Therefore, integration of people into host countries must establish the social and legal
integration policies of host countries before embarking on this journey. Additionally,
organisations must ensure that integration is undertaken in a structured manner to incorporate

all stakeholders.
2.3.5 Summary of the worldviews

To summarise, analysing integration is not only a practical matter, but involves important and
particular considerations and conceptualisations of integration. Reviewing the history of
European integration validates that there are numerous incidents that are hotly debated in the
integration literature, mostly due to analysts approaching them from different theoretical
angles.

2.4 THE MOSAIC OF THEORETICAL APPROACHES TO INTEGRATION

There are multiple, overlapping sources in literature in which ostensibly relevant notions of
integration arise which are discussed in this section. Even if this is the case, however, any two
approaches may still not be directly testable against each other. The example of liberal inter-
governmentalism (which focuses on the creation of political institutions to which member states
subscribe) versus neofunctionalism (a social process, the shifting of loyalties and a
governmental process, the construction of new political institutions), illustrates this case. While
both approaches want to explain the political process of reaching a decision, and to some
extent the outcome of that process in terms of its effects on the polity, they analyse different
aspects of the decision-making process, because they start from a different definition of

integration.
2.4.1 Ontological and epistemological approaches to integration

Ontological approaches often unambiguously or tacitly claim to provide a theoretical approach

to (European) integration, while they in fact focus on a particular process or outcome. If this
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claim is relaxed, it should be possible to combine different approaches depending on the
subject of analysis. Epistemological approaches would only be incommensurable if they
claimed to have the same purpose and if they were directly related to reality (Wiener & Diez,
2009). This implies that these approaches agree on the aim of explaining integration. However,
they are not always direct competitors either, although some of them will indeed formulate
hypotheses that can be tested against each other. Instead, one might see them as a puzzle in

an always-incomplete mosaic.

242 The approach of Nor ma atiorAintegeatic oheadys |

nf orm

According to Ander sonds iwhi€hisappled to atitudes antd sogar at i o n

judgments, it considers the ideas in a persuasive message to be pieces of information, and
each relevant piece of information has two qualities: value and weight. The value of a bit of
information is its evaluation (favourabl e

perceived importance.

In the example presented by Anderson (1971), Steve tells Sarah that Joe has a ponytail. The
value of this information is whether Sarah thinks a ponytail (for Joe) is good (attractive) or bad

(unattractive or inappropriate). The weight is h

If it does matter (has some weight) and if Sarah thinks it is good for Joe to wear a ponytail,
then this piece of information inclines Sarah to have a favourable attitude toward this friend.
Both factors influence our attitudes. Information that is high in value, highly favourable (or
highly unfavourable), and high in weight (is very important to us) will have more influence on
our attitudes than information low in value or weight. Information with low value (slightly
favourable or slightly unfavourable) and low weight will have the least influence on our

attitudes.

Therefore, information integration theory suggests that new information is integrated with
existing information to create a new attitude. Furthermore, judgments about fairness and equity
typically require integration of several pieces of information. Fair division of a reward, for
example, requires an integration of each person's work contribution and other possibly relevant

factors such as effort and need.
2.4.3 Policy as an approach for IMS

Garcés-Mascarefias and Penninx (2016) indicate that there have been several developments
in integration studies that have significant influence to improve the understanding of the role

of policy in the receiving society of i mmi
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2.4.3.1 The influence of policy on integration

Candel and Biesbor oek (2016) state that many of todayos

including terrorism, food security, climate change, involuntary migration, or underemployment
are cutting across the boundaries of established jurisdictions, governance levels, and policy
domains. While it is recognised that these problems require some level of policy integration,
severe integration challenges to policymakers and their institutional surroundings continue to
exist. These integration challenges emerge particularly when complex societal issues are
confronted with traditional forms of subsystem policymaking within hierarchic governance

systems.
Candel and Biesbroek (2016) identify four dimensions that constitute policy integration:

1 Policy frame: the policy frame here entails the problem definition and governance
understanding that i S domi nant a m-paiitgal
venues and decision-makers. This dominant problem definition may deviate from
whether and how the problem is perceived in individual policy subsystems. The
absence of a policy frame that fosters a common governance approach can pose
serious risks.

T Subsystem involvement: this dimension captures the range of actors and institutions
involved in the governance of a particular cross-cutting policy problem.

1 Policy goals: each governance system and associated subsystems have several short-
, medium-, and long-term policy goals to pursue, some of which are directly affecting
or are affected by the cross-cutting problem. A policy goal here refers to the explicit
adoption of a specific concern within the policies and strategies of a governance
system, including its subsystems, with the aim of addressing the concern. We
recognise that policies can be rather abstract and set out strategic lines.

1 Policy instruments: The fourth dimension of policy integration consists of the
substantive and/or procedural policy instruments within a governance system and
associated subsystems. Substantive instruments allocate governing resources of

authority, treasure and organisation.

In addition, Garcés-Mascarefias and Penninx (2016) found in their research that policy
matters, not only policy at the national level, but also that at the regional and local levels.
Indeed, these might differ considerably from one another, and stem from very different and
even opposed policy rationales, such as priorities of immigration control and sovereignty at the
national level versus the preservation of social cohesion at the local level. Furthermore, the

shift in focus from government to governance, from policy to policymaking, allows us to
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conclude that what matters is not only policy frames and policy measures (i.e. policies as
written on the books) but also how these policies are organised and implemented by the
different actors involved, i.e. policies in practice. As an example, the City of Philadelphia
Mayor 6s Office in 2008 implemented their

also an important issue for the city government to develop strategies and policy
recommendations for improving the integration of immigrants and language and cultural

minorities into the social and economic fabric of the city.

Eastmond (2011) argues that policies often posit ideal outcomes and their vague formulations
are not always clear guides for action to those who are to implement them. The example
presented was an example that Bosnians in Norway and Sweden enjoyed a better standard of
living than in Rome. In Rome, by contrast, there had been virtually no state policy of integration

in place, assistance was limited, and the initial years of settlement had been a struggle.

Therefore, as a result, it can be summarised that how policy is translated into local-level
(organisational) practice, seems to be a crucial question for understanding whether integration
programmes achieve their goals. The research of policies is fundamentally different from the
research of integration processes. The essence of policies is the intention to guide and steer
processes in society. Explicit integration policies are part of a normative political process in
which the issue of integration is formulated as a problem, the problem is given a normative
framing, and concrete policy measures are designed and implemented to achieve a desired
outcome (Garcés-Mascarefias & Penninx, 2016). The desired outcome here will be measured
in terms of efficiency and how it is related to policy. Policy is expected to improve organisational
efficiency from the literature presented, which leads to the following hypothesis:

Ho'  There is no relationship between organisational efficiency and policy.

H:  There is a relationship between organisational efficiency and policy.

In hypothesis 1, organisational efficiency is considered to be the independent variable and
policy is the dependent variable. The null hypothesis is that the relationship between
organisational efficiency and policy is zero. The alternative is that there is a relationship

between organisational efficiency and policy.

Policy documents may be closer to policy discourse than to policy practice. In this regard, it is
fundamental to complement any research of policy frames with a concrete and detailed

analysis of actual policy measures. This is emphasised by the Immigrant Citizens Survey which

forms part of the work of the King Baudouin Foundation to bri

public discussion on migration and integration. Immigrants are at the centre of these debates

in many European Union member states, but the immigrants are hardly visible in the debates.
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Huddleston and Tjaden (2012) find in their research that the European Indicators of Migrant
Integration (also known as the Zaragoza indicators) use 14 core outcome indicators to monitor
whether foreign or foreign-born people have an equal position in society in terms of their
employment, social inclusion, education and active citizenship. Still, these outcome indicators
give integration actors no better idea of whether policies are having the intended (or
unintended) effect and, again, why or why not. These diverse reasons and relationships that
drive the integration process cannot be captured by indicators alone. More types of data and
analysis are necessary to evaluate how integration policies interact with many other policy,

societal, and individual factors to affect the integration process (Huddleston & Tjaden, 2012).

This means looking at the programmes in place and identifying in which of the three
dimensions of integration they are to be categorised, what their main goals are, and whom
they target. As said before, the research of integration policies cannot in general be limited to
the analysis of explicit integration policy measures. Programmes addressing the population as
a whole or specific socio-economic groups within it, regardless of whether they are of
immigrant origin, as well as general institutional arrangements in areas such as education,
health care, housing, and the labour market, may be as fundamental (or even more) in fostering
(or not) the integration of immigrants. Neither should we overlook how these policy measures
are implemented in practice or to what extent and how street-level bureaucrats, practitioners,

and professionals adapt them to their own goals and possibly limited resources.

In this regard, Garcés-Mascarefias and Penninx (2016) sum up that the research of policy

measures entails a triple difficulty:

T we must go beyond integration policy measures in the strict sense, which greatly
expands the field of research;

1 policy measures are seldom described in official documents and therefore are difficult
to trace; and

1 programmes are often constituted of a set of unwritten norms and practices which may

vary across time and space.
2.4.4 Areview of social integration as posited by Blau

According to Blau (1960), social integration prevails in a group if bonds of attraction unite its
members and support the hypothesis that acceptance as a peer depends on approachability

as well as attractiveness.

Attractiveness depends on the following.
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1 Iftheindividual has high social status in the society at large, the members of the society
are likely to find him or her more attractive than if his or her social status is low.

1 If the values of the individual and the members of the society are similar, they are more
likely to enjoy association with him or her and to be interested in having him or her as
a companion.

1 If the personality needs the individual expresses in social interaction are
complementary to the needs of the members of the society, they may derive some

special gratification from him or her that draws them to him or her.

I n general, if a personds qualities are val

tend to be attractive to them. However, every individual has a large repertory of qualities, and
which of these find expression in his or her conduct in a given group is, of course, not a matter

of chance.
2.4.5 Socio-political approach to integration

The status of socio-political and academic backgrounds for the development of integration
theory raises important questions about the relationship of individual approaches to each other.
Moravcsik (1993), for example, focuses on political integration and the role of
intergovernmental bargains, whereas neofunctionalists such as Stone, Sweet and Sandholtz
(1997) see integration as a much more social process happening in part through what they call
'transnational exchange' between the societies of member states (see also Rosamond, 1995).
All of these are respectable accomplishments in their own rights, and hardly testable against
each other (Hix, 1998). Yet, at the same time, this does not necessarily make them
incommensurable once there is a certain modesty introduced regarding the scope of the

argument made.
2.4.6 Political approach to integration

Emery Reves developed a theory for global integration in a political sense (Reves, 2006). By
the term integration in a political sense, various forms and interpretations of the term
integration could be understood. It could be examined that two differentiations are involved in
the broader term of integration in a political sense. The first one is based on a segment

variable:

1 Political integration,

i Economic integration.

The second one is based on a geography variable:
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1 Regional integration,

1 Global integration.
Figure 2.2 represents the analysis of integration in a political sense.

1 Common goals (achieving security of life, freedom, property, common welfare, global,
perpetual peace).

1 First methods of achieving the goals (individual integration in a political sense and
global integration in a political sense, establishing (global) political community).

1 Second methods of achieving the goals (limiting the individual freedom or autonomy
and limiting the state sovereignty, establishing law frame).

1 Third methods of achieving the goals (establishing common institutions and decision-
making centre).

/ Common goals \

Security of life, 1

freedom, Global perpetual
property and peace

common welfare

v

A 4

Individual - i i
integration in a Political i 2 poliical senae
political sense community i

s
v
Limiting
individual Law frame Limiting state
freedom sovereignty
a

Establishing common
institutions and decision-
making

Figure 2.2: Analysis of integration in a political sense

Source: llievski (2015)
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The last categories 7 regional integration and global integration i could correspond with the
first categories of political and economic integration. It would be in the same scope with the

integration in a political sense.
2.4.7 Economic approaches to integration

Ernst Haas, distinguished academic of European integration and neofunctionalism, defines the
political integration, as fAthe process whereby |
foreign and key domestic policies independently of each other, seeking instead to make joint
decisions or to delegate the decision-ma ki ng process to new central or
The definition provides the benchmark for several essential factors of political integration.

These are:

political integration is a process;
making joint decisions;
delegation of the activity of decision-making;

certain policies of decision-making; and

= =4 4 -—a -2

new central organs.

The heart of neofunctionalist theory is the spill-over effect. The integration from one sector is
initiating the integration of another. The concept of integration (in a political sense) contains
the concept of economic and political integration as two concepts. Leon Lindberg qualified the
economic integration, as a concept of a political nature (Lindberg, 1963). This statement could
be connected with the spill-over effect, and according to it, the economic integration could be
an initial point for activating the process of political integration. The integration of economic
policies, spontaneously following the neofunctionalist logic, could stimulate the integration in
political matters. The both types of integration are interdependent, perceived from the angle of

neofunctionalism (llievski, 2015).

The political union as depicted in Figure 2.3 below, that is incorporated as a final stage in the

process of economic integration, is also the result of the finished political integration process.
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Figure 2.3: Political integration in the function of neofunctionalism

Source: llievski (2015)

According to Figure 2.3, the process of economic integration and the process of political
integration project the same end that corresponds with the full integration. Following this
reasoning, it is plausible that the process of political integration could be started by an ongoing
process of economic integration, as a result of the spill-over effect. The initiation of the process
of economic integration, instinctively would lead to the commencement of the process of
political integration (llievski, 2015). The both processes of integration, in their last stages,
would lean towards becoming one single process of integration (in the political sense), inclining
to attain full integration, or political union. Therefore, it could be argued that there is a
relationship of dependency between the processes of political and economic integration.

2.4.8 Summary of the mosaic of approaches

These approaches offer different perspectives that are largely determined by the contexts in
which they are developed. At the extremes of this debate are, on the one hand, the notion of
scientific progress and that the concept of political integration on the other, involves several
interpretations, and the activation of the process of political integration is based on the concept
of a spill-over effect, derived from the theory of neofunctionalism. The concept of political
integration is a sub-category in the broader category of integration in a political sense. It is
proposed here that integration results from social policymaking and can be identified through

the literal meaning of integration: to make parts into a whole.
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2.5 INTEGRATION AS A PROCESS
The next section provides the development of integration.
2.5.1 Integration as a two-way process

The process of integration of newcomers into an established society requires political
intervention (for example, policy). The next question is: who are the relevant parties that are

involved?

Entzinger (2000) says first, there are the immigrants themselves with their varying
characteristics, efforts and degrees of adaptation, Secondly, we find the receiving society with
its characteristics and reactions to newcomers. It is the interaction between the two that
determines the direction and the temporal outcomes of the integration process. However,
these two O6partnersd are fundamentally wudessqual i
to the fact that immigrants have less power than the established society when integrating into
the host country. The receiving society, especially its institutional structures and reaction to
newcomers, is far more decisive for the outcome of the process than the immigrants

themselves are.
2.5.2 From atwo-way to a three-way process: the EU concept of integration

Garcés-Mascarenas and Penninx (2016) say that integration was conceived as a balance of
rights and obligations, and policies took a holistic approach targeting all dimensions of
integration (including economic, social, and political rights, cultural and religious diversity, and
citizenship and participation). The reference to integration as a three-way process relates to
t he Eur opeans(EO) moentdepartora ffom viewing integration as a strictly two-
way process (between migrants and the receiving
of origin can have a role to play in support of
the forerunners of integration studies, classical assimilation theories, defined settlement and
incorporation as a more or less linear process in which immigrants were supposed to change

almost completely to merge with the mainstream culture and society.
2.5.3 Processes to economic integration

Gri mwade (2013) refers to the term fAeconomic int
economies of several different countries, often in close geographical proximity, are bound
together into a single region. According to Balassa (1961), in the twentieth century, no

important customs unions were formed until the end of the Second World War, although many
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efforts had been made to integrate the economies of various European countries. A certain
amount of integration was achieved during the Second World War via a different path,
Germany tried to integrate the satellite countries and the occupied territories with Germany
economically. In the latter case, economic integration seemed like a form of imperialist growth.
Table 2.2 refers to the different types of economic integration.

Table 2.2: Tabulated types of economic integration

Negative integration

This may happen through a process of governments reducing barriers to the free movement of goods and
services, persons or capital.

Positive integration

Through governments creating common policies and institutions for the purpose of regulation and control.

Deep integration

These are measures applied at the border (e.g. tariffs and quantitative restrictions).

Shallow integration

These are domestic or 6behind the borderd (e.g. h
competition policy).

Source: Grimwade (2013)

Arespa (2015) found that in the research of macroeconomic unpredictability and international
integration the main outcomes can be summari sed
openness do play a role in macroeconomic volatilities. The greater the degree of openness
attained by a country, the more I|ikely financi al
by the growing importance attached by trade theorists to the role played by geography in

shaping the patterns of specialisation and trade between countries. These have served to
demonstrate that, under certain conditions, regional integration can be beneficial to the

countries involved, without harming the rest of the world (Grimwade, 2013).
2.5.4 Summary of the integration processes

In brief, economici nt egrati on means having to open oneds
rest of the world. Such a decision has obvious benefits, but it can also be the source of

uncertainties. It is crucial that authorities are aware of how their economies will be affected.

2.6 CASE STUDIES OF REFUGEE INTEGRATION

According to Eastmond (2011), the personality of
the late 1980s. Globalisation and increasing economic inequalities, failed states and ethnic
conflicts with immense exclusions of residents caused a dramatic rise in the number of people

looking for asylum.
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2.6.1 United States refugee programme

The research by Brandt (2010) on refugee resettlement of migrant worker integration in
Philadelphia attempted to comprehend what are the circumstances under which refugees
integrate effectively in urban areas. According to Brandt (2010), about 60 000 refugees arrived
in the United States in 2008, many of them arriving in urban areas. Refugee communities face
ongoing obstacles to integration in host communities despite their access to provisional social
services. The resettlement programme includes strategies for assistance programmes for
refugees to achieve the objective of integration, which was understood as economic
independence, within 4-8 months from arrival. Particular emphasis on refugee integration
acknowledges the long-term nature of the process in which a refugee becomes a dynamic
member of society though legal, social, economic, educational, and cultural means. Therefore,
the initial integration period is important in simplifying long-term achievement for a refugee
community. Planning programmes are an integral process of the continuing methods that
policymakers and governments need to guarantee that refugees are integrated effectively.

2.6.2 Swedish refugee programme

According to Eastmond (2011), in Sweden the increase in numbers of refugees in 1989 was
followed by another increase in 1992 at the start of the war in Bosnia. The complex diversity
of people looking for admittance presented another difficulty for governments in the north.
From the discussion by Eastmond two opposite dialogues regarding refugees became
prominent in Sweden and other parts of Europe in the 1990s, as the global movement grew

progressively.

9 First, dialogues of panic and uncertainty based upon the belief that refugees were the
ounwanted ot hero.

1 Secondly, refugees were thought of as the troubled sufferers of war. Based on divided
positions on reception, each had its own set of descriptions of those knocking on

Swedendés door s.
2.6.3 Baltic experiences and learnings on integration

The research conducted by Melnikas (2008) focused on the Baltic experiences of socio-
economic integration. The important research factors in the area of formation of the unified

social, economic and technological space in the Baltic region are the following:

1 the research of the commencement of the Baltic region as a whole, including

groundwork and assessment of numerous system indicators of the Baltic region,
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1 the intricate examination of the terms of centripetal and centrifugal forces developing

in the Baltic region as a system.

Furthermore, integration processes in the Baltic region recognised a knowledge-based society
and knowledge economy creation could be defined as a multifaceted change with the
qualitatively new societal life focused on priorities. It means that the change representative of
the new quality focused on changes in society and in the social economic life are a critical part
of the political, social, economic, technological development processes overall. According to
Lavingne (1995), the understanding of the Baltic region as a whole comprises the following

significant problematic sections:

1 the harmony of the Baltic countries and combined activity system and the assessment
of the effect of these movements;

9 the particular characteristic structures of the countries, due to their united difficulties
and integration problems; and

1 external and internal influences and locations, identifying their integration scenarios

and boundaries.

Furthermore, the Baltic region’'s economic integration can be connected to the real economic
policy formation and implementation, predicting that the region's economic integration should
be concerned with social, economic and technological development urgencies. The argument
reflects the region's economic integration as wide-ranging, multifaceted, and a contrasting
landscape of economic growth problems. These problems and answers are viable only if

guidelines to an actual and wide scale integration movement are designed (Melnikas, 2008).

It was found that the creation of the combined social, economic and technological space in the
Baltic region could be defined as a significant requirement for further transformation and more
concentrated and dynamic integration of the national societal and economic systems in the

Baltic countries into the common European and international growth development.
2.6.4 Summary of the case studies

The development of a cohesive social and economic process could be defined as an important
precondition for further modernisation and more intensive and active integration of the national

societal and economic systems.

2.7 THE FACULTIES OF MANAGEMENT INTEGRATION

This section presents the different faculties of integration.
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2.7.1 Integration in education

Faulder (2005) suggests that the utilisation and existence of technology in education is as old
as the field of education itself. This starts with more modest tools like chalk and slates and
then moves toward the more difficult tools of personal computers and their hardware and
software components. ICT integration is a multifaceted phenomenon which involves a
substantial number of aspects. Educators generally get the blame for unsuccessfully
integrating ICT in the classrooms. Moreover, Sharma (2014) states that educator learning
should not be limited to scientific teaching and classroom theory. Lazarus, Kauffman, Kothari,
Mosher, Silvis, Wawrzyniak, Anderson and Black (2014) indicate that in the medical field, 3-D
animation is an emerging field in medical education and usefulness is being considered in the
medical community. A 3-D animation video developed under the guidance of medical
professionals from various disciplines could enhance deeper understanding and spatial
knowledge of medical students. Analysis from the medical students using the 3-D animated
medical models showed a positive result when compared to the control group of students
taught with a 2-D PowerPoint presentation as reported in the research. Rydhagen and
Dackman (2011) indicate that the integration of sustainable development into engineering
education requires a change in epistemological values. Furthermore, education needs to open
up for reflection and discussion, both for deeper understanding and as a preparation for future

work, which in many cases involve complex stakeholder negotiations and decision-making.
2.7.2 Integration in the field of medicine

On 24 May 2014 at the 67th session of the World Health Assembly in Geneva, the World

Health Organization WHO)pub | i shed its resolution titled

iStr

a Component of Comprehensive Care throughout t

million people require palliative care every year and that the avoidable suffering of treatable
symptoms is perpetuated by the lack of knowledge of palliative care. According to Elsner,
Centeno and Ellershaw (2016), projections from the European Union suggest that by the year
2050, the proportion of the European population over the age of 65 years will rise from the
current 17% to 28%.

What are the most appropriate approaches and methodologies to integrate palliative care?
According to Elsner et al. (2016):

1 Generally, educational approaches, it is suggested that parts such as experimental

education including practise in in-patient units, hospital consultative service and
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community settings composed of meetings with patients and their families should be
incorporated. Debriefing and reflection should be considered as highly important.

1 Energetic rather than inactive procedures should be employed including problem
and/or case-based learning, conversation and role play. Multi-professional knowledge
should be encouraged to foster cooperation. Specialists in palliative care should be
aware of areas of palliative care taught by co-workers in other disciplines.

1 Repetitive junctures for self-reflection and group deliberations of problematic
circumstances, including family issues, team problems and grief, should be agreed and
ethical and psychosocial concerns should be integrated into all aspects of teaching. A
mature population is likely to lead to a higher number of patients with cancer and other
chronic, incurable diseases, needing increasing palliative care provided at the end of

the lifespan.

Furthermore, in research conducted by Santos, Edwards, Santos, Rogatto, Achatz and
MacDonald (2013) in the field of genomic care show that the rapidly evolving field requires that
nurses be aware of developments in genomics and its influence on risk assessment,
prevention, diagnosis, and management. Knowledgeable nurses can integrate evidence-
based interventions and expert professional guidelines into practice to improve overall health,
quality of life, and safety of patients.

Narahari, Ryan, Bose, Prasanna and Aggithaya (2011) report that the Indian government has
106 traditional systems of medicine. Only seven, Ayurveda, yoga, Unani, Siddha, and
homeopathy (called AYUSH), are taught in universities. Ayurveda has been one of the most
recognised and utilised systems. The process of education and training is thorough and needs
5.5 years of learner schooling and three years of postgrad exercise, although this is not widely
acknowledged by bio-medically trained dermatologists. The incorporation of bio-medicine with
other systems of health care is increasingly accepted and is reinforced in many countries
around the world including the United States of America and the United Kingdom. The purpose
of the research article by Narahari et al. (2011) was to develop integrative dermatology
treatment protocols for patients with long-standing skin diseases who have received treatment
from many centres. Their research found that integration at the healing level is possible,
although the pathological basis is interpreted differently. The principle guiding the integration
of skin care treatments was the point that each system of medicine recognises the same
disease, although their descriptions show slight dissimilarities. Narahari et al. (2011) found in
their research in India regarding Ayurvedic medicine that although the reality of over 700 000

biomedical practitioners and equal numbers of AYUSH doctors who endeavour to mirror work
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in other centres within India may encounter confrontation for non-scientific motives. Inherently,

amongst practitioners, there still remains some degree of unfamiliarity with other systems.

Each system of medicine prescribes integration based on the pathophysiological
understanding of the respective literature. Therefore, judging by patient response assessed on
the basis of outcome measures derived from biomedical dermatology, it is evident that
integration at the level of therapeutics is possible.

2.7.3 Integration in sport science

Research conducted by Young, Klossner, Docherty, Dodge and Mensch (2013) find that
student integration into an athletic training education programme (ATEP) perceived that
differences exist in how athletic training students are integrated into their clinical experiences
between those students who leave an ATEP and those who stay, described as persisters and

dropouts. From a clinical standpoint, the following key points that are highlighted:

1 Scientific integration effects the retention and attrition of students in athletic training
education programmes (ATEPSs). In particular, provision from clinical coaches and
peers has a significant effect on student retention.

1 Accurate clinical education practices are significant for scholars and provide a platform
for scholars that lead to improved feelings of motivation and therefore expert efficiency.

i Time and dedication was a challenge to keep the students who were passionate in the
ATEP and played a significant role in the programme.

1 Commitment and realising the need in reality, genuine learning and good prospects
allowed students to align to their new professional role which leads to augmenting
retention in the ATEPS.

Their findings indicate that instructors can increase retention by highlighting genuine observed
learning chances rather than hours worked, by permitting scholars to take on more
accountability, and by enabling systems of care within clinical education practices. In addition,
the research exposed that the persisters and dropouts were not the same on the academic
and social integration scales. Together, the clusters were correspondingly integrated within
the academic and social aspects of the ATEP. Therefore, retention and attrition within athletic
training education appeared to be more connected to clinical integration, enthusiasm, and

anticipatory factors and to have less to do with educational and societal integration.
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2.7.4 Integration in business: mergers and acquisitions

Mergers and acquisitions (M&A) are widespread planned undertakings and are estimated to
increase (Bloomberg, 2012). Furthermore, according to the 2012 Global M&A Outlook, more
than 24 700 deals were introduced with more than $2.11 trillion in overall volume by the end
of November 2011. Part of the difficulty organisations encounter throughout the M&A
processes is integration. By using a cross-case research of 311 centres in New York and
Philadelphia, critical success factors and challenges of service integration were undertaken by
Nam and Pardo (2014). The research question they attempted to answer was what affects
service integration in a contact centre? While the absence of interoperability remains as a
challenge to system level integration, customer service agents play an important part in
connecting non-interoperable systems to front office systems and back office systems. Thus,
teaching for skilled customer service specialists is key to the continuous operation of 311
contact centres. Territory defending often causes intra-organisational issues although top
management intervention helps to resolve these issues. Nam and Pardo (2014) categorise a
set of critical success factors for integrating service and information requirements into a single
combined network. Multidimensional factors for the success of service integration initiatives
include timely investment in the most essential technology, adaptive plans to prepare with
technologies essential for service integration, teaching for customer service specialists with
the required ability and knowledge, the decision-making management, political supporters, and
internal and external stakeholders throughout the business.

2.7.5 Integration in information technology

Chang, Chang and Wang (2014) indicate that to integrate information systems successfully,
the organisations need to follow an organi
organi sati ons & standatdieat $T function.rAa averviea of the plan between
management fields and dimensions from this case research is given in Table 2.4. For example,
the dimension of integration of IT human resource management processes highlights training
and motivation o f a firmds | T human resources. Si
resistance for the period of the information system integration, the experiences of IT personnel
have improved and related training must be completed. The related management fields found
in the case research, such as competencies of the technical section, cultural battles, staff
confrontation, change management, employee teaching, and faith and support of staff, were

grouped in the dimension of integration of IT human resource (HR) management processes.

Table 2.4: A summary of mappings between management fields and dimensions

Dimensions Management fields
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Integration of IT infrastructures Interface integration
Technology integration
Standardisation
Customisation modification

Integration of IT applications and data Software integration

Data integration

Process integration

Participation and evaluation of professionals
Database integration

System integration

Integration of IT HR management processes Capabilities of technical department
Cultural conflicts

Staff resistance

Change management

Employee training

Faith and support of staff

Integration of IT strategy-making processes Clear target definition
Organisational resources

Plan establishment

System costs

Communication and coordination
Support of managers

Use of time and cost

Raising of questions
Construction and system

Integration of IT vendor management Continuous support of suppliers and consultants
processes

Source: Tanriverdi and Uysal (2011)

Chang et al. (2014) indicate that the integration of ISs is important for the achievement of M&A
processes. However, given the complex nature and the exclusivity of each M&A process, such
a role needs further investigation and can provide additional insights within different M&A
contexts. Their results recommend that although organisations have proper communication
and cooperation among staff members this leads to a clear objective and the support of IS
integration. Nevertheless, the cultural conflicts and the operating changes still cause
confrontation and change of management. More significantly, the IS integration process shows
the significance of the influence from both organisations better to integrate the operating
requirements. As discussed, their research offers understandings and recommendations on
how to achieve IS integration in the era after the M&A, which in turn may consequently result

in M&A success.
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2.7.6 Synthesis of integration as demonstrated in the different fields of

research

The varied methods in the area of integration can be viewed as different viewpoints on the
topic of integration with each contributing to the general understanding of the subject. They
cannot easily be taken collectively to form a majestic philosophy of integration because one
finds it necessary to accept one's own standpoint in order to make the different viewpoints

operational. Instead, one might see them as an assortment in an always unfinished mosaic.

2.8 EXTRAPOLATION OF THE VARIED DEFINITIONS OF INTEGRATION AS
RELATED TO BUSINESS MANAGEMENT

Table 2.5 provides definitions of integration from different fields of integration.

Table 2.5: Scholarly definitions of integration

Author/s (year) Definition

Blau (1960) Integration is the process whereby two or more actors form a new actor.
When the process is completed, the actors are said to be integrated.
Conversely, disintegration is the process whereby one actor splits into two or
more actors. When the process is completed, the actor is said to be
disintegrated.

Lindberg (1963) Ernst Haas, eminent researcher of the European integration and
neofunctionalism, defines the political integration, as the process whereby
nations forgot the desire and ability to conduct foreign and key domestic
policies independently of each other, seeking instead to make joint decisions
or to delegate the decision-making process to new central organs.

Galtung (1966) Defines integration as the process whereby two or more actors form a new
actor. When the process is completed, the actors are said to be integrated.
Conversely, disintegration is the process whereby one actor splits into two or
more actors. When the process is completed, the actor is said to be
disintegrated.

Garvin (1991) Integration is the complete harmony and alignment of strategy and
operations of an organisation. It means that different departments and levels
speak the same language and are tuned in to the same wavelength.

Ackoff (1999b) From the above, an integrated management system can therefore be defined
as a system with a set of standards, each standard could be considered as
one of the elements making up the system. And if these elements or
standards are separated then it will lose some of its essential properties.

Korac (2003) In immigration studies literature, integration is understood in terms of social
service provision by the receiving society and access to social services that
facilitate settlement.

Beckmerhagen, Berg, The integration of MSs can be understood as putting together different
Karapetrovic, Willborn | function-s peci yc management systems i ntd
(2003).
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Author/s (year)

Definition

Esser (2004)

Integration is the inclusion [of individual actors] in already existing social
systems.

Heckman (2006)

Integration is a generations-lasting process of inclusion and acceptance of
migrants in the core institutions, relations and statuses of the receiving
society.

Patience (2008)

Integration means a combination; that is putting all the internal management

practices into one system in such a way that the components of the system

are not separated but Ilinked to fo
management system. In simple terms, an integrated management system

(IMS) is a management system which combines all the components of a

business into one coherent system so as to enable the achievement of its

purpose and mission.

Brandt (2010)

Integration is described as the absorption, acculturation, assimilation,
incorporation or integration revealing the complexity and ambiguity
associated with the topic.

Ramphal (2012)

An IMS is meant to eliminate employee confusion.

Turof (2012) An IMS is a logical and systematic management approach that allows
strategic and operational decisions that best address all the key issues that
lead to the effective functioning of an organisation, both in terms of quality
and safety, or the environment and health.

Gopalakrishnan, Integration begins with complete understanding and common use of systems

Chandramohan and
Maheswari (2015)

and standards.

Carvalho et. al, (2015)

Refer to an integrated management system (IMS) as a set of interrelated
processes that share human resources, information, materials,
infrastructure, and financial resources. The IMS is organised in order to meet
goals related to satisfying different stakeholders. Several individual
management systems and frameworks therefore exist in an organisation for
its proper functioning.

Garcés-Mascarefias
and Penninx (2016)

The ter m Oihthasec@lra@naireters to the process of settlement,
interaction with the host society, and social change that follows immigration.

28.1

Summarised definition of IMS related to business management

Integration is a process of incorporating different levels of an organisation seamlessly, who
share common strategic goals, and which interconnect in a cohesive manner to ensure the

efficacy of all stakeholders.

2.9 AN EXOGENOUS REVIEW OF SCHOLARLY LITERATURE ON IMS
This section presents a review of management systems integration.
291

Defining a management system

In the 1960s, we find the earliest integration aspects in technology were management systems

transfer and assessment were integrated with business strategies (Jemala, 2012).
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Organisations are always under enormous stress to achieve organisational objectives and
satisfy their stakeholders (Karapetrovic, 2008). The efforts to fulfil the needs of internal and
external stakeholders through the achievement of business operations are often facilitated by
management sub-systems that provide an efficient and structured manner to control the
behaviour of the system so that it constantly behaves in the preferred manner. As the number
of standardised management sub-systems has been amplified, their integration becomes a
requirement . Organi sational results are demonst i
choices, which in turn are determined by the manager-specific interpretation of a decision
problem. Because of the complexity of these circumstances and the constrained cognitive
capacity of managers, their judgement is limited to selective environmental and organisational

stimuli.

ISO 9001 (2015) defines a management system as a set of interacting elements of an

organisation to establish policies and objectives and processes to achieve thos objectives.

Dominquies, Sampaio and Arezes (2016) describe a MS as a set of interconnected processes
aimed at realising several different goals by resource consumption, and its execution by an
organisation does not imply a minimum level of organisational performance or the achievement
of a pre-set result, although it should contribute to those objectives. Moreover, the
management system (MS) of an organisation is frequently split into a number of parts or sub-
systems which must be managed separately with relative independence. These independent
parts reflect the different needs and expectations of the stakeholders (Rebelo, Santos & Silva,
2014). An MS clearly defines the goals and objectives, drafts the strategies and tactics and
develops the plans, schedules and necessary controls to run the organisation. An MS could
be defined as a set of interrelated processes aimed at achieving several different objectives
by resource consumption, and its implementation by an organisation does not imply a minimum
level of organisational performance or the achievement of a pre-set result, although it should

contribute to those objectives (Dominguez, Sampaio & Arezes, 2015).

The | MS can be understood as nppeting magaybme
systems into a single and more effecti ve | MSO0 (Beckmer hagen et al .,
an IMS is a management system which combines all components of a business into one

coherent system so as to enable the achievement of its purpose and mission (Chartered

Quality Institute, 2007).

Past decades had seen the adoption of an MSs as a means to fulfil the requirements of quality.
Referring to the concept of synergy, Ansof f (1

2 + 2 = 50, i.e. the effect wher eltegs maximsationnt egr at
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of the qualities of each element with a score higher than that which is derived from the simple

sum of the elements.

Similarly, Maiera, Vadastreanu, Keppler, Eidenmuller and Maier (2015) indicate that a
management system of an organisation can include different management systems, such as
a quality management system, a financial management system and an environmental

management system.

Therefore, in brief, an MS can be defined as a set of activities that aim to achieve the strategic

objectives of an organisation by enabling resources and processes to achieve their goals.
2.9.2 The motivation of IMS in organisations

Rebelo et al. (2014) found that organisations are populated with a huge variety of independent
MSs. An IMS tends to integrate some or all the components of the business. Maximising their
integration in one comprehensible and efficient MS is increasingly of strategic importance and
constitutes an opportunity for businesses to be more competitive and consequently, promote

its sustainable success.

Low integration level organisations (LILO) and high integration level organisations (HILO) were
identified by Almeida, Domingues and Sampai (2014). Given the incentive that led the
organisations in their research to integrate their management subsystems, respondents
considered corporate image i mprovement,k st
optimisation, documentation reduction and internal organisation improvement as the main

motivations towards management system integration.
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Table 2.6: Motivation for management system integration in an organisation

Motivation HILO LILO
A C

Marketing tool/image improvement X X

Internal process optimisation X

Marketing differentiation

Give response to customers with specific demands X

Improve effectiveness and systems control X

Top management decision

Economic support for investment projects

Cost reduction associated with resources involved

Customers and suppliers relationship improvement X

Internal organisation improvement X

Documentation reduction X

From Table 2.6 there is a clear difference between the two organisations groups I one may

verify that the HILO group indicates motivations related to the system optimisation and

efficiency improvement, and the LILO one indicates the documentation reduction as the main

motivation for integration.

To summarise, those organisations that are faster and more well-organised in their integration

and continuous enhancement will have a competitive advantage in gaining a workable value

in our global and competitive business world.

2.9.3 Areview of the levels of the IMS

In his work, integration theorist Galtung (1966) found that there are three levels of integration.

i Territorial integration: Joining nations by the principle of vicinity, because they are

located close together.

1 Organisational or vertical integration: Joining nations by the principle of division of

labour into an interdependent system. This is usually referred to as neo-colonialism.

1 Associational or horizontal integration: Joining together nations by the principle of

affinity, because they have some kind of similarity. This is usually referred to as

functionalism, and leads to an international, governmental organisation.

The levels presented above consist of internal embeddedness of the IMS and external

interaction with stakeholders. It involves a culture of learning, continuous improvement and

stakeholder involvement.
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Different levels of integration have been distinguished. For example, Hines (2002)

distinguishes two levels of integration known as alignment and integration.

1 Alignment: this is when the similarities of the standards are used to structure the
system. The purpose is to reduce administrative and audit costs. There are still
separate procedures for each system, but all are placed together.

1 Integration: This is a complete integration in all significant procedures and instruction.

There is embeddedness in the organisation and close interaction with stakeholders.

Both these definitions focus on clients and continuous improvement to improve the efficiency
of an organisation. The level that organisations require will depend on the complexity of the

present management systems and the reason for pursuing integration.

Jorgensen et al. (2006) present the following three levels of integration which can be
distinguished based on the synergy between the customer-based quality, product-oriented

environmental management and corporate social responsibility.

1 The correspondence level which focuses on the system aspect due to increased
compatibility amongst the standards.

1 The generic level which focuses on the processes or the structure due to coherence
or coordination of different processes.

1 Theintegration level which is a more strategic and inherent level of integration with a
focus on embeddedness in the organisation and stakeholder relationship. This is more

product chain oriented.
Jorgensen et al. (2006) present three levels.

Corresponding: increase compatibility with references between parallel systems,
Coordinated and coherent: a generic process focusing the management of the task
cycle.

i Strategic and inherent: organisational culture learning, continuous improvement of
performance and involvement of the stakeholders related to internal and external

challenges.

The main components that may play significant roles in whether an organisation decides to
integrate its management system and the level of the integration are the structure, size and
economic sector. The research also showed that the IMS grew spontaneously and in the same
way as the level of integration. In addition to the above, market competition and regulatory

demands also have a determining role in its level of integration (Jorgensen et al., 2006).
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Furthermore, integration can be partially or completely focused on aspects such as goals and
objectives, system documentation and procedures (Sampaio, Saraiva & Domingues, 2012).
For example, Bernardo, Casadesus, Karapetrovic and Heras (2009:) claim that organisations
follow a pattern with respect to documentation and procedures that make up the majority and
it seems clear that it starts with strategic objectives, better documentation and procedures,
leaving the integration of operations and tactics later. However, the role of the people involved
in integrated management systems is not important, contrary to what is stated in the theoretical
literature and in the standards of application. Dor devi |, Begil, MROL®gevi
posit that it is possible to find three factors that have an effect on the development of integrated

management systems, namely:

T enhancement of the organisationbs overall f e
9 creation of frameworks for implementation; and
9 creation of an integrated scheme for independent controls of integrated management

systems.

Therefore, it can be summarised that, although the geographic area and organisation sector
have an influence on the organisation in adopting the management systems and their
integration, is seems that the organisation size exerts the greatest influence. If properly
accepted in an organisation, an IMS will lead to continuous improvement of performance,
competitive advantage and increased sustainable development. If an organisation chooses to
integrate their management system, they may aim for one of the above levels of integration.

Therefore, the factors that play a part in the determination of the level of integration of an
organisation are its size, economic sector or function, structure, market competition, regulatory

demands and geographic location.
2.9.4 IMS frameworks

Over time, there have been several studies (see Bernardo, 2014; Douglas & Glen, 2000) on
integration concepts and frameworks of various management systems (especially those based
on ISO 9001, ISO 14001 and OHSAS 18001, Carvalho et al. 2015) highlighting the advantages
and disadvantages of the models studied. Additionally, the most important common features
in terms of a concrete approach to designing, implementing and operationalising the models
of management systems, as defined by the international standards is promoting the principle
of continuous improvement, focusing upon problem prevention, placing the human factor
within the centre of the design process, and implementing and operationalising each

management system (Olaru, Maier, Nicoara & Maier 2014). The organisation must design,
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implement and maintain an integrated management system focused on customer satisfaction
and fulfil ment of al |l st a k eghsndh chenellsstuctueed @relc t at i o1
effective system, emphasis should be placed on identifying existing or potential problems
related to quality, the environment, health and occupational safety, and on implementing

required preventive and corrective actions.
An IMS framework will typically have the following characteristics (Dalling, 2007):

T I'ts scope wildl cover the totality of t he or
embrace health, safety, environment, security, human resources, finance, marketing,
andpublicr el ati ons as relevant to the organisatio
1 Itis formally defined in a uniform style that only varies where necessary to meet its
purpose, for example, description of broad principles as opposed to a defined
sequence of steps to be followed in a process.
While ensuring the effectiveness of the IMS, replication of documentation is minimised.
The structure of an IMS does not follow that of a specific management standard or item
of legislation, but is designed to controland gui de t he organisati onsd¢
most effective and efficient way.
1 Each component of the management system takes account of all of the other
components as appropriate.
1 It addresses all relevant stakeholder key requirements transparently defined via

relevant standards, legislation or other defined requirements.

Do r d etal. {2010) refer the crucial assessment of the achievement with respect to IMS
implementation as the effectiveness of the continuous system enhancement process
developed within the organisation. The IMS model illustrates a typical scheme for large

organisations that consist of different departments and operate at many locations.
The same basic frameworks may be applied and defined as:

system input;
global management system;

departmental/local management practice; and

= =4 -4 -

special instructions and processes.

Zeng et al. (2007) propose Figure 2.4, focusing on the importance of synergies in the

implementation of an IMS.
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Level 1

Strategic synergy (objectives, directives and planning)

A\ 4

Structural
Resource synergy Cultural synergy
synergy (human |—»  (top leader (beliefs, values
Level 2 and financial management and learned
resources) representative, ways)
work groups)
\ 4
Level Documentation synergy, i.e. quality, environment, and health and
evel 3

safety (procedures, work instructions and records)

Figure 2.4: A synergic model of implementing IMS

Source: Zeng et al. (2007)

Figure 2.4 shows that the highest priority is given to the strategic synergy, because it leads to
the fulfilment of long-term goals and thus more sustainability of the standards. At the second
level, there are three elements of strategy, resources, and structural and cultural synergy
between the different management systems which play important roles (Zeng et al., 2007).
The second level should be supported by the third level, documentation synergy in which a
with the
related to the different management systems to be integrated (Zeng et al., 2007). This is done
t he policy
lead to the integration level if the third precondition, interaction with stakeholders is included,

hierarchy should be followed beginnin g organi sationds poli

S0O as to meet organisationods requirem

thus will obviously lead to the most ambitious level of integration (Zeng et al., 2007).

Accordingto Do r d etal. (2010), IMS requirements from organisations participating in this
process can be reduced to the following elements:

structure transparency;
starting points of continuous improvement;
increase in productivity and efficiency;

certificating option;

= =4 -4 A -2

using synergy through integration;
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1 simple system managing even by insufficiently trained worker; and

f consideration of the organisationds indiuvVvi

Empirical research by Bernardo, Casadesus, Karapetrovic and Heras (2012) indicates that
there is no single model that is suitable for all organisations as academic research has various
models of integration at different levels. Regarding the integration system, Karapetrovic (2008)

reports that there are three types of organisations:

1 those that have only integrated documentation;
1 those with integrated processes, objectives and capabilities; and
1 those which have all the parts of an integrated management system in a single

management system.

Asif, Bruijn, Fisscher, Searcy and Steenhuis (2009) distinguish between three published
bibliographic streams of IMS frameworks.

T One relates to philosophical features, basic concepts and some issues about
integration relevant topics.

1 The second bibliographic stream relates to the challenges faced by organisations when
they integrate their management systems (MSs).

9 Finally, the third stream describes the models and integration strategies, the integration

level and the sustainable development achievement through an IMS implementation.

In Figure 2.5 below, a schematic presentation of level, scope and extent for two organisations

researched by Abrahamsson, Hansson and Isaksson (2010) is presented.
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Level
Max = full amalgamation

N __ Organisation A

= "~ Organisation B

Extent
Max = all processes/organisations in supply network

. Scope
” Max = all stakeholders needs

Figure 2.5: A schematic presentation of level, scope and extent of an IMS

Source: Abrahamsson et al. (2010)

Deployment would be studied in the different processes, the entire organisation and the supply
network. The benchmark looking at level, scope and extent would be set based on a critical
aspects analysis. That is, the benchmark would be different for different organisations. The

level of integration should follow the general level of process orientation.

According to Asif, Searcy, Zutshi and Ahmad (2011), the integration of sustainability into
business processes can be facilitated through an IMS approach. Such an approach provides
both the flexibility and clarity needed to address the many issues associated with the
management, measurement, and assessment of corporate sustainability. Building on that
premise, a conceptual framewaork for corporate sustainability through the integration of MSs is

shown in Figure 2.6. The framework builds on previous research conducted by:

1 Mitchell, Agle and Wood (1997) who described a typology of stakeholders in relation to
their requirements;

1 Choo (1996), Daft and Weick (1984) and Weick (1987) who elaborated on
environmental scanning to provide an informed understanding of the environment in
which an organisation operates; and

1 Asif et al. (2009), Jorgensen (2008) and Zeng et al. (2007) highlighted various levels

of integration and how integration alters activities at each organisational level.
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The framework also builds upon the research of:

1 Rocha, Searcy and Karapetrovic (2007) by considering various perspectives on
corporate sustainability integration; and
1 Fresner and Engelhardt (2004) and Oskarsson and Malmborg (2005) by providing an

integrated use of MSs to address key stakeholder requirements.

Figure 2.6 shows the process of integrating sustainability starts with the identification of key
stakeholders and their requirements. Asif et al. (2011) posit, unarguably, that organisations
are under pressure from a wide variety of primary and secondary stakeholders. A detailed
environmental scan, including an assessment of strengths, weaknesses, opportunities, and
threats and a stakeholder analysis, can assist a manager in determining what is important,
what is not, and the level of urgency and priority to be given to various issues. It is particularly
noteworthy to identify the legitimacy and urgency of stakeholder demands, as well as the
relative power (and potential conflict) of the different stakeholders to influence the business,
given that they (the legitimacy, urgency, and power of stakeholders) change over time.
Environmental scanning is therefore, a mechanism for identifying key stakeholder demands
and prioritising them within a framework of constrained resources (Choo, 1996). Building on
the environmental scan, organisations make sense of their surroundings and also develop the
appropriate context for adaptation and response. Figure 2.6 also shows that organisations may
deploy a number of different MSs to meet key stakeholder requirements. These MSs guide the
behaviour of a system and thus provide a systematic way to execute a function consistently
over a period of time (Asif et al., 2011).
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Figure 2.6: The framework for corporate sustainable development through an IMS

approach

Source: Asif etal. (2011)

Additionally, in Figure 2.7 we can observe a central core management system sharing different
requirements while specific ones are located in parallel functional modules resulting in a new
system, thus constituting an integrated management system in which the components are
interrelated, but without sacrificing their individual identity and without invading other

management systems.
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Source: Karapetrovic and Jonker (2003).

Simon and Douglas (2013) conducted research in Spanish and UK organisations and found
that the elements which were integrated to a highest extent both in the English and the Spanish
organisations were the procedures which were almost fully integrated in all the organisations.
However, higher levels of integration were exhibited in MSs procedures, such as management
review, record and document control, internal audits or preventive and corrective actions, while
the elements integrated to a lesser extent were resource management, product realisation and

internal communication.

To summarise, regarding the analysed models and frameworks, different results have been

obtained depending on the number of MSs implemented:

1 the IMS starts from stakeholder discussions to ensure effective communication with all
stakeholders;
1 the IMS promotes vertical and horizontal integration to ensure fit among various

processes at different organisational levels; and

1 the IMS develops the competencies and institutional knowledge for sustainability.

Despite the significant work conducted by IMS researchers, organisations need to develop a
shared interpretation of knowledge effectively to deal with emerging problems and to

understand their organisations and their surroundings better. In fact, Bernardo et al. (2012)
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state that although the increased interest in understanding how these difficulties emerge and
affect the resulting IMS, is still not clear and consequently there is still a dearth of empirical
research on this critical aspect of an IMS. All the above studies contribute to the IMS. However,
factors such as leadership, management, organisational culture, employee motivation, policy,
innovation, standards, standardisation effort, efficiency and employee performance have not
been exploited or researched to realise the relationships that exist between them.

2.9.5 Benefits of integrated management systems

Carvalho et al. (2015) show the benefits of integrating the systems. In their research, they used
a questionnaire as their research instrument, which was sent to 176 organisations in Catalonia,

Spain. Several benefits in integrating management systems where identified which namely:

increase in employee motivation;
higher collaboration;
increase in organisational efficiency;

increase in organisational culture;

= =4 4 -—a -2

improvement of the organisational strategy, communication, and organisation image;
and

9 better use of the results of internal and external audit.

Asif et al. (2009) indicate that the main constructs can be broken down further to important
areas identified as drivers for an IMS, namely operational, financial, regulatory, social and

marketing drivers.

1 Operational drivers: are related to the normal operations of the business. They are
supply chain activities and identify important characteristics, such as productivity and
efficiency.

1 Regulatory drivers: are related to legal requirements for the environment, safety,
health and corporate responsibilities or processes. They are measured in terms of legal
non-conformances.

9 Financial drivers: are related to financial gains from implementing an IMS. This can
be a driver in terms of cost reduction through audit cost reduction. In addition,
regulatory and operational non-compliance ultimately affect financial aspects of a
business.

1 Marketing drivers: concerns the pressure from the customer to implement an IMS and

could be measured in terms of sales figures.
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1 Social drivers: refers to pressures from community and employees to carry out

practices that are socially acceptable. Indeed, organisations must comply to social

norms as this provides a positive image for the organisation.

Almeida (2014) indicates that it was possible to verify that management subsystem integration

is assumed an important issue for the performance of HILO organisations, namely in terms of

management

system effici

ency

and i

requirements. For the LILO organisations, the management system integration has no

significant effect in operational terms. The main benefits perceived by HILO organisations were

related to organisational process issues, hamely operational improvement due to an

organisational culture change. The LILO organisations pointed out benefits mainly in terms of

document reduction.

Asif et al. (2009) identified that there many benefits to an IMS. Table 2.7 presents the benefits

of an IMS.

Table 2.7:

Tabulated benefits of an IMS

Benefits of an IMS

Supporting literature

Documentation
reduction

Elimination of documentation
duplication

Douglas and Glen (2000),
McDonald, Mors and Phillips
(2003) and Zutshi and Sohal
(2005)

Customer 06s

Pre-requisite for business

McDonald et al. (2003)

Enhanced customer satisfaction

Douglas and Glen (2000)

Improved customer service

Wi Sni ewska and Si

(2014)

Operational benefits

Operational improvements

Carvalho et al. (2015)

Simplified systems and
innovation

Douglas and Glen (2000), Zutshi
and Sohal (2005), Rebelo et al.
(2014)

Time saving

Zutshi and Sohal (2005)

Better synergies between systems

Rocha et al. (2007)

Unification of internal audits

Salomone (2008)

Unification of training activities

Salomone (2008)

Common framework for continual
improvement

McDonald et al. (2003)

Overall organisational performance
improvement

McDonald et al. (2003) and Simon
and Douglas (2013)

Resources
allocation and
utilisation

Better allocation of resources

Zeng et al. (2007) and Ramphal
(2012)

Saving of human resources

Salomone (2008) and Carvalho et
al. (2015)
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Benefits of an IMS Supporting literature
Better utilisation of resources Rocha et al. (2007
Greater acceptance by employees Zutshi and Sohal (2005)
Cultural change (Learning Wrighta (2000), Zutshi and Sohal
organisation) (2005)

Other benefits Strategic planning Zutshi and Sohal (2005)
Financial improvements Carvalho et al. (2015)
Enhanced interdepartmental Douglas and Glen (2000), Wrighta
communication (2000) and Zutshi and Sohal

(2005)

Better definition of responsibilities Salomone (2008)
Means to sustainable development Fresner and Engelhardt (2004)
Competitive advantage Almeida et al. (2014)

Adapted from Asif et al. (2009)

From the benefits of an IMS tabulated above, authors Simon and Douglas (2013) cited the

major improvements related to having an IMS include aspects:

costs savings;
operational benefits;
better external image;

improved customer satisfaction; and

= =4 -4 -4 A

enhanced employee motivation.

Tari, Azorin and Heras (2012) explain that the benefits most frequently analysed by

researchers with respect to an IMS are:

improved efficiency;
improved customer satisfaction;

improvements in relations with employees; and

= =4 4 -2

profitability and improved systematisation.

In addition, other benefits cited by Tari et al. (2012) are an improvement in market share and
sales, image, product/service quality and exports. The three benefits least studied are an
improvement in competitive position, improved relations with suppliers and improved relations
with authorities and other stakeholders. The management of integrating the systems can bring
many benefits to the organisation and the employees. It shows as the biggest gains for the
organisation as synergy in execution of common tasks, cost reduction, improving the

organisation image, bureaucracy reduction, and reducing the duplication of tasks.
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Do r d etval (2010) indicate that implementation of IMS concepts provides certain benefits

to organisations, which include:

encouraging management,

enabling a comparative advantage,

attracting investments,

improving and protecting brand reputation,

increasing stakeholdersé attention and

avoiding duplicating instructions and efforts causing confusion,

= =4 -4 -4 -8 - -2

providing the best practice and lessons that offer knowledge within all disciplines

(safety, environment, quality),

1 there is one annual programme of internal audit that reduces hampering the internal
management; however, care should be taken that the audit includes a representative
sample of the IMS of the organisation,

1 ensuring development of an individual set of requirements, thus reducing the
documentation system to the minimum,

9 training carried out in an integral system reduces its duration (if single elements of the

system are separated, this might result in doubling the process of training).

Carvalho et al. (2015) worked on the benefits and challenges of integrating management
systems. They used a questionnaire which was sent to 176 organisations in Catalonia, Spain.
They reported several benefits in integrating e.g. an increase in employee motivation, better
collaboration, an increase in organisational efficiency, an increase in organisational culture,
improvement of the organisational strategy, communication, and organisation image, and also

better use of the results of the internal and external audits.

Research conducted on small medium micro enterprises (SMMESs) by Stamou (2003) found
that the absence of time seems to be the most important hurdle that small and medium
businesses encounter in order to adopt an IMS. To get experienced staff to integrate the
systems were also a concern. A holistic management allows organisations to share the human,
material, informational, infrastructural and financial resources pool (Karapetrovic & Jonker,
2003). This leads to enhancing common synergies within different standards (Crowder, 2013;
Renzi & Cappelli, 2000) and improving organisational efficiency and profitability (Abrahamsson

et al., 2010). This type of management promotes an effective management model that can be

sat.i

integrated with other management requirements

management (Waclawovsky & Batiz, 2010), and also a sustainability warranty (Kuei & Lu,
2013).
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After a critical analysis of the literature on this topic, it can be argued that the benefits can be
grouped into two categories: internal benefits and external benefits (Olaru et al., 2014:694), as
reflected in Table 2.8 and Table 2.9 below.

Table 2.8: Internal benefits

Table of internal benefits

Improvement of internal efficiency and effectiveness.

Homogeneity in management methodologies.

Avoiding duplications between procedures of the systems.

il
f
f
f

Reducing paperwork in the organisation.

1 Eliminate the overlap of effort amongst employees.

Source: Olaru et al. (2014)

Table 2.9: External benefits

Table of internal benefits

1 Increase in profit margins.

1 Increase in operational efficiency by harmonising organisational structures with similar
elements and sharing information across traditional organisational boundaries.

1 Harmonisation of MS documentation.

1 Enhanced customer confidence.

Source: Olaru et al. (2014)

In Table 2.10, the author illustrates there are several interested listed parties and associated
needs and expectations to be satisfied by organisations according to the requirements of
related MSs. The increasing global competition potentiates an increase in the expectations of

all the interested parties of organisations.
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Table 2.10: Beneficiaries of integrated management systems

Interested parties Needs and expectations
Customers Quality, price, delivery, performance of products

Owners/shareholders Sustained profitability, transparency

People in the Good work environment, job security, recognition and reward
organisation

Suppliers and Mutual benefits and continuity

partners

Society Environmental protection, ethical behaviour, compliance with statutory

and regulatory requirements
Competitors Ethical behaviour, fair competition, zero ethical faults

Government, labour  Attractive employer, business continuity, compliance with statutory and

unions, regulators regulatory requirements, energy efficiency, mutual benefits, on-time
payment of taxes and others fees, risk management, sustained
profitability, transparency

Source: Adapted from Rebelo et al. (2014)

So, more than ever, business sustainability gains increased importance and the focus is

shifting away from their financial results.
2.9.6 Challenges associated with an IMS

A difficulty in the IMS implementation process may occur due to insufficient integration of the
staff in the development of an IMS. Further introduction shown through the examination of
unaccepted and opaque management systems, which are rarely developed for a particular
organisation. If the organisation wants to introduce an integrated system, it will face some
challenges such as the following (D o r d etal., £010).

1 The issue of methodology used to introduce an integrated system with a dilemma, such
as whether to take one or several consultants for the subsystems. However, there is a
danger of forming parallel systems, as each consultant might have his or her own vision
of the system and his or her own perception of the system requirements.

1 Concern about excessive documentation that will choke the integrated system with a
risk of having a documented system that is not applied or cannot be applied failing the
acceptance of a positive business practice.

1 The issue of whether the requirements of standards themselves will be incorporated in
the integrated system. There is a risk of wandering to some type of management
without having much touch with management standards, making certification of such a
system impossible.

1 Concern over imposing uniformity of integrated systems, as well as uniformity of

documentation itself.
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Regarding the major difficulties to integrate all systems, Vitoreli and Carpinetti (2013) report
that a shortage of human resources for deployment, a lack of collaboration between
departments, a lack of specialised auditors, a lack of motivation and different models of each
standard are the challenges associated with an IMS. Simon, Karapetrovic and Casadesus
(2012a) also emphasise the lack of collaboration between departments as a difficulty in
integrating systems. Simon et al. (2012a) indicates that the lack of employee motivation

appears as the main difficulty in integrating systems.

Despite the previous mentioned benefits, some authors state that the implementation of
multiple management systems may hinder innovation (Castillo-Rojas, Casadesus,

Karapetrovic, Cor o rddlf)a , Heras & Marteén,

Further challenges were revealed by Carvalho et al. (2015). In Table 2.11 the author

scrutinises the integration of IMS documentation.

Table 2.11: Overview of analysed documents of integration

Policies Nonconformities
Management manual Internal and external audit
Internal communication Training

Objectives and goals Operational procedures
Resources and provisions Responsibilities
Preventive and corrective actions Critical analyses

Source: Carvalho et al. (2015) (2015)

In addition, Patience (2008) indicates that the IMS requires some changes in the organisation,
such as focus on products, stakeholder collaboration and the creation of a learning
environment, which might lead to some factors that might hinder integration of management

systems, which include:

1 the absence of knowledge amongst employees and the management, absence of
demands; and

1 both internal and external risks involved in replacing existing bureaucracy.

Almeida et al. (2014) found the following difficulties when implementing an IMS between high

integration level organisations (HILO) and low integration level organisation (LILO).

55



Table 2.12: Difficulties when implementing an IMS

Organisation  Difficulties
HILO A Behaviour and procedures change by some employees, mostly those
who were in the organisation for more time
Organisation restructuration
B Lack of experience of the consulting organisation in management
system integration
Changes in the organisation structure
LILO C Did not feel significant obstacles until this moment, since they only
integrated documentation, keeping the subsystems separated.
D Lack of local consultants
Lack of partners with IMS for benchmarking effects
Financial investment.

Table 2.12 was extracted from Almeida et al. (2014) and indicates that, during the
management subsystem integration, HILO organisations faced difficulties. These difficulties,
also identified by authors such as Sampaio et al. (2008) and Simon, Karapetrovic and
Casadests ( 2012) , occurred mai nl vy at t he internal
behaviour change. LILO organisations did not indicate obstacles, as they only performed

documental integration (Almeida et al., 2014).

Bernardo, CasadesUs and Karapetrovic (2011), in their research of a sample of 362
organisations who were registered at least to both 1ISO 9001 (2000) and ISO 14001 (2004),
were examined regarding the difficulties of implementation of an IMS. The variables included
in the study are summarised in Table 2.13.

Table 2.13: An evaluation of a set of difficulties encountered during the process of

integration

Difficulties Main authors

Lack of integration guidelines Karapetrovic et al. (2006) and Zutshi and Sohal (2005)

Lack of government support Karapetrovic et al. (2006), Zeng et al. (2007) and Zutshi and
Sohal (2005)

Lack of human resources Asif, Bruijn, Fisscher, Searcy and Steenhuis (2009),
Karapetrovic et al. (2006) and Zutshi and Sohal (2005)

Different models of standards Karapetrovic and Willborn (1998a), Karapetrovic et al. (2006),

McDonald et al. (2003), and Salomone (2008)

Differences in common elements  Asif et al. (2009), Beckmerhagen et al. (2003), Karapetrovic and
Willborn (1998), Karapetrovic et al. (2006), Matias and Coelho
(2002), Zeng et al. (2007) and Zutshi and Sohal (2005)

Lack of depart meAsifetal (2009), Karapetrovic et al. (2006) and Zutshi and

collaboration Sohal (2005)

Lack of specialised auditors Karapetrovic et al. (2006), Kraus and Grosskopf (2008) and
Zutshi and Sohal (2005)

Lack of technology support Karapetrovic et al. (2006)
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Difficulties Main authors

Lack of consultants Karapetrovic et al. (2006) and Zutshi and Sohal (2005)

Inadequate first implementation Karapetrovic et al. (2006)

Lack of time for integration Karapetrovic et al. (2006), Salomone (2008), Wilkinson and
Dale (2000), Zeng et al. (2007) and Zutshi and Sohal (2005),
(2006)

Lack of empl oy e« Asifetal (2009), Beckmerhagen et al. (2003), Karapetrovic et
al. (2006), Matias and Coelho (2002), Zeng et al. (2007) and
Zutshi and Sohal (2005),

Source: Bernardo, Casadesus and Karapetrovic (2011)

The first group consisted of 246 organisations that have implemented two management system
standards (MSs). The second group comprised 82 organisations with three MSs implemented.
The first conclusion was that the difficulties of integration can be grouped in three large
clusters, namely O6internal di fficultieso,

(Bernardo et al., 2011). The second conclusion related to the integration difficulties, is the low
importance participating organisations give to these difficulties, with the least valued ones
being the inadequate implementation of the first management system (Asif et al., 2009; Zeng

et al., 2007) and lack of time for integration (Asif et al., 2009). The most valued are the

Adi fferences between the models wunderpinni

Karapetrovic, 2003; Karapetrovic & Willborn, 1998b; McDonald et al., 2003; Salomone, 2008)
and the lack of support from government. The final conclusion concerns the clustering
pertaining to the IMS. A high level of integration was found in both groups (similar to Bernardo
et al., 2009), but the first group presented higher levels than the second group, meaning that
more MSs implemented could reduce the level of integration.

Summarising the difficulties for those organisations with two MSs implemented, and which
were willing to integrate them, but have not initiated the process, the results of these studies
presented show that the integration of management systems will not be a problem. In contrast,
the organisations with three MSs may face difficulties during the integration process. If
organisations are aware of the integration difficulties, they will face the integration process
more prepared and the probability of finishing the process successfully will increase. Training
the personnel could help in this challenge. This can make organisations more efficient and

competitive.
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2.9.7 Studies of IMSs
The IMS was studied by many authors, as follows:

1 Degrees of integration: McDonald et al. (2003) and Bernardo et al. (2009) provided a
summary of the degrees of integration.

1 According to the ISO guide (2001), the experience with MSSs issued by ISO shows
that there exists a number of common elements, which can be arranged under the
following main subjects, as stated by Santos et al. (2011):

- policy;

- planning;

- implementation and operation;
- performance assessment; and

- improvement and management review.

On the other hand, Karapetrovic and Casadeslis (2009) state that there are many
organisations that implement different MSs, either as a result of market demand or for internal
reasons, despite having their origins in differen

Table 2.14: Main aspects of an IMS

Integration Deynition Main characteristics Studies

aspect

Methodology Models or tools National standards are AENOR (2005), BSI (2012),
used in the available to supportintegration. 1SO (2008).
process Academic authors Karapetrovic and Willborn

(1998a), Zeng et al. (2007),
Asif et al. (2009), Tari and
Molina-Azorin (2010).

Level Degree of No integration (MSs are Wilkinson and Dale (1999),
integration managed separately). Karapetrovic (2003),
achieved by Partial integration (some Beckmerhagen et al. (2003),
the IMS components of the MSs are Karapetrovic et al. (2006),
integrated). Bernardo et al. (2009).

Full integration (all
components of the MSs are

integrated.
Audits' Integration Higher level of integration in Karapetrovic and Willborn
systems level of internal internal audits than in external ~ (1998), Bernardo et al. (2009),
and external audits. Simon et al. (2012a).

audits

Source: Bernado et al. (2015)

According to Santos et al. (2011), the key integration technique used by the Portuguese small

and medium organisations (SMEs) for the building of the system is the arrangement of the
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separate systems using the alignment between the MSSs. This alignment is aimed at reducing

administration and audit costs.

Furthermore, Bernardo et al. (2009) argue that the best way to start the integration of MSs is
to identify mutual areas in the various standards and to ensure that the greatest possible
number of procedures is shared among different MSs. Or, in other words, attempts should be
made to adapt and integrate the maximum number of procedures into the various systems,

that is, combined management procedures.

However, Beckmerhagen et al . (2003) point out that Athe
separately in an incompatible way result in costs, an increased probability of faults and errors,
duplicated efforts, the creation of unnecessary bureaucracy and a negative effect near the

stakehol der s, particularly employees and cust ome

According to Salomone (2008), a cultural shift is underway and the number of organisations
with more than one certification is constantly on the increase. Many of them are advancing

towards integration.

Almeida et al. (2014) found the following integration levels as represented in Table 2.15.
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Table 2.15: Integration levels in organisations

L Number of
Organisation R . .
roup Organisation integration Features
9 levels identified
HILO A 4 Systems find themselves well integrated.
However, there are improvements to be
made.
Identified levels:
17 Policy
21 Documentation support
31 Objectives and goals
47 Operational control/management tools
B 4 Even having the notion that it can be
improved, a maximum level integration was
considered. It was also considered that it
was still in a growing stage where the
integration ~ with  other = management
subsystems will be easier.
Identified levels:
17 Policy
21 Documentation support
31 Objectives and goals
41 Operational control/management tools
LILO C 2 Integration only at the documental level. As
far as operational control is concerned, there
is still an independent approach, at the
quality, environment and safety level
Identified levels:
17 Documentation
27 Policy and objectives
D 1 Only integrated at documental level

Identified level:
17 Documental integration

2.9.8 IMS characteristics

An IMS is a single management system that delivers the processes of the business through
jointly supporting and structured management functions organised around the broader needs
of the organisation (Griffith, 2000).

Established at strategic management level within an organisation, an IMS involves the
development of a framework within which the organisation operates in relation to its business
activities and its environment designs the management procedures describing the actions to

be taken in key areas of organisational activity, develops the work instructions to guide
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operations and tasks, and, where appropriate, situation-specific plans to describe the provision

of products and services in differing circumstances (Griffith, 2000).

An IMS pursues to attain superior organisational and business efficacy through reorganisation
actions and facilitation of the challenges frequently related with single management systems
(Griffith & Bhutto, 2009).

According to Griffith and Bhutto (2009), an IMS is based on following eight core management

principles (values):

customer satisfaction;

leadership commitment;

total participation of employees, education and training;
facts-based decision-making;

continuous improvement;

empl oyeesd Hetyal t h and sa

realisation of social responsibilities; and

= =4 -4 A4 A -8 -a -

sustainable development.

The research by Do r d etval. (2010) regarding SMEs established that transition countries
may benefit significantly from the implementation of an IMS in their organisations. In that way,

these SMEs will advance their effectiveness on the global market in the following ways namely:

1 Greater involvement of business services in informing entrepreneurs about the
appropriateness of IMS implementation in their organisations.

1 Through enactment of positive statutory regulations such as the National Quality
Strategy (see Do r d e \ai,, 2010. t

T A more power f ul entrepreneur sé initiati ve
management system (QMS) in SMEs (through established guilds, clusters and other
types of SME associating).

1 Education of SME owners, as the most responsible people for successful
implementation of QMS, is a must for business services in the process of creating a
favourable atmosphere (e.g., entrepreneurs are not aware of advantages of
implementing QMS in SMES).

2.9.9 A summary and analysis of the studies on IMSs

First, in procedural terms, the literature on IMSs identified several ways to implement an

integrated management system.

61



1 In addition, when there is already a management system within the organisation,
which is usually the quality management system. In this case, other processes
necessary for the new system to be implemented, for example the environmental
management system, are added to the existing system.

1 By merging, when there are two or more independent management or operational
systems within the organisation. It is the unification of procedures that describe the
same decision process, but from different perspectives, into a single procedure, to
include all requirements of all relevant standards.

1 By integration from the very beginning, when there is no management system
implemented in the organisation and it is decided to develop an integrated

management system that meets several standards.

The need for the integration of individual MSs is entrenched in the need to utilise organisational
resources effectively (Asif, Searcy, Zutshi & Fisscher, 2013). Thus, the integration of
operations, quality, strategy and technology is increasingly seen as a way to sustain the
competitive advantage of organisations, as well as a way to overcome the challenges
associated with programmes and quality standards.

Secondly, implementing several standards simultaneously and independently can be costly
and demanding on human resources. Integrating the standards has been shown to be a means
of overcoming these difficulties. Significant research opportunity exists to develop a standard
that identifies distinct conceptual categories of IMS motivation, corresponding antecedents and
outcomes associated with each motivation, and factors that influence IMS implementation
(Carvalho et al., 2015; Rebelo et al., 2014).

Thirdly, most of these are empirical studies (Douglas & Glen, 2000; Jorgensen, 2008;
Wi sni ewska & Szczepacdsokiategratibol Hedelits anchappcobcheis only,
while others focus on test models (such as Wilkinson & Dale, 2000), but do not focus on factors
and their inter-relationships effecting IMS implementation. Also, these studies are carried out

in economically developed countries, but not in any developing country.

Finally, the integration and unification of the three (or more) MSs will be the future in
organisations. Therefore, for this to happen, it is important to ensure that there is a structured

manner in which an IMS implemented.
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2.10 THE NATURE OF LEADERSHIP

6Leadership is the most powerful force on ear

The concept of leadership is complex. A review of the literature highlights the large body of
research on leadership and the multitude of definitions of the concept itself (Van Niekerk,
2012).

2.10.1 Leadership and stakeholder relationships

iManagement is doing things right; | eadership is

There are three theories of neo-charismatic leadership: charismatic, transformational and
African (Du Toit, Erasmus & Strydom, 2010).

The behavioural approach to leadership was conducted by two namely:

1 Researchers at the University of lowa have identified the following leadership styles i
autocratic; democratic (the style of leaders which involves employees in decision-
making, delegates authority, encourages participation in deciding work methods and
goals, who gives feedback) was the most effective style; laissez faire, whereby leaders
left all the decisions to their employees and do not follow up, was ineffective in every
performance criterion when compared to the other two styles.
1 Meanwhile, researchers at Ohio State University identified two leadership styles,
namely initiating (this is the way a leader defines and structures his or her role and the
roles of employees) and consideration (this is the extent to which a leader has the job
relationship characterised by mutual trust, v

their feelings).

The research conducted by University of lowa and University of Ohio is in line with the
behavioural approach to leadership, in that successful leaders behave differently from

unsuccessful leaders.

Benson (2016) indicates that every action, every decision, every reaction, every plan should
be filtered through your philosophy. Your philosophy becomes your compass. It keeps you on

track. It becomes your true north.

Leadership is not the same as management. A popular contemporary definition of leadership
from the managerial point of view describes it as the processes of influencing employees to

work willing toward the achievement of organisational objectives (Du Toit et al., 2010).
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Therefor e, the | eaders of an organisationsshoul d
and the environment in which they work to ensure that there is alignment between the required

organisational climate and organisational objectives. Consequently, managers need to
conduct regular climate surveys t othecinsamiamde t hei |
take the necessary measures to correct any misperceptions. Alternatively, they may target
organisational areas for improvement, like the 2012 International Labour Organisation Report

on global employment trends highlighted, or specific dimensions that Castro and Martins

(2010) emphasised.

Leadership may be described in a variety of ways, such as transformational, transactional,
charismatic or autocratic, participative, democratic, or laissez faire. Regardless of leadership
type, all leaders have one common denominator: followers. Contingency theory (see Fielders,

Chemers & Mahar, 1977) provides some direction on leadership approaches.
2.10.2 Contingency theory approach to leadership

Fielders (1978) theory of leadership proposes that effective group performance depends on
the proper match between al e a d styte @fdnteraction with employees, and the degrees to
which the situation gives control to and influences the leader.

Hersey and Bl anchwardés (196 9)saysthattheavorknoatudty | eade
of employees determines the best leadership style for a particular situation. Work maturity is

determined by the employeesd need for achievemen

Robert House (1971) developed the path goal model. I't is the |l eaderds r es:s

employees achieve their goals.

Honeybee leadership approach. More recently, the concept of Honeybee leadership,
referring to a resilient and humanistic approach to corporate sustainability which builds on the
sustainable Rhineland leadership practices (see Avery & Bergsteiner, 2011a). Furthermore,
Avery and Bergsteiner (2011b) present an evidence-based view of how 23 leadership
practices/elements that interact to create Honeybee leadership facilitate outcomes that go
beyond the triple bottom line consisting of environmental sustainability, corporate social
responsibility and financial success. The 23 practices/elements form three categories:

foundation practices, higher-level practices, and key performance drivers.

A contingency or situational approach to leadership acknowledges that predicting leadership

success is more complex than examining the traits and behaviour of successful leaders.
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2.10.3 Leadership dimensions
The five components of leadership according to Du Toit et al. (2010) are:

1 authority: the right of a manager to give commands to, and demand actions from
employees;
power: this is a managero6s ability to influence
responsibility: this is the obligation to achieve organisational goals by performing
required activities;

1 delegation: this is the process of assigning responsibility and authority for achieving
organisational goals; and

1 accountability: this is the evaluation of how well individuals meet their responsibilities.

Consequently, the effect of the five components is that managers cannot be effective leaders
if their employees do not perceive them as being trustworthy.

2.10.4 The African leadership approach

According to Eustace and Martins (2014), the African approach builds on participation, duty
and spiritual authority. It requires transparency, accountability and legitimacy. Leaders are role
models who demonstrate personal commitment to the values and goals their organisations
have set. They have the ability to create a compelling vision and achieve the enthusiasm and

personal commitment of groups.

According to Eustace and Martins (2014), the African leadership approach has six fundamental

values:

respect for the dignity of others;

group solidarity (an injury to one is an injury to all);
teamwork is greater than the efforts of the individual,
service to others in the spirit of peace and harmony;

interdependence and connectedness; and

= =4 4 -4 -—a -2

persuasion.

Furthermore, leadership also plays a key role through the processes of sense making, by
ascribing meaning to strategy-relevant events, threats and opportunities. To be an effective
top leadership team, its managers and employees must share common beliefs and aspirations

about the organisation and its future direction.
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2.10.5 Ubuntu

The concept of ubuntu in African leadership is pivotal because it emphasises the collective
brotherhood of humankind. The interdependence of humanity characterises this concept. It
emphasises human dignity and respect and allows for consensus, democracy, people
mobilisation, solidarity and genuine care (Eustace & Martins, 2014). One criticism of African
leadership is that there is still insufficient empirical research to support it. However, the fact
remains that this leadership approach has significant relevance for African countries, including
South Africa.

2.10.6 Contemporary issues in leadership

Du Toit et al. (2010) indicate that in a worldwide business environment often rocked by
scandals involving business leaders who have acted in dishonest ways and betrayed their
organisations, trust is becoming a vital component of effective leadership.

Leaders have a key role in strategy formulation and implementation (Bourne, 2008). In order
to achieve this, leaders must be actively and visibly being engaged in their organisations,
di splaying transformational | eadership. This tyyg
followers in that the followers feel trust, loyalty, and admiration for their leaders and are
motivated to do more than is expected of them. Nelson Mandela is an example of a
transformational leader who fought for an ideal in which he believed. Managers cannot be
effective leaders if their employees do not see them as trustworthy. The five dimensions of

trust are the following (Du Toit et al., 2010):

f integrityia manager &8s honesty and trustful ness;
competenceia manager 6s technical and interpersona
consistencyi a managerdéds reliability, predictabilit
situations;

loyaltyi a manager 6s toprotdctlanother peessnsand

openness i one can rely on a manger to tell the whole truth.

To be an effective top leadership team, its members must share common beliefs and

aspirations about the organisation and its future direction.
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2.10.7 Three leadership ineffectiveness traits

Pienaar (2009) refers to leadership ineffectiveness as those observable and unobservable
behaviours and, by implication, personal qualities and character of leaders that make them

ineffective.

According to Burke (2006), there are certain themes emerging from the literature focusing on

leadership ineffectiveness.
- First theme of ineffective leaders

The first theme is associated with the inability of a leader to develop effective interpersonal
relationships due to a lack of interpersonal skills. The leader may be arrogant, stubborn, and/or
egocentric. Also, specific problems include abrasive behaviour towards others. Leaders with
these problems have also been found to lack the ability to balance and maintain interpersonal
relationships with a variety of constituencies simultaneously. Problems related to interpersonal
relationships include the inability to build a team, difficulty in moulding and shaping employees
into a team, and difficulty in resolving conflict among team members. The importance of
interpersonal skills is further emphasised by Crosbie (2005) who refers to research conducted
by Harvard University, the Carnegie Foundation and the Stanford Research Institute. It was
found that technical skills and knowledge account for about 15% of the reasons why an
individual finds, keeps and advances in a job. The remaining 85% of job success is based on
a personbés people skills.

- Second theme of ineffective leaders

The second theme suggested by Burke (2006) revolves around leaders who are afraid to take

risks and make errors. These leaders are cautious and avoid responsibility.
- Third theme of ineffective leaders

Finally, scepticism and distrust as cited by (Bu
more, especially when it comes to motivating others. These leaders are cynical and

untrustworthy.

The character of a | eader and the ability to mq
effectively managing interpersonal relationships may be some of the major aspects having a

negative influence on the effectiveness of a leader.
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2.10.8 Leadership styles

An executive usually makes his or her decisions under the pressure of a time constraint. There
is rarely time enough to analyse each matter thoroughly before the leader must make a
decision (Roberts & Handline, 1975). According to Chou, Lin, Chang and Chuang (2013),
several taxonomies for classifying leaders by style have been proposed in the literature.
Among these, the transformational leadership and transactional leadership styles has been of

the most-cited theories of leadership.

Transformational leadership is defined as the one that creates respected and encouraging
changes in its followers. Transformational leadership is highly effective in terms of
subordi nat enselft and epedornmanre. Transactional leadership will allow

communication to employees and from employees (top down and bottom up approaches).

Roberts and Handline (1975) say that in classical management theory, the main emphasis is
put on Ot he ryooachlevi@ amoanisatian'a goals. Matters requiring decisions are
recognised in two ways in this theory. First, they are recognised through the planning and
control functions of management as these relate to current operations. Planning defines goals
and standards, and the control function compares operational performance to standards. If
there is a significant variance between actual performance and the standard for acceptable
performance, this would signal that a decision, or a series of decisions, is required to bring
performance back to standard. Roberts and Handline (1975) argue that the strategic plans of
an organisation are prepared to direct it toward or adapt it to its future environment-forecast. If
a comparison of the organisation's present course with its indicated future course reveals
significant differences, these differences suggest forthcoming opportunities or difficulties.

Decisions are then required so that the organisation can act appropriately.

The executives must use a small, but important, portion of their time to decide which problems
and decisions to put aside for a while, since those do not require an immediate decision. This
accomplished, the executives must then decide which problems should take first priority for

their time and attention.
2.10.9 Stakeholder theory

According to stakeholder theory, organisations must take into account the interests and
expectations of their various stakeholders, defined as any identifiable group or individual who
can affect the achievement of an or gani sati ondés objectives, or
achi evement of an organisationds objectiveso (Fr

organisations are not only accountable to their shareholders but to their stakeholders as well.
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They must also take into account the needs of various groups or individuals who have a direct
or indirect stake in their activities: employees, customers, government agencies, NGOs,
suppliers, and the media (e.g. Donaldson & Preston, 1995; Jones, 1995). Some studies have
focused on specific case studies, describing the process of stakeholder participation in areas
such as ecotourism (Fletcher, 2009).

According to Maryska and Sladek (2017), an organisation management is responsible to
stakeholders and is responsible for all activities and actions that are realised in an organisation.
According to Wiengarten, Lo and Lam (2015), in recent years we have seen a significant
increase in stakeholder pressure on firms to be not only economically sustainable but also
from an environmental and social perspective. Besides operational changes in practices and
products organisations have reacted toward this increased pressure from a strategic
perspective. According to Burita and Zeman (2017), stakeholders in business and information
technology (IT) organisations are faced with challenges that result from technological changes
occurring at accelerated paces, economic and environmental issues demanding immediate

actions, and a need for more precise collaborative decision-making.

Boiral and Heras-Saizarbitoria (2015) aver that, although stakeholder involvement is often
essential to the management of biodiversity, very few studies in the literature have focused on
the details of this involvement. Wagner (2014) combining stakeholder resource-based and
institutional theories suggests that stakeholder demands affect the environmental and social
activities of firms, which in turn influence various performance aspects. Organisations that
manage for stakeholders by allocating more resources to meet expectations and requirements
of stakeholders develop fair and just relationships (Freeman Harrison, Wicks, Parmar &
DeColle, 2013). Ultimately, this enables firms better to concentrate on stakeholder interests
and relationships rather than market transactions and therefore also to contribute to joint value
creation (Freeman, Harrison & Wicks, 2007). Rydhagen and Dackman (2011) indicate that
stakeholders need to be involved early in the different processes of planning and decision-
making in order to achieve changes. Complexity theory clarifies that one cannot change just a
single element or process within a complex system, because all of the other unchanged
elements and processes in the system will respond to the change in unpredictable ways and
often provoke that the changed element and process realign itself with the rest of the
(unchanged) system, or trigger an unexpected effect resulting in paralysis or even chaos
(Ogilvy, 2013). This principle explains, for example, why so many of the transformations of the
Dutch educational system failed. The Dutch ministry forgot to apply the golden rules of
implementing change in complex environments: get everybody involved, including the students

and their parents.
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Therefore, stakeholder management is an important factor when integrating management
systems as both the internal (employees) and external (customers and those groups who have
an effect on the organisations) objectives must be consulted when making decisions. This
process of engagement will allow for fair and just relationships.

2.10.10 Summary of leadership and stakeholder relations

The history of theory development was presented through organisation and management
theories and models from the early 1800s until today (Donaldson & Preston, 1995). A
suggested model that the evidence-based approach to organisation theory development may
be more appropriate in todayb6s dynamic en
provides related theories that were developed using the evidence-based approach to

organisation theory development.

To conclude this section, regarding the IMS, there is not necessarily a single correct approach
each organisation should determine what is appropriate for them. This means that the
importance of an IMS and the levels of an IMS cannot be overemphasised, because its
significance is obvious. As more and more organisations come to realise this, the more they

integrate their management systems.

2.11 MANAGEMENT

6The managdr eicd iae, s y(Mdintzberga 1973 pl anner
2.11.1 Behavioural theory of management

For Roberts and Handline (1975), the behavioural theory of management enhances the list of
matters invoking decisions and situations that appear when an organisation is engaged in
organisation development and considers social processes and cultural and other values of the
organisation. Generally, these decision matters are of an immediate nature, but long-run
consequences may also be important. The human being and his or her values and the
compatibility of organisational processes are aspects of an organisation that the behaviourist

investigates to determine whether decisions regarding organisational matters are required.
2.11.2 Systems theory of management

Roberts and Handline (1975) argue that the systems theory of management emphasises the
interdependence of all parts of a defined system. The recognition that an organisation is a

complex system of varied elements increases the number, the type of, and the need for
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decisions; more so, in fact, than work- and goal-oriented or person-oriented approaches. The
recognition of the interdependence of the constituent parts of a defined system inherently
requires that an increased number of internal and external forces and factors be considered in
making decisions. Prominent among these factors is the organisational environment. Every

organisation exists in a system, of which it is only a part.
2.11.3 Decision theory related to management

According to Roberts and Handline (1975), decision theory itself provides a discrete approach
to each decision, although it recognises the implications that a prior decision has for a present
one. It recognises, also, that a sequence of decisions may be necessary to solve a problem.
In other words, that more than one decision may be required to solve a particular problem.
Nonetheless, decision theory does not indicate how precedence is to be established for either
discrete decisions or a related series. Therefore, a theory of decision-making needs to be
complemented by the development of a direct approach to the setting of decision-making
priorities and schedules. Theories of organisation and management deal with the recognition
of decision situations, but offer little help to an executive in scheduling decisions. However,
using intuition, logic, and mathematics, the executive can approximate the gain potential of
each decision situation. He or she can then use these approximations to establish priorities for
decision-making. This decision-ma ki ng schedul e will i névenesasse t he

and maximise benefits to his or her organisation.

Guadal upe, Li and Wulf (2014) highlight that th
organisational structure, as well as the governing body that sets firm strategy, coordinates
activites,and al |l ocates resources across business unit
and directions are typically made by its chief executive officer (CEO) and its additional
members of the top management team. The top management team can be defined as a
relatively small group of executives at the strategic apex of the corporation with overall

responsibilities for the entire organisation (Strand, 2013).

In addition, Huy (2011) points out that because middle managers occupy leadership positions,
theiremotions can i nfluence many of their subordinates
of which can influence strategy implementation. Consequently, managers need to conduct
regular climate surveys to examine theieatheempl oy ¢
necessary measures to correct any misperceptions. Alternatively, they may target
organisational areas for improvement, like those that the 2012 International Labour

Organisation Report on global employment trends highlighted (Castro & Martins, 2010).

71



In Figure 2.8 the author indicates that to manage is to make decisions and allocate resources,
including human resources. In the dynamic and the fast-changing business environment of the

21% century, organisations need managers who are also strong leaders and vice versa.

The aim is to make good managers,
good leaders (vice versa)

Managers Leaders

Leaders who are
not managers

|
| Managers who are
| not leaders

Figure 2.8: Integration of leadership and management

Source: Du Toit et al. (2010)

Managing therefore means analysing, and often calculating, based on facts from reports. In
fact, the task of management is to formulate strategies based on the resources and capabilities
of the firm and match them with identifiable opportunities in the external environment by

selective market entry.

Blake and Mouton (1978) developed the Managerial Grid, an instrument that identifies various
leadership styles on a two-dimensional grid. They developed the ideal leadership style as the
team management style where a manager is strong on both dimensions. However, the
behaviour theories in general had little success in identifying consistent patterns of leadership
behaviour and successful performance because results varied over diverse range of

circumstances (Du Toit et al., 2010).

In much the same way, by adopting a coherent bundle of organisational attributes,
management generates momentum towards increased exploration. Du Toit et al. (2010)
identified that managers at all levels are strong leaders if they can convey their vision of their
section or department. Nonetheless, each tack or shift in structure imposes costs on the
organisation, including lost momentum which curtails performance. Once efficiency is
achieved, a key task of the manager is to identify when changes in the formal organisation are

required and what these changes entail.
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2.11.4 Types of management

Ackoff differentiates between four types of management. He distinguished the first three based
on their behaviour towards time and change (Ackoff, 1999a)

1 Reactive management: The reactive approach to a problem is to identify the cause and
try to remove, suppress or solve it. After the problem is solved, the system returns to
the state it was before the problem arose.

1 Inactive management: Inactive managers are satisfied with the way things are. They
dondét want a change, and t heTherefare, theybeliehel onl vy
that if things are not broken, leave them alone.

1 Proactive or preactive management: Proactive managers think change is an
opportunity to be exploited so they welcome the opportunity. They always think the
future could be better than today, even if the present is good. Proactive managers
attempt to predict and prepare for the future, and therefore establish visions and
objectives.

1 Interactive management:. This consists of bringing the problems under control
considering that the results are due to the consequences of the activities of the
organisation. Interactive management must be continuous and can begin with any of
these six phases: analysis of the situation, ends planning (visions, objectives and
goals), means planning (policies, programmes and projects), resource planning,

implementation and control.

Interactive planning is therefore a kind of proactive planning in which you work from the ends
to the means. The scientific and the multilevel synergetic approaches to management are

examples of proactive and interactive management.
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Figure 2.9: The different approaches to management

Source: Ackoff (1999a)

In Figure 2.9, inactive management is not well represented. The line where we are being the

line where we want to be.

Wilkinson and Dale (2001) refer to this as integration in a system concept where integration
and alignment increases efficiency and effectiveness as the subsystems lose their
dependence. Therefore, proactive and interactive management will lead to higher levels of the
IMS compared to reactive and inactive management. This is because the elements of the
different management systems will easily be integrated and the subsystems will be quickly lost
to form an IMS in proactive and reactive management. However, proactive management can
lead to the first two levels of the IMS and interactive management will lead to the third level of

the IMS as proactive management is more ambitious than interactive management.
2.11.5 Managerial implications

Building and maintaining quality relationships between employees and managers would

improve the organisational climate further (Eustace & Martins, 2014).

The dimensions that Castro and Martins (20101) propose are the leadership of the immediate
managers, transformation and diversity, personal growth and development, interpersonal
belonging and fit, general feeling of job satisfaction, employee wellness, image, pay,

challenging and interesting work, physical work environment, recognition and
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acknowledgement. These dimensions generally reflect the dimensions, specifically those that
reflect leadership. The following factors are a generic list of requirements and not limited to
Castro and Martins (2010).

2.11.6 Top management support

Top management support has been highlighted as an important contingency factor in
supporting various management practices (Baird, 2009 ) . Therefore, organi sa
should have insight into their employeesd experi
to ensure that there is alignment between the required organisational climate and

organisational objectives.
2.11.7 Training and learning in an organisation

Organisational learning (OL) is a valuable approach to understanding employees. OL occurs
when an organisation acquires or creates knowledge, develops new ways of thinking, and
modifies its behaviour to reflect new knowledge and insights (Argyris & Schoen, 1978; Huber
2011). OL contains two broad types of learning processes, one aimed at doing a better job of
matching outcomes of organisational actions with intentions (e.g. by correcting ineffective
activitilesop Olseanrgnieng6) and the other aimed at i1
(e.g. by questioning and updating norms, practices, and underlying assumptions and beliefs
hitherto accepted in-ltohoe dre@ami gtdti ¢ Hub&doulk2lod 1)

The provision of training resources indicates that an organisation is willing to provide sufficient
resources to support the development and implementation of its strategy. As such, capabilities
are a combined result of passive learning by doing and active investment in learning. MNEs
with extensive internationalisation experiences would have the opportunity to nurture the

capability to align their structure and process with their strategies (Huy, 2011).
2.11.8 Employee participation

Bahmani and Farhadpoor (2017) say that, although managers engage in decision-making
processes at different levels and their decision-making roles are related to non-structural
decisions. Information gained from the external and internal sources of an organisation is
processed and fed into the decision-making cycle by individuals and the information system of
an organisation (Sadegzadeh, Hasanzadeh & Najafgholinezhad, 2013). Thus, environmental
scanning is a process to collect information from the external environment of an organisation,

and its analysis, interpretation and use in decision-making by managers.
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Furthermore, as Sarrafizadeh (2011) states, organisational decision-making requires a
structure in which a manager is able to acquire sufficient information about what goes on in
the environment. To put it in simple words, depending on information which originates from

inside an organisation cannot guarantee the success of decisions.

Sarrafizadeh (2011) states that Henry Mintzberg (1973) enumerates 10 roles for managers in
the three general fields of communication, information dissemination and decision-making
where a manager solves future problems, identifies objectives and dedicates the resources
needed. Thus, environmental scanning is a process to collect information from the external
environment of an organisation, and the analysis, interpretation and use of the information in
decision-making by managers. Choo (1996) states that environmental scanning is the
acquisition and use of relevant information regarding events, trends and relations in the
external environment of an organisation and the knowledge which helps managers in planning
future affairs of the organisation. Analysis (investigation and evaluation) is crucial for modern

organisations.

Organisation management can be split into three levels as reflected in Figure 2.10. Each of
these levels is responsible for their tasks and responsibilities. The lower level is usually
supporting the higher level and each task in each level is managed by manager from the
defined level.

Strategic

Company strategic targets
management

Core business processes

Tactical management

\ Supporting services

HR Controlling Marketing

Operation management

Figure 2.10: Organisation management

Source: Maryska and Sladek (2017)

Maryska and Sladek (2017) indicate that when we want to examine performance, we must first
define the management level we want to work on. In the area of products and services, the
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strategic level is the performance of the whole services portfolio or existence of service in the
portfolio. The tactical level corresponds with added value created for users or service usage
type. On the operational level the service performance deals with SLA fulfilment and response
times.

To summarise, although managers engage in decision-making processes at different levels,
their decision-making roles are basically related to non-structural decisions.

2.12 EMPLOYEE PERFORMANCE AS AN ENABLER TO AN IMS
This section presents enablers for employee performance.
2.12.1 Human relations theory

The human relations movement began with the Hawthorne Studies (Roetttlisberger & Dickson,
1939) at the Hawthorne Plant of Western Electric. To some extent, the Hawthorne Studies
were a rejection of the concepts of scientific management as the researchers used concepts
from psychology and sociology to explain worker behaviour. So, even if the classical theorists
designed a near-perfect organisation and scientific management principles were also applied,

those who were involved in the human relations movement would argue that problems would

still occur because of individuals and groupsof wor ker s who fAdid not beha
rational prescriptions of economic man sai t hey
Hawthorne Studies (Roetttlisberger & Dickson, 1939) highlighted the behavioural aspects of

the work environment and were the forerunner of later efforts to integrate psychological and

sociological concepts into the management of organisations.

Winship (2005) notes AThe concern to elucidate
dialogical exchange in psychoanalysis certainly anticipated, if not influenced, the evolution of

industrial psychology; beginning with the famous Hawthorne Experiments between 1924-1927

|l ed by Elton Mayo (1933) at the Western Electric
1933) was the fir st to intrdoidrueccet ivedndmrm of intervi ewi

research participants to respond more candidly t

A

empl oyeesd6 responses proved to be a gremiaghdeal m

closed questions. Working conditions, i.e. length of breaks, lighting, and the length of the
workday, were modified with each condition lasting for 12 weeks. The unexpected results of
the studies showed that changes in working conditions had little influence on the levels of
productivity. Researchers found that peer group relations among the workers had more

influence on the level of output than working conditions. In some subgroups, the peer pressure
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was applied so strongly that it would restrict productivity. Mayo (1933) found that it was an
understandable and interpersonally contented group of workers that was far more productive
than an incoherent or antagonistic group. This was a landmark discovery that is now
considered vestigial although at the time of the experiment without prevarication the results
were directly contra positional to the carrot and stick mentality of production management.
According to Winship (2005), Mayobs classic res:
emotional condition of the worker with his or her capacity for productivity. Still it is questionable
whether the Western Electric Organisation research would hold up to the rigorous standards

required in todaybés empirical testing of organis
2.12.2 Industrial humanists, motivation, and organisational behaviour

Industrial humanists (e.g. Likert, 1961) went beyond the amendments of classical and scientific
management theory of the human relations movement. Instead, sought dramatic changes that

would bring about Afgreater freedom and satisfaction at
oppression and an opportunity forself-d et er mi nati ono ( Scott & Mitchel

Scott and Mitchell also felt that the consideration of organisational behaviour theories must
firstincude t he consideration of fAperception, moti vat
& Mitchell, 1972). Blair (1969) describes perception as, the process is one of selection and
organisation of sensations to provide the meaningful entity we experience. So, people perceive
things, situations, people (through their words and actions). Once the perception occurs,
people are then motivated to think and/or behave in certain ways. However, the perception
itself is influenced by easameiparsorialiyitrdita aré uniquefwer s on a |

an individual, there are some in personality consistencies that are worthy of scientific research.

Some of the early motivation theories include Ma
(1966) . Ma s | ocofwnieeds imciudes safetg (freedom from fear), love (affectionate
relationships), esteem (personal worth and the need to be deemed worthy by others), and self-
actualisation (the need to fulfil O fa@udlisatiopot ent i
need as the need to become everything that one is capable of becoming. Once a need is

satisfied, it ceases to drive behaviour. Expectancy theory was originally developed by Lewin

(1951) and specifically applied to motivation at work by Vroom (1964). Vroom noted that the

extent to which individuals expect outcomes to satisfy them will cause the individuals to be

motivated to move toward achieving those outcomes. He discusses valence (the anticipated
satisfaction) versus actual satisfaction from the outcome. This gave managers a theory that

said they should understand which outcomes will motivate individuals so that the managers

can provide, and/or assist in worker achievement of those outcomes (Vroom, 1964). As these
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and other theories of motivation were discussed, Festinger (1957) published A theory of
cognitive dissonance noting that when individuals do something that is counter to what they
believe, they will experience cognitive dissonance. This theory is important to managers who
require workers to perform jobs that they find distasteful or which they believe contradict their

personal values.
2.12.3 Improving performance through empowerment

The concept of work design considers how an organisation enables employees to achieve
higher levels of performance. High performance work is characterised by flexibility, innovation,
knowledge and skill sharing, alignment of work with organisational objectives, customer focus,
and rapid response to dynamic business needs (Boys & Wilcock, 2014). Within this framework,
work design is closely linked with empowerment and strategic planning. Fair compensation,
career progression, and practices that enhance employee well-being and satisfaction are other
related concepts. As an example, through augmenting worker job satisfaction, an increase in
productivity may be obtained, which can imply greater efficiency in the organisation (De
Oliveira Matias & Coelho, 2010).

2.12.4 Employee performance management

According to Maryska and Sladek (2017), measuring results and performances have a long
tradition. Rapid development in this area is visible especially in the last ten years. However,
Burita and Zeman (2017) argue that errors in business processes result in poor data accuracy.
Do r de v i(R010 dositathat achieving business excellence in SMEs is viable in two ways:
by implementing concepts of total quality management (TQM) and the integrated management
system (IMS). Management is the function that coordinates the efforts of people to accomplish
goals and objectives by using available resources efficiently and effectively (Hitt, Ireland
& Hoskisson, 2014).
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Figure 2.11: Mo r t o n Oe$ of argadisational efficiency

Source: Morton (1991)

Organisational structure defines how activities such as task allocation, coordination and
supervision are directed toward the achievement of organisational aims (Avison, Jones,
Powell & Wilson, 2004; Hill & Jones, 2012).

All of these definitions and others enter into Mo r t ®adél.sThe most important components
of the organisation are (Allen & Morton, 1994):

organisational structure and corporate culture;
individuals and roles;
organi staategyon 6 s

information technologies; and

= =4 4 A A

management processes.

According to Figure 2.11, all components mentioned in the model are important, but
information technologies and individuals are the most important ones (Allen & Morton,
1994; Morton, 1991). Individuals, and human resources in general, are the essence of the

organisation and the crucial factor that influences other components in the model.

The research by Bernado et al. (2015), indicates that the dimension of increasing performance
in an organisation is one of the most hi ghlight
confirm that performance equals motivation multiplied by ability. According to Patience (2008),
although there was no ISO standard for IMS, several countries such as Belgium, France, and

Denmark had national guidelines for an IMS at that stage. The Danish standard of IMS is called
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DS 8001 and is a guidance document prepared in 2005 by the Danish Standards Association.
It states the common elements in an integrated management system as (DS 2005):

I management processes such as strategy, policies, internal audit, resources and
organisation;

1 business processes such as internal and external communication, management and
planning, maintenance; and

I supporting processes such as document management, registration, training and

description of management system.

The fact an organisation needs to work together as demonstrated by Allen and Morton (1994)
talks to Bernado et al. (2015) description of organisational performance. Furthermore, in
Denmark 90% of organisations with at least two management systems have integrated their
management systems (Buhl-Hansen, Christensen, Eliassen, Jorgensen & Vestergaard 2008).
In 2007, a survey of IMS experiences in Danish organisations found that 91% of the
organisations with three or more certified management systems have implemented an IMS
and 90% of the organisations who participated in the survey have integrated their management
systems on the correspondence level as well as the generic level, and have achieved time and
cost reductions as a result (Rasmussen & Jorgensen, 2007). Another piece of qualitative
research carried out in Denmark, involving three production organisations, showed that one
had correspondent level integration while two had generic level integration (Buhl-Hansen et
al., 2008). The organisation with a correspondent level is an SME while the two organisations

with generic level are large international organisations.

Do r d etali (2010) indicate that business excellence implies that organisations continuously

work on enhancing the quality of business operations of their organisation based on the rise

i n each st afformaneecraid&rmodledgepAehieving business excellence (winning

the market position of an excellent organisation) and creating world-class products and

services cannot be connected with only one segment or business function of an organisation

or organisational entity, but they are a result of the collective work of all structures within the

organisation conforming to the predefined strict goals of business operations. According to

Maryska and Sladek (2017), management requires information not only about the organisation

as a whole but also detailed information about e
are closely connected with the organisationds o0\
about the organisati on6s impatanhpartihathasbéen ecomafitmedo n. T hi
by the Scott Mortonds model t hat proved in hi

organisational components (Gamayanto, 2005).
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Figure 2.12: Business informatics performance management system

Source: Maryska and Sladek (2017)

According to Maryska and Sladek (2017), the purpose of BIPMS is to support the decision-
making process by measuring the current level of performance and help with meeting the
desired orgaisational performance levels. This general purpose can be more detailed or
specified according to organisational needs. From the figure above, implementation and
evolution of BIPMS are governed through the definition of the BIPMS strategy and the setting
of a methodology for implementation. Both of these artefacts define the architecture and

relationships between four basic BIPMS components.

6Peopl ed covers owner s, customer s, user s,
6Processest6 are ways by which performance

and operated.

T 6Technologyd includes the tools and technol

support for performance management.
T 6l nformation and datadé covers data sources
(KPIs) and information outputs that are produced from performance management

discipline.

Interaction and integration between BIPMS components is the basic way how performance

management is executed.
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2.13 EMPLOYEE MOTIVATION AS AN ENABLER FOR AN IMS

Maslow (1970) presented his theory of human motivation based on a hierarchy of five sets of
needs. In Figure 2.13 the author presents the needs that were arranged in a hierarchy ranging
from physiological to safety, social, ego and self-actualisation needs. It is interesting to note

that the theory itself was never conceived with management or organisations in mind.

Her z b e r-tadics thebrw(@966) holds that there are two types of motivators: extrinsic and
intrinsic. Extrinsic factors include factors such as pay, supervision, working conditions and job
security. The extent to which extrinsic factors are absent (or not at an acceptable level) causes
job dissatisfaction, but their presence above the acceptable level does not cause job
satisfaction. Intrinsic motivation factors include achievement, recognition, and the

responsibility for work. Intrinsic factors cause job satisfaction (Herzberg, 1966).

Self-
fulfilment
needs

elf Actualisation:
Achieving ones full
potential, including
creative activities

Esteem Needs:

Psychological

Prestige and feeling of neads

accomplishment

Belonging and Love Needs:

Intimate relationships, friends Basic
Safety Needs: needs
Security, safety

Physiological Needs:
Food, water, warmth, rest

Figure2.13:Mas |l owbs hierarchy of needs

Source: Maslow (1970)

According to Blau (1960), a member of a group who utilises his or her superior qualities for the
benefit of others not only makes himself an attractive associate, but also earns respect and
deference. By rendering significant services, he or she establishes social obligations. If he or
she helps the rest of the group to attain important objectives, collectively or individually, they
will be under obligation to him or her. Blau (1960) found that a person who is motivated to
attain an integrated position in a group has strong incentives not simply to wait until the others
discover his or her good qualities, but to exert an effort to prove himself an attractive associate.

He or she will try to impress them. This involves, essentially, revealing characteristics that he
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or she assumes to be positively valued by the others and concealing those he or she expects
to be negatively valued. Self-deprecation thus removes the threat his or her attractiveness has
posed for the other members and induces them to act upon their feeling of attraction to him or
her by engaging him or her in social intercourse. It serves, consequently, the function of
contributing to social integration. When a member surrenders his or her claim to superior
standing in the group, he or she invites others to follow his or her example; and, the more

members who do so, the easier it becomes for the rest to do likewise.

From Figure 2.14, much case research suggests that HR considerations such as employee
empowerment, training, work design, and incentive structures are essential to the efficient and
successful functioning of management systems (Boys & Wilcock, 2014). This will enable

employees to strive for level 3 of organisational commitment.

Integrating people into quality programmes

People
interface with
organisational

outcomes

People interface
with
organisational
procedures

Potential benefit to the organisation

1 Quality people

Level 1 Level 2 Level 3

Level of integration of people into quality programmes

Figure 2.14: The path from basic to advanced levels of organisational commitment to

integrating people into quality programmes
Source: Boys and Wilcock (2014)
The job enrichment approach, which was initially developed from Herzberg's work, maintained
that workers could be motivated by positive job-related experiences and by providing

empl oyees with more control over their job

ideas in the following way:
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If you wish (as employer or manager) to have an efficient organisation, you must set to
work to improve the performance of the individuals who presently work for it. It does not
matter who the individuals are, what they can do, what they are doing, what the
organisation does, how it does it, or what it is, there will always be scope for re-dividing
and re-designing its tasks so as to enrich them, and for so arranging the context of
administrative procedure, supervision and interpersonal relationships, that they will not
inhibit motivation and satisfaction.

Simon et al. (2012a) suggest that the lack of employee motivation appears as the main difficulty
in integrating systems.

2.14 ORGANISATIONAL CULTURE AS AN INTEGRATING FACTOR

Kotler and Armstrong (2006) theorises that the cultural environment consists of all the
institutions and forces that have an effect on the basic values, perceptions, preferences, and
behaviours of the members of a society. Workplace culture refers to the values, beliefs, norms,
customs, and practices of an organisation (Ott, 1989). Although the influence of a successful
TQM on workplace culture has long been recognised (Deming, 1986; Juran, 1988), the
importance of the inverse relationship, the effect of workplace culture on the success of TQM
initiatives, has only recently been acknowledged (Metri, 2005; Rad, 2006). Organisational
culture i s the underlying values, beliefs and
management systems (Eustace & Martins, 2014).

Castro and Martins (2010) claim that organisational culture has deep roots in organisations
and uses e mpes,dsliefscanddassunaptions as its basis. Vision development and
strategy decision-making processes are strongly influenced by organisational behaviours and

the cultures of organisations and nations.
Bennis (2003) says that democratic governance has forced several things:

- the re-conceptualisation of man (man is aware and rational);
- anew concept of power (management and workers can collaborate); and
- organisational values (now with a more

inclination toward democracy).

The work of Maslow (1970) had a major influence on the change from autocratic governance

to a more democratic type of governance.

The framework posited by Denison and Spreitzer (1991) and McDermott and Stock (1999)
have reported that a competing values framework (CVF) is both theoretically sound in
integrating organisational culture to other organisational components, and can be

operationalised as a psychometrically sound instrument (Yeung, Brockbank & Ulrich., 1991).
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The CVF framework illustrates four cultural types as group culture, developmental culture,
rational culture, and hierarchical culture (Quinn & Spreitzer, 1991). Each culture shows
different values with reference to motivation, leadership and strategic orientation in
organisations (Cameron & Freeman, 1985; Denison & Spreitzer, 1991; McDermott & Stock,
1999).

The CVF framework has been diagrammatically presented as shown in Figure 2.15 below.
CVF assumes that all four quadrants are ideal for organisations (McDermott & Stock, 1999).
Organisations rarely follow only one culture type. To some degree each organisation
demonstrates a combination of different culture types, albeit the case that one type override
another (McDermott & Stock, 1999; Quinn & Spreitzer, 1991). According to Quinn and
Spreitzer (1991), the rating of four culture types might vary independently as referred to in
Figure 2.15. For instance, a high rating on one end (e.g. internal orientation) does not exclude

a high rating at the other end (e.g. external orientation) (McDermott & Stock, 1999).

Flexibility
and
Rational culture spontaneity Developmental culture
o - Creativity

- Participation - Flexibility
- Teamwork - Entrepreneurship - type
- Facilitator (type leader) leadership
- People (commitment) - Innovation (new

resources)

Internal focus External focus
and and
. . competiveness
integration

- Centralisation - Efficiency
- Order - Task focus
- Administer (type leader) - Achievement (type leader)
- Regulation (control) - Goal orientation

competition

i Rational culture
Hierarchal Control
culture -
stability

Figure 2.15: The competing values framework (CVF) of organisational culture

Source: Cameron and Freeman (1985) and Denison and Spreitzer (1991)

Therefor e, whil e utilising CVF for assessi

determine the associations between culture types and different facets of the construct.

Idris, Wahab and Jaapar (2015) found that factors such as the use of information for

improvement, allocating authority equal to responsibility, attitudes regarding job security,
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approaches and incentives for teamwork and collaboration, opportunities for learning and
involvement, fostering a climate of fairness, and providing compensation based on equality are
some of the many organisational factors which shape workplace culture. Weber, Drori and
Tarba (2012) found that strong cultural integration between member organisations and a
corporate office culture are critical factors of the corporate group success. For example,
Weber, Drori and Tarba (2012) research findings showed that 89% of newly acquired
businesses in the United States fail to succeed because of a lack of integration between

member organisations and the corporate office culture.

Firm traits and aptitudes refer to the resources and capabilities that an organisation possesses
to compete in the global marketplace. These resources and capabilities can take on different
forms such as culture, knowledge, orientation, experiences, and learning capability. Studies
suggest that a fundamental antecedent to superior performance is the corporate culture of the
firm (Huy, 2011). Establishing an effective organisational culture in the corporate group is an
important strategy to advance efficiency in the organisation (ldris et al., 2015). Therefore, from

the theory the following hypothesis will be tested:

Ho? There is no relationship between organisational culture and organisational
efficiency.

H> There is a relationship between organisational culture and organisational
efficiency.

In hypothesis 2, organisational culture is considered to be the independent variable and
organisational efficiency is the dependent variable. The null hypothesis is that the relationship
between organisational culture and efficiency is zero. The alternative is that there is a

relationship between organisational culture and efficiency.

Organisational culture descri bes t he focus of

management cannot focus on everything at once. An orientation toward throughput, i.e. toward
generating more money with current resources, implies that management focuses its attention
in the direction of increasing throughput rather than in the direction of minimising costs. The
organisational culture construct is related to the performance measurement system construct
because a yrm that has an organisational ¢
to adopt a cost system that measures organisation-wide progress toward the goal of making
more money than to adopt a system that supports minimising costs as a means to improve

proytability.

Both organisational culture and motivation systems are related to efficiency of an organisation,

inthat ifanorganisat i onés cultures are focused on
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organisation will make decisions based on the influence of local actions on global results,
rather than attempting to optimise all resources locally (Cater & Pucko, 2010). Therefore, from
the literature, the following hypothesis will be tested:

Ho®  There is no relationship between organisational culture and employee motivation.
Hs  There is a relationship between organisational culture and employee motivation.

In hypothesis 3, organisational culture is considered to be the independent variable and
employee motivation is the dependant variable. The null hypothesis is that the relationship
between organisational culture and employee motivation is zero. The alternative is that there

is a relationship between organisational culture and motivation.

The perception and the understanding of emotional experiences are different among people

fromdiffer ent cul tures because culture inpuences whi c
the norms of emotional expression (Matsumoto, 2001). Cultural differences cause
communi cati on probl ems, mi sunderstandings, and
teams, which in turn can cause stress and negative attitudes among the acquired managers

(Weber et al., 2012). Therefore, from the theory the following hypothesis will be tested:

Ho* There is no relationship between management and organisational culture.
Hs  There is a relationship between management and organisational culture.

In hypothesis 4, management is considered to be the independent variable and organisational
culture is the dependent variable. The null hypothesis is that the relationship between
management and organisational culture is zero. The alternative is that there is a relationship

between management and organisational culture.

2.15 INNOVATION AS AN ENABLER FOR KNOWLEDGE TRANSFER IN
ORGANISATIONS

Innovation is defined the commercialisation of all new combinations based upon the application
of new materials and components, the introduction of new processes, the opening of new
markets, and/or the introduction of new organisational forms (Schumpeter,1934). Innovation,
as understood by Rogers (2003:475) , as fAan idea, practice, or ob
by an individual or other wunit of adoptiono. Sys
with effective business-related changes in and outside an organisation (e.g. adjustment of
related jobs, new performance and quality standards, adjustment of supply, storage and sale
capacities, marketing and PR, modification of calculations and budgets) Jemala (2012).

According to Boudreau and Lakhani (2009), innovation refers to new applications of
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knowledge, methods, and skills that can generate enhanced products and processes to meet
customer demands and market needs (Kim, Kumar & Kumar, 2013). Innovation enables
manufacturers to transform value propogur&i ons a
Engwall, 2014), and therefore, the manufacturers can quickly respond to changes in
environments and beneyt from market dynami cs,

competitiveness (Lim, Han & Ito, 2013; Manu & Sriram, 1996).

Innovations can take different forms such as upgrades, extensions, and major changes in
existing products and processes (Kim et al., 2013). In the MIT Sloan Management Business
Review Boudreau and Lakhani (2009) suggest that if the innovation problem involves
cumulative knowledge, continually building on past advances, then collaborative communities
have inherent advantages. Organisations are naturally oriented toward solutions that depend
on integrating the skills and knowledge of employees and technologies. In fact, successful
organisations necessarily have knowledge-sharing and dissemination mechanisms designed
into them. They also tend to converge on common norms with a culture of sharing and
cooperation, broad agreement on a technology paradigm and common technical jargon to
support productive collaboration. Therefore, from the theory the following hypothesis will be
tested:

Ho®> There is no relationship between employee performance and innovation.
Hs  There is a relationship between employee performance and innovation.

In hypothesis 5, employee performance is considered to be the independent variable and
innovation is the dependent variable. The null hypothesis is that the relationship between
employee performance and innovation is zero. The alternative is that there is a relationship

between employee performance and innovation.

Boyne, Williams, Law and Walker (2005) argue that decisions made by higher bodies of
organisations do not guarantee the adoption and use of innovations. Furthermore, Palm, Lilja
and Wiklund (2016) found that integrating and achieving a balance between improved quality
and increased innovation is not an easy task. The large-scale adoption of an innovation such
as the electronic lawsuit by Brazilian labour courts should take into account that both internal
and external users must accept the new system and that it is necessary to take steps to

simultaneously overcome resistance and increase the acceptance of innovation.

Furthermore, Sousa and Guimaraes (2017) identified three organisational routines derived
from the innovation process at the Brazilian Superior Court of Justice (Superior Tribunal)

electronic management, project management and process management. In their research of
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the Brazilian judiciary, overall, three strategies of developing and adopting innovations were

identified namely:

1 The first refers to a centralised, top down strategy, in which the Higher Council of
Labour Justice disseminates a particular idea or practice to be followed by the courts.

1 In the second strategy, the development and adoption of innovations occur through
inter-organisational relationships via discussions and agreements among courts
interested in jointly developing or adopting innovations already consolidated in another
court.

T The third strategy r apgmamusnitiaivesstp develog dand
adopt innovations. It is essential to identify the capabilities and resources that are

involved in the development and adoption process of innovation.

The capabilities and routines related to the electronic lawsuit that were identified by the
interviews comprise specific organisational practices and have different scopes. These
practices can be classified into capabilities involving court administration as a whole, specific
management capabilities related to IT, and capabilities that promote inter-organisational
relations as depicted in the figure below. In the MIT Sloan Management Business Review
(Boudreau & Lakhani, 2009), external innovation is also a point to note especially when the
technology, design and innovation approaches have yet to be established or when customer
needs are highly varied or not yet fully understood, then opening up the innovation to the
external world can have considerable advantages. The classic example here is the multibillion-
dollar video game industry, where organisations (Nintendo Co., for example) develop a
hardware console (Wii) and encourage third-party businesses to write game software for that
platform. In a market, external innovators are busy focusing on their own economic interests,

which often results in fierce competition and little cooperation among them (Boudreau &

Lakhani, 2009). A crucial thing to remember

not have to be cast in stone. That is, managers can evolve the strategy in ways that make the

most sense for their particular business.
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Figure 2.16: Extrinsic and intrinsic motivations for innovation

Source: Boudreau and Lakhani (2009)

From Figure 2.16 it can be deduced that the wide range of motivations that draw outside
innovators to participate in a project can be classified into two broad categories: extrinsic and
intrinsic. As a simple approximation, markets tend to favour the former, and communities are

more oriented toward the latter (Boudreau & Lakhani, 2009).

Sousa and Guimaraes (2017) found in their literature review three organisational routines

derived from the innovation process at the Brazilian Superior Court of Justice:

9 electronic management;
9 project management; and

f process management.

From an innovation perspective, knowledge intensive business organisations may create the
added value and competitive advantages of an organisation. Good quality of the knowledge-
based innovation business training process has been shown to make an important contribution

to organisational success (Brinkerhoff, 2005; Harel & Tzafrir, 1999). Furthermore, Palm et al.
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(2016) posit that previous research indicates a complex and ambiguous relation, raising
questions as to how to combine these two approaches optimally (quality and innovation),
organi sationally, operationall vy, and culturally

maximal flexibility for innovation while maintaining sufficient order for quality?
2.15.1 Knowledge value strategy

The knowledge value strategy is a strategy decision based on knowledge intensive business
services (KIBS). According to Chen (2016), the exploration strategy identifies four areas as
identified in Figure 2.17.

High

I1 T Knowledge | T Continuous

value strategy innovation strategy
KP

IV 1 Knowledge lI'T Lean

transfer strategy reengineering strategy
Low

Low LP High

Figure 2.17: Exploration strategy

Source: Chen (2016)
2.15.2 Continuous innovation strategy

The continuous innovation strategy aims at capability in creating both innovation and
continuous improvement based on business performance perspectives. The capability of an

organisation to achieve business excellence along multiple competitive factors, such as high
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quality lean service and knowledge innovation activities, is increasingly regarded as a source
of benchmarking (Chen, 2016)

2.15.3 Lean reengineering strategy

The lean reengineering strategy is to reduce waste and non-value added activities for
increasing productivity, enhancing quality, shortening lead times. Here the stakeholders
participate to contribute to continuous improvement activities. The objective of this strategy is
to determine whether training process reengineering of lean thinking in organisations improves

efficiency and productivity.
2.15.4 Knowledge transfer strategy

Knowledge transfer is mainly an activity of knowledge management when an organisation
recognises a lack of knowledge (Chen, 2016). Knowledge consists of two types, such as
explicit knowledge, transferred by a database and tacit knowledge, transferred by

interpersonal communication.
2.15.5 Integrating quality and innovation

According to Sousa and Guimaraes (2017), capabilities related to quality interaction with other
organisations also helped in the adoption of innovation, such as sharing resources in jointly
developing tools, training and learning opportunities, adopting complementary innovations and

exchanging information.

The empirical findings by Palm et al. (2016) show however, that there is a common
understanding that the organisations need management and strategies not only for quality
management, but also for innovation. The findings suggest that innovation and quality
management may be handled side-by-side and that it is necessary to identify exactly where
guality management and innovation management strengthen or hinder each other. An
important step in the identification of where quality management and innovation management
strengthen or hinder each other was taken by Steiber and Alange (2013;49) who emphasise
that the main differences between quality management and innovation seem to be the overall
management focus, and on the concrete design of organisational structure and management

processes.

Palm et al. (2016) submit that superior customer value can be achieved through increased
focus on innovation management and further that the following propositions on how quality

management and innovation management could strengthen each other.
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f Theorganisat i ons® management should anal yse
and HR management in order to create a more fertile ground for an innovative climate

in the organisations.

and

T The organisations® management shoulresammut s

practices in order to address innovation issues on a daily basis.

Ng and Ang (2011) state that quality is generally about conformance to standards with the
ultimate purpose of amplifying organisational efficiency while innovation is about breaking new
ground. However, it is unclear how organisations actually integrate quality and innovation into
a coherent and powerful strategic package to improve efficiency. Therefore, from the theory

the following hypothesis will be tested:

Ho® There is no relationship between organisational efficiency and innovation.

Hs There is a relationship between organisational efficiency and innovation.

In hypothesis 6, organisational efficiency is considered to be the independent variable and
innovation is the dependent variable. The null hypothesis is that the relationship between
organisational efficiency and innovation is zero. The alternative is that there is a relationship

between organisational efficiency and innovation.
2.15.6 Innovation in technology management

Integrated technology management should enable an organisation better to evaluate, plan,
carry out, link, and control technological processes and elements so that they are mutually
supportive and synergistic. However, integration of technology management (TM) processes
does not only mean technology integration activities. These activities are mainly targeted at
analysing, evaluating and developing a better technological system (lansiti, 1997). Integration

of TM processes also requires the integration of various departments and levels of

management (Madhani, 2011). Integrating t echnol ogy <capacities

technology with business strategy, technology and other business processes, and technology
elements and processes often require a three-step mechanism of TM, namely integration of
technology identification, implementation, and potential technology commercialisation
processes (Gunasekaran & Ngai, 2004). All these processes should be properly connected
and implemented systematically. Systematic technology innovation must be integrated with
effective business related changes in and outside an organisation (e.g. adjustment of related
jobs, new performance and quality standards, adjustment of supply, storage and sale
capacities, marketing and PR, modification of calculations and budgets). These activities

should be a part of systemic planning and implementation processes within integrated TM
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(Leonardi, 2008). These processes can be supported by different stakeholders, e.g.
technological suppliers that can be a significant source of information and inventions,
outsourcing organisations that can be technology integrators as well, etc. Currently, the
integration of technological systems from a variety of vendors or developers can be seen as
the main issue in the ICT industry. Many larger organisations have therefore established
special formations for the preparation of technology implementation processes (Peslak, 2011).

For example, IBM has developed the IBM Interactive Team, which is designed to spread the
vision, mission, business strategy, acquired technology innovation, new management or
marketing expertise through the worldwide network of IBM centres. New technological know-
how is initially approved by an internal technology assessment process and subsequently
distributed to other IBM centres. These centres offer a unique think tank in which experts
collaborate with users, and thus better evaluate, plan, develop, link and start new technological
projects. The IBM Interactive Team enables performance of user-oriented technology analyses
and surveys (industrial or end users) and on-line technology integration and implementation
(IBM, 2010).

Technology innovation and changes as outputs of internal R&D activities are usually highly
conditioned by marketing analyses and management requirements. Technology innovation
can also be conditioned by suppliers, who may be a very valuable source of inventions.
However, technology innovation can also be an outcome of technology transfer or an
outsourcing process Jemala (2012), For any type of gathering of improved or new technology,
there is always a need to plan and integrate these processes adequately in terms of required
resources, capacities, networks, time frames, relationships to existing business processes,
and expected outcomes. The most appropriate visual instrument in this context can be a road-
mapping plan designed to integrate resources, capacities, technologies, products, markets or
customers in order to achieve strategic business objectives. This integration should also take
place at every level of the plan, in terms of time series of individual elements of the plan. A
road-mapping plan reflected in Figure 2.18, displays several variant technological scenarios

for possible different states of the environment figure below.
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Figure 2.18: Technology innovation integration using a road-mapping plan

Source: Jemala (2012)

Capacity limitations and risk constraints require an organisation systemically to allocate its
resources and investment to a subset of possible technology projects. It is necessary not only
to make technological capacities more flexible and to integrate them adequately, but also to
use appropriate instruments in order to prepare and carry out optimal technology projects.
However, there is also a need to identify trends and risks that may occur in an organisation

innovation processes.

2.16 IMS AUDITING FOR CONTINUOUS IMPROVEMENT

Fayol (1949) delineated the elements of organisational administration into planning,
organising, command, coordination, and control. Also, he developed 14 general principles of
management: unity of command, unity of direction, discipline, division of work, authority and
responsibility, remuneration, centralisation, scalar chain, order, equity, stability of tenure and
personnel, subordination of individual to general interest, initiative, and esprit de corps. While
often applied in different ways, those 14 principles of management are still respected as

legitimate principles.

Ur wi ¢ k 6)swritings :é@ped crystallise classical organisation theory as acceptable to
organisation scholars. Urwick (1937) added t o Weber 6s (1947)
concepts of span of control, line-staff relationships, and functionalism. He called for improved

application techniques because he felt that the rapid growth in scientific knowledge had placed
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unprecedented strain on manos tqutha knovdedge bf, andr gani s a
interest in, organisation and coordination principles and techniques were meagre. Urwick
(1937) seemed to understand organisational theories as scientific knowledge that needed to

be understood and applied.

Audits represent an internal and external function (Bernado et al., 2015). Karapetrovic and
Willborn (2010) say that in performing auditing activities, auditors must objectively and
independently collect and verify audit evidence, evaluate it against audit criteria, and report

their findings.

Regarding the internal audit process, Bernardo et al. (2009) divided it into three areas of

integration:

1 Not integrated: The internal audit is conducted by different teams, which are designed
separately, and have different reports.

1 Partially integrated: Usually the audit is conducted by a single team or performed
simultaneously, but only for some items on the management system. Normally there is
a single planning session, but different reports.

1 Fully integrated: The audit is performed by a single team and/or performed

simultaneously, there is a single planning session and it is issued in a single report.
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Figure 2.19: Maturity assessment framework

Source: Domingues et al. (2016)
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Domingues et al. (2016) developed Figure 2.19 which acts as a showcase to be visualised by
the organisations that intend to audit their IMSs. The most relevant information, namely, at
which maturity level the IMS is located, the critical key performance areas (KPASs), the score
achieved and the externalities that affect IMS maturity are displayed by the front office
component. This is relevant information for IMS managers that intend to access an upper
maturity level and to attain a deeper integration level. In addition to the KPAs, four so-called
externalities (external features or constructs that affect the maturity level of the IMS). The
externalities were allocated in ascending order taking into account their relevance to the
external boundaries of the IMS, i.e. from the most related to the inner or internal organisational
structure of the organisation (macroergonomics) to the one most related with the value that
the organisation may add to the context. D o r d etval. (2010) refer to the crucial element of
documentation that will be a mutual relationship between the input requirements and specific
systems or procedures. This provides an easy verification in which all inputs must be worked
out, thus facilitating the audit when input requirements are changed. It is a good practice to
define the departmental input and output data, as well as to encourage the culture of an internal
chain of information exchange. This will strengthen the concept that each department has a
responsibility for delivery of a product or service within specific parameters.

Table 2.16: Audit team process

BN
o

Efficiency measurement (audit-trail)

Circle (all employees invited)

Customer and supplier focus

HR focus (appointee for quality)

Products or service (CEO)

Objectives (appointees, employee and CEO)
Operation processes (project team)

Analyses e.g. environment (appointees, employee
Management policy (CEO)

Vision workshop (all employees and CEO)

O P N W H» O1 O N 00 ©

Kick-off (all employees and CEO)

Source: Adapted from Mackau (2003)

From Table 2.16, it is clear that the initial meeting should be attended by all the employees
and executives of the organisation. The subject of this meeting is to introduce the participants
to the project and to present it (Mackau, 2003). The second part of the IMS implementation
process is intended for the acceptance of the generated vision by all employees, suggesting
compulsory attendance of all the empoyees. After the policy of the organisation has been

produced by management, the general aspect of the management system functional
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development is produced and explained. In the fourth part, the project team tends to identify,
observe and revise organisational processes. The project team consists of employees
acquainted with the process in their area of work. This group of employees is also accountable
for formulating operating instructions. In the fifth step, the emphasis must be on improvement
of goals through execution of the process and analysis, precise definition of goals and
subsequent development of the plan of actions. Employees responsible for this task and the

management equally participate in this part of the process.

The sixth step entails descriptions of t he maneé
and/or services. The seventh and eighth steps are similar, namely possible activities linked to
these topics were created by the team members and discussed with the management. As a
result of these actions, the management passes a list of measures. A circle of continuous
improvement requires producing a tool that allows all employees to discuss internal difficulties
in the organisation and to find innovative solutions autonomously. This circle ensures that the
management system will not limit structures and processes until they have been frequently
evaluated and tested. The aim of the control of efficiency is to create a team of internal
supervisors among the interested employees who, in collaboration with others, check
objectives and efficiencies of action plans. Results obtained after all these processes have
been done are entered in the manual structure, and all other issues are covered by the
organi sationdés management . The final version of

employees before implementation of the management system starts.

2.17 CHAPTER SUMMARY

The purpose of this chapter was to report on the literature pertaining to the IMS in
organisations. Integration is a process of incorporating different levels of an organisation
seamlessly, who share common strategic goals which interconnect in a cohesive manner to
ensure the efficacy of all stakeholders. It is seen that it is essential that the management
systems constituting an IMS interact well to produce the desired outcome and this can be done
in an organisation by proactive and interactive management. It was also seen that the success
of an IMS cannot be determined by a single measure. Finally, proactive and interactive
approaches to planning are essential for IMS implementation. The literature review also
exposed some of the important theories related to the IMS, such as complexity, systems,
stakeholder theories and management theories. Some of the pertinent factors in this chapter,
for example policy, employee performance and motivation which are the enablers for the IMS,
were presented and discussed. The next chapter presents standardisation and combination

as important stages for the IMS.
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CHAPTER 3

STANDARDS ANDATIOMM® | N

3.1 INTRODUCTION

This chapter begins with theories related to standards and combination. The researcher
considers standards, standardisation and innovation as some of the factors. The researcher
also discusses combination theories and related literature.

3.2 INSTITUTIONAL THEORY

Institutional theory attends to the deeper and more flexible aspects of the social structure. IMS
has been shown to be a social system. This theory considers the processes by which
structures, including schemas, rules, norms, and routines, become established as authoritative
guidelines for social behaviour (Scott, 2003). Institutional theory was therefore used to analyse

the deeper and more flexible aspects of an IMS, as reported in this chapter.

3.3 MANAGERIAL PHILOSOPHY

Managerial attitudes of organisations within international business contexts are a major
concern while evaluating standardisation decisions of organisations. Jain (1989) proposes that
organisations in which key managers share a common world view, as well as a commaon view
of the critical tasks flowing from the strategy, are more effective in implementing a
standardisation strategy. In other words, developing a shared managerial philosophy and
using informal coordination mechanisms are associated with effective management of
international integrative strategies. A single or shared managerial philosophy within the entire
business unit would therefore support a global strategy, whereas a diverse or country-specific
philosophy would give place to a multi-domestic strategy (Roth, Schweiger and Morrison,
1991). Since a single or shared managerial philosophy presents consistency of decisions in
the context of geographical and cultural separation therefore, it would be appropriate to
propose that a single or shared managerial philosophy provides an effective implementation

of standardisation strategy (Roth & Schweiger, 1991).

100



3.4 SCIENTIFIC MANAGEMENT THEORY

Many of the current theories, concepts and tools relating to organisational and process
efficiency and effectiveness trace their roots to the scientific management experts who worked
on streamlining the way work was done. The pioneers in scientific management included such
noted thinkers, writers and industry experts as Taylor (1911) and Gilbreth (1922). These
experts attempted to provideanswer s t o Ur wi ckds question regardirt
and coordination through their efforts to increase efficiency, productivity, and worker

motivation.

Therefore, a scientific management approach for every concrete system means application of
different methods and tools groups, which in concrete conditions result in best effects. This
approach therefore capitalises on a culture of learning, as the approach must be modified
before application in each organisation. Therefore, this approach could very well lead to the

most ambitious level of integration, which would include the standardisation concept.

3.5 DIFFERENTIATING BETWEEN STANDARDS AND STANDARDISATION

According to Botzem and Dobusch (2012), standards are receiving increasing attention,
particularly beyond the nation-state. Organisations use standards to ease transactions and to
structure their internal affairs as well as the world around them. The ability of standards to
structure inter-organisational relations makes them particularly suitable for research.
Timmermans and Epstein (2010) state that standards are contested and volatile, and only
become authoritative rules under certain conditions that need further specification: Standards
transform by coordinating disparate elements, but the outcomes that standards achieve
depend on the specific standards and the circumstances under which they are made to work.
Furthermore, Burita and Zeman (2017) posit that the introduction of standards facilitates
communication at all levels of the organisation, both between management and staff, and

between the organisation and its customers.

Al though there are variati ons BuntadndZemanRel7)t er m 0 ¢
the following key common el ements are included

practitioners, namely that standards 1

1 have been established by consensus;
1 have been approved by a recognised body;

1 provide rules, guidelines or characteristics for activities or their results;
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 are aimed at the achievement of order and coherence in technical or commercial

activities, particularly to ensure that user
materials, products, processes, and services, among othersar e yt f or pur pos.
& Sriram, 2000; Blind & Gauch, 2009; BSI, 20/«

Al though studies deyne standardisation and stanc
distinction, while some studies treat the two terms synonymously. For example, Tassey
(2000:588) explains, istandardi sation represents
technology or simply some information relevant
standards ar e a doavhichalfeleragnte af prgdaects,tpriocesses, formats, or
procedures under its jurisdiction must confor mo.
is a knowledge codiycation process, to assist ul
t he ef yfcecoaomic wctivity, especially in highly skilled settings (Bénézech, Lambert,

Lanoux, Lerch & Loos-Baroin, 2001).

Therefore, standards are important factor when standardisation is being undertaken in

organisation as it the foundation for addressing elements such as knowledge dissemination.

3.6 HIGHLIGHTING THE FIELDS OF RESEARCH ON STANDARDS

Despite recent interest in standardisation, standards are less of a novelty than might appear
at first sight. They have been an object of analysis for some considerable time and in a number
of disciplines. In technology studies and economics, the coordination and network effects of
standards are widely discussed (David & Greenstein, 1990; Farrell & Saloner, 1986; Genschel,
1997; Werle & Iversen, 2006). Sociological approaches take an interest in the political and
normative dimensions related to standard setting, including various modes of participation (Boli
& Thomas, 1999; Hallstrom & Bostrém, 2010). Astonishingly, the various streams of literature
make little reference to one another, missing opportunities for multi-disciplinary debate and
learning. According to ISO (1996) standards are documents, established by consensus and
approved by a recognised body that provides, for common and repeated use, rules, guidelines
or characteristics for activities or their results, aimed at the achievement of the optimum degree

of order in a given context.

3.7 STANDARDS AND THEIR CONTRIBUTION TO INNOVATION

Standardisation is the pursuit of objectives through conformity, has a number of motivations,
and is driven by a variety of innovation actors (Metcalfe & Miles, 1994; Tassey, 2000). The key

difference between a standard and standardisation is that standardisation often occurs, at least
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to a certain extent, and is sometimes inevitable, whether a standard is acknowledged or
formally established or not. Standards (and standardisation) may have both positive and
negative influences on innovation (Swann, 2000; Tassey, 2000). Despite their potential to
constrain certain innovation activities, carefully constructed and implemented standards can
create an infrastructure that support infrastructure that supports the transfer of innovative
ideas, and hence facilitate innovation.

Three types of standards relate to the timing of standardisation with regard to innovation and
market expansion: anticipatory standards, enabling standards and responsive standards
(Egyedi & Sherif, 2010).

1 Anticipatory standards apply to entirely new services and seek to resolve expected
interoperability challenges.
Enabling standards seek to reduce production costs in parallel with market growth.
Responsive standards seek to improve efycien

auxiliary products and services.

These three types of standards are supposed to occur sequentially. Transitions to newer
technologies occur after the market for a prevailing technology has been saturated (Egyedi &
Sherif, 2010; Jakobs, Procter & Williams, 2001).

According to Egyedi and Sherif (2010), repetition of the sequence generates sequential
innovation. With this in place standards and innovation will co-exists to improve efficiency in

the organisation.
3.7.1 Managing innovation through standardisation

Standards may be accused of hindering innovation, but literature shows ample evidence of the
opposite (e.g. Blind, 2013; Swann, 2005). It may be claimed that standardisation damages
innovation (Ungan, 2006). Although standards can be critical in fostering technological
innovation, particularly by supporting knowledge diffusion, their importance is often neglected
by commonly used strategic frameworks. There is a long tradition of academic work (e.g.
Brady, 1933) exploring the potential for standards to obstruct innovation by limiting
technological variety. Hanseth, Monteiro and Hatling (1996), for example, argue that standards
i ncrease irreversibility and decreases interpre
may result in problems of a lock-in to inferior standards or the risks of monopoly, which are
potentially detrimental to innovation (Swann, 2005). As Foray (1998) puts it, there are two
apparently contradictory logics: that of freedom, creativity and dynamics related to innovation

and that of stability, order and routine associated with standards. Recently, there has been a
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growing understanding that standards, more generally, play critical roles in supporting various
innovation activities. For example, in a bibliometric analysis, Choi, Lee and Sung (2011)
demonstrate that well-designed standards support various innovation activities. A number of

recent studies support these yndings and sugges
functions in support of innovation. They include:
1T deyning and establishing common foundations

be developed (National Science and Technology Council [NSTC], 2011);
codifying and diffusing state of the art technology and best practice (Tassey, 2000);
making them available as a basis for further innovation (Allen & Sriram, 2000; Hatto,
2010; Swann & Lambert, 2010); and

1 allowing interoperability between and across products and systems, stimulating the
diffusion and integration of new technologies into (product and service) systems (Blind
& Gauch, 2009; Tassey, 2000).

Table 3.1: Standardisation and innovation in management research

Dimension of knowledge embedded

Example in a firmdébs standa

Types of innovation outcome

Tassey (2000)

Kano (2000)

Tether, Hipp and
Miles (2001)

Yoo, Lyytinen and
Yang (2005)

Rysmon and
Simcoe (2008)

Leiponen (2008)

Grotnes (2009)

Viardot (2010)

Wright, Sturdy and
Wylie (2012)

Narayanana and
Chen (2012)

Hytonen et al.
(2013)

Dolfsma and Seo
(2013)

High codification, high complexity

High or low codification, high
complexity

High codification, high complexity

High or low codification, high
complexity

High codification, high complexity

High or low codification, high
complexity

High or low codification, high
complexity

High or low codification, high
complexity

High codification, high or low
complexity

High or low codification, high
complexity

High or low codification, high
complexity

High codification, high complexity

Modular/architectural/incremental
radical

Systematic/stand-alone
Service/process
Diffusion/system/process
Diffusion/cumulative

No classification
Outside-in/inside-out/couple
process

Incremental/radical
Incremental/radical/management

innovation

Modular/architectural/incremental
radical/process/product/institution
al/industrial technological

No classification

Discrete/cumulative
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Dimension of knowledge embedded

Example in a firmés standa Types of innovation outcome
Gao et al. (2014) High or low codification, high Diffusion/capability
complexity
Groesser (2014) High or low codification, high Systems/diffusion/incremental
complexity
Lopez-Berosa and High codification, high complexity Collective innovation

Gawer (2014)

Source: Xie, Hall, McCarthy Skitmore and Shen (2016)

In Table 3.1, the researcher presents the research on standardisation and innovation has

empl oyed two di mensions of knowl edge to charac
complex i t vy. Codiycation refers to the extent t o
transferred or shared (Zack, 1999) and technological change (Anderson & Tushman, 1990)

hel p explain how the | evel of knowl edgeo dciode d cat
knowledge usually emerges at earlier stages of standardisation when technological
uncertainties, trials, and competition among various competing technologies are common. The

early stage of a standardisation effort can end with the emergence of, for example, a dominant

design (Anderson & Tushman, 1990) andthenon-c odi yed knowl edge parti al

codiyed knowledge when the industry standard bec

Innovations and standardisation are two facets of economic vitality and competitiveness
(Viardo, Sherif & Chen, 2016). A common adage in the management community is that
innovation is about creativity, while standardisation is about uniformity and that standardisation
constrains entrepreneurship-seeking opportunities (Swann & Lambert, 2010). Furthermore, de
facto standards could lead to monopoly power or at least market concentration. These raise
costs for rivals, reduce choice for customers, and lock in old technologies (Viardot et al., 2016).
In addition, badly conceived de jure standards could promote immature technologies. As a
consequence of all these factors, some perceive innovation to be at loggerheads with
standardisation (Viardot et al., 2016). In mediating and catalysing innovation: A framework for
anticipating the standardisation needs of emerging technologies, Featherston, Jae-Yun, Hoj
Brévignon-Dodi n and O6Sullivan (2016) derived a theor
standard follows from an innovation. The framework explicitly characterises the alignment,
coordination, and sequencing of innovation activities over time. Other important factors include
the activities that require supporting standardisation, the different types of standards, the

diversity of stakeholders and the timing of standard development.

Manders, DeVries and Blind (2016) examined the effect of the ISO 9001 standard for quality

management on innovation. This standard is currently implemented by more than one million
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organisations in 187 countries. Their thorough review of the existing data shows that the effect

of 1'SO 9001 on product innovationi i s inpuenced b

the extent to which the standard has been adopted;
the motivation behind the decision to conform to ISO 9001,
the sector and the region within which an organisation operates;

the size of the organisation; and

= =4 -4 -4 A

the specific version of the standard that was adopted.

De Vries and Verhagen (2016) explored how
innovation in the Dutch construction sector. The sector they researched is known to be rather
conservative and risk averse (De Vries & Verhagen, 2016). Their results indicated that
standardisation triggers different forms of innovations in house design. Architects and
construction organisations have resorted to systemic innovation using both process and
organisational innovations to meet the regulations. In other words, government standards
could foster innovations for achieving societal goals, in this case, reducing energy

consumption.

Xie et al. (2016) focused on standardisationasapr ocess of knowl edge
transfer or recombination. I n their artic
knowl edge di mensi ons, search processes an
types of search processes in standardisation: active, integrative, decentralised and passive.
Knowl edge codiycation fosters increment al
time, hinders modular and radical innovations. The approach used in this article could open
new avenues for further research better to understand the complex interaction between

standardisation and innovation.

Wang and Kim (2007) explored the role of both standardisation and innovation for mass
customisation. The proposed model was tested using data from 204 Chinese manufacturers
and the outcomes provide intriguing insights. According to this analysis, most Chinese
innovations are incremental. In this case, standardisation improves the assimilation of new
information to enhance products and internal processes. The conclusion is that both innovation

and standardisation, particularly organisation standards, are indispensable to achieve

energ

codiyec

d

e, i S

i nno

and a

economies of scale without |l osing pexibility.

Featherston et al. (2016) provide an effective foresight framework for exploring the
standardisation requirements of emerging technologies needs to account for the following

critical strategic considerations and dimensions in appropriate detail.
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I Time should be the underpinning principle, enabling the framework to reveal the
dynamics of innovation and standardisation activities, including sequencing,
interdependence, and the changing composition of stakeholders.

1 Technological innovation activtess houl d be i dentiyed in approrg
opportunities for standardisation, where relevant knowledge needs to be transferred,
and where user requirements might be deyned.

i Standardstypess houl d be identiyed in a comprehensiyv
are developed in a form that is effective for knowledge transfer and diffusion.

i Standard development organisation (SDO) and participants s houl d be i dentiy

strategic coordination among stakeholders involved in standardisation activities.
Xie et al. (2016) refer to Figure 3.1 below.

T The yrst type of sear attomeaacarswhen tteeknewleddgeinn ov at i ¢
a standardisation effort is of | ow complexit
we refer to as active search, and results in incremental innovation outcomes. Modular
innovation means that the search is not centrally coordinated by a unit in the
organisation.

i The second type of search and innovation outcome discuss occurs when the
knowl edge in a standardisation effort is high
what we refer to as integrative search and results in radical innovation outcomes (Xie
et al., 2016). By radical (Xi e et al ., 2016) meant that a s
whatever information comes its way, which can result in knowledge discovery and
transfer efyciencies. &hewavelideasthatuhderliepnajore nt i all
solutions tends to be reduced by simply waiting for knowledge to arrive. This is because
passive search has inertia and is satisycing
received information to meet its requirements, waiting for further and better alternatives

is considered time-consuming.
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S High Active search Integrative search
= Modular innovation Radical innovation
(%]

£

©
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(8 )

()

=

Q2

E Low Decentralised search Passive search
x Incremental innovation Architectural innovation

Low High

Knowledge complexity

Figure 3.1: Standardisation effort and embedded knowledge dimensions: a typology

of search processes and innovation outcomes

Source: Xie et al. (2016)

1 The third type of search and innovation outcome in our typology refers to the knowledge
di mensi ons t hat have l ow complexity and I o
decentralised search and incremental innovation. In contrast to passive search, active
search involves allocating resources vigorously to explore, test and shape the
environment (Daft & Weick:1984). An active search includes sending agents to places
and events in the environment (Smith, 2010) and engaging in trial and error learning
(Daft & Weick, 1984). This type of search suits low complexity knowledge as it exists
independently outside a yrm' s boundary and r
existing knowledge (Beckert, 1999).

1T The ynal search type and i nisanpassivesearchandt c o me i
architectural innovations, which involves embedded knowledge with high complexity
andlowcodi ycati on. pdskiwe besawse it ehploys nd builds on the
decentralised, radical and active search types. Integrative search toggles between
these different search processes to produce both explorative and exploitative learning
(McCarthy & Gordon, 2011). It is suited to environments where the regulations,
demand, innovation and competitive actions in the industry are all changing at different
rates and in different directions. This is co

that is unlikely to suit just one type of search process (McCarthy & Gordon, 2011).

Featherston et al. (2016) suggest that standards not only support information and knowledge
diffusion, but also help mediate between innovation activities and between actors. This
supports standards as a mechanism for aligning and coordinating innovation activities. Tassey
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(2000) asserts that a number of activities already taking place are enhanced by standards,

providing examples such as allowing factories to achieve economies of scale and enabled

mar kets to execute transactions in an equitable
occur in a number of areas, including making these activities cheaper, easier, and faster. For

example, the terminology and semantics standards developed for synthetic biology (the
development of these rules is itself an innovation activity) enable communication between
researchers, developer s, and designers, catalysing renewed
information and knowledge. These functions (diffusion, mediation, enhancement, and

catalysis) are important functions standards can play in supporting technology emergence.

This supports the view that standards are enablers of information and knowledge diffusion and

help to bridge the gap between research and markets (Blind & Gauch, 2009; EC, 2011).

3.8 STANDARDISATION

Standardisation is the process of reaching an agreement on technical and business
specifications to be used consistently across a multinational company (MNC) (Markus, Tanis
& Van Fenema, 2000). After standards have become de facto rules, they may still prevail when
their input legitimacy is questioned. While the relationship of input and output legitimacy should
not be conceptualised as one of juxtaposition, there are indications of a trade-off between the
different modes. As Hallstrom and Bostrém (2010) show, particularly in multi-stakeholder
arrangements, there is the potential for conflict between input legitimacy and output legitimacy,
pointing to the importance of actor constellations, the availability of resources, and
development over time. This also confirms the recursiveness of standardisation, in particular
the recurrent adaptation or even re-formulation of standards. A dynamic perspective with
regard to both standard setting and dissemination allows the researcher to detect alterations
in the power relations of actors engaged in standardisation. Consequently, standardisation
should be understood as an organised and potentially infinite process of sequences of

standard formation and diffusion (Lampland & Star, 2009).

Isomorphic pressures, lead to the standardisation of procedures used and actors involved in
standard-setting processes. What is not clear, however, is to what extent this meta-
standardisation increases the chances for the convergence of national with transnational
standards (Thiemann, 2014). In the context of organisational systems, standardisation is the
process of reaching an agreement on technical and business specifications to be used
consistently across an organisation (Miinstermann, Eckhardt & Weitzel, 2010). Furthermore,
Saltzman Chatterjee and Raman (2008) refer to standardisation as a voluntary process for

devel oping speciycations based on the consensus
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Standardisation can be investigated at different levels (David & Rothwell, 1996; Perera,
Nagarur & Tabucanon, 1999; Tamura, 2013).

3.8.1 Meta-standardisation

According to Botzem and Dobusch (2012), accounting standardisation can be analysed as

invol ving three distinct -sdiingnproceduresnand thefattars ma | rL
involvedo. The interplay bet ween t Hoeds,etantahdr ee di m
setting procedures, and standard-setters can produce institutional complementarities, which

support the perceived legitimacy of an acceptance of the standards developed. National
standard-setting bodies and the national polities they represent seek to influence the standards

formulated on the transnational level, as they are increasingly subjected to these rules (Botzem

& Dobusch 2012). This puts national institutional configurations of standard setting under

isomorphic pressure, as they seek to gain legitimacy in the eyes of focal transnational
standard-setting bodies in order to increase their capacity for influencing decisions at the

transnational level (Bithe & Mattli, 2011). In this way, a specific transnational form of private

standard setting, concerning actors involved and procedures employed imposes itself on the

national level, a trend called meta-standardisation (Botzem, 2012).

3.8.2 Standardisation effort

Standardisation is the process of daeaseédndhpi ng an
consensus of the views of yr ms, user s, i nterest
2008; Sherif, 2006). Standardisation can be led by a SDO, such as the American Society of
Mechanical Engineers (ASME) that oversees standards for mechanical components and
devices. |t can also be |l ed by individual yr ms
processes and related innovations. This is called a standardisation effort. The resulting
standards are intended to promote compatibility, interoperability and quality. An early example
of standardisation is the regulation of the si zc¢
screws, which was achieved by the development of a screw-cutting lathe that could repeatedly
produce these products to speciyc standards with universal applications. Standards can be
devel oped and governed by SDOs or independently
mover or dominant position in the market (Utterdk&
to produce an innovation outcome, this is what is called a standardisation effort. For example,
Google followed a standardisation effort when acquiring and developing the innovations for its

mobile operating system, Android (Grotnes, 2009).
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3.8.3 Process standardisation

Starting with a definition of Obusiness processd as
most common definitions given by Davenport and Short (1990) is highlighted. They define a

business process as a fiset of | ogi efmddbusinessel at ed
out comeo. One possible I evel to increase the pe
6process standardisationd. Process standardi sat

practitioner attention (Muenstermann, Eckhardt & Weitzel, 2010). In addition, Venkatesh (2006),

for exampl e, identifies O6éprocess standardisatic
directionso. An i mpressive number of recently p
show the associated relevance (Muenstermann & Weitzel, 2008). From a practitioner

perspective, attention is largely aimed at huge cost-saving opportunities through process
standardisation, as a recent Computer Weekly headline (Hadfield, 2007) impressively

il lustrates by sayi nsge upit®f00R everathelnextefewpyeacstbg t o
standardi zing business processes and I T systems

3.8.4 Process standardisation improves business performance

However, besides cost savings, process standardisation as a tool of business process
management ( BPM) could offer further value. Swe
operative process performance through business p
Aprocess standardi sation spr ovRadmask u mmméad)ed bCeonoep
decl ar e, Aprocess standardisation proves profit:
and Koenig (2008) suggest that process standardisation also increases transparency and
controllability. Common business processes and data standards are prerequisites for
seamless transactions and information exchange across an organisation (Sethi, Sethi, Jeyaraj
& Duffy, 2008). However, conflicts often arise between local and organisation-wide
requirements during process standardisation. Many organisations are still struggling to

streamline the flow of business processes and data across their subsidiaries.

Although business process standardisation offers convincing benefits, having diversity in

business processes allows different kinds of customers to be served i
process organisation, the key structuration issue is no longer centralisation versus
decentralisationi i t 6s process standardisation versus pro
1999). Business process standardisation provides a positive effect business value by

enhancing process performance and market success (Muenstermann, Eckardt & Weitzel,

2009a; Fomin & Lyytinen, 2000; Lee & Kim, 1997; Swaminathan, 2001). A positive effect of

process standardisation occurs primarily on business process time (Manrodt & Vitasek, 2004),
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business process costs (e.g. Beimborn, Gleisner, Joachim & Hackethal, 2009; Sanchez-
Rodriguez, Hemsworth, Martinez-Lorente & Clavel, 2006), and business process quality
(Ramakumar & Cooper, 2004). A linkage has also been drawn between business process
standardisation and enhanced process flexibility (Muenstermann &Weitzel, 2008; Ross, 2003).

This multitude of research findings resulted in the widely-accepted proposition that business
process standardisation has a positive effect business process performance. However, apart
from this common assumption, there is little reliable knowledge about why and how business
process standardisation can provide these benefits. First approaches suggest that an
increased process performance might be the result of the combined use of data and process
standards (Muenstermann, Eckhardt, Weitzel, 2009b) and that the corporate implementation
of process standardisation projects is driven by top management support, involvement of all
affected departments as well as by the organisational topology (Muenstermann & Eckhardt,
2009).

3.9 ANNEX SL

Annex SL is a high-level structure for all ISO management system standards. Whilst the high-
level structure cannot be changed, sub-clauses and discipline-specific text can be added.

In Table 3.2 the researcher indicates the high-level structure of Annex SL.

Table 3.2:  Annex SL high-level structure

Clause 1 Scope

Clause 2: Normative references
Clause 3: Terms and definitions
Clause 4: Context of the organisation
Clause 5: Leadership

Clause 6: Planning

Clause 7: Support

Clause 8: Operation

Clause 9: Performance evaluation
Clause 10: Improvement

Source: ISO 9001 (2015)

Annex SL applies to all management system standards, such as full ISO standards, publicly

available specifications (PAS) and technical specifications (TSp).

Frameworks introduce standards used in each area (Novotny, 2006). Defined standards are

designed to provide a clear definition of each business process for simplification of
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communication within the organisation and organisation communication with its surroundings.

Standards may define requirements for the formats used and their processing procedures,

data structures and data exchange. Defined standards not only enable efficient management

of the entire organisation as well as planning its future activities (Novotny, 2006). The probably

most common definition has been given by |1 SO (19
by consensus and approved by a recognised body that provides, for common and repeated

use, rules, guidelines or characteristics for activities or their results, aimed at the achievement

of the optimum degree of order in a given context. Standards can affecte conomi ¢ ef yci e|
positively and negativelyo (Tassey, 2000: 595) . /
been shown that historical events are more important than an economic perspective, and
standards can-i predteet 8D d2Q)KThdreforer from thedtBebry, the

following hypothesis was tested:

Ho’ There is no relationship between organisational efficiency and standards.

H;  There is a relationship between organisational efficiency and standards.

I n hypothesi mmad, eddrigdmrincatbi avas consi dered t o be
06standardsdé was the dependent variable. The null
organisational efficiency and standards is zero. The alternative was that there is a relationship

between standards and innovation.

3.10 BUSINESS PROCESS COMPLEXITY VERSUS STANDARDISATION

A business process needs a specific level of complexity to be able to cope with the complexity
of its environment (e.g. Flood & Carson, 1993; Jackson, 2003). Business process complexity
is related to the difficulty, uncertainty, and inter-dependence associated with the activities of a
business process (Karimi, Somers & Bhattacherjee, 2007). Complex business processes have
high task variety and low analysability (Mani, Barua & Whinston, 2010). With increasing
complexity, more information must be processed in order to monitor and assure the quality of
business processes (Fredendall, Craig, Fowler & Damali, 2009; Melville & Ramirez, 2008). If
process activities are uncertain and highly interdependent, this will increase the complexity of
the business process. This means that process managers or operators will be confronted with
high uncertainty, high variety, and interdependence of the process activities (Karimi et al.,
2007; Mani et al., 2010). The more complex a business process is, the higher the effort needed
will be. The nature and characteristics of an individual business process allow assigning it to
one of the three types proposed by Lillrank (2003): standard, routine, and non-routine (see

Table 3.3). The main difference between the types is that each of them belongs to another
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level of business process complexity: a standard process represents the lowest level of

complexity, whereas a non-routine process exhibits the highest level.

Table 3.3: Characteristics of standard, routine and non-routine processes

Standard Routine Non-routine
Acceptance Single variety Bounded variety set Open input set
criteria
Assessment Acceptance test | Classification Interpretation
Conversation Switch algorithm | Algorithm, grammar, habit Heuristics
rules
Repetition Identical Similar but not identical Non-repetitive
Logic Binary Fuzzy Interpretative

Source: Lillrank (2003)

To discuss Table 3.3, the input of a routine process must be interpreted and classified before
a finite set of actions and algorithms can be selected (Lillrank, 2003; Lillrank & Liukko, 2004).
The goal is usually clear, but can be achieved through different actions because of the variety
in the sequence of events or actions (Pentland, 2003). A non-routine process is characterised
by a vague or unknown set of inputs and outputs (Lillrank & Liukko, 2004). The unknown input
cannot be directly linked to specific actions or algorithms. The variety of the input set is larger
than the experience set employed by the process (Lillrank, 2003). This uncertainty of inputs
may only be dealt with by highly skilled or experienced employees (experts) who develop new
knowledge and heuristics while executing the process. Standardisation may therefore not be
feasible if the environmental complexity faced by the business process is high and cannot be

reduced. Then the business process needs to mirror this high environmental complexity, which

contradicts standardisation (Lillrank, 2003). Referring to Lillrank©os

conclusion that the higher the complexity of a given business process, the lower the resulting

standardisation process.

3.11 IMPROVING PERFORMANCE THROUGH STANDARDISATION

Besides the traditional concern with clinical judgment and social desirability, various
investigators (see Anderson, 1971) have considered judgments about motivation, ability,
obligation and responsibility, pride and shame, and many others. A central theme of the
integration theoretical approach is the search for a cognitive algebra. Simple algebraic models
have been found to operate in judgmental processes over a wide range of stimulus situations,
from person perception and attitude change to decision-making and psychophysics. Heider
(1958) suggests that judgments of performance should follow a multiplying model:

performance = motivation X ability.
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Business process improvement continues to be on the agenda of top management worldwide
(GartnerGroup 2010; Luftman & Zadeh, 2011). It is generally accepted that BPM can
significantly improve an organisationds perfor ma
Mansar, 2005). Business process standardisation is an often-discussed approach to increase
business process performance (Davenport, 2005; Hammer & Stanton, 1999) and refers to
using standard parts and standard operating procedures for process activities, both of which
remove operator discretion, ambiguity, and opportunities for making mistakes (Anupindi,
Chopra, Deshmukh, Van Mieghem & Zemel, 2006). The standardisation of business processes
enables organisations to decrease flow times, lower inventories, and achieve higher
throughput (Anupindi et al., 2006). Often-mentioned benefits include cost savings and an
increase in profits due to higher efficiency, decreasing risks, and improved transparency,
controllability, and quality (Muenstermann et al., 2010; Ramakumar & Cooper, 2004; Thawani,
2004; Wullenweber et al., 2008).

3.12 STANDARDISATION DEBATES

Nasir and Altinbasak (2009) state that in the last four decades, a great amount of academic
research has been devoted to standardisation debates. During the 1980s, mainstream articles
on this topic concentrated on whether an organisation should follow a strategy of adaptation
to each national market versus standardisation across all national markets (Levitt, 1983). It
has been discussed that as the similarity of the markets increased and markets became
homogenised, an organisation could market similar products and services around the world
with standardised marketing programs (Hamel & Prahalad, 1985; Levitt, 1983). However, this
view has received criticism and it is argued that cultural, political and economic differences
between nations have been underestimated thus throwing into question the feasibility of
standardisation (Quelch & Hoff, 1986). On the other hand, another group of researchers has
been united around the contingency approach, which focused on the degree of desired and
feasible standardisation (Jain, 1989; Rau & Preble, 1987; Walters, 1986).

The beneyts and challenges of standardisation he
schol ar s, yet the empirical yndings on the inf]
i nconsistent. Focusing on a mpussneddandhidstafurtheon ef f o

innovation), studies draw upon on research on the importance of search processes for
innovation and adopt a contingency approach to the standardisation effort, search process and
innovation outcome relationships. An important implication is that standardisation efforts need
to be seen as a long-term strategic initiative that drives the creation and adoption of standards

and innovations. If the search processes and resulting standards are not coordinated in pursuit
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of an innovation goal, then the risk is that the effort will be a collection of disconnected
standardi sation exercises that resul t i n
stiping of creativity.

It is accepted that not all standards are developed through formal standardisation processes
(Allen & Sriram, 2000; Metcalfe & Miles, 1994; Tassey, 2000; Wang & Kim, 2007). However,
attempts to anticipate the standardisation needs of emerging technologies are, of course,
challenging. This is partly because of the non-linear, highly complex, and highly uncertain
nature of innovation. A further reason is that standardisation processes are complex and

dynamic, involving i

9 high levels of technical detail and consensus;
9 various types of standards in terms of both their role and the developing organisations;
1 different motivations and requirements from stakeholders; and
1 the integration of information relevant for standards development, which is distributed
among a variety of innovation system actors (Allen & Sriram, 2000; Blind & Gauch,
2009; Swann & Lambert, 2010; Tassey, 2000; Wang & Kim, 2007).
Further more, given this complexity, t her e

visions or premature consensus to emerge, leading to ineffective or even counterproductive
standards (Foray, 1998; Swann & Lambert, 2010; Tassey, 2000).

3.13 STANDARDISATION AND STANDARDISATION EFFORT

A business process is generally understood to be a sequence of actions, carried out by actors
or information technology (IT), by which organisations transform inputs into outputs (Lillrank
2003). Business processes cut harizontally across the organisation and create an interrelated

organisational subsystem that forms a micro-structure of related tasks, technology, and people

(Kettinger & Teng, 1997) . ATherefore, busi

within an organisation. The spectrum ranges from iterative and simple to creative, or

knowledge-intensive, and unique business processes 06 ( Anupi ndi et al

challenge during standardisation initiatives is to turn existing process variants into standard
operating procedures that are obligatory to all actors in an organisation (Lillrank & Liukko
2004). This is an organisational effort directed towards standardising appropriate business
processes. Relating standardisation effort to the likelihood of standards, given specific sources
of and specific levels of process variability, we expect that the more resources we invest in

standardisation, the more standardisation we will achieve (Anupindi et al., 2006).
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Ho®  There is no relationship between standardisation effort and standards.

He  There is a relationship between standardisation effort and standards.

I n hypothesid$ s8ti oastahtiartd is considered
0standardsd is the dependent variabl e. The
standardisation effort and standards is zero. The alternative was that there is a relationship

between standardisation effort and standards.

Therefore, standardisation is not a management lever that guarantees or enables
standardisation in each and every case. Process managers should be aware that investing
more resources in standardisation initiatives in order to standardise unstandardisable, complex
processes will not be successful. Moreover, complex processes may often well be
combinations of sub-processes that are standard, routine, or non-routine (Lillrank, 2003). For

example, business processes that involve creativity are not simply either creative or

noncreative, but of ten combi ne creative parts

standardised) as well as noncreative parts (i.e. that can be standardised) (Seidel et al., 2010).

Which parts can be standardised? Attempts to manage the whole business process as if it
were of one single type will create obvious problems (Lillrank 2003). This also might help to
provide new perspectives on other BPM-related issues, for example, research on enterprise
resource planning (ERP) implementation failures (e.g. Karimi et al., 2007). Such approaches
and tools do not have to target increases in efficiency. For example, context-dependent
decision support tools mechanisms for enhancing creativity (Seidel, 2011) offer BPM
instruments that are not related to standardisation. To sum up, if the reduction of complexity
for certain process parts is not an option because of market conditions and resulting process-
inherent characteristics, enhancing the standardisation effort to leverage advantages of

standardisation will be a good choice.

3.14 COMBINATION

The next section presents combination as an integral part of IMS.

3.14.1 Combination theorists

o

nul

Joseph Al ois Schumpeter ds (t he oghtlybeenfpraised asrao mi ¢

major contribution to economic theory (Kurtz, 2012). Some of the most famous concepts

d

commonly associated with the name of Schumpeter,

can be traced back to Marx. Interestingly, prior to Schumpeter (1934) had been concerned

with refuting the socialist attack on capitalism and therefore it comes as a surprise how little
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the analyses of the two comrades in arms had in common (Kurtz, 2012). Entrepreneurial
resource combination is widely recognised as a key enabling factor to the survival and growth
of a new venture, but how and why resources are integrated, remain elusive (Peng, Liu & Lin,
2015).

3.14.2 A combination strategy for improving performance

Parnell and Hershey (2005) undertook research that considered the viability of the combination
strategy with regard to the Porter (1979) and Miles and Snow (1978) generic strategy
typologies. Within each framework, it was found that it is possible to pursue a combination
strategy, whereby dimensions of two or more pure strategies are incorporated simultaneously.
The research presents findings from an assessment of perceptions of 4I15 American and
Mexican managers regarding their firms' strategies and levels of performance. The data
suggests that combination strategies can be associated with either inferior or superior

performance.

According to Parnell and Hershey (2005), the issue of combination strategy viability whether
or not di mensions from two or more Opured stre
implemented-has been widely debated, but not resolved. This lack of resolution can be traced
to fundamental differences in the competing industry- or resource-based perspectives on
strategy and the application of strategy typologies based on those perspectives. According to
Porterds framework (see Par psstah maimide péifermantee vy , 20«
either by striving to be the low-cost producer in an industry or by differentiating its line of
products or services from those of other businesses. Either of these two approaches can be
accompanied by a focus of organisational efforts on a given segment of the market. Miles and
Snowbs (1978) framework identified four strateg

and reactors.

1 Prospectors perceive a dynamic, uncertain environment. They maintain flexibility and
employ innovation to combat environmental change, often becoming the industry
designers.

1 In contrast, defenders perceive the environment to be stable and certain and thus seek
stability and control in their operations to achieve maximum efficiency.

1 Analysers stress both stability and flexibility attempting to capitalise on the best of both
of the preceding strategic types.

1 Reactors lack consistency in strategic choice and perform poorly.
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Business strategy typologies identifying several generic strategic approaches were developed
and utilised as a theoretical basis for identifying strategic groups in industries. Although
strategic groups are an industry-specific phenomenon, many strategic group researchers
began to utilise approaches believed to be generalisable across industries, specifically those
proposed by Porter (1980) and by Miles and Snow (1978; 1986).

Parnell and Hershey (2005) continued to research the relationship between strategy and
performance. Some studies concl udedininisatator onl y 06
di fferentiation) were associated with superior g
(1980) original contention that viable business units must seek either a low cost or a
differentiation strategy to be successful (Dess & Davis, 1984; Hambrick, 1981). For example,

Dess and Davis (1984) examined 19 industrial products businesses and suggested that

superior performance was achieved through the adoption of a single strategy. Similar results

were found i n Hambr i ck 6capital do®8 Brdducersnane imdustrigla t i o n

product manufacturers.

Parnell and Hershey (2005) posit that most studies defending the single strategy position have
identified clear strategic groups, each with its own association with performance. Other studies
found that combination strategies (i.e. low cost and differentiation) were optimal. Researchers
in this group considered the combination strategy to be viable over the long-run, and in many
cases, to be associated with superior performance (Hill, 1988; Parnell & Wright, 1993). It is
this second group of studies that provides the operational support of the concept of the
combination strategy (Parnell & Hershey, 2005).

Therefore, it can be summarised that the research by Parnell and Hershey (2005) supports
the notion that combination strategies may lead to superior performance, but can actually
reduce satisfaction with performance when the various dimensions of the strategy are
inconsistent. The implications for practitioners are clear. Strategic managers should develop a
clear, internally consistent strategy for the firm. Delivering value to customers via the

combination strategy can be an effective strategic choice (Parnell & Hershey, 2005).
3.14.3 Statistical combination modelling

Feng, LI, Gao and Hua (2012) propose a combination model (see Figure 3.2) to estimate

operational risk.
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Figure 3.2: Statistical combination modelling for operational risk estimation

Source: Feng et al. (2012)
The model has three stages as described below by (Feng et al. 2012).

9 First, the researchers estimated operational risk by using different heavy-tailed
distributions in the loss distribution approach framework.

1 Secondly, the weights are decided according to certain criteria, and the, p-values of
the Kolmogorov-Smirnov goodness-of-fit test are used to decide the weight of each
operational risk.

1 Finally, the results obtained in the previous phases are combined in an integrated

estimation to form the final result.

Feng et al. (2012), the combination model can integrate characteristics of different heavy-tailed
distributions and can reduce uncertainty of operational risk. Furthermore, Feng et al. (2012),
the combination model allows capital to be allocated in a more efficient way than the standard

approach (where only one heavy-tailed distribution is used).
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3.14.4 The mediating effect of environmental uncertainty and entrepreneurial

resource combination

Borrowing from the theory of resource combination proposed by Sirmon, Hitt and Ireland
(2007), empirically examined how environmental uncertainty influenced entrepreneurial
resource combination. Furthermore, Sirmon et al. (2007) examined the mediating effect of
effectual flexibility on the relationship between environmental uncertainty and entrepreneurial
resource combination to see how new ventures utilise flexibility to neutralise the threat of

environmental uncertainty.

Peng et al. (2015) examined data from 287 new ventures, and found that both environmental

dynamism and environmental hostility have significant positive influence on entrepreneurial

resource combination (including entrepreneurial resource cohesion and entrepreneurial
resource coupling). OEntrepreneuri al resour ce
similar resources, such as technology integration, finance integration and HR integration, while
entrepreneuri al resource couplingd is defined

resources, such as the combination of technology and human resources.

Peng et al. (2015) found that flexibility mediates the relationship between environmental
uncertainty (including environmental dynamism and environmental hostility) and
entrepreneurial resource combination. Empirical studies (see Black and Boal, 1994 Sirmon et
al., 2007) also show that entrepreneurial self-efficacy positively moderates the relationship
between environmental dynamism and flexibility, but negatively moderates the relationship

between environmental hostility and flexibility.

Sirmon et al. (2007) propose that a firm should choose a suitable way to combine resources
under situations of high environmental uncertainty. However, a suitable way to combine
resources is still undefined. Specifically, no research discriminates between the combination
of similar resources and the combination of different resources. Black and Boal (1994) state
that, while combining similar resources needs more correlative knowledge of those resources,
combining different resources needs more systems knowledge. Applying theories from
sof t war e engineeri ng,), aRBdendyvidee entregrdneuidat res¢ur® 1 5
combination into entrepreneurial resource cohesion and entrepreneurial resource coupling to
contribute to the literature on resource combination, and adds to the understanding of this

issue.
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3.14.5 A discussion of entrepreneurial resource combination

According to Sirmon, Gove and Hitt (2008), new ventures cannot only acquire leading
advantages in a domain through entrepreneurial resource cohesion but they should also
acquire resource configuration advantages through entrepreneurial resource coupled by
identifying and selecting and integrating different kinds of resources. In a stable environment,
new ventures can sustain long-term competitive advantages with the capabilities they have at
hand. Therefore, there is no need to create new capabilities through entrepreneurial resource
combination (Chandler, DeTienne, McKelvie & Mumford, 2011). In a highly dynamic
environment, however, it becomes difficult for new ventures to maintain sustainable
competitive advantages with resources at hand. New ventures need to develop new
capabilities through entrepreneurial resource cohesion and coupling to cope with external
competition (Chandler et al., 2011). While entrepreneurial resource cohesion leads to a
combination of similar resources to form new capabilities that competitors cannot imitate,
entrepreneurial resource coupling combines different kinds of resources in a wider range to
create more new resource portfolios (Chandler et al., 2011). These new resource portfolios
form the basis of new configuration capabilities. Hence, Peng, Chen and Liu (2015) posit that

environmental dynamism is an important antecedent of entrepreneurial resource combination.

Flexibility allows new firms to embrace exogenous changes as opportunities (Chandler et al.,
2011). New ventures which combine resources in a flexible way to exploit opportunities
continuously will strengthen entrepreneurial resource cohesion and entrepreneurial resource
coupling. Additionally, entrepreneurs who are flexible tend to abandon less effective resource
combinations, and restart combination activities. The recombination of resources increases
entrepreneurial resource cohesion and entrepreneurial resource coupling as well. Therefore,
Peng et al. (2015) posit that flexibility is the mechanism through which environmental

uncertainty positively affects entrepreneurial resource combination.
3.14.6 Creative combination

Little is known about firms disappearing, not through failure, but rather by business
combination (Borchert & Cardozo, 2010).

Creative combination may suit not only emerging firms, but also existing businesses, for whom
obtaining the unigue resource through merger or acquisition may be more economical than
attempting to develop a comparable resource internally. If stakeholders in the start-up cannot
fulfil all the conditions noted above, the performance of the firm suffers, and while it might

survive at some level (DeTiene, Shepherd & DeCastro, 2007), it is unable to displace the
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incumbent. If this occurs, then combining the novel resource with an existing business offers
a viable alternative, whi ch we calll creative co
this context as the merging of a young business with an existing business. Creative
combination thus forms a subset of all mergers or acquisitions, many of which take place
among long-established businesses. The research by Borchert and Cardozo (2010) sought to
explain the disappearance of firms through ficrea
of an emerging firm with an established one, giving the emerging firm access to resources and
enabling the established firm to adapt to technological and other changes rather than to be
forced out through creative destruction. The researchers reviewed records of more than 18 000
business incorporations and explicit discontinuances in Minnesota from 1900 to 2000 which
showed that more than one in four firms in their population chose business combination
(merger) as aroute of exit. Firms disappearing through business combination had shorter lives,
and tended to merge during eras of greater resources slightly more often than during eras of
resources constraints (Borchert & Cardozo, 2010). This leads to the counter-intuitive
suggestion to business owners to consider combining resources with another firm when times

are good.

Schumpeteros (1942) theory of creative destruc
disappearance of businesses (Borchert & Cardozo, 2010). Schumpeter believed that start-up
firms using new technology (including new products, production or delivery processes) would
displace existing businesses that used old technology. In terms of the resource-based theory
of the firm (Lippman & Rumelt, 1982), the availability of a unique (or not readily imitable)
resource would enable the start-up firm to displace the established firm. As the new firm
exploits its strategic assets, it must either find new customers or displace an existing firm by

providing additional utility to the incumbent firm's customers. For displacement to occur,

O
wn
(@]
o

sever al assumptions embedded in Schumpeter
Cardozo, 2010). First, stakeholders in the start-up firm must desire to form and operate a
business on a long-term basis. Secondly, they must be able to assemble the complementary
resources (human, financial, physical and organisational) (Peteraf, 1993) in a timely fashion to
create a viable business. Thirdly, the start-up firm must deploy those resources strategically to
create and sustain a competitive advantage sufficient to drive the established firm(s) from part
of or the entire marketplace. Fourthly, established firms must be unwilling or unable to obtain
a resource comparable to that available to the start-up firm, or to defend their market positions

in some other manner (Borchert & Cardozo, 2010).
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To conclude, the relations used in combination theory are non-trivial structures that cannot be
captured by a simple taxonomic approach (Borchert & Cardozo, 2010). Therefore, the theory
suggests that there is merit in both (leadership and management) accounts of combination.

3.15 CONCEPTUAL FRAMEWORK

According to Robson (1993), developing a conceptual framework forces the researcher to be
explicit about what he or she thinks he or she is doing. The researcher identifies what to select
and to decide which are the important features, which relationships are likely to be of
importance or meaning, and hence, which data the researcher is going to collect and analyse.
Additionally, Blaxter, Hughes and Tight (1996) explain the components of conceptual
frameworks as defining the key concepts and contexts of the research project should also
assist the researcher in focusing his or her work. Blaxter et al. (1996) define the territory for
research, they indicate the literature the researcher needs to consult and suggest the methods

and theories the researcher might apply. Using different terminology, Maxwell (1996)

nonetheless complements Blaxter et al. (1996) by suggesti ng, ifiConceptual

the system of concepts, assumptions, expectations, beliefs and theories that supports and
informs [the] researcho. A concept map, |i
the researcher wants to research, not of the research itself (Leshem & Trafford, 2007). It is a
visual display of your current working theory, or a picture of what you think is going on with the

phenomenon you are researching.

Leshem and Trafford (2007) for instance, indicate that conceptual frameworks help

researchers by:

modelling relationships between theories;
reducing theoretical data into statements or models;
explicating theories that influence the research;

providing theoretical bases to design, or interpret, research;

= =4 4 A -2

creating theoretical links between extant research, current theories, research design,
interpretations of findings; and

1 conceptual framework conclusions.

Thus, conceptual frameworks introduce explicitness within research processes (Leshem and
Trafford, 2007). Therefore, the conceptual framework for the current research presented in
Figure 3.3 has drawn on literature from complexity theory, systems theory, management theory
and shareholder theory as the foundation for literature development. Furthermore, other

theories were also considered such as resource combination theory (Black & Boal, 1994),
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Figure 3.3: A conceptual framework for the integration of management systems

The initial review of literature began with an examination of publications that discussed the
concept of an IMS and how this influenced organisations. These fields of research were
identified through a search of scholarly literature available primarily through electronic
databases. The review process was then narrowed down to publications that referred
specifically to the factors of integration with respect to management systems. Some of the
factors considered during the review were employee motivation, employee performance,
organisational culture, leadership, management, policy, standards, standardisation effort and
innovation. These key factors, related to an IMS, which emerged from the literature, were then
synthesised to form the conceptual framework presented in Figure 3.3. Following that, the
factors from the conceptual framework led to test the relationships between these factors. This

allowed for the following hypotheses to be tested, as reflected in Figure 3.4.
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Figure 3.4. Research framework to test a hypothesis

Hypothesis 1

Ho'

There is no relationship between organisational efficiency and policy.
Hi

There is a relationship between organisational efficiency and policy.
Hypothesis 2

Ho> There is no relationship between organisational culture and organisational
efficiency.

H, There is a relationship between organisational culture and organisational
efficiency.

Hypothesis 3

Ho®

There is no relationship between organisational culture and employee motivation.
Hs

There is a relationship between organisational culture and employee motivation.
Hypothesis 4

Ho*

There is no relationship between management and organisational culture.
Hs

There is a relationship between management and organisational culture.
Hypothesis 5

Ho®

There is no relationship between employee performance and innovation.
Ho®

There is a relationship between employee performance and innovation.
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Hypothesis 6

Ho® There is no relationship between organisational efficiency and innovation.
Hs There is a relationship between organisational efficiency and innovation.

Hypothesis 7

Ho” There is no relationship between organisational efficiency and standards.
H-  There is a relationship between organisational efficiency and standards.

Hypothesis 8

Ho® There is no relationship between standardisation effort and standards.

Hs  There is a relationship between standardisation effort and standards.

The eight hypotheses are diagrammatically presented and reflect the causal relationships of
the factors of an IMS. These were tested and the findings are discussed in Chapter 5 of the

thesis.

3.16 CHAPTER SUMMARY

Standardisation is an important tool to advance organisations as it entrenches standards into
an organisation. The literature presented enabling processes, such as standardisation effort
and innovation as enablers for an IMS process. Combination was also discussed (see section
3.14) with key development theories and examples of implementation were deliberated. The
chapter concluded with the presentation of the conceptual framework for the research and the

structural equation model to test the relationships between the factors.

Finally, the research problem was that there is a poor understanding of an IMS and
organisations need a better tool to integrate management systems. The literature review led
to a series of hypotheses that intended to answer the research problem. The research problem

and hypotheses informed the research methodology, which are discussed in the next chapter.
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CHAPTER 4

RESEARCH METHODOLOGY

4.1 INTRODUCTION

This chapter presents a discussion of the methodology that was followed in order to address
the research question and to test the hypotheses that were formulated after the extensive
literature review. The research approach which is always based on the research question is
the plan and structure of the research (Cooper & Schindler, 2003). The research question can
be regarded as the foundation for successful question development. This research was
conducted in stages (exploratory and then quantitative) as discussed further in this chapter
(see 4.2.1).

4.2 RESEARCH APPROACH

According to Creswell (2014), research approaches are the plans and procedures for research
that span the steps from broad norms to detailed methods of data gathering, analysis and

elucidation. The conventional approaches are qualitative, quantitative and mixed methods.

The Table 4.1 below, adopted from Creswell (2014) describes the conventional research

methods.

Table 4.1: Research methods

Quantitative methods

Mixed methods

Qualitative methods

Pre-determined

Both predetermined and
emerging methods

Emerging methods

Instrument-based questions

Both open and closed-ended
questions

Open-ended questions

Performance data, attitude
data, observational data and
census data

Multiple forms or data drawing
on all possibilities

Interview data, observation
data, document data and
audio-visual data

Statistical analysis

Statistical and text analysis

Text and image analysis

Statistical interpretation

Interpretation across databases

Themes, patterns interpretation

Source: Creswell (2014)
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4.2.1 Exploratory sequential mixed-methods design

According to Creswell (2014), the exploratory sequential mixed-methods approach is a design
in which the researcher starts by exploring the qualitative data and analysis and then uses the
findings in a second quantitative phase. Like the mixed methods approach, the second phase
builds on the results of the initial phase. The intent of the approach is to develop better
measurements with specific samples of populations and to see whether data from a few
individuals (in the qualitative phase) can be generalised to a large sample of a population (in
the quantitative phase). For example, the researcher would first collect focus group data,
analyse the results, develop an instrument based on the results, and then administer it to a
sample of a population. In this case, there may not be adequate instruments measuring the
concepts in terms of the sample that the investigator wishes to research. In effect, the
researcher employs a three-phase procedure with the first phase as exploratory, the second
as instrument development, and the third as administering the instrument to a sample of a
population (Creswell, 2014). The researcher followed this approach as it was best suited for

the current research.

This research adopted firstly the qualitative approach and then the quantitative approach, as
Creswell (2014) indicates that the qualitative approach involves exploring and appreciating the
meanings individuals or groups attribute to a social or human problem. The research intended
to measure the intangible, i.e. views and opinions of the cases which were regarded as abstract
in nature. Tashakkori and Teddlie (2003) argue that various methods are useful if they provide
improved opportunities for the researcher to answer his or her research questions and if they
allow the researcher to evaluate the extent to which his or her research findings can be viewed
as reliable and inferences made from them better. The exploratory sequential mixed methods
design was intended to tap into the minds of individuals from management and employees and

therefore mixed methods approach was considered most effective for this research.

4.3 RESEARCH PHILOSOPHY

According to Saunders, Lewis and Thornhill (2012), research philosophy relates to the
development of knowledge and the nature of that knowledge. The research philosophy is a
critical part of the methodology chapter as it has important assumptions about the manner in

which the researcher views the world.
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4.3.1 Ontology

Ontology is concerned with the philosophies about what there is to know about the world
(Richie & Lewis, 2003). This research examined the integration of management systems and
the type of methods organisations employ ontologically. The practice methods employed by
organisations informed the new framework that was developed. This was achieved by
understanding the views and opinions of senior management of organisations themselves
through the analysis of the results of the semi-structured face-to-face interviews and the data

from the research questionnaire.
4.3.2 Epistemology

According to Richeand Lewis (2003), epi stemology deal s
knowing and learning about the social realm, focusing on questions such as how reality can

be known and what the foundation for knowledge is. This research, for example, through the
understanding of leadership in organisations, suggests what the most effective management

styles are. The interviews provided some understanding of the phenomena that guided the

research.

Therefore, the research philosophy for this research follows the principle of positivism.
Positivism is an epistemological view that advocates the application of the methods of the
natural sciences to the study of social reality and beyond (Bryman, 2012). It should be noted
that there is no one research philosophy that is better than the other but the choice of a
research method is informed by the research question and is influenced by practical guidelines.
At the time of the practical reality is that a particular research question can rarely be answered

only within one philosophical domain (Saunders et al., 2012).

4.4 RESEARCH DESIGN

Punch (2000) indicates that the perceived role of research design is to form a link between the
research questions and the data. Design resides amid the two (i.e. questions and data),
showing how the research questions will be connected to the data, the tools and procedures
to use for a response. The research design must follow from the questions and fit them to the
data. The design is the basic plan for empirical research, and comprises main ideas such as
strategy, sample, tools and procedures to be utilised in collecting and evaluating empirical data
(Punch, 2000).

The design of the research was closely linked to the exploratory category. Robson (2002)

explains that exploratory research is a valuabl
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seek new understandings; to ask questions
exploratory design was therefore pivotal to developing the envisaged theory. Quantitative
methods are often used in exploratory research and that was also the case with this research.
Saunders et al. (2012) indicate that there are three principle ways of conducting exploratory
research:

the search of literature 7 the research used journals and books;
interviewing subject matter experts i semi-structured face-to-face interviews were
conducted with senior management from diverse economic sectors individually.

9 focus group interviews i this research did not make use of focus group interviews.

There was an extensive search for pertinent literature using journals, books and other literary
works. The results of the literature review and semi-structured face-to-face interviews enabled
the preparation of a comprehensive questionnaire, ensuring that all the significant themes were
covered. The questionnaire was the instrument used, and it was posted online for the
respondents to participate in the research in the most objective manner.

4.5 RESEARCH STRATEGY

According to Denzin and Lincoln (2000), the qualitative researcher studies things in their
natural setting, attempting to make sense of or understand phenomena in terms of the
meanings people bring to them. This strategy consists of a set of interpretive, material
practices that make the world perceptible. Using this strategy has enabled the researcher to
dig deep into the factors for example (employee motivation, organisational culture and

standardisation) in order to attain a complete understanding of IMS in organisations.

Saunders et al. (2012) state that the choice of the research approach must be guided by the
research question and objectives, the scope of existing knowledge, the amount of time and
resources available, as well as the philosophical underpinnings. This research was indeed

guided by the research question and objectives.

4.6 DATA COLLECTION METHODS

Primary and secondary data collection methods are the two methods used in research.
Secondary sources are all available sources of data in books, journals, reports, and other
literary works. Primary sources refer to questionnaires and interviews. Silverman (2001)
emphasises the meticulous understanding of data collection in both qualitative and quantitative

approaches. The collection method chosen therefore informs the research instrument. This
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research utilised a questionnaire as the primary data collection method with the use of books,

journals and reports as the secondary methods.

_ 14 interviews to o
Qualitative test the Quantitative
phase 1 — con ceptual . phase 2
framework
Online survey
1*CEO
10*ClOs A framework for the integration of
3*senior [ management systems in
managers _ ) organisations
d Link emailed to .
Extensive (4*ICT organisations)
literature ?{:g:éo
reviewto | | | Confirmation of S
develop the the factors and —
conceptual the conceptual :
framework framework Data analysis
of 220 —
respondents

Figure 4.1: Research plan

Figure 4.1 reflects the research plan that the researcher adopted. Each step is described in
detail below.

4.6.1 Review of the literature

The literature review considered several issues about IMS, such as theory-related integration
(see Anderson, 1971), challenges (see Bernado et al., 2011), benefits (see Asif et al., 2009),
standards (see Botzem and Dobusch, 2012) and combination (see Kurtz, 2012). This was
undertaken to determine the IMS process, the significance and the factors contributing to
organisational efficiency. This led to identifying gaps for the current research. A systematic

review was carried out focusing on empirical research on several issues related to an IMS.
4.6.2 Identification of factors

The factors below, referring to main areas of enquiry, were identified from the extensive

literature review:

9 leadership (see Avery & Bergsteiner, 2011a);

1 management (see Roberts & Handline,1975);
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integration policy (see Candel & Biesbroek, 2016);
standards (see Muenstermann et al., 2010);
employee performance (see Morton, 1991);
standardisation effort (see Sherif, 2006);
organisational culture (see Kotler & Armstrong, 2006);

innovation (see Chen, 2016); and

= =4 -4 -4 -8 - A

employee motivation (see Maslow, 1970).

These factors informed the conceptual framework for the integration of management systems
in organisations. The preliminary questionnaire was designed based on the different themes
that emanated from the literature review (see chapters 2 and 3). The questionnaire was then

enhanced using the results of the semi-structured face-to-face interviews.
4.6.3 Interviews

The purpose of the exploratory phase was twofold.

I to gain some deeper understandings about the IMS in organisations against the
backdrop of IMS literature. The insights generated from the qualitative phase informed
the quantitative phase to develop the research instrument, i.e. questionnaire for the
second phase; and

i to negotiate access for the quantitative phase of the research.
4.6.4 Research instrument

The instrument used to gather the data was a self-administered, closed-ended, structured
guestionnaire that was posted online for the participants. At the end of the questionnaire, an
open-ended questionnaire was posted as well, which comprised questions that pertained to
an IMS generally. The questionnaire used a Likert-type scale to measure the responses of

participants.

Neuman (2000) provides the following advantages of using a self-administered malil

questionnaire:

they are relatively cost-effective compared to face-to-face or telephonic interviews;

a questionnaire can be sent to a varied geographical area;

the respondent is able to complete the questionnaire at his or her convenience and he
or she may consult personal records, if necessary;

it offers anonymity and avoids interview bias; and.

it is a very effective and efficient means of research.
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Neuman (2000) also describes some perceived disadvantages:

low response rates could jeopardise the validity of the research;

some respondents might respond only after a protracted period of time;

someone other than the intended participant could open and complete the
gquestionnaire without the knowledge of the researcher; and

1 incomplete questionnaires.

The above disadvantages were closely monitored by the researcher. Fortunately, the response

rate of this research was acceptable.
4.6.4.1 Questionnaire

The objective of using a questionnaire was to gather the required information from the
participants. The preliminary questionnaire was developed using the information from the
literature review. The interviews with senior management allowed for the questionnaire to be
enriched by providing important information and all confusing questions were excluded. The
guestionnaire was quality assured when they went through the ethical clearance process of
Unisa. The data was captured on an online database linked to the tool used.

4.6.4.2 Likert-type scale

The Likert-type scale was used with statements providing a number of options to answer the
closed-ended questions. The options ranged from strongly disagree to strongly agree on a

seven-point response scale in terms of the attitude being measured.

1 = Strongly disagree

2 = Disagree

3 = Somewhat disagree
4 = Undecided

5 = Somewhat agree

6 = Agree

= =4 4 -4 -8 -—a A

7 = Strongly agree
The use of a seven-point scale provides the following advantages:

9 it helps respondents to make good judgements and offers them a degree of flexibility

of choice to reflect the intensity of their views;
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it allows the researcher to use a variety of statistical techniques and to conduct a
powerful statistical analysis; and

it allows the researcher to code and analyse the data with simplicity (Hussey & Hussey,
1997).

4.6.4.3 Pros and cons of a Likert-type scale

Bertram (2015) provides some strengths and weaknesses of the Likert-type scale, as

discussed below.

Strengths:

= =4 4 A4 -4 - A

extensively used in survey research;

a wide variety of constructs can be utilised,;
easy to construct;

likely to produce a highly reliable measure;
easy for participants to complete;

easy to analyse; and

the use of factor analysis for the data works very well.

Weaknesses:

central tendency bias z participants may avoid risky response categories;
acquiescence bias z participants may agree with statements as presented in order to
satisfy the researcher;

social desirability bias z participants may portray themselves in a socially favourable
light rather than being truthful; and

validity may be difficult to demonstrate z does the instrument evaluating what the

researcher sets out to measure?

4.6.4.4 Design of the questionnaire

The following criteria were used to design the questionnaire. This is in line with Eiselen, Uys
and Potgieter (2005):

= =4 -4 -

guestions should be short, simple and to the point;
guestions should have clear guidelines;
questions should not have double negatives;

respondents should be requested to express opinions about their own views;
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questions should be neutrally phrased,
questions should not contain any emotional language;
guestions should not make the respondent feel remorseful;

guestions should not have esteem bias; and

= =4 -4 A A

questions should provide all possible answers.
4.6.45 Content of the research instrument

The questionnaire was structured so that they were precise, informative and attractive. The
front page explained the rationale for the research and tried to provide a sense of comfort to
the respondent by indicating the ethics clearance number from the SBL for the research as
consent to undertake the research.

The questionnaire comprised the following:

I Section A: biographical information of the respondent; and

9 Section B: constructs with related sub-questions.

The questionnaire contained statements and questions that adequately addressed the primary
and secondary research objectives, as well as the research question. Consideration was
afforded to the fact that respondents might grow weary of a questionnaire with too many
guestions. Only pertinent questions were included that were perceived to contribute valuably
to the design of the framework for integration of management systems. The questionnaire i.e.
interview guide (see Appendix C) and research questionnaire (see Appendix D) are presented

at the end of this document.
4.6.5 Population

The population comprised South African ICT organisations. The ICT sector was chosen, as
this is a sector that is involved with development, management and continuous improvement
of management systems. This was done following advice from senior professionals and
experts, i.e. professors in the field of research. However, all South African ICT organisations

could have participated so the research introduced the following selection criteria:

1 the organisation had to be based in South Africa and be a listed organisation either in
South Africa or internationally;
the total gross revenue had to exceed one billion rand annually;
the organisation had to have a global footprint, meaning organisations had to have a

presence in at least more than three continents.
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These strict criteria were introduced to ensure that only Multi National Companies (MNCs) with

extensive knowledge of IMS could be drawn as a sample.
4.6.6 Sampling
There are various methods of non-probability sampling. Neuman (2000) discusses the options:

haphazard sampling i selection of cases that are deemed convenient;
quota sampling i selection of a set number of cases in each of several predetermined
categories that will represent the diversity of the population using haphazard methods;

1 purposive or judgemental sampling i selection of all possible cases that meet
particular criteria, and which are normally linked to the research question;

1 snowball sampling T selection of cases using referrals from a few cases and then
referrals from those cases and so on;

1 deviant case sampling T selection of cases that are different from the prevailing
pattern;

1 sequential sampling 7 selection of cases until there is no additional information,
normally reaching saturation; and

1 theoretical sampling 7 selection of cases that will help expose features that are

theoretically significant in terms of a particular topic.

From the criteria stipulated for the population, only four South African ICT organisations

represented the population.

Therefore, there was no sampling undertaken for this research. The link to the survey was
emailed to the leader of the organisation once permission had been granted. Thereafter, the
leader forwarded the link to the survey to the organisation. In this way, the researcher
succeeded in achieving an acceptable response from participating organisations. From the

population, the participant target was set at 500.
4.6.7 Sample size target

No sampling was undertaken for the ICT organisations that could have restricted participation.
It was interesting to analyse the data of the ICT organisations, which provided views from
different levels of solidity (see Strydom & De Vos, 1998). Table 4.2 presents a summary of the

sample to the four organisations that participated in the research.

137



Table 4.2: Summary of the population and sample size

Population Targeted sample Actual respondents
Organisation A 100
Organisation B 125
Organisation C 125 220
Organisation D 150
Total = 500 Total =220

4.6.8 Response rate

The response rate was n = 220 (44%) of the targeted 500 target population.

4.7 SIZE AND RESPONSES

The guide by Strydom and De Vos for sample size (see Table 4.3) was relevant to this

research. Of the targeted 500 participants, 220 responses were received.

Table 4.3: Sample size guide

Population Percentage suggested Number of respondents
20 100% 20
30 80% 24
50 64% 32
100 45% 45
200 32% 64
500 20% 100

1 000 14% 140
10 000 5% 450
100 000 2% 2000
200 000 1% 2000

Source: Strydom and De Vos (1998)

This is a response rate of 44.00%. According to Strydom and De Vos (1998), for a population
of 500, a response of 20.00% is deemed acceptable. It is therefore affirmed that the response

rate was acceptable and the findings could be generalised over the community without

reservation.
4.7.1 Data collection method

The questionnaire was posted online using LimeSurvey. The link to the questionnaire was sent

to the leadership of the organisations. A covering letter included in the survey was distributed
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to all participants explaining the rationale for the research, their rights to anonymity, and their
rights to decline participation at any stage of the research process. The researcher had full
access to the databases of the raw data. The researcher retrieved the raw data on a daily
basis and saved it on an external hard drive. The survey was allowed to run for three weeks
from the date of inception after which the link to the survey was deactivated.

4.7.2 Data analysis

The raw data was sent to the statistician for analysis and interpretation. The statistician used
the Statistical Package for the Social Sciences (SPSS) software to do the statistical analysis.
Through factor analysis, the significant factors were identified. It is important to note that the
Cronbach®és al ph a-canstrdceconfirméd thata pahticuanfaetor was indeed a
factor or not. The constructs were used to design the framework for the integration of

management systems.
4.7.2.1 Quantitative analysis of data

Welman and Kruger (2005) describe descriptive statistics as concerned with description and
summary of data in the form of frequency tables, graphs and measures of central tendency.
They regard inferential statistics to be concerned with inferences that one can make about the
general population under research centred on the sample drawn randomly from the population.
WiShiewska and Stead (2007) refer to inferential statistics as concerned with reaching

decisions about the population based on the descriptive statistics of the sample.

The quantitative analysis for this research made use of the conventional descriptive statistical

methods, frequency distribution, means and standard deviations.
The following statistical techniques were used in this research:

factor analysis to extract the most relevant and significant factors;
evaluation of internal reliability of the research instrume nt by using Cronbac!l

evaluation of the normal distribution of data by using skewness and kurtosis tests;

= =4 4 =

the measurement of sample adequacy using the Kaiser-Meyer-Olkin (KMO) measure
of sampling adequacy;

1 Bar t | sttoftsphsricity see Hair, Anderson, Tatham & Black, 1995) was used to
associate the observed matrix to the identity matrix. In other words, this test checks
whether there is a certain redundancy amongst the variables that will allow a summary

of a few number of factors (see Field, 2005); and
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1 Pear s o rsduare teshof association (see Hair et al., 1995) was utilised to test the

strength of association between factors that are related to each other.
4.7.2.2 Factor analysis

The purpose of factor analysis is to condense a large set of data into a smaller subset of
measurable variables (Field, 2005). Representative variables emanate from each group of
variables. The following are the considerations for the measurement to be accurate (Field,
2000):

1 The variables should roughly be normally distributed; this makes it conceivable to
generalise the results of the analysis beyond the sample collected.

1 The sample size should be taken into consideration, as correlations are not resistant
and can hence influence the reliability of the factor analysis.

1 The most significant factors in determining reliable factor solutions are the absolute
sample size and the absolute magnitude of factor loadings. The more frequent and
higher the loadings are on a factor, the smaller the sample can be.

T As communalities become lower, the significance of the sample size increases.

Hair et al. (1995) suggest that a sample size (preferably 100 or larger) is required. This
research targeted a sample of 500 respondents, which made factor analysis effective. The
decision tree in Figure 4.2 above provides a simplistic view to the steps to be taken in

undertaking factor analysis for this research.

Overview to Factor Analysis
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Principal - . Yeg RESULTS: factor Use subseguent
Component No T =mm . loadings factor analysis, like
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in diagonal of -
correlation matrix ~ e

Caorrelation Matrix

Interpretation by
researcher

Figure 4.2: Overview of the steps in factor analysis

Source: (1993)
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The KMO measure of sampling adequacy was used to check whether the sample was large
enough. The sample is adequate when the value of KMO is greater than 0.5 (Rietveld & Van
Hout, 1993). All elements on the diagonal of this matrix should be larger than 0.5 for the sample
to be considered to be tolerable (Field, 2000).

4723 Cronbachodos al pha

The use of Cronbachés alpha index aims to
2005). Individual items (or sets of items) should produce results consistent with the overall
questionnaire (Field, 2005). Validity and reliability are two fundamental elements in the
evaluation of a measurement instrument (Tavakol, 2011). The Cronbach alpha index is
expressed as a nhumber between 0 and 1, with the higher values denoting higher reliability
among the indicators. As stated by Tavakol (2011), the Cronbach alpha index describes the
extent to which all the items in a test measure the same concept or construct and hence it is
connected to the inter-relatedness of the items within the test. Internal consistency should be
determined before a test can be employed for research or examination purposes to ensure
validity (Tavakol, 2011).

4.7.2.4  Structural equation modelling

According to Hair et al. (1995), one of the primary objectives of multivariate techniques is to
expand the researcheroés explanatory abilit
analysis, multivariate analysis of variance and discriminate analysis provide the researcher
with powerful tools for addressing a wide range of managerial and theoretical questions (Hair
et al., 1995). However, they all share a common limitation: each technique can only examine
a single relationship at a time (Hair et al., 1995). Structural equation modelling (SEM), which
is an extension of several multivariate techniques is most notably factor analysis and a type of
multiple regression analysis. SEM can examine a series of dependence relationships
simultaneously (Hair et al., 1995). One of secondary questions of this research was to examine
the relationships between the factors and SEM to be used to address this question (see section
1.4).
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4.8 ASSESSMENT OF RELIABILITY AND VALIDITY
This section discusses reliability and validity.
4.8.1 Validity

According to Bryman ( té@nafey of whéthea dniindidatoryuriderakesf er st
to gauge a concept really measures that concept. Several ways of assessing validity are
explored: face validity, concurrent validity, predictive validity, construct or measurement

validity and convergent validity.
4.8.2 Face validity

Bryman (2012) refers to the notion that face validity implies that the measure ostensibly reflects
the content of the concept in question. In the current research, this was done by engaging with
people who were either senior management or leaders of the organisation. The researcher
also engaged with fellow researchers and his supervisor extensively. These engagements
allowed the researcher to review the questionnaire relentlessly until they were deemed valid.

4.8.3 Measurement validity

Measurement validity establishes whether a measure that is devised of a concept really does
reflect the concept that it is supposed to be denoting (Bryman, 2012). In this research, the
researcher ensured that a pilot survey was conducted with his fellow academics; thereafter,
the survey was discussed with industry specialists to ensure the instrument was measuring

what it intended to measure.
4.8.4 Internal validity

dnternal val i dityo i gHaad a.ulpo5)clmathescarient nesedrch,tthe ons hi p
data was collected according to a justifiable research plan for which valid data interpretation

and inferences about the findings were made. In other words, the research was conducted in

such a way that effects of extraneous factors on events were ruled out in the interpretation of

the data.

The common forms of internal validity are:

1 content validity, the extent to which the instrument provides adequate coverage of the

investigative questions;
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9 criterion-related validity, which is measured as the correlation between a criterion
and a predictor, that is the degree to which the predictor is adequate in capturing the
relevant aspects of the criterion; and

1 construct validity, which concerns abstract characteristics for which no empirical
validation is possible (Serumaga-Zake, 2016). This form of validity can be addressed
through a careful definition of the topic of concern, the items to be scaled and the scale

to be used, and/or by using experts or a panel of judges.

After constructing the questionnaire, it was tested for refinement. The questionnaire was
subjected to criticism by experts familiar with the nature and scope of the research and
principles of question construction. This afforded the researcher an opportunity to determine
the time taken for administering the questionnaire, obtaining feedback from the individuals
from the target population who were used in the pilot study (but who were not used in the
formal survey), discover problems, test the credibility of the interviewer by letting him or her
present and explain the questionnaire to respondents, check whether the principles of

construction have been respected, and evaluate how the questionnaire was understood.

For qualitative data, triangulation was used to address the issues of internal validity of the

research. Both extensive literature review and in-depth interviewing were used to collect data.
4.8.5 External validity

External validity deals with the question of whether the results of the research can be
generalised beyond the specific research context (Bryman, 2012). For this to happen, the
sample must be a good representation of the target population and of a large sample (Bryman,
2012). This research used a representative sample of a large sample. With an acceptable
response rate (44%) and a representative sample (220), the external validity of this research

was satisfactory.
4.8.6 Internal reliability

Reliability refers to the consistency of a measurement, which is normally measured by
Cronbach6és al (Hhiret at,d995%).fln qoantéative research, reliability measures
the extent to which the sample used gives an accurate representation of the target population
(Bryman, 2012). I n this research, internal

index.

To enhance the credibility of the qualitative data, the researcher used triangulation, in which

case methods for obtaining data are used, that is interviews and intensive literature review.
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4.8.7 Assessing normal distribution

For valid results, one of the assumptions of factor analysis that should not be violated is
normality of the distribution of a variable (Bryman, 2012). Therefore, it was important to check
the data for normality before the researcher undertook the factor analysis. The central limit
theorem (see Hair et al., 1995) was applied, which states that for large sample sizes (n > 30)
drawn randomly from a population, the distribution of the means of those samples will
approximate normality, even when the data in the parent population are not distributed
normally. The values for symmetry of skewness of close to zero and kurtosis of between
negative two (-2) and positive two (+2), (George & Mallery, 2016) are considered acceptable

for a normal univariate distribution which was in line with this research.

In this research, normality was assessed by examining the skewness and kurtosis of the
distribution of the variables. Furthermore, the maximum likelihood method (see Fuller &

Hemmerle, 1966), which is relatively insensitive to the deviation from normality, was adopted.

49 CHAPTER SUMMARY

This chapter identified the research scope as the four major ICT organisations that have a
presence in South Africa which were used to answer the research problem. The research
problem was that there is inadequate understanding of the process and requirements for the

integration of management systems towards improving efficiency in an organisation.

From the research problem, the research objectives were formulated. In order to meet these
objectives, the research philosophy for this research followed the principle of positivism (see
section 4.3.2). This research utilised the qualitative (semi-structured face-to-face interviews),
which gave deeper insights into IMS and also confirmed the IMS conceptual framework. The
next phase was a web-based questionnaire that was designed and hosted by a professional
web page designer. A pilot research was undertaken with academic peers and industry experts
in the field of IMS. The pilot questionnaire was updated with minor changes. There was a total

of 220 respondents.

The research methodology used was discussed (see 4.2.1). The methodology provided the
assurance that the research was undertaken in a methodological sequence. The questionnaire
was informed by the literature review and interviews results. The next chapter discusses the

analysis of the data collected from the use of the questionnaire.
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CHAPTER 5

DATA ANALYSNGES RANDNDDI SCHSSI

RESEARCH RESULTS

5.1 INTRODUCTION

This chapter presents the results that were obtained from the qualitative and quantitative
phases of the research. The chapter begins by with a discussion of the semi-structured face-
to-face interviews that confirmed the factors and the conceptual framework. Thereafter, the
guantitative phase will be analysed and discussed in the light of the electronic survey of the
220 participants from the four ICT organisations. Reliability and validity of the constructs were
determined and are reflected in this chapter followed by the results of the hypothesis testing,
which in turn is followed by a discussion of the SEM. The raw data was furnished to the
statistician so that the statistical analysis could be undertaken. Finally, a conclusion is
presented at the end of this chapter (see 5.13) to highlight the findings from the research.

Figure 23 below illustrates the outline of this chapter.

Section
B

Phase 1: Qualitative | Phase 2: Descriptive Analysis of the
analysis Quantitative analysis structural model
) analysis . Conclusion

Presentation of Participan{ SEM
interview feedback Reliability and biographic analysis .

y grap 4 Hypothesis and
on the conceptual validity

model development

framework

Figure 5.1: Chapter 5 outline

Section 5.2.1 focuses on the interview feedback and the factors for the conceptual framework.
Section 5.7 focuses on the demographic details of the participants. The demographic details

are outlined to put the results of the research into context.

Section 5.8 presents the analysis of the data from the survey and discusses the responses from
the semi-structured interviews in the context of the literature. The Kolmogorov-Smirnov (KS

test) was used to compare variables across independent groups.
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Section 5.11 addresses the SEM. Path analysis, a variation of multiple regression analysis
(Perlman, 2013) was used in this chapter to provide estimates of the magnitude and
significance of hypothesised causal connections. In other words, this statistical method
examines the comparative strength of both direct and indirect variables (Periman, 2013).
Section 5.13 provides the conclusion for this chapter.

5.2 SECTION A: QUALITATIVE ANALYSIS
The purpose of the section is to provide a review of the semi-structured face-to-face interviews.
5.2.1 Interview feedback

This section presents an overview of the feedback from the fourteen semi-structured face-to-

face interviews that were undertaken in organisations.

The research participants considered were 1 CEO, 10 chief information officers (ClOs) and 3
senior managers from diverse economic sectors of the South African economy. Participants
were chosen from different sectors of the South African economy which included fast moving
consumer goods (FMCG), government, information and communication technology (ICT) and
banking industries. These participants were selected on the basis that they played a pivotal
role in driving the IMS in their organisations. Moreover, by virtue of their roles within the
organisation, the CEO, CIOs and senior managers were expected to know more about the IMS
than any other manager or executive. A total of 14 semi-structured face-to-face interviews
were undertaken within organisations to test the conceptual framework for the IMS. These
interviews proved to be exhaustive and confirmed the validity of the questions and the
conceptual framework. The participants were chosen strategically to try and obtain a

constructive view. At the point of 10 semi-structured interviews, data saturation was reached.
5.2.2 Profile of participants
For the interviews, the participants comprised the following:

CEOs, CIOs or senior managers in their respective fields;

over 10 years of experiences within the field of integration; and

experience included dealing with local and international organisations regarding the
IMS.
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The research required the three parameters listed above, as this was expected to ensure
globalisation issues were considered for the IMS as well. All meetings were undertaken at the
offices of the organisations and there were no disturbances during the course of the meetings.

5.2.3 Rationale for using ICT organisations as the sample

Considering that ICT organisations develop, implement and manage IMSs for other
organisations, the research utilised the four major ICT companies based in South Africa with
a global presence as input to the research (see also section). After each interview, each CEO
and each CIO were requested to endorse the research and request their employees to take

part in the quantitative part of the research.
5.2.4 Checklist for the semi-structured interviews

The semi-structured face-to-face interviews lasted between 35 and 60 minutes each. The
interview guide is attached in Annexure C. The checklist below was used as guide. The
interviewer used broad questions to ease into the interview to ensure the participant was

feeling relaxed.

1 Appearance at the interview by the interviewer.
- Formal, with coat.
9 Information of the interview
- Meeting request was sent via email to participant. Acceptance was received.
- To ensure punctuality, the interviewer arrived 30 minutes prior to meeting with
participant.
1 Opening of the interview (all covered in less than 5 minutes)
- The participant was thanked for the time taken to contribute to the research.
- The purpose of the research and the progress were outlined.
- The right to confidentiality was addressed.
- The part ighthopta answiersanyrquestion was highlighted as well as the
right not to continue at any point.
- An offer to provide a summary of the research findings was extended.
- The request to record the interview was stated and was granted. A Samsung
Galaxy S6 edge and a Dell computer were used simultaneously as backup.
1 Asking questions and behaviour during the interviews
- First question was broad and settled the participant.
- Closely followed was the interview guide to ensure the themes were covered.

- Useoffollow-up expressions such as 060hd&6 and
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- Useofshortfollow-up questions, such as oO0that is int
- Demonstration of attentive listening skills.
- Testing understanding by summarising.
1 Closing the interview
- The participant was thanked for his or her time for contributing to the research.
- Only the four ICT participants were requested to endorse the quantitative part of

the research, which would be sent to organisation via email.

The interviews proved to be extremely beneficial to the research, but more specifically to
instilling confidence in the research instrument. The interviews yielded the following common

aspects:

1 Leadership 1 all participants claimed to use a combination of leadership styles. which
were not limited to participative, delegative, supportive and directive leadership. It was
deduced that organisations wanted to empower their management so that they could
be more effective in their leadership styles. This would lead to improving the efficiency
in implementing an IMS in their organisations.

1 Management i management indicated that leadership was not consistent in decision-
making, lacking trust, and policy implementation was either not enforced or non-
existent.

1 Policy i policy on integration of management systems was not seen as important by
6 of the 13 organisations. From the interview, it was evident that one organisation had
a procedure to manage the IMS. Although it was not forthcoming from the interviews
that policy on the IMS was not necessary for corporate organisations, it is evident that
having a policy on IMS was extremely important and therefore it was perceived that
policy should form an important factor for the IMS of organisations.

i Standards 1 all organisations had at least a national standard. However, standards
were perceivedtobean i mportant factor to satisfy sta
the FMCG sector. Government did not implement standards and deemed it as a non-
critical requirement.

1 Employee performance i employee performance was seen as important for
organisational efficiency. However, the silo effect was evident in most organisations
and integration of management systems will be a problem when this process is
undertaken.

1 Standardisation effort i skills development and training seemed to be important

factors for the IMS. Some organisations took the lead in standard implementation and
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expended considerable effort to ensure that transfer of knowledge, skill and experience
was part of the fabric of the organisation.

1 Organisational culture i organisations seem to differ in terms of especially a high-
performancecul ture. |t seems that the goal s
should be aligned to be a cohesive unit, although this was not evident from most of the
interviews. Theoretically, organisational culture should be driven by top management;
however, this was not consistent across the management of organisations who were
interviewed.

1 Innovation i innovation seemed to be conflicting. Leadership indicated that
employees should be innovative in their work situations and improve the efficiency of
the organisation. However, innovation platforms were still a problem and needed to be

developed at all three levels of the organisation (strategic, business and operational).

The interviews reached saturation point at the tenth interview. The researcher chose to
continue to confirm that representative sectors of the economy were covered. This totalled 13
organisations with 14 interviews. The information gathered confirmed the conceptual
framework and ensured the validity of the preliminary questionnaire. The reaserch

questionnaire was enhanced with minor changes.

Each construct is represented with sample responses from the transcripts (see Annexure E).
Not all transcripts could be included in the discussions; only examples of extracts are therefore
presented.

5.24.1 Leadership

Leadership was an important factor extracted from the literature review. This factor also
informed the conceptual framework. Therefore, it formed an important part of the interviews.
Below are extracts from the participants regarding leadership. All quotations are reproduced

verbatim and unedited.
Interview [1]

[ S] o itbs asetulusanhetimes whenrwhatever you want to put forward as
leadership into your organisation, the people buy into. So when you start to actually talk to
people, using our design thinking philosophy, and not having to know all the answers but
sitting, engaging, understanding and when leadership shows that they are committed to
making the change, that theyobére committed t
won already. So | think one part is having these listening clinics or having these

conversations to understand what's going on and then start to communicate the strategy
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for the organisation, these are some of the key t
horizon, short term to medium term to | ong term an
to set in the minds of people in your organisation where you as a leadership want to go and

what commitment.
Interview [2]

[ Y]oubve got your | eadership profiles and your sp:
management and all of those elements of a framework very nicely planned out because

without those, youbre obviously going to struggle
Interviews [11]

So, for |l eadership itbdés integrated, itdéds not sil os

the silos and management informs that leadership.
Interview [13]

So, obviously, even if you look at the organisation, | set my priorities for the year, and |
cascade down to my lower level managers, my leadership team. They cascade it down to,
if they have managers, to their managers and ultimately the team, which is, you know, the
sales team, services team or whatever that team is. So, we also, you know, in terms of
KPl's [key performance indicator s] and measuring [
leadership team can change, but | have my priorities that | give to them. They may have
individual priorities per industry they then cascade down. So, from a systems perspective
you know, my primary management systems, if | look at management tools to manage this
business, it is the HR system called success factors, CRM [customer relationship

management] for longevity and the current health of my business.
Interview [14]

Well, it can be kind of perceived as one, they are the enablers, because they are the
ultimate decision-makers in terms of actually enabling what systems we use. But also, it
can be seen as, they are the users. So, also interface with the system, but at a different
|l evel . So, the system for them provides the infornm

From the discussions, it was evident that leadership was an important factor for the IMS and

that it had to be included in the conceptual framework.
5.2.4.2 Management

Management was an important factor extracted from the literature review. This factor also

informed the conceptual framework. Therefore, it formed an important part of the interviews.
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Below are extracts from the participants regarding management. All quotations are reproduced

verbatim and unedited.
Interview [2]

[S]o senior management would basically interact with the likes of your architects and stuff like
that and try to understand you know how we're going to fit everything together. Remember, our
senior management s sole purpose is for SAP, s 0
downstream of information regardless of what system it is, so we have our own goal you know so
we just want to make it happen in other words. So they would interact with the architects to

basically understand.
Interview [10]

The system [IMS] that will enable management and executives to have certain analytics,
productive analytics about your organisation so that will include the engine of your
reporting, your scorecard capability and your analytics for you to forecast for the future

business as well as understanding that past engage
Interview [12]

ltds not thatbeeasuypetotdrsswomet i me s-byicasé. So, per sonal ,
in some management team, we find people more into systems as a way to empower the

organisation. Then the role is very positive. And for some others, especially for older
generatiomow li fdond®dts kK he right word or not, is, of

as, can empower the organisation. So, itds case by
Interview [13]

From a people management perspective, so in terms of development of individuals, in
terms of leave management, in terms of, you know, performance calibrations etc., we have
a system, an HR system called success factors, and | manage my people with that. So,
obviously, even if you look at the organisation, | set my priorities for the year, and | cascade
down to my lower level managers, my leadership team. They cascade it down to, if they
have managers, to their managers and ultimately the team, which is, you know, the sales
team, services team or whatever that team is. So, we also, you know, in terms of KPIs and
measuring performance, thatés. | mean, |, my | eade
priorities that | give to them. They may have individual priorities per industry they then
cascade down. So, from a systems perspective you know, my primary management
systems, if | look at management tools to manage this business, it is the HR system called

success factors, CRM for longevity and the current health of my business.
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From the discussions, it was evident that management was an important factor for the IMS

and that it had to be included in the conceptual framework.
5.2.4.3 Organisational culture

Organisational culture was an important factor extracted from the literature review. This factor
also informed the conceptual framework. Therefore, it formed an important part of the
interviews. Below are extracts from the participants regarding organisational culture with

respect to IMS. All quotations are reproduced verbatim and unedited.

Interview [1]

Now, from a management systems perspective, what's important to know in our
organisation, we have a culture we call high performance delivery, and part of that culture
is actually identifying very, very clearly and very simply what those clear goals are for the
global organisation, those then it can cascade into all of our vertical of businesses as well
as our horizontal businesses that seek to actually enable these vertical go to markets and
by having it singularly focused, not only do you understand how we need to manage our
global organisation for local benefit, but making sure that when do go to market,
di fferentiated value proposition. l'tds that
content, it's very powerful to differentiat ourselves as an organisation in a very crowded

marketplace, especially given a very competitive landscape right now.
Interview [10]

Cul ture i s al ways, itods I me an t hink abo

standardi sation, the policy on that coming from

not a painful execution. The ownership at the senior management to take the management

ut

cascCa

thereof to ensure ¢é to hold their hands and ensur
management to be fully involved in that process because it can just be an email moratorium

that is coming fromthet op but i f ités not embraced by managem
do this, these are the benefits of us doing A, B and C and we need to change and this

change will lead to this specific outcome goal, it will be adopted.

Interviews [11]

ltds a defaukffaosency. So, if you have integratio
sure. This is one. Second is integration al so, it

means that integration. | believe, that you need to build up a kind of one culture for your

organisation. You need to make sure that.
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From the discussions, it was evident that organisational culture was an important factor for the

IMS and that it had to be included in the conceptual framework.
5.24.4 Employee motivation

Employee motivation was an important factor extracted from the literature review. This factor
also informed the conceptual framework. Therefore, it formed an important part of the
interviews. Below are extracts from the participants regarding employee motivation with

respect to IMS. All quotations are reproduced verbatim and unedited.

Interview [4]

The system that will enable management and executives to have certain analytics,
productive analytics about your organisation so that will include the engine of your
reporting, your scorecard capability and your analytics for you to forecast for the future

business as well as understanding that past engagement.
Interview [7]

So because of the technology that we have avail al
reviews, we have continuous feedback with our employees, and everything is recorded on

our HR performance.

From the discussions, it was evident that employee motivation was an important factor for the

IMS and that it had to be included in the conceptual framework.
5.24.5 Employee performance

Employee performance was an important factor extracted from the literature review. This factor
also informed the conceptual framework. Therefore, it formed an important part of the
interviews. Below are extracts from the participants regarding employee performance with

respect to IMS. All quotations are reproduced verbatim and unedited.

Interview [4]

[I']tds actually scrapped its traditional perf or man
performance management system is linked to or the strong correlation to remuneration.

Webdbve actually completely scrapped that and repl ac
management system. So what we 6-basedcultweiimtge t o do i s
organisation where we focus on creating the strengths in people as opposed to negatively

criticising them for their weaknesses. And we recognise every person has their own journey

within an organisation, and we see to it to identify on an individual basis a microcosm of a
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performance management culture that's very individual-based. Every person feels loved
and welcome and identify where there are errors for development and what their strengths
are and we don't necessarily correlate how they get remunerated with their performance
and their clear development within the organisation. So two things again, one from the top
down perspective, wedve got the strong consistent

that cascades clearly into all of the organisation
Interview [8]

So for me, and to answer your question and to relate it to this organisation, would be this

integrated nature of it is that the parts of the business and the silos which we maybe have

been operating in previously now come together in terms of contributing and making

meaningful, adding value in terms of individual divisions i individual departments rolling up

to cluster level and then to department they want. So all of this comes together, talking to

each other and ités also top downpdewmdehavebott om up
very clear strategic focus areas and these need to be cascaded down. In fact right down to

the individual performance contracts, so that these parts, even each person in the
organisation in the system of manntaeggerneetnetd ,i nifso rtmhaatti
all got to come together to roll up into the ultimate goal, mission and vision of the bank and

the five very strategic focus areas.

From the discussions, it was evident that employee performance was an important factor for

the IMS and that it had been included in the conceptual framework.
5.24.6 Policy

Policy was an important factor extracted from the literature review. This factor also informed
the conceptual framework. Therefore, it formed an important part of the interviews. Below are
extracts from the participants regarding policy with respect to IMS. All quotations are

reproduced verbatim and unedited.
Interview [1]

We have not just policies, our policies are very strong policies, whether its ethics, or
compliance, or whether it's a finance management or time reporting we have all the key

policies in place that enable to appoint a standardised way of working.
Interview [4]

We definitely do have that policy of integration.
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Interview [10]

So policies will also filter to your business processes right, so remember depending on

what's required from a business perspective that's how your policies also get aligned.
Interview [1]

Welb wedondt hav gersaetosay| ypukyow, what needs to be ticked off from an

integration pointof vi ew. We donét have that in place. We fo
|l 6ve just given to you now. It needs to be secure.
di fferent frameworks that you need to keep in mind

follow frameworks. So you must be aware of the ISO 27001 framework.

Interview [11]

I dondt know, I have a different point of view. It
in place. So, in a gl obal term, iarstantandesedg | o b a | t ea
procedure and they have operations, s-roaker y , t he mai
on the platform, the technology and | SI'T solutions

not pick up something up of standard portfolios and if we need to pick up something out of
a standard portfolio, we need to get the sign-off, the operators and the main directors, to

make sure itbés integrated, and accepted.
Interview [11]

Not that | know if, but | had a policy at De Beers on integration.
Interview [14]

Management systems really for us is kind of what we use as part of governance. So,

governance wise, those, the governance systems are mainly there as | described, the

quality environment, safety, operatiohget, governance
youoll have an internal audit team that actually
auditing operations, and that gives management really kind of a health-check in terms of

how well youdre doing, or not. Andextérfaleanditt o support
committee, and we use PWC to do an external audit, to tell if the internal audit system is

checking the right controls.

From the discussions, it was evident that policy was an important factor for the IMS and that it

had to be included in the conceptual framework.
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5.34.7 Standards

Standards was an important factor extracted from the literature review. This factor also
informed the conceptual framework. Therefore, it formed an important part of the interviews.
Below are extracts from the participants regarding standards with respect to IMS. All quotations

are reproduced verbatim and unedited.
Interview [1]

So even our people have been forced to work regarding to policies and standards that have
been set up by a client organisation we always supersede and prioritise our own value
proposition to make s-artgculiural stdndaedovepowerdburEMPt e a t hi r d

[economic value add] for our people.
Interview [3]

We also standardise a lot of these systems to ensure integration is happening. So, | think
that is the core of getting to an integrated way,

the system, which is measured as well.

Interview [6]

So our aim, because wedre a global company, is not
and thatdés what wedre focusing on. Thatods quite ar
standards there, so itdéds not &

Interview [12]

Ok avy, so itds actually from I SI'T point of view, i
standard process across, which will make sure, will make you easier to support the process

and system with |l ess wor k, l et 6s say it t his wa
consideration as wel the business unigueness. Y
easier to have a standa r d , l etds say HR, but for some other a

much better to take its uniqueness of the business type, the market, the local market, into

consideration.
Interview [13]

No. So, if you mean combi n &dght. So)suppbsecodmdned hi nk about
could be a combination of I etds say, l etds | ook at
have payroll right. Standardised is the standard payroll that comes from where the software
is developed, which is Germany right. So, it has some international standards, some best

practice etc., etc.,etc.. Then thereds South African |l egislation
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have to, these are the rules for paying tax etc., etc. And that little bit of customisation then
givesmeabitof a combined system, thatodés sort of stan
call it that.

Interview [14]

A standardised system, | suppose comes from the definition of the word standard. So, it is

a system that is defined by predefined standards that can be kind of either local or
international . So, | ocal itdés defined internal/l
an organisation. Like, for exampl e, if you | ook
have many technical standards and systems which has got some alignment, you could say,

and will be aligned to some recognised standard externally, but sometimes very specific to

the operations internally. And then the external system is generally based on a recognised

standard that has been agreed by a code of practice, by a community, whether it is the

International Standards Organisation [ISO] or whether it is a local standards organisation.

And thatés where the | SO systems etcetera actual

From the discussions, it was evident that standards were an important factor for the IMS and

that it had to be included in the conceptual framework.
5.2.4.8 Innovation

Innovation was an important factor extracted from the literature review. This factor also
informed the conceptual framework. Therefore, it formed an important part of the interviews.
Below are extracts from the participants regarding innovation with respect to IMS. All

quotations are reproduced verbatim and unedited.

Interview [7]

Thereds many dhinkinfy peopiemviho werk deparatdlyand t hereds a | ot
not built here mentality -1 é m very different. We | | youdre not
bal ance sheet is a balance sheet, and if you ¢tr
yes when you try to be innovative like SAP. We devel op software, thatod
di fferent, but in terms of HR and finance and p
we need to be efficient, and thatoés the challen
and the rest of it, guys we need to be standardised, we need to be simple and we need to

have a common set.
Interview [13]

Remember, ¢é is beyond ERP [enterprise resource
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You know, a system can be anyt hi ng gsiwgrking, itds, so
together to give me the information that I requir e
physical work-f or ce ri ght . I't doesndét necessarily have to
have people running these on pieces of paper that | ultimately put a report together that
links into, you know, my HR, because it needs to have the people information for CRM.
You need to have the CRM information for the finance system. They need to be integrated

for that to be a system.

From the discussions, it was evident that innovation was an important factor for the IMS and
that it had to be included in the conceptual framework.

5249 Standardisation effort

Standardisation effort was an important factor extracted from the literature review. This factor
also informed the conceptual framework. Therefore, it formed an important part of the
interviews. Below are extracts from the participants regarding standardisation effort with

respect to IMS. All quotations are reproduced verbatim and unedited.
Interview [1]

Then t hereds a series of activities that happened di
to phase or rule out in a very palatable way, maki
organisation by doing a big bang approach to actually communicating and actually doing
hands-on training or doing any series of things that appeal to people. What we've found is
that when you work with a | arge organisation that¢
once off events, so we spend a lot of time allowing people to do self-training, so they
actually self-service themself by consuming online YouTube type content as well as having
a series of interventions where people would sign up to attend on a regular basis, versus

forcing people and you know impacting their daily lives on their projects.
Interview [6]

So, our products are as you know, we sell to very |
neglected to do, is the extensive training to the employees that work on our own systems

internally. And that is where the biggest problem came in. Training T not on the system per

se, but new processes thatodés got to happen on the

most cases where the system doesnét work is becaus
Interview [14]

So,1 61 | give you an example right. So, recently we

based solution right. One of the key requirements around that selection for us as an
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organisation, was the fact that it was like a Facebook/LinkedIn/Twitter-type interface, where

it was, the biggest problem is, you get these tool

that comes with it right. So, this was a familiar interface to everyone, we never had training
on that. None of the leaders, none of the managers, none of the staff had training. Everyone

figured it out themselves, because of the way, the nature of how this interface was. But

wher e, obviously 1 é6ve been through change where we
through some disastrous oweensver thaught abeut changed i d n 6t hav
management. People just didndét want to move from w

Self-learning. Okay. Is it something new? Because normally, as you said, traditionally you
would have change agents to show the employees that this is how it needs to be done, and

the type of training that youdéd have to go through

From the discussions, it was evident that standard effort was an important factor for the IMS

and that it had to be included in the conceptual framework.
5.2.4.10 Efficiency

Efficiency was an important factor extracted from the literature review. This factor also
informed the conceptual framework. Therefore, it formed an important part of the interviews.
Below are extracts from the participants regarding efficiency with respect to IMS. All quotations
are reproduced verbatim and unedited.

Interview [1]

| think that in a digital world where people are intrinsically connected to the Internet, to
organisational systems, to technology, that management methods and systems can be
overhauled to be much more efficient and effective. | find in many cases that the
organisations get it wrong every single time and you always find that the way that systems
have been rolled out, I never seem abowk right,
two things: One, we aren't cognisant of us living in an intrinsically connected digital world
and certainly like | mentioned earlier, | don't think we put users of the systems at the heart

of what the systems need to be.
Interview [2]

€ ot her seqgdadon thdt we use Power Pl very effectively to go fetch data out of
whatever part of the data lake and bring it to the user. And because once again of the fact
that the ability of something like Power Pl to be able to work across platforms, is there now.

It actually made life quite a bit easier.
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Interview [4]

The intelligence of that question is what is the desired state in the strategy of the

organisation in implementing these systems.

operations but also as an enabling decision-making process to take you to the next level.

Yes,

I f the dat a, the intelligence, you candét extrapol

becomes meaningless é |16l make an exampl e,

resistance in terms of whether the market is ready or whether our customers are ready to

embrace but if you |l ook at the of <c¢cloud that

getting to the market, you will have your team resisting to take this new strategy forward

but i f youdre talking the | eadership as the

value thereof, that adoption becomes more easier. What | normally do, | go with my team

to be the voice of presenting to the customer first so that they can see me as the change

agent rather than wedve got to do it without

and once they are brought, bought into the solution it becomes easier for them to embrace

and take it forward.

The semi-structured face-to-face interviews revealed that the conceptual framework was

relevant and the constructs were indeed adding value to the overall research.

Interview [11]

as we

wi | |

manag e

s howi

Wl e have whatos called IS [information system] con

a collective committee between IS plus business stakeholders, mainly HR, finance,
operations. And during this committee, we cover long-running projects, and status updates.
And for, as well, we will not start any, even small projects, especially when it comes to
integrated systems, without criteria, which is compliance, so we need to make sure we are
compliant with the 1| ocal regul ati ons. It 6s
top line. Itds efficiency, |ja. @ahead Wwhereas, 6 s

despite itdés big or small projects. Plus, we

platform from the other side of the business, so if we are doing something with commercial
team, we need to have accountable sponsor on the project because of IS is the technical

team, okay and between the two parties, they have regular meetings and regular updates,

todecide,goornoogo and decide the projectbs status.

sharing on the IS committee. So IS committee is sharing update, focus update plus

decision-making.

From the discussions, it was evident that efficiency was an important factor for the IMS and

that it had to be included in the conceptual framework.
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The interviews confirmed that the factors for the conceptual framework were indeed relevant
and the conceptual framework was a satisfactory framework for the study. The next section
presents the quantitative phase of the research.

5.3 SECTION B: QUANTITATIVE ANALYSIS

The purpose of this section is to explain the results of the study. The data presented is from

the respondents who answered the online survey.

Phase 2:

The quantitative phase presents the analysis of the raw data.

5.4 TESTS FOR NORMALITY

The Kolmogorov-Smirnov (K-S) and the Shapiro-Wilk tests were used to determine whether

the sample data was distributed normally.

Ho  The sample data is not significantly different from a normal population.

Hi.  The sample data is significantly different from a normal population.

The results from the Kolmogorov-Smirnov (K-S) and the Shapiro-Wilk tests are illustrated in
the table below: Table 25 reflects the results of the tests for normality. A probability of 0.05 or

lower for either statistic would have meant that the data was not normally distributed.

Table 5.1: Test for normality

Tests for normality

Kolmogorov-Smirnov Shapiro-Wilk

Statistic df Sig. Statistic df Sig.
1. Management
Knowledge 0.295 206 0.000 0.705 206 0.000
Motivation 0.304 206 0.000 0.711 206 0.000
Accurate reporting 0.275 206 0.000 0.789 206 0.000
Efficiency 0.290 206 0.000 0.742 206 0.000
Transparency 0.226 206 0.000 0.848 206 0.000
Formalised systems 0.247 206 0.000 0.824 206 0.000
Customer benefit 0.282 206 0.000 0.757 206 0.000
Implementation 0.230 206 0.000 0.843 206 0.000
Understanding 0.267 206 0.000 0.835 206 0.000
Staff input 0.0272 206 0.000 0.745 206 0.000
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2. Standards
Competitiveness
Agility
Agreement
Innovation
Consistency

3. Leadership
Objectives
Benefits
Informed decisions

Formalised management
processes

Motivation

Customer satisfaction
Stakeholder management
Staff input

Systems policy
Business strategy

4. Policy

Policies documented
Policies communicated
Implementation
Standardised systems

Management system
policies

5. Employee
performance

Efficiency
Objective
Co-ordination
Goals
Innovation

Job control
Auditing
Teamwork
Collective work

6. Standardisation
effort

Knowledge transfer

Implementation

Tests for normality

Kolmogorov-Smirnov

Statistic

0.295
0.294
0.240
0.231
0.303

0.237
0.259
0.266
0.272

0.255
0.247
0.242
0.205
0.289
0.279

0.269
0.307
0.236
0.241
0.272

0.257
0.314
0.283
0.275
0.290
0.259
0.271
0.286
0.283

0.194
0.248

df

206
206
206
206
206

206
206
206
206

206
206
206
206
206
206

206
206
206
206
206

206
206
206
206
206
206
206
206
206

206
206
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Sig.

0.000
0.000
0.000
0.000
0.000

0.000
0.000
0.000
0.000

0.000
0.000
0.000
0.000
0.000
0.000

0.000
0.000
0.000
0.000
0.000

0.000
0.000
0.000
0.000
0.000
0.000
0.000
0.000
0.000

0.000
0.000

Shapiro-Wilk
Statistic

0.715
0.745
0.844
0.839
0.753

0.787
0.828
0.820
0.799

0.787
0.802
0.807
0.854
0.756
0.762

0.750
0.733
0.825
0.823
0.754

749

0.752
0.769
0.766
0.753
0.802
0.806
0.772
0.747

0.838
0.835

df

206
206
206
206
206

206
206
206
206

206
206
206
206
206
206

206
206
206
206
206

206
206
206
206
206
206
206
206
206

206
206

Sig.

0.000
0.000
0.000
0.000
0.000

0.000
0.000
0.000
0.000

0.000
0.000
0.000
0.000
0.000
0.000

0.000
0.000
0.000
0.000
0.000

0.000

0.000
0.000
0.000
0.000
0.000
0.000
0.000
0.000

0.000
0.000



Tests for normality

Kolmogorov-Smirnov Shapiro-Wilk
Statistic df Sig. Statistic df Sig.

Efficiency 0.261 206 0.000 0.821 206 0.000
7. Organisational

culture
Improving systems 0.283 206 0.000 .0758 206 0.000
Organisational culture by | 0.292 206 0.000 .0767 206 0.000
top management
Organisational culture for | 0.262 206 0.000 .0799 206 0.000
performance
High performance culture 0.251 206 0.000 0.800 206 0.000
Organisational strategy 0.240 206 0.000 0.817 206 0.000
8. Innovation
Analyse 0.293 206 0.000 0.739 206 0.000
Innovation 0.271 206 0.000 0.800 206 0.000
Customer value 0.289 206 0.000 0.793 206 0.000
Focus on processes 0.263 206 0.000 0.796 206 0.000
Innovation 0.280 206 0.000 0.764 206 0.000
Manag_ement and 0.281 206 0.000 0.786 206 0.000
strategies
Innovation is monitored 0.259 206 0.000 0.827 206 0.000
Continuous improvement 0.255 206 0.000 0.791 206 0.000
9. Employee motivation
Achieve the goals 0.266 206 0.000 0.769 206 0.000
Challenging objectives 0.303 206 0.000 0.755 206 0.000
Platforms 0.257 206 0.000 0.759 206 0.000
10. Targets
Change management 0.212 206 0.000 0.824 206 0.000
Management systems 0.249 206 0.000 0.822 206 0.000

The Kolmogorov-Smirnov (K-S) and the Shapiro-Wilk tests indicated that the data was not
normally distributed. This means that Ho was rejected at the 1% level for all the variables and
H, was accepted for all the variables. The data also indicated that the distributions were highly
skewed to the right. The fact that the data was not normally distributed means that non-
parametric tests had to be used in this research. Parametric statistical tests assume that the
data is normally distributed, and this assumption was violated, therefore parametric tests could

not be used.

Table 5.2 below presents the mean scores of the items that measured the different constructs

as well as the independent t-test results.
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Table 5.2: T-test results

Serial
no.

Construct

Sample
size

Mean
score

SD

value

p_
value

Decision

1

Management: responsible for planning,
organising, leading, and controlling
resources in the organisation.

220

5.300

1.800

40.100

0.000

Reject

Standards: a set of guidelines,
principles,  procedures or  work
instructions introduced by management
and executed at operational level.

220

5.200

1.800

10.500

0.000

Reject

Leadership: senior management of an
organisation that sets the vision and
direction of the organisation.

220

5.200

1.800

10.100

0.000

Reject

Policy: expressed by leaders in an
organisation through a formal
documented process.

220

5.300

1.900

10.100

0.000

Reject

Employee performance: the act of
showing positive or negative results in
an organisation.

220

5.300

1.900

10.600

0.000

Reject

Standardisation effort: the amount of
energy and determination used to obtain
a goal.

220

5.000

1.800

8.500

0.000

Reject

Culture: the beliefs, morals and values
an organisation exhibits

220

5.300

1.800

10.600

0.000

Reject

Innovation: the act of invention or
modernisation of processes and
systems

220

5.300

1.800

10.400

0.000

Reject

Employee motivation: the drive and
inspiration to achieve organisational
objectives.

220

5.300

1.900

10.200

0.000

Reject

10

Targets: the drive and inspiration to
achieve organisational objectives.

220

5.0

2.0

10.2

0.000

Reject

Note: SD = standard deviation

All the mean scores were above 4.0, which implied that the participants generally agreed with

the statements. This was a two-sided t-test. The null hypothesis had to be rejected and the

alternative, which says that the mean score is not equal to 4.0, had to be accepted. But

because the mean scores were above 4.0, this meant that the alternative hypothesis, namely

that the participants agreed with the statement, had to be accepted.

5.5 RESPONSE RATE

The response rate for the survey questionnaire that was completed by the participants is

presented below.
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Table 5.3: Response rate

Target population Received Rejected Percentage Accepted population
response
500 220 0 44.000 220

Table 5.3 indicates the response rate received was considered acceptable for the purpose of
this research (Strydom & De Vos, 1998) (see also 4.7). The data collection period was over
three weeks. Reminders were sent to the participants weekly for the period whilst it was online.
The response rate might have been better, but many participants indicated that work load
constraints had restricted their time to participate.

5.6 STATISTICAL DATA ANALYSIS OF PARTICIPANTS

This part of the chapter consists of two sections: the first section (section A) being the
background information of the participants and the second section (section B) being the data

analysis, results and discussion.

5.7 SECTION C: DESCRIPTIVE ANALYSIS
The purpose of this section is to explain the descriptive statistics.
Al: What is your employment status?

There were a total of 220 participants. Of the 220 participants, 202 (91.8%) had a permanent

employment status, and 15 (6.8%) were working on contract for the organisations.
A2: What is the total number of years you have been employed?

Table 5.4: Total number of years employed

Total number of years Frequency Percentage Cumulative percentage
employed (%)

1-10 92 41.800 41.800

11-20 83 37.700 79.500

21-30 32 4.500 94.100

31-40 10 1.500 98. 600

41-50 3 1.400 100.000

Total 220 100.000
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Table 5.4 and Figure 5.2 show that the majority of participants (almost 80%) had been

employed for up to 20 years. This indicates that the sample had a good understanding of the

management systems of their organisations and how these systems functioned in their area

of work.

A3: Indicate the total number of years you have been employed in your current

position

Table 5.5: Number of years in current position

Number of years in Frequenc Percentage Cumulative percentage
current position q y (%) P 9
1-10 191 86.800 80.800

11-20 26 11.800 98.600

21-30 2 0.900 99.500

31-40 1 0.500 100.000

Total 220 100.00

Figure 5.3 below illustrates the distribution more clearly.
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The number of years or tenure was also analysed. Table 5.5 and Figure 5.3 show that in total,

217 of the participants (98.6%) had been in their current positions for the preceding 20 years.

This indicated that the participants sampled had knowledge and experience regarding

management systems in their organisations.

A4: When working on systems, at which of the following levels do you perform?

Table 5.6: Level of management system being utilised by participants
Number Area Frequency Percentage (%)
1 User 105 47.700
2 Management 79 35.900
3 Technical support 36 16.400
4 Other (please specify)

Total 220 100.000

Figure 5.4 below illustrates the distribution more clearly.
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Figure 5.4. Level of management system utilised

For this research, all participants were targeted because they contributed to the IMS in some
way, for example by implementation or utilisation of the systems. Table 5.6 and Figure 5.4
show the levels performed being utilised by the participants in their organisations. There were
105 (47%) users of management systems, 79 (35.9%) of management, and 36 (16.4%)
participants from technical support. This indicates that over 80% of the participants were active
in the use of management systems in their organisations, which is a good indication of the

challenges and benefits of integration of management systems.
Ab5: Please select your highest qualification

Table 5.7: Highest education achieved

Number | Highest qualification Frequency | Percentage (%)

1 Gradel2 (Matric/National Senior Certificate) 13 5.900

2 Higher certificate 7 3.200

3 Diploma or advanced certificate 54 24.500

4 Bachel orés degree or adval82 37.300

5 Honours degree, postgraduate diploma or 33 15.000
professional qualification

6 Masterb6s degree 28 12.700

7 Doctoral degree 1 0.500

8 Other (please specify) 2 -

Total 220 100.000

Table 5.7 and Figure 5.5 show the highest education distribution.
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Figure 5.5: Highest qualification

From the graph, it was clear that the majority o f the participants had
(37.3%), a diploma or advanced certificate (24.5%) or an honours degree (15.0%). It is
interesting to note that a doctorate employee also answered the questionnaire. From the
information presented, it was clear that over 65% had a degree or postgraduate qualification,
which indicated that the participants were knowledgeable and educated in their organisation.
Furthermore, it could be deduced that employees understood the research that was being

conducted with regard to integration of management systems.
5.7.1 Factor analysis results

In this section, the results of the factor analysis to test for construct validity are discussed.
Typical reasons why constructs may not be valid are (Hair et al., 1995):

inappropriate selection of measures or items;

insufficient data collected to make valid conclusions;
measurement done in too few contexts;

measurement done with too few measurement variables or items;
too great a variation in data;

inadequate selection of target subjects or small sample size;
complex interaction across constructs;

participants giving biased answers or trying to guess what they should say; and

= -4 -4 -4 -4 A -_a -8 -2

experimental method not valid or research lacking rigour.

The reliability of the constructs was also investigated. Reliability refers to the accuracy and

precision of a measurement procedure (Hair et al., 1995). Reliability may be viewed as the
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relative lack of error of an instrument. As explained by Serumaga-Zake (2014), reliability can

be assessed by repeating the same test or measure (test-retest), by administering an

equivalent form (parallel test forms), by using single-administration methods, by subdividing

the test into two or more equivalent parts, or by looking at internal consistency as measured

with Cronbachds coefficient al pha. This current
generated by the Statistical Package for Social Scientists (SPSS) to measure reliability.

I n the <current research, Cr ontma 0.h Wese aecéppetha coef
Cronbachés alpha is a measur ement of -varidmee vari a
between a particular item and any other item on the scale (Field 2005). All the alpha coefficient

estimates were above 0.7, which implied that the data was reliable.

Confirmatory factor analysis (CFA), an extension of factor analysis in which specific
hypotheses about the structure of the factor loadings and inter-correlations are tested (see
Hair et al., 1995) was done. CFA tests whether a specified set of constructs is influencing
responses as hypothesised. Both types of factor analyses are based on the common factor
model (see Field 2005). Factor analysis is performed by examining the pattern of correlations
(or covariances) between the observed measures. Measures that are highly correlated (either
positively or negatively) are likely influenced by the same factors, while those that are relatively
uncorrelated are likely influenced by different factors (Field 2005).

Variance explained criteria i some researchers simply use the rule of keeping enough
factors to account for 90% or 80% of the wvariat:.
emphasises parsimony (explaining variance with as few factors as possible), the criterion could

be as low as 50% (Hair et al., 1995) . Before droppi ng off howeveror bel c
the researcher should check its correlation with the dependent variable (Field 2009). A very

small factor could have a large correlation with the dependent variable, in which case it should

not be dropped (Field 2005).

For factor analysis to be done properly, one needs anywhere from 3 to several hundred
variables, but most often between 10 and 100 (Field 2009). For factor analysis to be valid, the
sample used must be random and a good representative of the target population (Hair et al.,
1995). The minimal number of cases for reliable results is more than 100 observations and at

least 5 times the number of questions or variables population (Hair et al., 1995).

Since some subjects may not answer every question, a larger sample is desirable (Serumaga-
Zake, 2014). For example, 30 items would require at least 150 cases (5x30), a sample of 200
subjects would allow for missing data (Serumaga-Zake, 2014). The maximum likelihood

method (see Hair et al., 1995) was used to extract the factors from the correlation matrix. For
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factor analysis, the Kaiser-Meyer-Olkin (KMO) test was used to measure sampling adequacy.
The KMO test is an index that is used to compare the magnitudes of the observed correlation
coefficients to the magnitudes of the partial correlation coefficients (see Arbuckle, 2007). The
KMO value should be greater than 0.5 for a satisfactory factor analysis to proceed (Hair et al.,
1995). Large values for the KMO measure indicate that a factor analysis of the variables is
justified (Hair et al., 1995) . Bartlettos test of sphericity (se

null hypothesis that the variables in the population correlation matrix are uncorrelated.

SEM was also done as mentioned in Chapter 4 (see 4.7.2.4). According to Serumaga-Zake
(2014), in SEMs the researcher states the way he or she believes the variables are inter-
related, often with the use of a path diagram. Then he or she works out, via some complex
internal rules, what the implications of this are for the variances and covariances of the
variables. The researcher then tests whether the variances and covariances fit this model.
Following that, the results of the statistical testing, the parameter estimates and standard errors
for the numerical coefficients in the linear equations are reported (Arbuckle, 2007). On the
basis of this information, the researcher then decides whether the model seems like a good fit
to the data. Confirmatory factor analysis (CFA) models contain only the measurement part,
while path diagrams have the structural part Arbuckle, 2007).

The descriptive statistics for the overall integration of management systems are presented in
Table 5.8.

5.7.2 Response statistics

Table 5.8 below shows the response statistics and reliability analysis for the integration of

management systems in organisations.
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Table 5.8:

Response and reliability for IMS in organisations

Bl Management
Likert-type scale responses Overall reliability = 0.965
Cronbacl
Question | Item 1 2 3 4 5 6 7 Mean | SD alpha
coefficient

Management should demonstrate

1 knowledge of implementing 35 6 8 6 16 28 121 5.390 | 2.274 | 0.959
management systems.
In my opinion, management should

2 motivate employees to use 13 31 3 2 13 47 111 5.510 | 2.066 | 0.959
organisational systems.
Management should understand

3 that multiple management systems | 15| 12 |5 |7 10 |45 |96 |5.260 2079 | 0.963
are important for accurate reporting. ' ' '
Efficiency should be a driver for

4 management during the 12 29 10 1 16 47 105 5.440 | 2.048 | 0.960
implementation of multiple systems.
Management uses multiple systems

5 to ensure transparency in the 16 18 26 16 21 45 77 5.050 | 2.021 | 0.962
organisation.
Management uses formalised

6 systems to enable organisational 8 28 19 13 20 47 85 5.210 | 1.965 | 0.961
goals.
Management should incorporate

7 systems to produce a product or 13 17 17 3 18 49 100 5.510 | 1.954 | 0.961
service that benefits the customer.
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Multiple management systems
should be developed and
implemented by management
consistently.

16

36

13

11

25

51

68

4.880

2.098

0.963

| understand the operating of
multiple management systems in
my organisation.

21

19

22

11

18

61

67

4.990

2.071

0.966

10

Management should encourage
input from staff regarding
management systems
implementation.

15

21

25

47

102

5.490

1.989

0.960
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B2 Standards Overall reliability = 0.931
Likert-type scale responses Cronbach
Mean | SD o
1 2 3 4 5 6 7 alpha coefficient
Standards should be seen as
1 improving the competiveness of the | 30 12 8 4 15 41 110 5.380 2.215 | 0.903
organisation.
Standards should be seen as
There is an agreement of
3 standards implementation process | 12 16 30 15 |24 51 72 5.120 1.919 0.916
in the organisation.
Standards are seen as stifling
4 innovation in the organisation. 15 32 21 13 | 23 42 74 4900 |2.100 | 0.945
Standards improve consistency in
5 19 16 17 6 12 53 96 5.370 | 2.064 | 0.907

process performance.
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B3

Leadership

Overall reliability = 0.965

Likert-type scale responses

1 2 3 4 5 6

Mean

SD

Cronbacho
alpha coefficients

Leadership uses management
systems to set objectives for the
organisation.

35 7 20 10 | 22 31

93

5.030

2.268

0.961

In my opinion, leadership have
recognised the benefits of
implementing management
systems in organisations.

62

5.000

1.983

0.963

| believe that leadership should be
making informed decisions by using
management systems.

15 10 29 6 24 61

75

5.240

1.911

0.962

In my opinion, leadership should
develop formalised management
processes to address multiple
systems.

13 34 14 4 20 56

79

5.110

2.079

0.961

Leadership should utilise the
benefits of management systems to
keep employees motivated.

24 11 18 3 27 47)

90

5.250

2.085

0.960

| believe leadership utilises
management systems to improve
customer satisfaction.

11 27 19 11 | 18 41

93

5.230

2.039

0.961

| believe that management systems
enable stakeholder management.

91

5.360

1.896

0.960

Leadership encourages input from
staff regarding management
systems implementation.

10 32 19 17 | 28 40

74

4.970

2.004

0.963




9.7

In my opinion, a policy for the

9 management of systems is 18 18 16 5 15 46 102 5.380 | 2.074 | 0.959
important.
In my opinion, the business
10 strategy should be aligned to 14 22 17 3 18 45 101 5.390 | 2.038 | 0.962
organisational culture.
B4 Policy Overall reliability = 0.940
Likert- I
ikert-type scale responses Cronbachb
Mean SD e
alpha coefficients
1 2 3 4 5 6 7
Policies documented are driven at
Policies should be effectively
2 communicated throughout the 7 35 11 2 12 55 98 5.440 | 2.006 | 0.921
organisation.
Multiple policies are facilitated
3 during implementation in the 16 12 28 8 26 45 84 5.220 1.980 | 0.928
organisation.
New policies are introduced
4 through standardised systems by 7 37 18 9 23 50 75 5.080 2.003 | 0.927
management.
Management system policies
5 should be applied consistently 24 13 14 3 21) 43 101 5.360 | 2.123 | 0.923

throughout the organisation.




LT

B5 Performance Overall reliability = 0.977
Likert-type scale responses Cronbachb
Mean | SD alpha coefficients
1 2 3 4 |5 6 7 P
Multiple management systems should
1 improve efficiency in the organisation. 38 15 9 3 21 29 105 5.080 | 2.373 | 0.977
Setting objectives should drive
Co-ordination of organisational goals
In my opinion, controlling organisational
Innovation should be seen as an enabler
5 for improving performance in the 17 |14 |21 |3 |17 |48 |100 |5430 |2027 |0975
organisation.
In my opinion management systems
6 allows for more control over my job. 12 28 17 5 25 49 84 5.220 |2.022 |0.974
Management systems auditing should
In my opinion, management systems
8 should contribute positively to team 12 23 18) 2 19 54 92 5380 |1.994 | 0.974
performance.
| believe that achieving results are the
9 collective work of all structures within 13 21 19 1 16 46 104 5450 | 2025 | 0.974

the organisation conforming to the
predefined goals of the organisation.
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driver for improved performance.

B6 Standardisation effort Overall reliability = 0865
Likert-type scale responses Cronbachb
Mean | SD alpha coefficients
1 2 3 4 |5 6 7 P
The effort of knowledge transfer is
1 good in our organisation, 36 17 13 21 | 24 31 77 4740 | 2273 |0.872
Multiple management systems
2 implementation should be executed at | 9 38 15 6 27 59 65 5.010 |1.999 |0.774
operational level.
The effort in formalising systems
3 should improve organisational 10 10 30 6 26 59 78 5.360 | 1.815 | 0.799
efficiency.
B7 Organisational culture Overall reliability = 0.952
Likert-type scale responses Cronbachb
Mean | SD alpha coefficients
1 2 3 4 |5 6 7 P
There must be a culture of improving
The organisational culture should be
Organisational culture must be the
3 13 11 23 6 26 55 85 5.400 |1.877 | 0.936
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A high performance culture is an
enabler for performance of multiple

4 management systems in the 6 33 14) 6) 26 51 84 5.290 |1.936 | 0.936
organisation.
In my opinion, the organisational
5 culture is aligned to organisational 26 13 16 11 | 25 50 79 5.110 | 2.094 | 0.958
strategy.
B8 Innovation Overall reliability = 0.967
Likert-type scale responses
P P Cronbacho
Mean SD .
alpha coefficients
1 2 3 4 5 6 7
In my opinion, management should
analyse the organisational human
1 resources in order to create a more 28 10 14 1 18 51 95 5.320 | 2.165 | 0.960
fertile ground for the implementation of
innovation.
The environment for innovation must
2 be set by top management. 12 26 11 9 23 59 80 5280 |1.952 | 0.963
In my opinion, superior customer value
3 is created through innovation in the 10 17 25 1 22 65 80 5.390 |1.856 | 0.962
organisation.
The organisationés
4 should put significantly more focus on | 1, |55 |15 (4 |26 |51 |85 |5270 |1.986 |0.962
processes in order to address
innovation issues regularly.
Management should enable a process
5 for innovation by providing platforms 24 9 17 6 19 50 95 5.360 | 2.061 | 0.960

for such undertakings.
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In my opinion, we need management
6 and strategies for innovation in the 6 32 14 5 20 58 85 5.350 1.927 0.961
organisation.
Innovation is monitored through
7 formalised processes in the 18 15 31 11 | 16 50 79 5.080 | 2.057 | 0.966
organisation by management.
In my opinion, innovation is used as a
8 tool for continuous improvement in the | 11 31 16 8 21 40 92 5.220 | 2.066 | 0.968
organisation.
B9 Motivation Overall reliability = 0.909
Likert-type scale responses
o . Cronbacho
Mean SD -
coefficients
1 2 3 4 5 6 7
| am motivated to achieve the goals of
Management must set challenging
2 objectives for its employees to meet 8 32 11 2 14 59 94 5.420 1.979 0.875
organisational goals.
| believe that management should
3 enable platforms for job enrichment. 19 11 19 0 23 37 107 5450 |2.032 |0.851
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B10

Targets

Overall reliability = 0.809

Likert-type scale responses

Cronbacho

Mean | SD coefficients
1 2 3 4 |5 6 7
1 Targets are introduced via change 35 |14 |14 1525 |38 |79 |4870 |2248 |0.809
management processes.
| believe that incorporation of multiple
2 management systems is difficult in the | 16 31 16 6 24 50 77 5.040 2.097 0.809
organisation.




5.8 DISCUSSION OF EACH CONSTRUCT RELIABILITY
5.8.1 Leadership

Ten variables were used to measure the constru
between 5.390 and 4.970. This implies that most participants agreed with the statements. The
statement #Aln my opinion, the businesal stcuadt aegye
had a mean of 5.390 which implies that leaders should align their strategy with organisational
culture, which is an important ingredient for the operations of implementation of management
systems. Furthermore, the lower mean values of 4.970 reflected the content variable
AfLeadership encourages 1input from staff regardi
Although on the lower mean value for this construct, this is an important item. Leadership must
involve employees when taking decisions on the implementation of management systems as
the employees are the individuals who will be implementing and working with these systems.
This implies that the management construct appeared to have good reliability. Table 5.9 shows
Cronbachos al pemavasideleted. ¥ heireBultsandicate that removing any of the
items from the scale would not have i mproved th

significantly.

Table 5.9: Reliability statistics for leadership

Item-total statistics
Overall Cronbach®9865al g Number of items
10
Scale mean Scale Corrected "
if item variance if item-total C ronbachos
deleted item deleted correlation item deleted
Knowledge 47.340 252.512 0.896 0.959
Motivation 47.220 258.028 0.906 0.959
Accurate reporting 47.480 264.536 0.792 0.963
Efficiency 47.290 259.757 0.886 0.960
Transparency 47.690 263.958 0.828 0.962
Formalised systems 47.530 264.886 0.839 0.961
Customer benefit 47.230 263.680 0.865 0.961
Implementation 47.860 263.229 0.805 0.963
Understanding 47.750 269.302 0.718 0.966
Staff input 47.250 261.729 0.881 0.960
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5.8.2 Management

Ten variables were used to measuretheconst r uct 0 nihenmegn evatLes wele .
between 5.510 and 4.880, which indicates that most participants agreed with the statements.

The highest Cronbachés alpha coefficients reflec

use of management systems to enable accurate reporting (0.963);
transparency (0.962);
the use of formalised systems to make decisions (0.961);

creating customer benefit (0.961); and

= =4 -4 -4 -2

input from staff as the variables with highest alpha index (0.960).

The results indicate that the management construct appeared to have good reliability. Table

5.10 illustrates Cronbachés alpha if an item is
one of the items on the scale would not have sig
for the construct.

Table 5.10: Reliability statistics for management

Item-total statistics
Overall Cronbachthk0.965al|Numberofitems
10
Scale mean if Sca}le _ _Corrected Cronbac_h‘s
item deleted variance if |tem—totf':1l alpha if item
item deleted correlation deleted
Knowledge 47.340 252.512 0.896 0.959
Motivation 47.220 258.028 0.906 0.959
Accurate reporting 47.480 264.536 0.792 0.963
Efficiency 47.290 259.757 0.886 0.960
Transparency 47.690 263.958 0.828 0.962
Formalised systems 47.530 264.886 0.839 0.961
Customer benefit 47.230 263.680 0.865 0.961
Implementation 47.860 263.229 0.805 0.963
Understanding 47.750 269.302 0.718 0.966
Staff input 47.250 261.729 0.881 0.960

5.8.3 Standards

Five variables were used to measure the construct standards. The mean values were between

5.420 and 4.900. This implies that most participants agreed with the statements. The content
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variable which reflected the 5. 42O0enazimprovingal ue w;:

agility in an organisationo. This variable had a
standar ds. Further more, the | ower mean value of
seen as stifling i nn oAltlkotughthisvarable hadadower mepmvalies at i on o

it also had the highest Cronbachdés alpha (0.945
participants as stifling innovation in an organisation, which contradicts the theory as explained
in Chapter 3 (see 3.71) Tabl e 5.11 shows the Cronbachés al ph
results indicate that removing any of the items from the scale would not have significantly

i mproved the Cronbachdéds alpha index for the cons

Table 5.11: Reliability statistics for standards

Overall Cronbac k931 Number of items
5
Scale mean if item Sgale variance Eggigﬁ? _Cr onbacho:
deleted if item deleted correlation item deleted
Competitiveness 20.820 50.517 0.883 0.903
Agility 20.770 53.526 0.882 0.903
Agreement 21.080 56.090 0.816 0.916
Innovation 21.290 57.685 0.663 0.945
Consistency 20.830 53.080 0.860 0.907

5.8.4 Policy

Five variables were used to measure the constru:
5.440 and 5.080, which means that most participants agreed with the statements. The content
variable which measured 5.440 was fAPolicies shou
the organisationd. This variable had a pxilgrmriyféi c a
as it reflected that organisations must disseminate and communicate the policy for the IMS to

be effective. Further mor e, the | ower mean val ue
are introduced through st an daAltbugsk thislvarmbleshaseams by 1
low mean, interestingly had a significant impact, as the IMS needs to be introduced via

standardised methods or processes (Bernado et al., 2012). The highest value of the
Cronbachds alpha indexes was 923 wlich Ondicatesdgood he | o w
reliability. Table 5.12 shows the Cronbachos alrg
that removing any of the items from the scale would not have significantly improved the

Cronbachés alpha index for the construct.
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Table 5.12: Reliability statistics for policy

Item-total statistics
Overall Cronbachk®9840al g Number of items
5

Scale mean . . Cronbachg

ey Scale variance Corrected item- -

if item o . alpha if item

if item deleted total correlation

deleted deleted
Policies 21.100 54.447 0.826 0.930
documented
Policies 20.740 58.100 0.867 0.921
communicated
Implementation 20.960 59.473 0.826 0.928
Standardised 21.100 59.083 0.830 0.927
systems
Management 20.820 56.805 0.854 0.923
system policies

5.8.5 Employee performance

Nine variables were used to measure the constru
5.560 and 5.080, which means that most participants agreed with the statements The content
variable which reflects t-dordinathn & @rfanisatoraingoalsal ue w
i mproves performanceo. This content variable ha
construct performance as reflected in Chapter 2 (see 2.12.4), that co-ordination of organisation

goals improves the performance of employees. Furthermore, the lower mean value of 5.080
reflects t he content variabl e Amanagement syst
organisationo. Al t h o ueg heart valuiedoesy @mtribwebsigmaficantly inon | ow
terms of the Cronbach alpha index of 0.923, which is an important index as it relates positively

and indicates that IMS improve efficiency in an organisation. Overall, the highest Cronbach

alpha for this construct is 0.977 and the lowest Cronbach alpha is 0.973 which indicates good

reliability for the construct performance. Table 5.13 indicates the Cronbach alpha if an item is

deleted. The results indicate that removing any of the items from the scale would not have

significantly improved the Cronbach alpha index for the construct.
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Table 5.13: Reliability statistics for employee performance

Item-total statistics
Overall Cr onbac kd®.977 § Number of items
9

Scale mean if Scale variance if Corrected item-total | Cr onbachés

item deleted item deleted correlation item deleted
Efficiency 43.000 218.300 0.859 0.977
Objective 42.730 223.035 0.930 0.973
Co- 42.520 231.615 0.888 0.975
ordination
Goals 42.700 225.650 0.915 0.974
Innovation 42.650 225.492 0.896 0.975
Job control 42.860 224.924 0.909 0.974
Auditing 42.820 225.939 0.908 0.974
Teamwork 42.700 226.028 0.903 0.974
Collective 42.620 225.323 0.900 0.974
work

5.8.6 Standardisation effort

Three variables were used to measure the construct standardisation effort. The results of the
construct Ostandardisation efforté had mean val
that most participants agreed with the statements. The variable which reflected a 5.010 mean

value was fAMultiple management systems i mpl ement
|l evel 6. This variable had a significantly high i
is important that the IMS be implemented and operationalised to ensure that efficiency in an

organisation is realised. Furthermore, the lower mean value of 4.740 reflected the variable

AThe effort of knowl edge transfer is good in ou
energy and time to ensure that an IMS is implemented systematically through focused effort,

for example training and skills transfer method:
construct was 0.872 and the lowest was 0.774, which indicates good reliability. Table 5.14
showstheCronbachés al pha index i f an item is deleted
of the items from the scale would not have significantly improved the Cronbach alpha index for

the construct.
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Table 5.14: Reliability statistics for standardisation effort

Item-total statistics
Overall Cronbach®.867al|Numberofitems
3
Scale mean if Scale variance if | Corrected item- Cronbachods
item deleted item deleted total correlation item deleted
Knowledge 10.370 12.923 0.700 0.872
transfer
Implementation 10.100 13.806 0.790 0.774
Efficiency 9.750 15.260 0.774 0.799

5.8.7 Organisational culture

Five variables were used to measure the construc
construct O0organi s atvaloes between 5.410 and 2140, Whickl meare a n

that most participants agreed with the statements. The variable, which measured 5.410 was

AThe organisational culture should be enabl ed
organisational culture should be enabled by top management as described in the literature

(see 2.14) . Further more, the | ow mean value of 5.110
opinion, the organisational culture is aligned
and indicated that for an IMS to be implemented the organisational culture and strategy should

be aligned. All the Cronbachoés alpha indexes wer
Cronbachods alpha index i f an item is defllheted. T
items would not have significantly improved the

Table 5.15: Reliability statistics for organisational culture

Item-total statistics
Overall CronbachkE®9852al ph Number of items
5
Scale mean if | Scale variance | Corrected item- Cronbachd
item deleted if item deleted total correlation if item deleted
Improving systems 21.220 51.608 0.885 0.938
Organisational culture | 21.130 54.300 0.903 0.935
by top management
Organisational culture | 21.150 54.900 0.897 0.936
for performance
High performance | 21.250 54.088 0.897 0.936
culture
Organisational strategy | 21.440 55.067 0.770 0.958
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5.8.8 Innovation

Eight variables were used to measure the constr.
6i nnovation6é showed mean values bet ween 5.390
participants agreed with the statements. The variable which reflected the 5.390 mean value
was fAln my opinion, superior customerawiad atei 630 ¢
This variable had a significantly highatédnopact or
the literature (see 2.15). Furthermore, the low mean value of 5.080 reflected the variable
Al nnovation is monitored nhtribeagdr damimadt isemd Ipy oc
Although this was the low mean value, innovation should have platforms for it to flourish as

discussed (see 2.15.6 and 3.8.4). The IMS will become more effective and improve efficiency

when introduced through formalised pr oces s e s . The highest Cronbach¢
construct was O0.968 and the | owest Cronbachos

reliability. Table 5.16 shows the Cronbacho6s alp
that removinganyoft he i tems from the scale would not hav

index for the construct significantly.

Table 5.16: Reliability statistics for innovation

Item-total statistics
Cronbachds ad0@éra i nde| Number of items
8

Scale mean if Scale variance if | Corrected item- Cronbachds

item deleted item deleted total correlation item deleted
Analyse 36.950 156.334 914 .960
Customer value 36.990 163.673 .861 .963
Customer value 36.880 164.673 .890 .962
Focus on 37.000 161.556 .891 .962
processes
Innovation 36.920 158.600 .918 .960
Management and | 36.930 162.135 910 961
strategies
Innovation is 37.200 163.700 .809 .966
monitored
Continuous 37.050 164.731 .783 .968
improvement

5.8.9 Employee motivation

Three variables were used to measure the constru
were between 5.450 and 5.130, which means that most participants agreed with the

statements. The vari abl e whi ch refl ected t he
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management should enable platforms for job enrich
impact on the overall construct motivation. Furthermore, a low mean value of 5.080 was
reflected for the variable Al amsnmottiiowadt.ed tt d saao
in the literature (see Boys and Wilcock, 2014) that employee motivation is an important
construct with respect to an IMS as this is for employee and employer to display an
environment that is conductive to achieving organisational goals and in turn improving the
efficiency in the organisation. The Cronbachoés
this construct was 0.881 and the lowest was 0.851 which indicates good reliability. Table 5.17
shows t he Cr onb amlsdetetech Thp fesalts indicatathat remoeing any of the
items from the scale would not have i mproved th

significantly.

Table 5.17: Reliability statistics for employee motivation

Item-total statistics
Cronbachds ad0@®Oa i n d| Number ofitems
3
Scale mean if Scale variance if | Corrected item- Cronbachos
item deleted item deleted total correlation item deleted
Achieve the | 10.870 14.378 0.811 0.881
goals
Challenging 10.580 16.631 0.812 0.875
objectives
Platforms 10.550 15.909 0.840 0.851

5.8.10 Targets

Two variables were used to measure the construct
5.040 and 4.870, which means that most participants agreed with the statements. The variable
which reflected the 5.040 mean value was AThe in
is difficuldt in the organisationo. This wvariabl
construct targets as most employees agreed that it is difficult to implement multiple
management systems. Furthermore, the lower mean value of 5.080 was reflected by the
variable ATargets are introduced via change man:
lower mean value, it is significant as management should introduce the IMS through change
management concepts and methodologies, as reflected in the literature (see 2.7.5). The
Cronbachoés alpha indexes for this construct is O

shows Cronbachés alpha if an item was del eted.
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Table 5.18: The reliability statistics for targets

Reliability statistics

Cronbachods al pt Nofltems

0.809

2

From Tabl e 5.

18, there is no

5.9 FACTOR ANALYSIS

need for

The following results were obtainedf or KMO and Bartl ettod
Table 5.19: KMO and Bartlett test results
Kaiser-Meyer-Olkin measure of sampling adequacy 0.977
Bartl ettds t es| Approx.chi-square 18751.282
df 1770
Sig. 0.000

Cronbachos

s test.

The value of KMO was 0.977> 0.500, which indicates that the factor analysis of the variables

was justified, and the Bart|l

ettods

t est of

the 1% level. This indicates that the null hypothesis, which stated that the variables in the

population correlation matrix are uncorrelated, was rejected and the alternative hypothesis,

which said that they are correlated, was accepted.

5.10 COMMUNALITIES

Table 5.20 shows the communalities for the variables. Factor analysis estimates how much of

the wvariabil

communality measures the percentage of variance in a given variable explained by all the

ity in a variab

| e

S

due

t o

factors jointly and may be interpreted as the reliability of the variable (Hair et al., 1995).

Table 5.20: The communalities for the variables

spheri

common

Communalities Initial | Extraction Initial Extraction
Objectives 0.808 | 0.750 Efficiency 0.759 0.758
Benefits 0.735 | 0.616 Objectives 0.883 0.883
Informed decisions 0.739 | 0.681 Co-ordination 0.823 0.813
Formalised management 0.743 | 0.708 Goals 0.851 0.854
processes

Motivation 0.793 | 0.812 Innovation 0.836 0.827
Customer satisfaction 0.770 | 0.741 Job control 0.860 0.848
Stakeholder management 0.832 | 0.827 Auditing 0.857 0.846
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Communalities Initial | Extraction Initial Extraction

Staff input 0.695 | 0.664 Teamwork 0.831 0.835

Systems policy 0.833 | 0.834 Collective work 0.824 0.830

Business strategy 0.718 | 0.717 Knowledge transfer 0.491 0.560

Knowledge 0.851 | 0.854 Implementation 0.651 0.804

Motivation 0.898 | 0.886 Efficiency 0.631 0.749

accurate reporting 0.711 | 0.633 Improving systems 0.790 0.802

Efficiency 0.840 | 0.824 Organisational culture | 0.854 0.888
by top management

Transparency 0.787 | 0.674 Organisational culture | 0.860 0.890
for performance

Formalised systems 0.799 | 0.710 Analyse 0.866 0.884

Customer benefit 0.787 | 0.791 Innovation 0.795 0.789

Implementation 0.720 | 0.631 Customer value 0.831 0.834

Understanding 0.557 | 0.529 Focus on processes 0.833 0.842

Staff input 0.836 | 0.828 Innovation 0.878 0.888

Competitiveness 0.855 | 0.906 Achieve the goals 0.660 0.745

Agility 0.826 | 0.873 Challenging 0.665 0.752
objectives

Agreement 0.670 | 0.690 Platforms 0.706 0.824

Innovation 0.467 | 0.434 Change 1 0.464
management

Consistency 0.764 | 0.792 Management 1 0.464
systems

Policies documented 0.702 | 0.729 Implementation 0.721 0.745

Policies communicated 0.780 | 0.821 Standardised 0.709 0.722
systems

Management system 0.741 | 0.794

policies

Variables with a communality of 0.300 as the cut-off point were excluded from further analysis.
The results indicated that the minimum communality was 0.434, which was above the cut-off

point.

The factor matrix identified by Table 5.21 below presents the factors that have emanated from

the factor analysis of the IMS in organisations.
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Z6T

Table 5.21: Composition of the significant factors i factor analysis for IMS in organisations

Factors 1 2 3 4 5 6 7 10
Management

Knowledge 0.924

Motivation 0.942
Accurate reporting 0.796

Efficiency 0.908
Transparency 0.821

Formalised systems 0.843

Customer benefit 0.889

Implementation 0.794

Understanding 0.727

Staff input 0.910

Standards

Competitiveness 0.952

Agility 0.934

Agreement 0.831

Innovation 0.659
Consistency 0.890

Leadership

Objectives 0.866
Benefits 0.785
Informed decisions 0.825

Formalised

0.842




€6T

Factors

10

management
processes

Motivation

0.901

Customer satisfaction

0.861

Stakeholder
management

0.910

Staff input

0.815

Systems policy

0.913

Business strategy

0.847

Policy

Policies documented

0.854

Policies
communicated

0.906

Implementation

0.863

Standardised
systems

0.849

Management system
policies

0.891

Performance

Efficiency

0.871

Objective

0.940

Co-ordination

0.902

Goals

0.924

Innovation

0.909

Job control

0.921

Auditing

0.920




V6T

Factors

10

Teamwork

0.914

Collective work

0.911

Standardisation
effort

Knowledge transfer

0.748

Implementation

0.897

Efficiency

0.865

Culture

Improving systems

0.896

Organisational
culture by top
management

0.942

Organisational
culture for
performance

0.943

High performance
culture

0.922

Organisational
strategy

0.776

Innovation

Analysis

0.940

Customer value

0.888

Customer value

0.913

Focus on processes

0.918

Continuous
improvement

0.942




G6T

Factors

10

Motivation

Achieving the goals

0.863

Challenging
objectives

0.867

Platforms

0.908

Targets

Change management

0.809

Management
systems

0.809




It is important to note that all the sub-constructs or variables informed the main constructs.
Hence, the 10 factors below have contributed to the developed framework for the IMS
presented in 5.1.2 and were the final factors for the IMS process, was namely management,
standards, leadership, organisational culture, employee performance, employee motivation,

policy, standardisation effort, innovation and efficiency that informed the hypothesis tests.

5.11 HYPOTHESIS TESTING

This research sought to evaluate and examine which factors are involved with the integration

of management systems. It further sought to test the following hypotheses:

Hypothesis 1
Hol There is no relationship between organisational efficiency and policy.

Hi  There is a relationship between organisational efficiency and policy.

Hypothesis 2
Ho> There is no relationship between organisational culture and organisational
efficiency.
H, There is a relationship between organisational culture and organisational
efficiency.

Hypothesis 3
Ho®  There is no relationship between organisational culture and employee motivation.

Hs  There is a relationship between organisational culture and employee motivation.
Hypothesis 4

Ho* There is no relationship between management and organisational culture.

Hs  There is a relationship between management and organisational culture.

Hypothesis 5
Ho®> There is no relationship between employee performance and innovation.

Ho®> There is a relationship between employee performance and innovation

Hypothesis 6
Ho® There is no relationship between organisational efficiency and innovation.

Hs There is a relationship between organisational efficiency and innovation.

Hypothesis 7
Ho’ There is no relationship between organisational efficiency and standards.

H;  There is a relationship between organisational efficiency and standards.
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Hypothesis 8
He® There is no relationship between standardisation effort and standards.
He  There is a relationship between standardisation effort and standards.

SEM was used to determine possible significant associations between the key study constructs
(Schumacker & Lomax, 2004) and also to test the hypotheses.

First, correlation analysis was conducted to determine the degree and direction of the
relationship (positive or negative) between the constructs, and finally SEM was conducted to
determine the causal relationships. AMOS 23.0, which is part of the SPSS 23.0 statistical
package, was employed to analyse the data. AMOS is a statistical tool, which implements the
approach to data analysis known as SEM, also known as analysis of covariance (see Hair et
al., 1995), or causal modelling (see Field, 2005). The maximum likelihood method (see Hair et
al., 1995) was used. AMOS is an easy-to-use program for visual SEM and the user can quickly

specify, view and modify the model graphically using simple drawing tools.
5.11.1 Correlations

Table 5.22 indicates strong correlation of the different constructs with leadership and
management (0.927). It is important for leadership and management to foster a good
relationship and open discussions when an IMS is required as this will improve efficiency in
the organisation. Motivation and culture showed a very weak relationship (0.071) indicating
that the culture of the organisation was not related to motivation. This is interesting as the
literature indicates that a positive organisational culture will result in motivated staff (see
Eustace & Martins, 2014; Denison and Spreitzer, 1991). Furthermore, a correlation between
standardisation effort and policy (-0.728) was evident. This correlation was significant as it
showed that standardisation effort affects standards negatively. This will not improve the
efficiency of the organisation. Literature (see Anupindi et al.,, 2006) indicates that
standardisation effort and standards are positively correlated and the amount of effort
expended should see a proportional increase in organisational efficiency. This can be a

potential discussion for future research activities in this field.
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Table 5.22: Correlation analysis

Estimate

Culture <--> Management 0.673
Motivation <--> Management 0.370
Motivation <--> Leadership 0.433
Motivation <--> Culture 0.071
Leadership <--> Management 0.927
Leadership <--> Culture 0.713
Performance <--> Standardisation effort 0.177
Standards <--> Standardisation effort -0.728
Policy <--> Standardisation effort 0.135
Policy <--> Standards 0.422
Policy <--> Performance 0.598
Innovation <--> Standards 0.267
5.12 SECTION D: ANALYSIS OF THE STRUCTURAL MODEL
One can assess the model 6s fit, make modi

the SEM model (Arbuckle, 2007). The various model fit criteria are summarised in Table 5.23.

Table 5.23: Model fit criteria and acceptable fit interpretation

Model fit criterion

Acceptable level

Obtained value

2 >l and<3 2.077
CMIN/DF (c )
Goodness-of-fit (GFI) 0 (no fit) to 1 (perfect fit) 0.498
Root mean square error of approximation (RMSEA) < 0.080 0.070
Normed fit index (NFI) 0 (no fit) to 1 (perfect fit) 0.998
Incremental fit index (IFI) 0 (no fit) to 1 (perfect fit) 0.999
PCLOSE 0 (no fit) to 1 (perfect fit) 0.261
HI 90 0 (no fit) to 1 (perfect fit) 0.149
CFlI 0 (no fit) to 1 (perfect fit) 0.999
PCFI 0 (no fit) to 1 (perfect fit) 0.067

Notes: PCLOSE = test of close fit; HI 90 = test of fit indice; CFl = comparative fit index; PCFI =

parsimonious comparative fit indice

Various model fit criteria showed a good model fit to data from Table 5.21 with the

hypothesised model. Some common fit indices reported in SEM were designed to identify
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model goodness-of-fit. In this research, seven common measures of model fit were chosen to

be used, namely chi-square/degrees-of-f r eedom ( 6 2/ dof-fit ,indexg ¢G&IYi n e s s
comparative fit index (CFI), normed fit index (NFI), and root mean square error of
approximation (RMSEA). Thus, this research followed these recommendations when
comparing the fitted model.

The results of the SEM obtained for the proposed conceptual model revealed a ratio of chi-
sqguare value to the degree of freedom (62/df)
0.998, IFI 0.999 and RMSEA of 0.070. Generally, fit statistics greater than or equal to 0.9 for

GFI, NFI, RFI and CFl indicate a good model fit (Hair et al., 1995). Furthermore, RMSEA values

ranging from 0.05 to 0.08 are acceptable (Hair et al., 1995); therefore, the RMSEA suggested

that the model fit was acceptable. Furthermore, other derived fit statistics indicate a satisfactory

fit.

5.13.1 Hypothesis testing

Hypothesis testing was conducted in order to answer the investigative question derived from
the research question. The research question to be answered was:

What would be a suitable framework that could be used to integrate management systems in a

structured manner towards improving efficiency in an organisation?

This section reports on the testing the eight hypotheses postulated in setion 3.15 using the
Pearson correlation (see Hair et al., 1995) and SEM, which indicates the extent to which
variables were related. The values of r ranges from -1 to +1. The closer the value of ris to +1,
the stronger the positive correlation between the 2 variables. The closer the value of ris to -1,
the stronger the negative correlation between the two variables in question. Generally, for any
val ues whler< tlkré&gresbnts aweak correlation between the variables (Bryman,
2012). For angy wa lbis@mesdnts 8@moderake correlation (Bryman, 2012).
For any v alruxe0s/, thishepresentsta strong correlation between the variables.

Table 5.24 shows the regression weights or estimated coefficients obtained in SEM. The table
displays the unstandardised estimates of coefficients, their standard errors (SE) and the
estimate divided by the critical ratio (abbreviated CR for critical ratio). The probability values
associated with the null hypothesis that the coefficients are equal to zero are displayed under

the probability (P) column.
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Table 5.24: Regression weights

Estimate SE CR P

Culture <--- Management 0.561 0.040 14.067 rrx
Motivation <--- Culture 0.819 0.012 70.917 rrx
Efficiency <--- Management 1.181 0.452 2.616 0.009
Efficiency <--- Leadership 1.000

Efficiency <--- Motivation 0.040 0.140 0.287 0.774
Efficiency <--- Culture 0.626 0.281 2.229 0.026
Standardisation effort <--- Management 0.269 0.131 2.048 0.041
Standardisation effort <--- Motivation 0.273 0.072 3.798 rkk
Standardisation effort <--- | Culture 0.065 0.062 1.052 0.293
Standardisation effort <--- Efficiency 0.109 0.064 1.697 0.090
Standards <--- Motivation -0.329 0.084 -3.912 ik
Standards <--- Effort 1.000

Standards <--- Efficiency 0.136 0.044 3.104 0.002
Policy <--- Culture 0.062 0.151 0.411 0.681
Policy <--- | Efficiency 0.638 0.105 6.070 b
Policy <--- Management 0.197 0.213 0.927 0.354
Policy <--- Standards -1.100 0.098 -11.272 rokk
Performance <--- | Culture 0.247 0.181 1.369 0.171
Performance <--- Efficiency 0.542 0.444 1.220 0.223
Performance <--- Policy -0.781 1.106 -0.706 0.480
Innovation <--- Motivation 0.019 0.136 0.139 0.889
Innovation <--- Leadership -0.386 0.274 -1.407 0.160
Innovation <--- Performance 1.000

Innovation <--- Efficiency 1.000

Innovation <--- | Standards -2.579 0.809 -3.187 0.001

From Table 5.23 above, it can be deduced that

three factors, namely, management (B = 1.181, prob. = 0.009 < .01), leadership (B = 1.000)
and culture (B = 0.626, prob. = 0.026 < 0.050). To make the model identifiable, the regression
weight of leadership was constrained to 1. All three variables 7 leadership, management and
organisational culture i influence efficiency positively. Management influences the IMS and
drives efficiency in an organisation (Huy (2011). From the table, it is clear that efficiency
(B =0.542, prob. = 0.223 > 0.100) does not influence employee performance of management
systems. Efficiency affects standardisation effort (B = 0.109, prob. = 0.090<0.100), standards
(B =0.136, prob. =0.002 < 0.010), policy (B = 0.638, prob. = <0.000 < 0.010), and innovation
(B =1.000). This implies that leadership, management and organisational culture affect these
variables indirectly. Innovation is highly positively affected by performance (B = 1.000) and
efficiency (B = 1.000), and negatively by standards (B = -2.579, prob. = 0.001 < 0.010).
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Management also affects organisational culture (B = 0.561, prob. = 0.000 < 0.010) and
standardisation effort (B = 0.269, prob. = 0.041<0.050) directly and positively.

Management has a direct effect on the organisation as they are in contact with the employees
and are directly involved with the integration of management systems. So if they have adopted
an organisational culture that aligns with the organisation, the employees will likewise adopt
this culture, which will improve the IMS.

Standards that are set will be to meet organisational objectives and the policy of the
organisation will be implemented consistently in each department. Apart from organisational
culture affecting employeesd performance of mane
directly affects motivation (B = 0.819, prob. = 0.000 < 0.010) positively. Hence, the nature of
organisational culture motivates employees of an organisation to achieve targets. If the
organisational culture is driven by management, then organisational culture drives efficiency
in the integration of management systems. Employee motivation affects standardisation effort
(B =0.273, prob. = 0.000 < 0.010) positively and standards (B = -0.329, prob. = 0.000 < 0.010)
negatively. Employee motivation does not affect innovation (B = 0.019, prob. = 0.889 > 0.100).
When employees in an organisation are motivated, the amount of effort they expend in the
execution of their jobs will improve their effort (B = 1) resulting in better performance and
efficiency when integrating management systems. They will thereby become innovative to
strive for results and as a result drive efficiency. Standards strongly affect policy (-1.100, prob.
= 0.000 < 0.010) negatively. From the literature (see Garcés-Mascarefias & Penninx, 2016;
Huddleston & Tjaden, 2012). it is debated that standards are highly correlated to policy. This

still needs to be investigated and can be undertaken as future research.
5.13.2 Path analysis

This section describes an assessment of the causal effects amongst the variables tested.
Figure 5.6 refers to the structural equation model showing the measurement and structural
components involved with integrating management systems. The SEM figure below provides
the inter-relationships of factors for the IMS process. It is interesting to note in the figure that
three constructs (i.e. leadership, management and organisational culture), which form the
efficiency latent variable, management (1.181) has the heaviest regression weight and then
leadership (1.000). This supports the theory that management and leadership are key

instruments in influencing the IMS and improving efficiency.
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Figure 5.6: SEM for IMS

In conclusion, the original hypothesised model (see figure 3.4) should contain all of the
postulated constructs. The model Figure 5.6 indicates that the integration of the management
systems is not only affected by efficiency, which is influenced by leadership, management and
organisational culture but also by employee motivation (which is influenced by organisational
culture). In order to integrate management systems, an organisation therefore needs to be
efficient (influenced by leadership, management and organisational culture) and motivated
staff. With these in place, performance will increase, innovation, effort and standards will be

kept and policy implementation undertaken effectively.

These findings imply that the Pearson chi-square test results were set at the 95% level of
confidence. The decision rule is that results with p-value < 0.05 will be rejected.

5.13.2.1 Hypothesis 1

The purpose of hypothesis 1 was to answer the investigative question whether there is a

relationship between organisational efficiency and policy.

Ho'  There is no relationship between organisational efficiency and policy.

H:  There is a relationship between organisational efficiency and policy.
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The null hypothesis was that the relationship between organisational efficiency and policy is
zero. The alternative was that there is a relationship between organisational efficiency and
policy. Table 2.25 shows that the probability of the critical ratio (CR) for the relationship
between organisational efficiency and policy was less than 0.010. This represents a significant
relationship between the two variables at the 99% level of confidence.

Table 5.25: Hypothesis 17 relationship

Variable Mean SD Organisational
efficiency

Policy 5.300 1.900

Probability of CR < 0.010

Based on the above table of the SEM results for the relationship between organisational

efficiency and policy, the decision rule was to reject the null hypothesis and accept the

alternative.
Ho* There is no relationship between organisational efficiency and policy. Rejected
Hi There is a relationship between organisational efficiency and policy. Accepted

From the results, it is clear that there was sufficient evidence that there is a significant
relationship between organisational efficiency and policy. This confirms that, because the

relationship is positive an organisation could improve its efficiency by implementing an IMS

policy.
5.13.2.2 Hypothesis 2

The purpose of hypothesis 2 was to answer the investigative question whether there is a

relationship between organisational culture and organisational efficiency.

Ho> There is no relationship between organisational culture and organisational
efficiency.
H, There is a relationship between organisational culture and organisational

efficiency.

The null hypothesis was that the relationship between organisational culture and
organisational efficiency is zero. The alternative was that there is a relationship between
organisational culture and organisational efficiency. Table 5.26 shows that the CR probability
for the relationship between organisational efficiency and policy was 0.026, which is < 0.050,
the level of significance. This represents a significant correlation at the 95% level of confidence

between the two variables.
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Table 5.26: Hypothesis 27 relationship

Variable Mean SD Organisational culture

Organisational efficiency 5.300 1.800
Probability of CR  0.026

Based on the above table of the SEM results for the relationship between organisational culture
and organisational efficiency, the decision rule was to reject the null hypothesis and accept the

alternative hypothesis.

Ho? There is no relationship between organisational culture and organisational | Rejected
efficiency

H2 There is a relationship between organisational culture and organisational | Accepted
efficiency

From the results, it is clear that there was sufficient evidence that there is a significant
relationship between organisational culture and organisational efficiency. This confirms that,
because the relationship is positive, an organisation, which implements an IMS, could improve

its efficiency when the organisational culture is entrenched.
5.13.2.3 Hypothesis 3

The purpose of hypothesis 3 was to answer the investigative question whether there is a

relationship between organisational culture and employee motivation.

Ho®  There is no relationship between organisational culture and employee motivation.

Hs  There is a relationship between organisational culture and employee motivation.

The null hypothesis was that the relationship between organisational culture and employee
motivation is zero. The alternative was that there is a relationship between organisational
culture and employee motivation. Table 2.57 shows that the CR probability for the relationship
between organisational culture and employee motivation was 0.010 which is < 0.050, the level
of significance. This represents a significant relationship at the 95% level of confidence

between the two variables.

Table 5.27: Hypothesis 37 relationship

Variable Mean SD Organisational culture

Employee motivation 5.300 1.800

Probability of CR < 0.010

Based on the above table of the SEM results for the relationship between organisational culture
and employee motivation, the decision rule was to reject the null hypothesis and accept the

alternative hypothesis.
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Ho® There is no relationship between organisational culture and employee | Rejected
motivation

Hs There !s a relationship between organisational culture and employee | Accepted
motivation

From the results, it is clear that there was sufficient evidence that there is a significant
relationship between organisational culture and employee motivation. This confirms that an
organisation, which implements an IMS, could benefit when the organisation culture is aligned
to employee performance thereby improving its efficiency. Organisation culture strongly
influences employee motivation; therefore, an organisation that implements IMS would benefit
when the two factors are aligned.

5.13.2.4 Hypothesis 4

The purpose of hypothesis 4 was to answer the investigative question whether there is a

relationship between management and organisational culture.

Ho* There is no relationship between management and organisational culture.

Hs  There is a relationship between management and organisational culture.

The null hypothesis was that the relationship between management and organisational culture
is zero. The alternative was that there is a relationship between management and
organisational culture. Table 5.28 shows that the CR probability for the relationship between
management and organisational culture was 0.010, which is < 0.050, the level of significance.
This represents a significant relationship at the 95% level of confidence between the two

variables.

Table 5.28: Hypothesis 47 relationship

Variable Mean SD Management

Organisational culture 5.300 1.800

Probability of CR < 0.010

Based on the above table of the SEM results for the relationship between management and
organisational culture, the decision rule was to reject the null hypothesis and accept the
alternative hypothesis.
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Ho* There is no relationship between management and organisational culture | Rejected

Ha There is a relationship between management and organisational culture. Accepted

From the results, it is clear that there was sufficient evidence that there is a significant
relationship between management and organisational culture. This confirms that because the
relationship is positive, an organisation, which implements an IMS, could benefit when

management adopts the organisation culture, which would improve organisational efficiency.
5.13.2.5 Hypothesis 5

The purpose of hypothesis 5 was to answer the investigative question whether there is a

relationship between employee performance and innovation.

Ho®> There is no relationship between employee performance and innovation.
Ho®> There is a relationship between employee performance and innovation

The null hypothesis was that the relationship between employee performance and innovation
is zero. The alternative was that there is a relationship between employee performance and
innovation. Table 5.29 shows that the CR probability for the relationship between employee
performance and innovation was < 0.010, which is < 0.010, the level of significance. This
represents a highly significant relationship at the 99% level of confidence between the two

variables.

Table 5.29: Hypothesis 57 relationship

Variable Mean SD Employee
performance

Innovation 5.300 1.800

Probability of CR < 0.010

Based on the above table of the SEM results for the relationship between employee
performance and innovation, the decision rule was to reject the null hypothesis and accept the
alternative hypothesis.

Ho® There is no relationship between employee performance and innovation. Rejected

Hs There is a relationship between employee performance and innovation. Accepted

From the results, it is clear that there was sufficient evidence that there is a significant
relationship between employee performance and innovation. Because the relationship is
positive, this confirms that organisations that manage employee performance when

implementing IMS, influence innovation.
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5.13.2.6 Hypothesis 6

The purpose of hypothesis 6 was to answer the investigative question whether there is a

relationship between organisational efficiency and innovation.

Ho® There is no relationship between organisational efficiency and innovation.

Hs There is a relationship between organisational efficiency and innovation.

The null hypothesis was that the relationship between organisational efficiency and innovation
is zero. The alternative was that there is a relationship between organisational efficiency and
innovation. Table 5.30 shows the CR probability for the relationship between organisational
efficiency and innovation was < 0.010, which is < 0.010, the level of significance. This
represents a highly significant relationship at the 99% level of confidence between the two

variables.

Table 5.30: Hypothesis 67 relationship

Variable Mean SD Efficiency

Innovation 5.300 1.800

Probability of CR < 0.010

Based on the above table of the SEM results for the relationship between organisational
efficiency and innovation, the decision rule was to reject the null hypothesis and accept the
alternative hypothesis.

Ho® There is no relationship between organisational efficiency and innovation | Rejected

He There is a relationship between organisational efficiency and innovation Accepted

From the results it is clear that there was sufficient evidence that there is a significant
relationship between organisational efficiency and innovation. This confirms that, because the
relationship is positive, organisations that manage their innovation activities would improve

their organisational efficiency when implementing an IMS.
5.13.2.7 Hypothesis 7

The purpose of hypothesis 7 was to answer the investigative question whether there is a

relationship between organisational efficiency and standards.

Ho” There is no relationship between organisational efficiency and standards.

H;  There is a relationship between organisational efficiency and standards.
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The null hypothesis was that the relationship between organisational efficiency and standards
is zero. The alternative was that there is a relationship between organisational efficiency and
standards. Table 5.31 shows that the CR probability for the relationship between organisational
efficiency and standards was 0.002, which is < 0.010, the level of significance. This represents
a highly significant relationship at the 99% level of confidence between the two variables.

Table 5.31: Hypothesis 71 relationship

Variable Mean SD Efficiency
Standards 5.200 1.800
Probability of CR  0.020

Based on the above table of the SEM results and the results between organisational efficiency

and standards, the decision rule was to reject the null hypothesis and accept the alternative

hypothesis.
Ho” There is no relationship between organisational efficiency and standards Rejected
H7 There is a relationship between organisational efficiency and standards Accepted

From the results, it is clear that there was sufficient evidence that there is a significant
relationship between organisational efficiency and standards. This confirms that, because the
relationship is positive, organisations that set standards will improve their organisational

efficiency when implementing an IMS.
5.13.2.8 Hypothesis 8

The purpose of hypothesis 8 was to answer the investigative question whether there is a
relationship between standardisation effort and standards.

Ho®  There is no relationship between standardisation effort and standards.
Hs  There is a relationship between standardisation effort and standards.

The null hypothesis was that the relationship between standardisation effort and standards is
zero. The alternative was that there is a relationship between standardisation effort and
standards. Table 5.32 shows the CR probability for the relationship between standardisation
effort and standards was < 0.010, which is < 0.010, the level of significance. This represents

a significant correlation at the 99% level of confidence between the two variables.
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Table 5.32: Hypothesis 81 relationship

Variable Mean SD Standardisation effort

Standards 5.000 1.800

Probability of CR  <0.010

Based on the above table of the SEM results and the results between standardisation effort

and standards, the decision rule was to reject the null hypothesis and accept the alternative

hypothesis.
Ho8 There is no relationship between standardisation effort and standards Rejected
Hs There is a relationship between standardisation effort and standards Accepted

From the results, it is clear that there was sufficient evidence that there is a significant
relationship between standardisation effort and standards. This confirms that, since the
relationship is positive, organisations that expend time and effort in standards would improve
their organisational efficiency when implementing an IMS. This leads to the presentation of the

developed framework.

5.14 THE DEVELOPED FRAMEWORK

From the empirical analysis of the data, 10 factors were confirmed as important constructs for

the framework. These factors are discussed in Table 5.33.

Table 5.33: Discussion of empirical factors

Significant Discussion of items
research factors

1. Leadership Leadership is involved with the strategic decisions of the organisation and
are accountable for the success of IMS. By exhibiting responsible and
ethical behaviour this will encourage an organisational culture of high
performance. Also leadership must be transparent to all stakeholders in the
organisation. This will enable IMS efficiency in the organisation.

2. Management Management is the interface between leadership and operations and must
ensure that an effective organisational culture is enabled through sound
motivation techniques, such key performance indicators. An IMS cannot
function without management enabling processes. This will drive
employees to improve efficiency and obtain the desired performance in an
organisation.

3. Organisational The opinion of the participants indicated that they believed that

culture organisations should ensure that norms, beliefs and values are entrenched
through management. This is also evident in the literature. Organisational
culture is part of the leadership responsibility and distilled through the
organisation.

4. Employee Employee motivation has a significant bearing on organisational

motivation performance. Therefore, employee empowerment, work design and
incentive structures are essential to the efficient and successful functioning
of management systems.
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Significant Discussion of items
research factors

5. Efficiency Organisational efficiency was the underlying variable in the research, and
was known as the latent variable (see 5.11.2) . The f actor
be driven by upper management as most participants identified efficiency
as the determining factor when sustainable performance of an organisation
is concerned.

6. Employee The employee performance factor is critical for organisational success.
performance Employee performance must be driven through formalised processes to
ensure the organisation achieves its objectives.

7. Standards In this research, the development of standards was seen as a strong
dependent factor. Standardising organisational processes was seen as an
instigator to improved efficiency levels in terms of IMS (see 3.7). An IMS will
improve efficiency when standards are in place.

8. Innovation The dependent variable 6innovation
to improve efficiency and sustained performance. Management has an
important role to play in ensuring that innovation platforms are enabled and
sustained in organisations. With innovation platforms in place, an IMS will
ensure organisational efficiency.

9. Policy Organisations that have policies should ensure that management and
leadership implement them in a structured and unified manner.
Communication must be efficient to ensure sustainable performance is
achieved. The policy can also be defined as an important precondition for
further modernisation and more intensive and active integration of
management systems in organisations.

10. Standardisation | The standardisation effort to fulfil the needs of various stakeholders through

effort the execution of business operations is often facilitated by management
sub-systems that provide a systematic way to regulate the behaviour of the
system so that it consistently behaves in the desired manner. The effort
expended by leadership and management must ensure that, when
integrating management systems, it is undertaken to fulfil the needs of the
various stakeholders (internal and external).

SEM informed the final framework for the study. The Figure 5.7 presents, a framework for the

integration of management systems.
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Figure 5.7: A framework for the integration of management systems in organisations
5.14.1 Understanding the IMS framework

To explain the framework and its operability a detailed explanation is presented. This will assist
organisations in its implementation. The developed framework is drawn comparatively from
the theory of Kepgprocekseofwchamde snanagemeatdsee Lewin, 1951). It
takes into cognisance of the change management process as a means to implement IMS. The
three stages are;

1 stage 1 (unfreeze);
i stage 2 (change); and

1 stage 3 (refreeze).
5.14.1.1 Requirements: IMS charter

The current research drew upon the IMS process as a three-stage process to improve
efficiency in an organisation (Zeng et al., 2007). The IMS charter (see Griffith & Bhutto 2009)
forms the initial part of the IMS process. Because IMS is a complex process of implementation

(see 2.2), therefore stakeholder management is critical.

Several integration methodologies are suggested in the literature (see Anderson, 1971; Blau,

1960). According to the literature, there is no unique model for all organisations (Bernardo et
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al., 2009). Additionally, before introducing the IMS process, the organisational background
must be prepared, ensuring that it has appropriate processes, technology and human
resources to face new changes and strategies (Hypolito & Pamplona, 1999). This requirement
is addressed through the IMS charter, which describes the project vision and objectives (the
reasons for embarking on the IMS journey) (Do r d etai.,i2010). It also summarises at a
high level the overall project strategy, scope, organisation and implementation (Castro &
Martins, 2010). The charter also helps to set the direction for IMS and gain confidence from
key stakeholders about how the project will be organised and implemented (Freeman & Reed,
1983). The charter also helps control the scope of the project, by defining exactly what it is that
the organisation wants to achieve. Ideally, the IMS charter is provided to the project manager
by the project sponsor and helps set the direction for the project and gain support from key
stakeholders to show how the project will be managed (Freeman & Reed, 1983). If the IMS
charter is missing or inadequate, the project manager should develop or augment the
document and have the document agreed on and signed by the sponsor or project initiator

before starting any other planning process (Maryska & Sladek, 2017).

The key purpose of an IMS charter is to define exactly what the project has to achieve to be
successful (Sousa & Guimaraes, 2017). This encompasses:

T Identifying the project vision: the vision encapsulates the purpose of the project and is

focused on the business or on benefits.

Identifying the strategic purpose and alignment of the project.

Identifying the project objectives: it defines three to five specific objectives that need to
be achieved by the project to fulfil the vision. Each objective should be specific,
measurable, achievable, realistic and time-bound (SMART) and output-focused (major
deliverables).

1 Defining the overall project scope: the scope defines the formal boundaries of the
project by describing what will be done by the project and what will not be done by the
project. What will be done should be described as specific deliverables.

1 Defining any staging, phasing and/or gateway requirements: the extent of the current

authorisation and how the work will be authorised.

Furthermore, the project is for a nhew management system, and its vision is to improve
efficiency (Chen, 2016). One objective is to provide training. The specific deliverables

associated with this objective could include:

1 developing the courseware;

1 delivering two initial courses and an update of the training materials;

212



f presenting a o6train the trainerd workshop;

1 ongoing support to the business trainer for 6 months.

What is not done by the project is the ongoing training of business staff for the next two or
three years. The IMS charter should also outline at a high level how the IMS project work will
be accomplished (Bernardo et al., 2012). This includes describing the IMS project organisation
and how the project will be structured, including customers, stakeholders, key management

roles, responsibilities and reporting lines.

1 Acustomer is a person or entity who is responsible for accepting the deliverables when
the project is complete.

1 Stakeholders are people or groups who will be affected by or who can influence the
success or failure of the project.

1 Additional roles and responsibilities include the project sponsor, project board,
project manager and other key project positions, each with a summary of their primary
roles and responsibilities.

1 Reporting lines: from the roles and responsibilities, the reporting lines between those
roles can be defined in a project organisation chart.

1 Describing the project strategy: this describes how the project will be executed and
forms the framework for detailed project planning. Some aspects to consider are:

- suitable project software, which could help with the project planning and
assessment of milestones;

- key milestones to be achieved by the project. A milestone is typically an important
project event, such as the achievement of a key deliverable;

- key phases and/or activities, and the overall time frames involved in undertaking
the project;

- any environmental implications, such as opportunities for recycling or waste
reduction that should be considered during the planning and implementation of the
project;

- key external dependencies and their criticality to the project. An external
dependency is an activity or event that is likely to affect the project during its life
cycle;

- A summary resource plan (based on the methodology and time frame) including
the overall requirements for labour, equipment, materials and financial resources;
and

- known major risks and issues: the project charter should identify any significant,

known risks, issues, assumptions and constraints related to the project (these have
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usually been defined in the business case and need to proceed into the project risk
register). Where significant documents exist (e.g. the business case or a statement
of work), these documents are referenced in the project charter.

5.14.1.2 Maintaining the IMS charter

At the start of each phase of the project, one of the important actions in initiating the phase is
to review the IMS charter and ensure the project as it is defined and understood and that it is
still achieving the objectives defined in the charter. If there are discrepancies, the changes
need to be processed through the overall change control mechanisms either to update the

charter or to re-focus the project on achieving its authorised objectives.

Once the IMS charter has been defined and agreed on by all stakeholders, the first stage of

the IMS process can proceed.
5.12.1.2.1 A description of stage 1 (unfreeze): conception

During this stage, leadership and management have a critical role to play in ensuring the IMS
is undertaken in a structured manner. IMS is seen as a strategic decision taken at the highest
level of the organisation (leadership). Leadership which was empirically tested against
efficiency and shown to have a significant and positive relationship to efficiency.

- Leadership

The recognition of the interdependence of the constituent parts of a defined system inherently
requires that an increased number of internal and external forces and factors be considered in
making decisions by leadership (Roberts and Handline, 1975). The type of leadership style will
influence the IMS outcome, as demonstrated by Nelson Mandela, who had a transactional
style (see Du Toit et al., 2010). This type of leadership will allow communication to employees
and from employees (top-down and bottom-up approach). Furthermore, a formal policy on IMS
is important to ensure consistency of objectives (Garcés-Mascarefias & Penninx, 2016). The
following can be issued as a guideline. The shift in focus from government to governance, from
policy to policymaking, allows the organisation to conclude that what matters is not only policy
frames and policy measures (i.e. policies as written) but also how these policies are organised
and implemented by the different actors involved, i.e. policies in practice (Garcés-Mascarefias
& Penninx, 2016). Leadership must enable an organisational culture, which is an essential
element required to unify various organisation departments (Ansoff, 1965). Instituting an

effective organisational culture is an important approach to advance efficiency in the
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organisation (Idris et al., 2015). The following can be utilised as guidelines and organisational

factors which shape culture:

1 alearning organisation and a culture of responsibility are encouraged. It is important to
have a learning process to ensure better design and redesign of systems and thus
ensure continuous adaptation to new challenges (Horn & Wilburn, 2005; Patience,
2008)

1 the use of information for development of the organisation, allocating accountability
and responsibility, and motivation for teamwork and collaboration, opportunities for
learning and involvement, fostering a climate of fairness; and

1 providing compensation based on equality.
- Management

Managers cannot be effective leaders if their employees do not see them as trustworthy. The
five dimensions of trust are the following (Du Toit et al., 2010):

integritytra manager 0s honesty and trustful ness;

competenceia manager 6s technical and interpersona
consistencyi a manager 6s reliability, predictabilit
situations;

loyaltyi a manager é6s willingness to protect anot he

openness i one can rely on a manger to tell the whole truth.

Although managers engage in decision-making processes at different levels, their decision-
making roles are related to non-structural decisions, whose characteristics are unpredictability,
existence of plenty of solutions and potential responses, vagueness of the approach to gain
correct responses, effect of its results on organisation's goals, being sensitive to environmental
and dynamic conditions of the environment, and great dependence on data from the external
environment which force a manager to get use of information (IMS procedures) about events
of the external environment (Bahmani & Farhadpoor, 2017). Information gained from the
external and internal sources of an organisation is processed and fed into the decision-making
cycle by individuals and information system of an organisation (Sarrafizadeh, 2011).
Management must ensure that they engage with leadership, consider staff morale and
motivation, share knowledge amongst employees and formalise systems (IMS procedures) for

an operational IMS.

IMS implementation can be facilitated through motivation enablers such as (see Idris, 2015):
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securing managementés full support;
addressing IMS in strategic planning;

allocating and prioritising resources;

establishing goals, targets and milestones for IMS;

involvement of end-users in the design and implementation phase;

support of IMS experts;

fostering a culture of teamwork; and

= =4 -4 -4 -4 -8 -a -

performance of employees.

This will ultimately enable efficiency in the organisation. If the employer or manager wishes to
have an efficient and effective organisation, he or she must set to work to improve employee
performance. Therefore, when an IMS is implemented, employee motivation is another factor
that will drive the organisation to ensure organisational efficiency.

Finally, this stage includes leadership and management who must demonstrate a high
performance culture by driving for results and setting the norms, beliefs and values for the
organisation. Additionally, policy and employee motivation are critical parts of the IMS and the
framework that leadership and management must establish. Not only does it provide
substance, guidance and clear objectives, the framework also allows for the introduction of the
required performance levels that all stakeholders must achieve in order to achieve IMS
efficiency (Morton, 1991). All stakeholders will understand the deliverables from implementing
IMS and thereby improve the organisational efficiency. Leadership is accountable to its
shareholders to ensure that the organisation is financially sustainable. With the

aforementioned in place, this will enable IMS in the organisation.
5.14.1.2.2 Description of stage 2 (change): combination

This stage validates that the commitment from management that they want to pursue an IMS
and have ensured the necessary variables (sub-factors) in stage 1 have been communicated
and implemented in the organisation. At this stage, it is considered that an IMS policy,
organisational culture and commitment from top management are embedded in the
organisation. Setting standards (procedure, roles and processes) is important for enabling
stage 2. Here, management must deliver standardised methods for IMS to be implemented
successfully. Standards and efficiency are positively and highly significant factors (Egyedi &
Sherif, 2010). This implies that in order for an organisation to flourish (improve efficiency),
agreement of processes with employees must be undertaken and must be documented.

Ensure do what is documented not only document what to do. Furthermore, these procedures
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must be geared towards organisational agility and improving competitiveness in the market

where it operates.
- Standards

Standards are aimed at the achievement of order (Foray, 1998). It is critical that this factor
ensures that the rules and guidelines for the implementation of IMS be implemented.
Standards define the processes that must be followed to achieve the goals ultimately to
improve the efficiency of the organisation. Setting rules, guidelines or procedures will therefore
streamline the IMS implementation process. This will also entail combining different
procedures and standards that were once deemed unintegratable to reach a cohesive
standard. Employees play an important part in the IMS process and their performance must

be integrated into the standardised activities.

A shared understanding of internal and external challenges involves organisational culture,
learning and active participation of employees (Jorgensen et al., 2006). Employees are

considered with both intrinsic and extrinsic factors (Herzberg, 1966).

1 Management must ensure that employee performance is measured through formalised
systems, for example KPAs.

1 There must also be a strong focus on organisational teamwork and collective
collaboration amongst employees (skills transfer and job rotation) and efficiency within
their departments.

1 Job control must be identified through visible goals together with organisational
learning (OL) and is a valuable approach to understand the IMS (Argyris & Schoen,
1978; Huber, 2011). OL occurs when an organisation acquires or creates knowledge,
develops new ways of thinking, and modifies its behaviour to reflect new knowledge
and insights.

1 OL contains two broad types of learning processes: one aimed at doing a better job of
matching outcomes of organisational actions with intentions (e.g. by correcting
ineffective activities 1 single-loop learning, and the other aimed at improving the
knowledge of an organisation (e.g. by questioning and updating norms, practices, and
underlying assumptions and beliefs hitherto accepted in the organisation i double-loop

learning.

Employee performance is attributed to cognitive mechanisms, namely increased
communication, better utilisation of knowledge and increased understanding of objectives.

Therefore, employee management must be aggregated to align to the IMS charter to ensure
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that all stakeholders are accountable for their deliverables of the organisation. The alternative
is that, when processes fail to meet their intended goals and deliverables, corrective action
must also be instituted to ensure the process is back to normality. Finally, standards have the
following key common elements: rules, guidelines or characteristics for activities (Burita &
Zeman, 2017). Employee performance processes as part of the standards stage should be
implemented to ensure efficacy of the organisation.

5.14.1.2.3 Description of stage 3 (refreeze): standardisation

During this stage, the organisation has to acknowledge the benefits and influence of the IMS
process. All stakeholders are involved, and the IMS is communicated (transparency)

throughout the organisation.
- Standardisation effort

At this stage, the standardisation effort is geared toward knowledge transfer, skills
development and training, which are undertaken continuously. The IMS charter has made
significant progress and roles are now fully functional. Employees understand their
responsibility towards the IMS and the benefits are being realised. This will enable continuous
learning and development of employees. Also employees should understand the IMS process
and its contribution to the overall organisational objectives and efficiency.

Organisations must encourage employees to develop and improve their skills sets
continuously, through innovative work designs and training needs analysis (De Oliveira Matias
& Coelho, 2010). Interaction with stakeholders in identifying types of platforms for innovation
and follow-through of ideas, will promulgate effective IMS. This can be carried out through:

9 cooperation, dialogue and transparency when IMS is initiated; and

1 platforms for incremental innovation are available for the organisation.

Organisations or those with complicated processes cannot function well without a
management system (Almeida, 2014). The more developed the organisation and the more
people involved in its activities, the greater the need for written procedures, instructions, forms
and records for the organisation to be able to achieve their objectives. A continuous innovation
strategy will ensure both creating both innovation and having continuous improvement based
on business performance perspectives (Chen, 2016). It is important to do this in order to
improve on the efficiency of the organisation. Prior conditions such as developing the IMS
charter, are a necessary step before an organisation embarks on the IMS process. Process

management deals with timely detection and rectification of quality problems in the production
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process (Sousa & Guimaraes, 2017). Process management employs preventive and proactive
techniques for IMS. This will lead to a level of IMS that common system elements and generic
processes do not attain successfully.

5.15 CHAPTER SUMMARY

This chapter presented the sequential mixed-methods approach. Both the gqualitative and
gquantitative approaches were discussed. The qualitative phase confirmed the factors for the
conceptual framework. During the quantitative phase, the data, which was obtained from 220
participants in the ICT sector by means of the online web-based survey, was analysed. A
series of hypotheses were postulated and tested after which path analysis was employed (see

5.11.2) to generate a framework intended to predict the enablers for an IMS.

In the next chapter, the results from this chapter as implemented to present the conclusion and

recommendations for this study are presented.
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CHAPTER 6

FI NDI NGS, COSICAND|I ODRNCOMMESDATI

6.1 INTRODUCTION

This chapter presents the conclusions for the research study, discussing the findings, and
making recommendations for future research based on the objectives that were set at the
beginning of the research. These are discussed in the relevant subsections of this chapter.

The research concentrated on the following research question: what would be a suitable
framework that could be used to integrate management systems in a structured manner
towards improving efficiency in an organisation? This was operationalised to identify the
factors for an IMS in the light of an extensive literature review. These factors were validated
and expanded by conducting interviews with various stakeholders. After validating the factors,
a working conceptual framework was formulated (see 3.15) and a questionnaire was
developed (see Annexure D) to seek clarity on the acceptability of these factors. A total of 220

respondents formed the sample to conduct structural equation modelling.

6.2 SUMMARY OF THE FINDINGS

A brief discussion of selected theory is presented by comparing empirical values with the

theoretical findings.
6.2.1 Leadership

Leadership was empirically tested as a factor of an IMS, and shown to positively and
significantly be associated with IMS efficiency (see 2.10). The regression weight was 1.000
with a probability value of the critical ratio (CR) of less than 0.010 (<. 01).

Leaders have a key role in strategy formulation and implementation (Bourne, 2008). In order
to achieve this, leaders must be actively and visibly engaged in the organisation, displaying
transformational leadership (leaders effect on followers in that the followers feel trust, loyalty
and admiration for their leaders and are motivated to do more than is expected of them). To
be an effective top leadership team, members must share common beliefs and aspirations

about the organisation and its future direction (Vargo & Seville, 2011).
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The recognition of the interdependence of the constituent parts of a defined system inherently
requires that an increased number of internal and external forces and factors be considered in
making decisions by leadership (Roberts and Handline, 1975). Prominent among these factors
is the organisational environment when making decisions and engaging with employees. The
research does not endorse a specific leadership style when integration of management
systems is undertaken; however, it does recommend that organisational culture should be
considered. Summarising the contributions of the leadership theories explained (see 2.10), at
any given time, the leadership of an organisation will have many decisions to make i decisions
that are work-oriented, people-oriented, and environment-oriented, which pertain to the short
run and to the long run, and which reflect movement toward precise objectives and a heuristic
reach for improvement. Also, as far as an IMS is concerned, which is a complex process and
would require support, commitment and responsibility to ensure that management systems are
integrated in a structured manner, leadership must guide, mentor and hold employees

accountable for their actions.
6.2.2 Management

Management was empirically tested as a factor of an IMS and shown to be positively and
significantly associated with IMS efficiency (see 2.11.4). The regression weight was 1.181 and
the probability of the CR was 0.009 (< 0.01).

Fayol (1949) delineated the elements of organisational administration into planning,
organising, command, coordination and control. He also developed 14 general principles of
management, namely unity of command, unity of direction, discipline, division of work,
authority and responsibility, remuneration, centralisation, scalar chain, order, equity, stability
of tenure and personnel, subordinate of individual to general interest, initiative, and esprit de
corps. While often applied in different ways, these 14 principles of management are still
respected as legitimate principles. Scientific management is based on scientific decision-
making and | ogical thinking. Tayl ords principle
productivity which greatly affected the US manufacturing industry (Roth, Schweiger and
Morrison, 1991) . Tayl ords approached as described b
choosing adequate techniques from a wide portfolio, which could contribute to different goals
of management and affirmation of synergetic effects on all kinds of organisation. Managers
will normally use a wide range of tools for these processes but these tools need to be applied

competently to produce positive effects.

Therefore, a scientific management approach for every concrete management system means

application of different methods and tools, which in concrete conditions, results in best effects.
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Noble (2000) studied the experiences of two case organisations, which used the scientific
management approach, and both had exceptional results but it also showed that the benefits
will be delivered only if management design systems in which it can work. This approach
therefore capitalises on a culture of learning as the approach must be modified before
application in each organisation. Thus, this approach could very well be recommended, and
could lead to the IMS in an organisation.

6.2.3 Policy

Policy was empirically tested as a factor of an IMS and shown to be positively and significantly
associated with IMS efficiency (see 2.4.3.1). The regression weight was 0.638 and the
probability of the CR was less than 0.010 (< 0.01).

It was discussed in the literature (see Garcés-Mascarefias & Penninx, 2016) that the effect of
policy is translated into local-level practice, which seems to be a crucial question for
understanding whether integration programmes achieve their goals. According to Candel and
Biesbroek (2016), the role of policy integration in the governance of cross-cutting policy
problems has attracted increasing scholarly attention in recent years. Nevertheless, the
concept of policy (dis)integration is still under-theorised. In addition, Garcés-Mascarefias and
Penninx (2016) found in their research that policy matters, not only policy at the national level
but also policy at regional and local level.

Developing a policy provides a platform for improving the integration of employees and
management systems into the fabric of the organisation. Policies often posit ideal outcomes,
and their vague formulations are not always clear guides for action to those who are to
implement them. Reflecting the concerns of state bureaucracies, policies are then instruments
in the process of shaping and completing such processes (Handelman, 1976). Eastmond
(2011) reports that, according to Bosnians in Rome, they enjoyed a better standard of living
when a state policy was implemented regarding immigrants. By contrast, Bosnians in Norway
and Sweden said that there was virtually no state policy of integration in place, assistance was
limited, and initial years of settlement had been a struggle. In addition, during the qualitative
phase, the current research found that most organisations did not have a policy for the IMS in
place. This compromised the IMS process and confused employees as there was no structured
manner for implementing systems. It is therefore recommended that organisations should
embark on a policy for the IMS to ensure that employees identify with the objectives and the

required deliverables of the organisation.
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6.2.4 Standards

Standards were empirically tested as a factor of an IMS and shown to be positively and
significantly associated with IMS efficiency (see 3.7). The regression weight was 0.136 and
the probability of the CR was 0.002 (< 0.01).

According to Burita and Zeman (2017), it is evident that one of the rationales for the adoption
of standards is that time spent on small decisions results in less time available to tackle bigger
decisions (Botzem & Dobusch, 2012). High global competition, intense pressure and
increasing demand from different stakeholders lead the organisation to adopt different
management systems and standards. Defined standards are designed to provide a clear
definition of each business process for simplification of communication within the organisation
and organisation communication with its surroundings. Standards may define requirements for
the formats used and processing procedures, data structures and data exchange. Defined
standards not only enable efficient management of the entire organisation but also planning
its future activities (Novotny, 2006). Alignment of standards is important, as this is when the
similarities of the standards are used to structure the system. The best way to initiate the
integration of MSs is to seek common points in the various standards and to ensure that the
greatest possible number of procedures is shared among different MSs, or in other words,
attempts should be made to adapt and integrate the maximum number of procedures into the
various systems that is, combined management procedures for an IMS.

6.2.5 Organisational culture

Organisational culture was empirically tested as a factor of an IMS and shown to be positively
and significantly associated with IMS efficiency (see 2.14). The regression weight was 0.626
and the probability of the CR was 0.026 (< 0.01).

Kotler and Armstrong (2006) state that the cultural environment consists of all the institutions
and forces that have an effect on the basic values, perceptions, preferences, and behaviours
of the members of a society. Zeng (2011) emphasises that organisational culture refers to the
pattern of beliefs, values and learned ways of coping with experience that have developed
during the course of an organisational history, and which tend to be manifested in the material
arrangements of the organisation and the behaviour of its members. According to Ott (1989),
workplace culture refers to the values, beliefs, norms, customs and practices of an
organisation. Growth, profitability, productivity and performance improvement are critical

factors for the success of any business. Organisational culture involves a culture of learning,
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continuous improvement and stakeholder involvement. However, the preconditions for this

integration of management systems are:

1 ashared understanding of internal and external challenges;
1 alearning organisation and a culture of responsibility; and

9 interaction with stakeholders.

Therefore, the current research concluded that organisational culture is one of the pillars of an
IMS and if properly conducted, it will lead to competitive advantage, continuous improvement

and increased sustainable financial performance.
6.2.6 Employee motivation

Employee motivation was empirically tested as a factor of an IMS, and was shown not to be
positively associated with IMS efficiency (see 2.13). The regression weight was 0.040 and the
probability of the CR, which was not significant, was p = 0.774 (> 0.1). Although the p-value
was high, it can still be considered for the IMS framework as it affects standardisation effort
positively.

Maslo wo s (1 9 4 8f )humanhneotivatipn were arranged in a hierarchy ranging from

physiological to safety, social, egoandself-act ual i sati on needs. Herzberg

to management thinking derives in part from his theory that two sets of variables, hygiene
factors and motivators, together influenced worker motivation, and partly from his concept of

job enrichment. While Herzberg (1966) did not say that hygiene factors were less important

than motivators, as with Magelsmisidtesprefedtethedrytda heor vy,

say that investments in salary, fringe benefits and working conditions could yield only limited
results (Huczynski, 1996). Extrinsic factors include such factors as pay, supervision, working
conditions and job security. The extent to which extrinsic factors are absent (or not at an
acceptable level) causes job dissatisfaction, but their presence above the acceptable level
does not cause job satisfaction (Maslow, 1970). Intrinsic motivation factors include
achievement, recognition and responsibility for work (Maslow, 1970). Intrinsic factors cause
job satisfaction (Herzberg, 1966). Much case research suggests that human resource (HR)
considerations, such as employee empowerment, training, work design and incentive
structures, are essential for the efficient and successful functioning of management systems
(Boys & Wilcock, 2014).

Employee motivation therefore has a significant bearing on employee performance. As a

result, employee empowerment, work design and incentive structures are essential to the
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efficient and successful functioning of management systems. Increases in employee

motivation and higher collaboration within departments will increase organisational efficiency.

6.2.7 Innovation

Innovation was empirically tested as a factor of an IMS and shown to be positively and
significantly associated with IMS efficiency (see 3.7). The regression weight was 1.000 and
the probability for the CR was less than 0.010.

l nnovation is defined as it he inatiamsnmased gporathei s at i on
application of new materials and components, the introduction of new processes, the opening
of new markets, and/or the introduction of new organisational forms (Schumpeter, 1934).
Innovations can take different forms, such as upgrades, extensions and major changes in

existing products and processes (Kim et al., 2013).

For successful IMSs, organisations should have knowledge sharing and dissemination
processes designed for IMS to succeed. The process of incremental innovation could create
conditions for radical improvements (Chen, 2006). To keep improving radical innovation, this
requires continuing with follow-up of the improvements. Radical innovation, however, can
sometimes only be subject to a significant increase in investment (Chen, 2016). Then it is
necessary to integrate capital resources, personnel capacities and conditions suitable for the
innovation adequately. Essentially, from the literature which indicated that organisations must
embark on processes for incremental innovation first and ensure that platforms for employees
to embark on this process. All internal and external stakeholders should be an integral part of

the process of innovation.

6.2.8 Standardisation effort

Standardisation effort was empirically tested as a factor of an IMS and shown to be positively
associated with IMS efficiency (see 5.8.6). The regression weight was 0.109 and the probability
for the C.R was 0.090 (< 0.1). Although the p-value was high, it can still be considered for the

IMS framework as it is positively affected by IMS efficiency.

Standardisation is the process of developing an
consensus of the views of yr ms, user s, i nterest
2008; Sherif, 2006). For example, Tassey (2000) expl ains, istandar o
codiycation of an el ement of an industry's techi

the conduct of economic activityo.
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Organisations must use considerable effort to transfer knowledge, skill and when implementing

an IMS. This will ensure all employees understand the IMS.
6.2.9 Employee performance

Employee performance was empirically tested as a response variable for an IMS. It was shown
not to be associated by IMS efficiency (see 2.12.4). The regression weight was 0.542 and the
probability for the CR was 0.223 (> 0.1). Although the p-value was high, it can still be

considered for the IMS framework as it affects innovation positively.

The employee performance and employee target factors have been included as discussed in
section 2.12. Both factors have a positive effect on the structural equation model and could
not be included due to the SEM collapsing on inclusion. It was decided with the statistician and
supervisor that it should addressed under the employee performance factor as it formed an
integral part of employee performance. From an organisational theory (Morton, 1991)
standpoint, organisational leaders need to understand and be able to apply theories relating
tol

the planning and execution of strategic and tactical actions;
the development, management and improvement of processes;

the fiscal and financial control of their organisations; and

= =4 -4 -

key performance indicators (KPIs), which indicate the extent to which their

organisations are successful in achieving organisational and process goals.

This alignment is typically achieved through performance management and goals. Managers
and their leadership establish goals as part of the performance management process and align
the goals throughout the organisation. Alternatively, the organisation cascades goals down to
the workforce. In either scenario, it is often the case that employees need specific training to
achieve their goals. The performance factor is critical for organisational success. Leadership

style can also promote the notion of continuous improvement in performance.

Therefore, organisations that increase integration can realise competitive advantages and
improve performance in a variety of economic performance dimensions, such as market brand

and risk image.

6.3 RESEARCH OBJECTIVES

This section presents a discussion of how the research objectives were achieved. Each

objective is reviewed and the evidence is presented.
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6.3.1 Objective 1

To identify a set of factors from the related literature that could be applied to develop the

framework

Firstly, outlining the topic is the initial step in the literature review process followed by searching
for relevant academic articles, which in the current research was conducted through the
relevant database after specifying the key words and terms that would be used. The second
step in the literature review was to assess the quality of the articles and then to provide the
plan through a process of thematic analysis. Finally, the identification of the useful and related
studies was extracted by summarising all studies related to the topic.

Furthermore, a suitable data analysis strategy was adopted in order to identify the themes of
the study. The electronic databases of EBSCOhost, ScienceDirect, SABINET and ProQuest
were searched. Due to the nature of the research, a time frame for the articles reviewed was
not important as the literature review had to contain seminal works, as well. The following key
words were selected for searching purposes: integration, combination, standardisation,
management systems, Andersonbds (1971) theory, S
social integration, political and economic integration. The inclusion criteria for the literature

review included the following:
Inclusion criteria:

gquantitative, qualitative, mixed methods and systematic reviews;
studies conducted in business, leadership, entrepreneurship and quality;

relevance to integration, standardisation and combination; and

= =4 4 -

all articles were in English language.

Thereafter, the analyses of the methodological characteristics of the selected studies included
countries of origin, purpose, samples, study design, theory framework and instruments used.
At the end of the search in the literature, titles were screened for relevance and abstracts were

read carefully. All the studies that did not match the inclusion criteria were excluded.

Additionally, there was a mix of qualitative and quantitative studies. Most of the studies were
published in journals related to management and business issues. The selected studies were
descriptive studies and some of them were correlational studies, and none of the studies were
experimental. Included in this methodology was a review of literature that concerned
integration, standardisation and combination theory. All studies aimed at several issues, for

example, related to significance of social, political and economic integration. Some of the
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studies described refugee and immigrant experiences. In the majority of the studies,
participants were in organisations. In addition, studies revealed participants with different
levels of experience and different levels of education. The selected empirical studies reflected
various valid and reliable scales and questionnaires, which measured several issues related

to integration, standardisation and combination of management systems.
The factors identified were:

leadership;
management;
organisational culture;
employee motivation;
policy;

innovation;

standards;
standardisation effort;

employee performance; and

= =4 4 A4 -4 -4 A -a -5 -2

efficiency.

Once, the literature had been established, the conceptual framework was developed. The
conceptual framework was the basis of creating propositions relevant to the following three

guestions.

1 What are the antecedents of positive outcomes in an IMS?
1 What is the process through which IMS results?

1 Which outcomes might an IMS achieve?

The conceptual framework, presented in Figure 3.3, was developed from a extensive review

of the literature based on the following theories,

complexity theory;
systems theory;

management theory; and

= =4 -4 -

shareholder theory.

Furthermore, other theories and seminal works were also considered, such as resource
combination theory (see Black & Bo a | 1994) , cl assical organi sat |
1937) , institutional theory (see-f 8cobbt, tBO6OBY, Me

(1943) theory of human motivation, decision theory (see Roberts & Handline, 1975) and
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Ander s on § s$nforrhatich Ahkory as contributing to the factors of the conceptual

framework, which was presented and discussed in Chapters 2 and 3.

The process of synthesis of the literature focused on capturing the dominant ideas related to
the IMS as it existed at the time of this study. The review of literature revealed important ideas
generated by several fields of research such as political, social, financial, medical, educational
and engineering. The conceptual framework presented in this research (see 3.15) is an attempt
to bring together all these ideas into one whole to provide a comprehensive approach to
understanding the phenomenon of IMS within organisations. The framework also proposes

relationships between the different factors identified from the literature.

Finally, the research considered 5 factors, namely leadership, management, organisational
culture, organisational efficiency and employee motivation as the independent variables.
Furthermore, another 5 factors namely standards, standardisation effort, policy, innovation,

and employee performance were the dependent variables for the conceptual framework.

6.3.2 Objective 2

To identify an appropriate research methodology to investigate the relationship and validity
of these factors

This objective was reached in two phases, i.e. qualitative and quantitative. The first phase
(qualitative) confirmed the factors for the conceptual framework. The second phase
(quantitative) was validated by confirming the factors and then testing the relationships

between the factors statistically. An explanation of the phases is summarised.
Phase 1:

An exploratory sequential mixed method was adopted as the research approach. The intent of
the strategy was to develop better measurements with specific samples of populations to see
if data from a few individuals (in the qualitative phase) could be generalised to a large sample
of a population (in the quantitative phase). This research adopted firstly the qualitative
approach and then the quantitative approach. The research intended to measure the
intangible, i.e. views and opinions of the cases which are regarded as abstract in nature. The
research approach intended to tap into the minds of individuals of management and employees
and therefore this approach was considered most effective for this research. This research
methodology informed the research that was qualitatively tested and to determine whether
there was an alignment of the conceptual model and the literature review with the participants.

This was undertaken through extensive semi-structured face-to-face interviews with
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participants from diverse sectors of the economy from organisations who satisfied a strict

criteria selection process, which comprised:

the CEO, chief information officer (CIO) or senior manager in their respective fields;
over 10 years of experiences within the field of integration; and

experience had to include dealing with local and international organisations regarding
IMSs.

This entailed interviewing 14 participants from diverse sectors of the South African economy.

The sectors included

4 interviews in the fast-moving consumer goods (FMCG) sector;
3 interviews in the government sector;

6 interviews in the ICT sector; and

= =4 4 -

1 interview in the banking sector.

The participants comprised a CEO, 10 CIOs and three senior managers. The economic sectors
that were represented were banking, fast moving consumer goods, government and ICT
organisations, who provided information on the conceptual model and also provided rich data
that informed the research instrument. Following the interviews, which had to confirm the
validity of the conceptual model, was adjusted slightly. It was also evident that participants
could align to the conceptual framework presented in Figure 5.7 and they considered it a

satisfactory framework that was representative of an IMS.
Phase 2:

The guantitative phase was undertaken with respondents from the identified organisations.
Pilot research was undertaken, firstly with academic peers and then industry experts in the
field of IMS. Once the questionnaire was returned to the researcher, slight amendments were
made and discussed with the study leader. Thereafter, a web-based questionnaire that was
developed. The questionnaire was posted online using LimeSurvey. The link to the
guestionnaire was sent to the leadership of the organisations. A covering letter together with
the survey was distributed to all participants explaining the rationale of the research, their rights
to anonymity, and their rights to decline participation at any stage of the research process. The
researcher had full access to the databases of the raw data. The researcher retrieved the raw
data on a daily basis and saved it on an external hard drive. The survey was allowed to run for
a period of three weeks from the date of inception after which the link to the survey was
deactivated. A total of 220 respondents who replied. The responses of the seven-point Likert-

type scale was then sent to the statistician who used the raw data to provide the statistical
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analysis that was presented in Chapter 5. After the 10 factors had been confirmed, structural

equation modelling was undertaken to identify the relationships between the factors.

Therefore, the sequential exploratory mixed methods were satisfactory in addressing the
methodology.

6.3.3 Objective 3

To formulate the framework statistically using the data from objective 2

The ultimate objective of this research was to develop a framework that can be used by
management to integrate management systems in a structured manner towards improving
efficiency in an organisation. From objective 2, the factors identified are leadership,
management, organisational culture, employee motivation, policy, standards, standardisation

effort, innovation, employee performance and efficiency.
The framework addressed two parts of the IMS namely i

I organisations who have management systems and have not yet integrated them but
intended to pursue this option; and

i organisations who already had an existing management system but had not
successfully benefited from the IMS.

The research focused on organisational factors as antecedents to inform the developed
framework. From the empirical investigations, it became evident that organisations should
adopt a structured framework to improve efficiency. Furthermore, three stages were chosen

and each stage focused on important factors for an IMS as presented in Figure 5.7.

A framework for the integration of management systems in organisations includes factors that
contribute to organisational efficiency (Asif et al., 2011; Denison & Spreitzer,1991). The
empirically developed IMS framework could be used to improve efficiency of an organisation
by implemeting the 3 stages as identified in the framework. This framework is unique as it
presents an organised and structured manner that consists of internal embeddedness and the
inter-relationships between the three stages of an organisation. If the framework is properly
implemented organisations will achieve competitive advantage (Almeida et al., 2014) and
increased financial sustainability (Asif et al., 2009). The framework that was developed
solidifies theory and empirically presents all tested constructs in a structured manner.

Therefore, this research has covered these aspects adequately.
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6.4 DISCUSSION OF THE RESEARCH OUTPUT

The primary research output was the developed framework for organisations. There were 10
significant factors that emerged from the statistical factor analysis and structural equation
modelling that informed the newly developed framework. The research showed that
organisations must adopt a holistic framework that addresses antecedents, processes and

outputs when addressing the IMS.

As discussed in the literature (see 2.5.1), integration is a process and not a consequence of
an outcome. Integration transforms the organisation through a number of fundamental
changes at the strategic level (stage 1: conception), business level (stage 2: combination), and
operational level (stage 3: standardisation). At the strategic level, it provides a tool for
collaboration with stakeholders and paves the way to address their concerns. At business
level, it focuses on the design of an integrated management manual, work instructions and
processes, by which integration could be evaluated. At operational level (stage 3), the work
instructions or procedures and processes are standardised. Supporting activities, such as
auditing and general administration, are also designed accordingly in order to promote
efficiency, save resources and reduce confusion amongst employees at the operational level.

The empirical framework also shows that innovation, policy and standards along the various
other factors is required for continuous improvement. New knowledge needs to be integrated
with both the explicit and tacit knowledge of the organisation. Integration with explicit
knowledge will focus on manuals, procedures, databases, work instructions, and other key
documents. Integration with tacit knowledge will focusonemploy e e s 6 exper i e
The integration of new knowledge and novel experiences will help to prepare the organisation
better to address the anticipated and unanticipated challenges associated with corporate

sustainability.

IMS is seen as a viable organisational approach to cost reduction, operational improvement,

employee motivation, efficient management and utilisation of resources, and a means to better

compliance wi th soci al obligations and di

difficulties have been faced in IMS implementation (integration of individual management
systems and their implementation) due to a lack of formal MSSs for IMSs and unavailability of
methodologies for IMS implementation. The current research provided the core factors to

provide one composite and holistic framework.

nces

| MS i mpl ementation can be facilitated through

support, commitment, addressing the IMS in strategic planning, allocating and prioritising
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resources, establishing goals, milestones for IMSs, involvement of end-users in the design and
implementation phase, support of IMS experts and fostering a culture of teamwork. The
framework approach counts upon feedback as the dynamising process to design, implement
and improve the IMS.

Moreover, top management involvement and commitment are critical to a successful
management system integration. This commitment influences the alignment of management
subsystems with the organisation business plans and promotes organisation commitment.
Management commitment is one of the most important factors at an early stage (Boys &
Wilcock, 2014). Nowadays, the adoption of an IMS is an important strategic decision in order
to promote higher levels of competitiveness and sustainability (De Oliveira Matias & Coelho,
2010). As a successful management system, integration is significantly related to employee
motivation. To achieve this effectiveness, organisations need to comply with a set of factors
(through the framework) that would lead to a successful integration and better system control.
Managers consequently need to recognise that for the IMS to be implemented and maintained,

they must continuously push it forward.

Regarding the IMS, it is important to highlight how an organisation that starts to build or
improve the existing IMS retains a focus on the requirements of all stakeholders. In developing
an IMS practically, Chang et al. (2014) showed that the success of an IMS may not be
standardisation as the first priority during the integration process. The starting point is the
understanding of the prior conditions, stages of integration and ultimately achieving
organisational efficiency. When implementing the IMS framework, the existing organisational

culture must also be taken into consideration to ensure maximum benefit is obtained.

6.5 RESEARCH THEORETICAL OUTCOME

During the research of IMSs, many researchers (such as Asif, 2009; Bernado et al., 2015;
Do r d estwal. i2010) tried to identify the best way to improve organisational efficiency by
emphasising management systems with the best practices. While an IMS is recognised as
critical for organisations, operating with three or more management systems in parallel, can
be risky. This research proposes a new conceptual IMS framework, which includes
independent and dependent variables as outlined. The interconnected relationships between
these practices were reviewed and at the same time, the conceptual framework will provide a
useful theoretical foundation for the existence of management systems towards organisational

efficiency.
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6.6 ORIGINAL CONTRIBUTION TO THE BODY OF KNOWLEDGE

Whilst most studies on IMS have shown the factors (Carvalho et al., 2015; Rebelo et al., 2014),
benefits (Asif et al., 2009; Carvalho et al., 2015) and challenges (Vitoreli & Carpinetti, 2013;
Almeida et al., 2014) for ensuring IMS success, these studies have been conducted in
isolation. The relationship between the factors of IMS have received little attention, leaving a
knowledge gap in the academic area and from a practitioner perspective, in that, the
relationship between the factors and how they jointly influence organisational efficiency is not

known.
There are 3 contributions by this study.

Firstly, antecedents of IMSs in African countries is largely unknown. Considering that there is
a paucity of empirical evidence on the antecedents of IMSs, this research will close that gap.
In view of the fact that most previous research has been done outside the borders of South
Africa and Africa itself, as evidenced from the literature, this research will make a significant
contribution to the study of IMSs in the South African context.

Secondly, the research also provided the opportunity to create a new definition for integration
in management in the field of business management. In consideration of the definitions derived
by prominent authors (such as Blau, 1960; Ramphal, 2012) the current research has attempted
to provide a definition congruent to sceptics from the era (such as Galtung, 1966; Ackoff, 1999a)
and to the empirical base of this research.Finally, the framework that was validated emanated
from the conceptual framework and the 10 significant factors that emerged through
confirmatory factor analysis and structural equation modelling which provided the causal
associations between the factors. The significant factors that emerged from the research were
leadership, management, organisational culture, employee motivation, policy, innovation,
standards, standardisation effort, employee performance and efficiency. Hence, these factors
informed the framework through subjective and objective measures, which is considered to be

the original contribution to the body of knowledge.

6.7 BENEFITS OF THE RESEARCH

The influence of the factors on IMS on organisational performance, although being well
documented is limited to mostly developed countries. Therefore, the benefit of this research

will add to the scant research conducted in developing countries.
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6.8 OUTCOME OF THE STUDY

The IMS framework will have a direct effect by addressing the high unemployment rate in
South Africa, which will result in improving the efficiency of organisations, thereby resulting in

job creation.

6.9 LIMITATIONS

The research focused only on ICT organisations as these were the organisations that develop,
implement and continuously improve management systems for organisations. However, due

to time and scope of this research SMME ICT organisations were overlooked.

6.10 RECOMMENDATIONS

Based on the findings of this research the following recommendations are given:

Firstly, the study found that organisations are not equipped with an effective tool to address
IMS due to its complexity. Therefore, it is recommended that as an initial step, organisations
that have implemented more than two IMSs conduct an audit to ascertain their level of

integration before implementing the empirically developed framework.

Secondly, it is recommended that this framework should be used by entrepreneurial
organisations who have more than two management systems operating in parallel. This will
improve their efficiency and will be able to contribute to the overall effectiveness of their

organisation.

Finally, considering African countries lack of understaning on IMS, this research should be

tested for validity in another African country.

6.11 SUGGESTIONS FOR FURTHER RESEARCH

Cross-interdisciplinary integration is becoming an interesting focus area for future research.
Meeting grand challenges requires responses that constructively combine multiple forms of
expertise, both academic and non-academic, that is, it requires cross-disciplinary integration.
Given their complexity, this will require multiple forms of expertise. At a minimum, experts from
multiple academic disciplines are necessary. Typically, however, a broad range of expertise is

needed, including stakeholder, private sector and governmental expertise. A framework that

encompasses all perspectives for an | MS with

be critical in a sector that is not contributing positively.
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Culture determines the identity of the organisation, and this is usually strongly influenced by
the history of the organisation. It will be interesting to research the effect of deep-rooted
practices on the actual practice of integration, as this is associated with the changing economy
and challenges, especially in South Africa. The South African organisational landscape has
been diversified since 1994, so future research will definitely add value to the topic of IMS.

Empirically, the research also found a negative relationship between standards and
standardisation effort. The correlation between the standardisation effort and policy (-0.728)
was evident. This correlation was significant as it showed that the standardisation effort affects
standards negatively. This in turn will not improve the efficiency of the organisation. Literature
(see Anupindi et al., 2006) indicates that the standardisation effort and standards are positively
associated and the amount of effort expended should see a proportional increase in

organisational efficiency. This can be a potential area for future research activities in this field.

More research about how integration of management systems could be developed to stimulate

and improve innovation through standardisation is also recommended.

6.12 CHAPTER SUMMARY

The achievement of each objective was discussed with evidence provided. The contribution of
the study was presented and interestingly, many areas were identified for future research. The
research was concluded in this chapter.
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Dear Participant

My name is Sugandren Naidoo and | am conducting research with my supervisor,

Prof, R.R Ramphal, School of Business Leadership, towards a degree of Doctor of
Business Leadership (DBL) at the University of South Africa (UNISA). We are inviting you to
participate in a study entitled “A framework for the integration of management

systems in organisations”.

Purpose of the study
The purpose of the study is to provide a framework for successful implementation and

amendment of new and current management systems for organisations.

Why am | being invited to participate?
As an industry expert in the field of study, you have a good understanding, knowledge and
experience on the subject to be researched. Your participation is voluntary and there is no

penalty or loss of benefit for non participation.

About the interview

You were selected to participate in this study because your involvement with respect to
management systems. By completing this interview which would take approximately 45
minutes, you agree that the information you provide may be used for research purposes,
including dissemination through peer-reviewed publications and conference proceedings.
There are no risks or harm associated with participating in the study. You are welcome to
withdraw from the study at any time during the interview without obligation or any adverse
effects. There will be no reimbursement, reward, compensation or gifts for participation.

Confidentiality

Any information of any participant will be respected as private and will only be known
by the researcher. The reporting of the information will be done in such a manner that all
the participants will be unrecognisable. The study is for research purposes only and the
results will be used for research and may be included in a scientific journal.

Benefits of the study
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It is anticipated that the information we gain from this interview will help practionnaires,
managers and policy makers to inform or streamline processes and to enhance various

forms of management systems in their organisations.

Willingness to participate
Your participation in this study will not only contribute to the research, but may also positively
influence the integration of systems in organisations. You may contact the researcher

(details on page 1) to ask any questions on the study.

Feedback on the study

Participants can contact the researcher regarding the outcomes of the study from the
information provided below:

Sugandren Naidoo

Office : 012 426 3304

Email : naidoosu@unisa.ac.za

Kind regards Study supervisor

Sugandren Naidoo Prof Roy Ramphal
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The following interview guide will be used:

A: Opening the interview (all covered in less than 5 minutes)

1. Thank the participant for the time taken to contribute to the research.
2. Outline the purpose of the research and the progress.

3. Participant to provide a brief background on their work experience.

B: Actual interview

Interview questions
1. Discuss the type of management systems in your organisation?
a.How would you define a system?
b.What would you define as an integrated management system?
c.How would you define a standardized and combined system?
Probe: ask for examples.

2. Describe how do you work with multiple systems in your organisation?

a. Once you have a new system that is required by the organisation? What
happens next?
b. What is your view on integration, standardisation and combination?

c. Probe: [how it is undertaken in the organisation].

3. In your view can you describe if at leadership level, are management systems
integrated or combined system?

4. Describe the policy on integration in your company?
Probe: [how it is undertaken in the organisation].

5. To what extent are the different management systems combined and/or

integrated within your organisation.
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6. What would the role of senior and top management regarding management of
these systems?
Probe: [how it is undertaken in the organisation].

7. How would you describe the process of managing the
integration/combination/standards of new systems (and amendments) into the

organisation?

8. What would you say are the challenges facing integration of management

systems?
9. What are the benefits of integrating management systems?
10.How do you determine the maturity of integration in your organisation? example

Level 1/ Level 2/ Level 3?

11.Do you have a framework you use for the integration of management systems in

your organisation presently?

12.Validation of the IMS framework the IMS framework.

Probe: [request participant views?]

13.What are the factors in your view | should address that | have not highlighted in

the open ended questionnaire as yet?

C. Closing

1. Thank the participant for their time taken to contribute to the research.
2. Request participants from (ICT) organisations to endorse the quantitative part
of the research.

Page 4 of 4

279




ANNEXURE D

RESEARCH QUESRHE ONNAI

Dear Participant

My name is Mr. Sugandren Naidoo and I am a lecturer in Operations Management a
UNISA, Department of Operations Management. I have been granted permission by
your organisation to conduct this study. The research is important for the promotion
of integration of management systems in organisations and is funded by the
University of South Africa.

The study has been approved by the SBL Research Ethics Committee with Ethics
certificate number (2016_SBL_DBL_033_FA) and you can contact the research
manager, Mrs. Nthabiseng Motloi (011-6520372; email: motlonc @unisa.ac.za),

should you have any concerns regarding the process and conducting of this research.
A copy of the ethics certificate can be made available if required.

Below are answers to a few questions you may have:

What is the aim / purpose of the study?

The aim of this study is to develop a framework for the integration of management
systems in organisations. Your participation will allow me to gather critical data for
the study, which may also be used for other outputs such as articles, books,
conferences and workshops,

Why am I being invited to participate?

You have been selected by your organisation to participate due to your experience
and knowledge of management systems.

What is the nature of my participation in this study / what does the research involve?

The first phase of the study was a face to face interview, which was completed by
your leader in the organisation. The second phase of the study involves data
collection. By completing this survey questionnaire, you will be contributing to this
phase of the study.
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Section A: SECTION A
BIOGRAPHICAL INFORMATION

Al. What is your employment status?

Select the relevant answer and where applicable, annotate your answer.

Permanent I:‘
Contract D

Other (specify) O

Other (specify)
A2. What is the total number of years you have been employed?
A3. Indicate the number of years you have been in your current
position?
Years
Months

Ad. When working on systems, which of the following levels do you
perform on?

Technical Support D
User D

Management D
Other (specify) D

Other (specify)

AS. Please select your highest qualification?

Gradel2 (Matric / National Senior Certificate)

Higher Certificate

Diploma or Advanced Certificate

Bachelor’s Degree or Advanced Certificate

Honours degree, Postgraduate Diploma or Professional Qualification

Master’s Degree

oo gn

Doctoral Degree
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Other (specify) D

Other (specify

Section B: SECTION B
QUESTIONNAIRE

B1. Management: responsible for planning, organising leading, and
controlling resources in the organisation.

1 2 3 5
Management should demonstrate knowledgeof — ™/ ™1 1 1. T 1.
implementing management systems. D D D D D D D
In my opinion, management should motivate T e Y Y Y O e
employees to use organisational systems. D D D D D D D

Management should understand that multiple

management systems are important for accurate D ---------- DDD ~~~~~~~~~ D ~~~~~~~~~ D --------- D

reporting.
Efficiency should be a driver for management D | (mm 1 | 1 D
during the implementation of multiple systems. L L L L L
Management uses multiple systems to ensure D 1 ] | 1 1 D
transparency in the organisation. L L L L L
Management uses formalised systems toenable — 1 1 1. [ 1. [ 1.
organisational goals. D D D D D D D
Management should incorporate systems to
produce a product or service that benefits the D D D D D D

customer.

Multiple management systems should be
developed and implemented by management
consistently.

S N S

| e [ |
I S ) B

I understand the operating of multiple
management systems in my organisation.

Management should encourage input from staff
regarding management systems implementation.

00 O O
]
miim
]
(]

B2. Standards: a set of guidelines, principles, procedures or work
instructions introduced by management and executed at operational
level.

2 3 4 5 6
Standards should be seen as improving the l:l‘ [ ] | 1 1 D
competiveness of the organisation. L L L (S L

Standards should be seen as 1mpf‘(]>1v:)rr1§az:§;l;:1yoi]n D __________ D _________ D _________ D _________ D _________ D »»»»»»»»» D
el o E.
Standards are seen as stifling imo:f;;?l?s:tli Ll: D __________ D __________ D _________ D _________ D _________ D _________ D
Standards improve consisten:z/rég r;r)rrlzlc]zis. D D __________ D _________ D __________ D __________ D __________ D
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B3. Leadership: the senior management of an organisation that sets the
vision and direction of the company.

Leadership uses management system/stoset —1 1 [ 1 1. [ 1.
objectives for the organisation. I:I D D D D D D

In my opinion, leadership have recognised the
benefits of implementing management systems
in organisations.

I believe that leadership should be making

informed decisions by using management D ~~~~~~~~ D ~~~~~~~~~ D ~~~~~~~~~ D """""" D ~~~~~~~ D ~~~~~~~~~~ D

systems.

In my opinion, leadership should develop

formalised management processes to address D --------- {:\ --------- D --------- D ---------- D --------- D --------- D

multiple systems.

Leadership should utilise the benefits of

management systems to keep employees D --------- D --------- D --------- D ---------- D --------- D ---------- D

motivated.

e
I believe that ma::ﬁggl;gz :y;::ﬁ;:;a::’lf [+ 1 =1 {1 }=]
e B B R
In my opinion, a policy fosrylgz nﬂaﬁaﬁgﬁﬁ :[f. I:I AAAAAAAAA D .......... D AAAAAAAAA D AAAAAAAAAA D AAAAAAAAAA D .......... D

In my opinion, the business strategy should be D 1 1 1 1 1 D
aligned to organisational culture. L L L L L

B4. Policy: expressed by leaders in an organisation through a formal
documented process.

1 2 3 4 5 ‘ 4
Documented policies are driven at leadership — —
level. D | gl = D --------- D VVVVVVVVVV D

Policies should be effectively communicated — ™  r— 1. [ 1. . [1._
throughout the organisation. D D D D D D D

Multiple policies are facilitated during ] R T e s
implementation in the organisation. I:I D D D D D D

New policies are introduced through  — ™ ™1 1 1. [ 1.
standardised systems by management. D D D D D D D

Management system policies should be applied D | | ! | 1
consistently throughout the organisation. (- L L L -

BS. Performance: the act of showing positive or negative results in an
organisation.

1 ]
Multiple management systems should improve — ™ ™1 . 1. 1.
efficiency in the organisations. D D D D D D D
Setting objectives should drive organisational — — . 1. [
performance. D D D D D D D
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Co-ordination of organisational g(p)):;l:f LTrﬁl"l(:l\;% D _________ D AAAAAAAAA D AAAAAAAAA D AAAAAAAAA D »»»»»»»»» D AAAAAAAAA D
s (OO0
e
B
Seser el B B B S
e s B E N N .

I believe that achieving results are the collective

work of all structures within the organisation D 1 1 ] 1 1 D
conforming to the predefined goals of the

organisation.

Bé6. Effort: the amount of energy and determination used to obtain a goal.

The effort of knowledge transferis goodinour ™— ™ ™1 1. 1. 1.
orgamisation, |1 L= b el ]

Multiple management systems implementation ™) ] o] e ] e
should be executed at operational level. D D D D D D D

The effort in formalising systems should —] 1 MMM
improve organisational efficiency. D D D D D D D

B7. Culture: the beliefs, morals and values an organisation exhibits.

There must be a culture of improving systemsin  — ™ 1 1. [
the organisation. D D D D D D D

The organisational culture should be enabledby — rm™— ™/ 1™/ 1. . T1.___
top management, L~ L b

Organisaﬁona] CUIture must be the driver fOr .................... e feasiead | boesesaed |0 feeeens
improved performance. D D D D D D D

A high performance culture is an enabler for

performance of multiple management systems D --------- D --------- D --------- D D L] D

in the organisation.

]

In my opinion, the organisational culture is D 1 1 1 1
aligned to organisational strategy. (- - L L

[]
[]

BS. Innovation: the act of invention or modernisation of processes and
systems.

In my opinion, management should analyse the

organisational human resources inorderto — r—1 1 1. 1. I—1.__
create a more fertile ground for the D D D D D D D

implementation of innovation.
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